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IUTRODUCfION

OVERVIEII

The purpose of t'he contract under vhich this report has
been prepared ls to docunent, in a series of case .!tudiesr the
effective nanagement Prac!ices of selecEed rte1l-nanaged public
housing agencies (PfiAs) . such t.hat other PHA nanagers can make

assessmentsr and, where applicable, i.mplenent similar practices
at their agencies. the series includes eighteen case studies
that are present.ed in volunes addressing six functional cate-
gories of publlq housing operationsl

1--procurenent and i nven to ry
2--ma in tenance and custodial
3--ren ta1 and occ upa nc y
4--finance and acco un ti n9
5--general adminlstratlon
6-- sec ur l ty .

GeneraIly, irithin each of the six functional categories,
three case studies have been developed that address practlces
at a smaI1 (1-499 units), a mediun (500-1249 units), and a

large (I250+ units) PIiA. There are tto exceptions lo thls
organization, as foLLows. The rentaL and occupancy category
contains only t\ro studies, which address practices al a medlun
and a large PHA. And second, an addl.tional report has beeo
prepared for a very 1ar9e PHA in the area of flnance and ac-
countlng, bringing the total in this functlonal caEegory to
four .

It must be emphasized that the effective practices de-
sqribed hereio are not perfect. Within the unlverse of publlc
housing agencies, they may not even be the 'best" practices.
llowever, the programs and activl Eles that fo11ow have proven to
be effective for the agencies !',bich have implemented them.

These practices are offered to the pub1lc houslng community as

a potentlal means for improving agency funclions, especially I f
a PHA has identified a particular problen area of lts operation,

Volune
VoI ume
Vol ume
Vof une
VoL ume
Volume

111,



For further guidance in improving agency operatlons, the reader
1s referred to the Insider's culde To t4anaqtnq pLrblic Hous.,,.r
(BUD-PDR-638, August 1983), the Troubled PubIic ttousing Handbook
(7475.14), and the Field office M.nltorlng of Pub1lc Housing
Agencies Handbook (7460.7 REV).

The case studies descrlbed herein reflect the state and
local laws and federal 1alrs which were in effect at the tlrne
that the nanagement praqtices liere documented. prior to any
attempt to replicate these practlces, the reader is advised to
consult. current applicable laws and regulation! to ensure
compl i ance.

ONGANIZATTON OP TNIS REPORT

This report addresses the maintenance and custodial
functional category and contalns three case studles. Each study
is sinilarly organized into three chapters. Chapter I provides
a detailed review of t.he effectlve management practlce. Chapeer

II describes why tbe practice is effective and has inproved
agenqy operations. Cbapter III dlscusses the transferability of
the practice to other agencies and key consideraEiors in doing
8o, AdditionaIly, each sLudy is prefaced by an executive
sunnary that provides a quick overvieir.

OVENVIETI OP TIIE ITAINTENANCE AND CUS?ODIAL FIJNCAION

The area of Daintenance and custodial is perhaps the most
visible set of activities undertaken in public housing manage-

nent. Not only does this function have a direct inpact on the
daiLy lives of tenants, it is also a strong lndicator of the
quallty of management in a PHA.

The. maintenance and custodial funclional area oaturallyI
divid€u into tlro related subfunctions in most PHA oPerations.
The Eaintenance subfunction involves bhe routine upkeep of a

PtlArs entire physical plant, including the housing stock,
grounds. and operati.ng facillties of the agency. Maintenance
tasks typically encompass routine and emergency repairs. pre-



ventive maintenance. groundskeeplng, and vacant unit prepara-
tion. Host PHA maintenance operations are structured to handle
nonrePetitive. unpredlctabl.e demands for work. That is, nain-
tenance problems arise, usually reported by residents, and the
PHA responds to the requests for work. The work order system is
commonLy employed to organlze the neeessary nalntenance tasks.
This system is relatively complex; it entails esttablishiog
rrorkloads and schedules, performlng the tasks, and supervlsing
and moni!oring the work actlvlty.

The custoallal subfunc!ion involves the routine cleaoing of
publi.c areas of housing projecEs and pHA operating facilitles,
as well as the occasional cleaning of vacant apartments. Cus*
todial responsibilitles are refated to maintenance tasks but are
distinguished by their predictability, and therefore are nuch
easler to schedule in adeance. Indeed, the line drawn betu,een
maintenance and custodial. jgbs varies depending on the PHA.

Custodi.al operations are comparatively sinple, entailing
scheduling the vrorkload. deploylng the staff, aod perfornlng and

superelsing the duties.
The maintenance and custodial functions are llnked Eo other

management functions of PHAS, most clearly to procurement and

lnventory. Because of the obvious demand for materials and

supPlies, this Linkage is more aptly described as a sErong
dependence. In addition, the functional areas of security and
general adnlnistration (especially project management) have a

significant impact on the maintenance and custodiaL operations
of rnost PHAS. Effective practices in the areas of securitsy,
project management and tenant relations aIl affect the upkeep of
a PtlAr s physicaL plant.

ABOUT THE }TAINTENANCE AND CUSTODIAL STUDIES

This document conEalns caEe studies describing practices at
three PHAS: the Cumberland, l.taryland Housing Authority, a sirall
agencyi the nousing Authority of Lawrence Couoty, Pennsylvania,
a mediurn-sized agencyi and the Huntsville, Alabama Housing



Authority, a 1ar9e ag ency.
Cunberland Housing Authority (CHA) began to decentraL ize

Its maintanance operations 1n I98I in an attempt to lncrease
ef,ftciency and nanagement overslghL. Central izaEion of CttA's
maintenance operatlons has resulted id faster. better service
and lmproved inventory and management control.

The Housing Authority of the County of Lawrence (HACL)

terminated its in-house maintenance program several years a9o

and si.gned a malntenance contract wlth a private flrn. The

transfer of maintenance responsibi r'- .rs done o reduce the
cgsts associated with this f,unctional area. BACL has achieved
lts goal , whiLe maintainlng the quality of maintenance services.

Huntsville Housing Autsbority (HHA) instituted a fornal
preventive naintenance progran four years ago, based on

successful , informal practlces that had already been in place
for six years. By officlally designating preventive maintenance
cre!,s from its regular maintenance staff, HHA has slgnificantly
improved the qualiEy of lts housing stock and the appearance of
Its entire physlcal plant, at no additional cost.

with this brief overview of the maintenance and custodial
function, t.hree qase studies of effectlve managenent practlces
are presented in the remalnder of this documeflt.
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EXPCT TM St UI,IARY

fhis case study desc!lbes effectlve nanagenent praqtlces in
the naintenance depa(tnent oI the Cunberland gouEing Authority
(CHA). An overview of CHA operations appears on the folloring

In late 1981, CEA be9a6 to centrallze its nalntertance
ope(atlons and upgrade its liaintenance faciLities. when the
transi.tion began, CHA had ane rdaintelra[ce worker aaslgned to each
of the five projects and tbree naintenance workers oirerating fro[
a central office. By 1983, all eight opeEated fron a central
office.

Centralization has resulted ln better response to tenantsr
requests for Eervices, faat€r turnover of vacant uni.ts. better
adherence to procedules, greater i.nventory co[trol, alrd inproved
rlanageloent control and infor[alion, As tje11. centralization did
not have an adverse inpact on CHArs maintenance budget.

Agencies of sirnilar size and physical characteristlcs ay
want to colrgider centralizatlon as a [eans of ioproving
aintenance .esponsiveness and nanagement control. Chapter IIl

discusses some key conslderations in doing ao. These include:
tbe hunbeE and types of units qndler nanage[e[t; the geographlc
dispersal of its sites and bulldiogs, the avai.lablllty of ploper
equiprdent and vehiclesi and possible iEpacts on tenant relations.

r-3



CEIRACTRTSTTCS
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I. TAITIEX;I{CE OPERATIOf,S If,
CITIiBERLAXD EOT'SING AIIISORITT

This chapter descrlbes the Cumberland Bousing AuthorityrE
(CEA) centralized mairtenance operation. It begins yrith back-
ground on lrhy the agency noved a!{ay froft a project-based arrange-
ment previously used. Ne:.t, the key actors in the naintenance
functi.on are alesc!ibed. fo11o{ed by a brief tleacrlption of the
agencyrs project sit.s and their geoqraphic layout, The

chapter's fouEth sectlon comprehensj.vely reviews hou the
centralized operatioo ls organized and hot. roak assignnents are
nade and carried out. Management informatlon is a key factor ln
the agencyrs successful operationr thi.s topic is addressed in a

separate gection. Flnally, the chapter concludes !.ith sone
anticipated refinements to operatiqnE that i{i11 Eoon be lnple-
nented.

BACXGNOgED

until Novenber 198L, rialntenance at Cunberland \ras project-
based. In this Eysten. ooe naintenance to!keE eas assigned to
each of CFAis five projects. these rorkers irere supplenented by
the forernan, three other nechanics or aides, and two laborers who

lrorketl from CEArs central offices. The wo.kers asElgned to the
projects had responsibillty for routine lnainbenance and custodial
work at their individual projects. The worke!s reported dl!ectIy
Co the ploject for work and maintained their own inventory of
supplies and equiprnent on-site. These workers alEo took some on-
siEe tenant aequests for service. The !emaining maintenance
staff lrorkiag from cEArg central office p!epared vacant units,
pe!formed landscapilrg tasks, fi11ed io for wo!kers idho rrere

r-5



abgent or on vacalion, repaired equi.pment. and perforned other
centraLlzed tasks.

An investlgation into alternative procedureg ca!!e about aa

the reguIt of three principal problenrs:

a inequitable rolk loaals: in one notable exanpLe. a
$orker at one site was responsible for 30 unlt9,
while another worker had responsibility for 125
units .

a inaalequate supervision! sone ( -ite r! -rs ,ould
be permitted to fall behind in thei! t,ork, r'hich
caused resentnent among members of the qcntral
staff who irere assigned to hel.p them catch up,

(a inadequate aalnioistrative control: requests foa
service nade to CEAt I offices rere not always
communicated to the workers at the projects and
requestE fo! service made direclIy to on-site staff
fele no! always connunicated to the adtrinistraElve
staff nenbers oho issued eork oralers. Thi.s nade lt
difficult to track and nonitcr rork f1oe5.

The change to a centralized syst6r0 began late in 1981 ard
took oearly tiro years to fu11y implenent. The sritch took plaqe
more gradually tban it otherwise might have because of a change

in executive directorE, and the need to make najor capital
expenditures thal required planning and approval.

The first step in the changeoee( occurred in November 1981

rhen the honebases of the five on-site staff lrere ooved to the
central CEA offices. This actiorl coincialetl irith changes that
nade tirork orale! forns more structured and conpact, thereby
e[couraglng greater unlfornity in their use.

The executi.ve director who lnitiated the centralization left
abruptly 1n February 1992, and CI,A taE lrithout a d1!ector for
sone seven nonths. Before leaving. however, the director unde!-
took steps that !,ouLd help lnplenent the net, systen. FoE

example, he included plans to expand the central maintenance and

r-6



storage area in the 19gI CIAP application, he budgeted to hire a

pergon gpecifically to serve as dispatcher in a centrall.zed
syEten, and he allowed for the procureneot of a maintenance van

in the FY 1982 operating budget.

fn the early stages of tranEltlon, maintenance irorkerE
reported to the central office to recelve their !ro!k assignnents.
Staff who \rere assigned to respond to *ork orders traveled ln a

CHA pickup truck to the job siteB and uaed parts that irere atored
at the housing deeelopqent.

fhe systee took its p.esen! ahape under the current erecu-
tive alrector. Noc, all a,ork ls baEeal on sork ortlers isaued by
tbe clerk dispatcher. AII nalntenance partg anal supplies are
EtoEed at the central naiotenance ahop or on the naintenance van,
!,hlch opelates out of the central ghop. trro workers reEponal in
the van to aII te.rant-initlated rork orders. A11 of the 91x
nalntenance workers report to the central shop, where they
receive daily assiqdments from bh€ mai[tenance fore an. Eaeh

week, two other staff nembelg are alldBys assigned dilestly to the
tr,ro high-r1ses to perfort! custodial tasks, A revie1.r of the key
actoEs in naintenance operation6 1s provided in the foll"owlng
sec t ion.

ral ActroRs

CEA currently operates lrith a pernanent staff of seventeen,
of irhich tlro are part-tilne enployeea. Exhi.bit I-1 is an organl.-
zational chart indicating the number of enployees in each
poEition, In the fY 1985 budget, the maintenance foreftan and his
elght staff are considered maintenance personnel, and the other
elght enployees (approxinately Eeven full-tine equivalent o!
ffEE) aEe considered as adniniEEratlve personnel. This breakdoen
yields a ratio of forty-eight units p€r IIlaintenance enployee and

sixty-one units per adminiatra!ive enployee.

t-7



E'EIBIT I-1
oRclttr zAarof, ctARn

Accountert

{Indlcates parE-tlne enployees.

Eoirever, in reality, maintenance curaentLy is cartled out by
eleveD staff memberg: one maintenance forenani four maintenance
mechanicai four maintenance aidesi one clerk dispatche!i anal one
purchaser/storekeeper techniqlan. CRArs budget designates the
forenan. mechanics. and ai.des as naintenance staff, and the
dispatche! and purchase! as adninistrative 9taff.

Executlve Dlrector

Halntedence Forerden

alntenance llecha[r,cs
(4)

lrainteoance -Aldes
(4)

Haintenance Releted

Clerk DlsDatcher
Prrrchaser/Store-
keeper Techni.cianr

S€creta!y
lloustug Technlclan
Houslng Techltlcian*

ted

r-8



In practice, the!e is 1ittle functional distinctlon bet'deen

the nechanics a.nd aides at CHA--any of these elght people may be,
and routlnely are, assigned to pe!for any of the agencyrs
naintenance tasks. A11 eleven staff nenbels operate out of the
central malntenance shop. At the 6hop there are offlces for Lhe

forenan, dispatche!. and pu rchase r/s tore keepe r i lockers for the
maintenance persons; central storage for nalntenatrce inventory
and vehiclesi and ,ork, neeling, and lunch space fo! maintenance
staff. [he cenhral shop is part of cEArE adninlstrative offices,
so coNrunications between naintenance and adlninistrative staff
nerely reguires picking up an intercom or taking a short naLk.

The re$ainder of this sectlon discusseg the naintenance
posiLiong, the qualifications of staff nerlberg, and the functioo
each perforEs at CEA.

Maintenange Forenan

Cunberlandrs maintenance foreman ha6 been irith CBA for hore
than six years, all of \rhich haee been spent in his present
capacity. Some of the foremantg dutj.es requlre him to function
as a mechanic. For example, on a alay olth a heavy $orkload and
high absenteeism, the forenan may lead the tean !esponding to
tenant-initiated work orderE. the foreltranrE prinaEy tasks,
hogever, are to direct and superviEe naintenance. In this
capaclty, he:

a nonitors the anount of maintenance rork to be done
and schedules each task;

nakes da ily
nance meni

oork assignments for the eight mainte-

a

iospects lrork qual i ty i

hefps procule naintenance contracto!s and monitors
thei! pe r formance;

1-9



a

a

a

conmqnicates !rlth tenants regardlng naintenance
nattefE i
helps nonitor modernization and extraordinary
ttBintenance needg; and

assists ln proeureBent by meetlng rith saleg
representativeE and lnforning the pu!chaser about
needed supplies antl equiptrent.

tbe forenan's nost ltnportant tasks are monitoring,
prioritizing, and assigning mainten.rce taskg, tn ,sBessing work
neeals, he naintains daily contact elth the erecltive ilirector and
other administrative staff (especlally to anticipate and track
vacant unlts). Ee Ehares office space r{ith the illspatcher, {hich
allows hlm to monitor requests for selvice as they are recei.ved.

Clerk Dispatche r

The clerk dispatcher at CEA oas hlred abotrt three years ago
to f111 a nei, position in the centralized naintenance Ey6tem.
Prevlonsly. tork olders had been issued by central administrative
Etaff, who also were responsible for re[tal and occupancy
functions. fhe creation of a formal position EpecificaLly to
lssue work orders and to control the flo* of work Lhrough centla]
naintenance was intended to Lnprove coordination. qonttol. and

responsiveness 1n the malntelance function.

The principal duties of the clerk dispatcher are to:

I receive tenant calls and write lrork oaderst

a monitor outstanding irork orders antl keep forenan
abreast of lrorkloadi

a naintain radio contact with nalntenance xrorkersi

a flle ?ork orders and prepare leports for the
erecutive director on sork anal nateriaLs usedi

a record houls rrorkeal by nalntenance staffi

r-10



a

t

perforn housekeepi.ng lnspections on all units at
leaEt once per year;

Donitor open purchase o.ders by ounber, and provitle
copies to persons involved with pulchasirlg aa
oeeded (e.9., Executise director, purchaaer,/
Etorekeeperr other staff) ; and

perforn inspections and prepare a record of the
work needed to prepare vacant units.

al

The dlspatcher shalea an office i{1th the foreman and the
purcha€er/storekeeper. The diapatcherrs vrork station is equlpped
i{lth a telephone. an lntercon to the adhinistrative offices, and

a radio for cofinunication with maintenance men.

PurchaEer/Storekeeper Technlcian

Like the clerk dispatcher's po6ition, the posltion of
purcbaaer,/storekeeper teehnician lras fornally createtl as part of
centralizat.ion. Under the previous sygten, purchasing had been

central but naintenance inv€ntories had been rnairtained both at
the central otfice and at each project by the Baintenance wolker8
aasigned to them. With the neu gysten, all nalntenance-related
procurement and inventory becane the responsibiliEy of the pur-
chase!/storekeepel. Althougb tbe purchaser,/storekeeper's nain
functl.on is procurenent and ineentory, he aLso contrlbutes to
CEArs maintenance fultctiona. fhe purcbase r/s torekeelre r ,

a

a

conputes the costs of the labor and naterlals used
to fulfiLl each work orale!i

replen i shes
each day i

the inventory on the naintenance van

dispenseg pa!ts and equipnent to the malntenance
workers; and

perfolms the dispatcher's functions in the dis-
patcher's absence.

a

a
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llaintenance tlechanics and Aiales

The mechanics and aides togethe! forn a pool from which the
forerlan seleclE individuals to perforrn specific tasks baseal orl

who is best Euited for Ehe tasks and who ls available. AI1 of
the naintenadce iorkers have beld fheir Jobs for at LeaEt three
years, and a few have been ?ith CEA twenty years or nore. Thus,
lloat of Dal[tenance i,orkers have experience trith moEt of the
systefis In !!os t of the agencyrs b,rildings. Add tlonally, tiro
nembers of the staff have recelved sper : tra'1lrj in !efrigera-
tion, rrbich bas elhinated the need for contracted help for
refrigerator repa i r s.

PE SIC.I', TD GEOGBAPEICE.L TRUCTUNE

Cumberland Eouging Authority operateB Eive relatlvely snall
public housing developments for 1ow-inco te tenants. The projects
include Jane Prazler Eones, Benjariin Banneker Apartnents, I'ort
Cunberland llomes, John F. Nennedy Apart:nents, and oueen City
Tore.. The Kennealy and oueen City pEojects are high-rise
developnents for elderly tenants. Exhibit I-2 desc!j.bes the size
and age of each of cEA'E housing developnents. As Exhibi.t I-2
indicates, the projects for fat!i1ies all are Lou-rise and those
for elderly tenarts are high-rlse. xennedy and oueeo City are
one-building projectsr eleven and nioe stories ta11 respectively'
with roughly ten apartnents on each f1oor. Jane Erazler and fort
cunberland are tr.,o-story tornhouse developnents rLth about
seventen and txelve buildings respectively. Benjamin Banneker is
a Eingle three-story brick structure, a rather unusual design for
public housing. The buil.dings in the fanily projects (although
not bullt on 1ar9e tracts of land) are Ear enough aPart to
proviile sufficient open gpace.
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ETUIBIT I-2
xsr cErRrcpERlsrrcs or cEt PRortcrs

Project Built Tenan ts Unlts

I aml ry
Fan i 1y

Family
Elderly
Elderly

Ee iqht

IJoxr-rise
Low-r l se

Low-r i6e
Hi gh-r i se

Eigh-r i se

frazler
Ba[neker
Fort curlbe! Iand
Kenneily

oueen City

1952
19s5

L9s?

196?

r971

725
30

80

100

100

435

Locat ion

All of cumberlandrs projects are in the Clty of Cumberland,
(Al1egany coutty Housing Autho.ity serveE the rest of the
cou[ty.) CEI's admlnistrative offices, as. well as the nain-
tenance anal invertory otfices, are located at the Jane Frazier
deveLopuent. The projects aEe dispersed Euch that no trro ar€ in
the 6ame neighborhood, and yet the furthest ls only about a oile
and a quarter fron CEA's central of,fices. Erhibit I-3
lllustrates the spatial relaCionship beti{een the CEA and lts
developfients.

An inportant conside!atlon about the relatively shoEt dis-
tances between the projects in curnbe!land ls that the ti$e and

travel costs associated Hith the centlalized maintenance shop ale
less than they would be in a syste& obere the projects rrere Dore
tlispersed.
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EXEIBI? I-3
GEOGRAPEIC IAYOUT OF CEA

N

12 hiles

Queen Clty
2 lniles

3 nites
cEmaAl INTJE!(I,n&a AIEA

CHA
Jane Elazier VlL]age

l niIe

TIORtr ELOII

ThiE section descri.bes how iro.k is acconplished under the
centralized maintenance operation s,ith regard to routlne
naintenance requests; tbe two high-rise apartnentsi anal the
central maintenance shop. The section ls prefaced with an

overvieer of general t ork assignments and CEA's maintenance
prioritieE.

At CEA. work 1s priorltized around the follovring
objectives. first, energencies (defi.ed as tenant lockouts, gas

1eaks, clogged commodes, Iack of heat, broken refrigerators,
firea. sewer backups, or ltrajoE water leaks) are to be handled
immedlately. Secofld, tenant-lnitiated work orders are to be kept
current, nhich ordinarily neans service reguested in the llorning
is to be conpleted the sane day and service requeEted in the
afternoon is to be co pleted the follo{ing day. Third. vacant
units are to be prepared for occupancy as soon ag pog€ible, ehich
usually nealrs {ithin seven rroEk days after the keys are received.

Benjalljn
Ba.nnekea

Jl( Apa.tuents

Orble!Ilnd
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In
ass igned

any given
to erork in

week,
one of

eigbt na intenance
qeneral task areas.

the
three

t,orkers are
as follows !

a

two wo!ke!5 a!e asslgned to the maintenance

two rrorkers
lrent5 i aod

four eo! kers
aaoce shop.

van i

apar t-

nainte-

are asslqned to the hiEh-rise

aEe aEsigned to the central

Except aor the people assign€d to the high-rlse3, the maintenance
rrorkers !eport to the central shop each day, ltere they receive
their daily work asEignments ln an inforEal neetj.ng rrith the
forenan. The lrolkers at the high-rises renaln on-site to perforn
custoilial gervices. fhe van crer reports to the shop initially
anal then spends the day traveli.ng among the five projects
respondiRg to tenant or inspection-generated i{ork oralers. Eorr-

ever, the di6patche! naintalns radio contact wlth this crew so
that asslgnnents can be changed as circumstances warrant.
fina11y, tbe staff nenbe!s who \,rork out of the shop respond to
the forelian's on-going direqtj.on regardlng vacant units,
landscaping. or other tasks.

Exhibit I-4 displays a saftp1e of Bork assigBneflts among the
eight ieorkers over a six-week period. GeneraLly, AI always
handles work orde!s with asBistance from another peEson irho

changes fron i{eek to eeek. Bob, Chuck, Dan, and Frank a!e
responsible for custodiaf i{ork i.n the high-rlges. Each of then
spends a [onth in a high-rise and tben has a nonth during which
he is assigned to respond to woak orders otr to ,ork in the
shop. Ed, George. and Earry usually are assigned to the shop,
but occassionally respond to work oralers. 1{lthin a given eeek,
nodificationg to eork schedules are made based on absenteeisttl,
vacations, and the numbers of work oEders and vacant units:
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EISIBIT I-I
SlllPLE I'ORI ASSIGSIEXIIS

TJEEK

TJOR.(ER 65I 3 4

AI
tior.k Order s

'l an/
I,iork orders I'Iorli Oralers

van/
tiork Crders

van/
Work Clalers

Va\/
wor:k oralers

Uigh- Rise V a\/
flork Crdels

boL

Ciluck Iligh-;lise

DaD

Frank Shop

Iligh-Fise

Iilork orders hlork Orders

shop shq,

il igh- Rirs e IIigh-Il.ise IIigh? Rise Ittqh-Rise

lligh- Rise IIiqh-Rtse High-Rise Shop

I

shop

Shop

vaIr/
lJork Cralers

shop

thop

shop

lbrk Orders
Shop

Shop shop

Shop

shop

Va\/
t-iork Orders

uigh-Rise

High-Rise

S'lop

Shop

snop

Shop

Georger Shop shop Shop

iiarry, Shop Shop gll op

roccasionally responds to uork oralers.



Eow the staff functions in
malntenance task areaE is discugEed

6ach of the three general
next r

Routine Ma lntenance

The core of CgA's central Eaintenance poll,cy is that trro
norkers operating from a large step-van, with a honebase at the
cent.ral shop, can handl.e virtually af1 telephone !equests from
tenants and all irork ordera that may result fro[ bouElng
inEpection€. Even 1n the tt{o high-rlges, \rhich have oo-9ite
maintenance worke!a, teaant requests for naintenance a!e anslrered
by the crer ln the vs,1 The digpEtcher is the central coordlnat-
lng point. The dispatcherrs Job ls to receive requegts for aer-
vlce and to provide the foreman irith Britten, dated work oralers
that i.nclude statenents as to the probable scope of the wq!k.
After che work is aEslgned and conpleted, the dispatche! trans-
oits the irork orde!s to the purchaser fo! costinE, After the
costing is conpleted, the tliapatcher e!.tracta and recorda oatt-
agenenr infornation from the work orders, conmunicates tenant
charges to occupancy Btaff, and files the work orders. Exhibit
I-5 diagraos how a eork order flows. and Exhibi! I-6 provides a

ganPle work order.

The di.gpatcher also perforns maintenance inspection tasks.
Before a vacant unit is prepared for occupancy she (or the
forenan or the purchaser) inspects the unit and r.rites an

estiEate of the scope of the l{ork for the work oraler. Al.so' for
about half a day over a four month period annually, she inaPects
the housekeeping of every unit in CHA and often issues trork
orders for corrective lraintenance. when the dispatcher is out of
the office for idspections, the purchaser usually takes over the
diEpatcher tasks.



EXEIB IT
T{OBK ORDER

r-5
FLOW

EVEN'T ACTORS
Purc h aset /

I

3

Sto rekeepe r
Technic i an

Maintenance
workers

Cl erk
Di spa tcher

work order dated
and - oblems no ted .

4

5

1

I

9

Tenant or fo re-
man makes requ6 st
fo! service.

Whi te and yel1ow
coPy of wo rk order
hung on board ac-
co rd ing to project,

WhiEe copy of
work order picked
uP by noon or
early tnorn ing.

Work is done, parts
used end labor
tioe recorded on
work order by
ma intenaarce cretd.

CompL eled work
uork order ls
natched wi th
o r9 inlal copy.

The co st of the
parts and labor
used in making the
repair are noted
on both coPies.

Inforrnation
the costs of
and labor is
trac ted for

on
Parts
ex-

use in
rts.nonthf

Conple tetl work
orders are filed bY
unit and project.
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EIEIBIT t-6
SAIIPLE IIORT ORDER

THE HOUSING AUTHORITY
OF TTIE CITY OF CUMBERLAND. MARYLAND

cha,ge to E occ"panr E t,tan.ge-.nr
El Job comprere Do nol 3i9n lhis order if wprk is not completg

E lor comprete

SIRYEE NMUEST OAIE R€CEI!€O

lMa fiicErvED 2:1L
6-ta :15

FECEIVED 8Y

Aurhorrrsrlon ro enter 
'n Occup!^t's Abse rLe

05702

a
C

LOCATION UNiT NO f occuemr

)

woBr neouESTED

Fl
l, An )

i. dt tu:)oDate b- l.a nMEft to:15

{ORI( COf,PLETEO

S ro,ir rl b[r l,^ 4,,r"*-7,,-1,,^nttlt a a*.

IAEORMAIERIALS USED AND PAFT NO cosT

2 u^J"r,v aa ) t4 

^a
a1q

a ?4.TOTAI

E Servrce Fequesr No 

-
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As nentioned previously, a mobile van is used to handfe most
routine rork requeats. The ttlaintenance van is a !.ird step-va,.
that CgA purchased rith SIL,500 fron the 1982 operating b'rdget.
It iE stoqked vrith a lol]ing inventory that ilcLudes nost of the
supplies and equipment neceasary to nake routine lepalrs to all
of CgA's property. The van is equipped lrlth a Eadio so that the
central Etaff can provide direction arlal coDrlunicate yrith the cre{
regarding emergencles, the avallabillty of parts, or other such
factors. The mechanic aho is usuaLly asgiqned to drive the van
has been i{ith CHA for rnany yeals. Alhhouqh he is n.t necessarily
CEA's beBt nechanic, he is experiencec h:s ri'. de- angln9 ski11,
and can quickly nake moEt routine lepaiEs.

At the beginnlng of the wolk day, the clerk dispatche! gives
to the driver of the van copiea of alL outstanding l,ork orde.s
that are not 'on holdi for pa(ts or other leasons. The drlver
revieis these work orders to be sure that no job needs additional
equipment. It addltional parts or Eupplies are needed they are
checketl froD central inventory to the van and the rork order crew
leaves. Du!ing the day, the cre tri.es to take eare of urgerlt
neeils first, but otheririse, makes alI repai.rs in one p!oject
before going on to another.

At lunch time the van usually returns to the central shop,
rhele the crew turns in conpleted work orders for costing and for
inventory control. work ordeEs received during the norning are
given to the driver of the van, and the van is stocked !{ith parts
to leplace those used that morning or 1ike1y to be required tbat
afternoon.

rhis centEalized procedure of having one mobile crer EeEpond

to all telephone reguests for service apparently has been suc-
cessful ln establishilg rapid le3ponae to tenant proble,ns. There
is no backlog of tenant-i[itiated work olders. on nost days. the
afternoon requests are rlet by noon the next day, norning requestg
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by the close of the day they were naale. Complaints about emer-
gencles, Euch as gas 1eakE, malor lrate! 1eaks, or lack of heat
during the winter, aEe addressed as soon as they are recei.\red.

fhe Eioh-Rise Apar tments

Each of Cutlberland's tUo projects for the elilerly l8
approxieately flfteen yearE old and co[tains one hundred units.
Custodial dutles in these buildings are the only nalntenance
functions at Cuftberland that are not handted centrally. Eaeh

nonth one maintenance uorker is asgigned full-tlme to each of the
h19h-rise proJects. Thege uorkers report to work at their
assigned buildings aad rnay not have occasioh to repolt at all to
tbe central nalntenance shop during the week.

Duties of staff assigned to the high-rise projectE are
prlncipally custodiaL. They lnclqde cleanlng halls, elevato.a,
and contnon areas; cleaning aod serviclng trash facl1l.ties, and

tending the grounds and landscaping. Thege staff also t0ay

perforfl taEks tha! are more closely related lo ltraintenance. If
there is a vaqa[t unit in a high-rise, for example. ordinartly
the on-site persoo will be assigned to rrork rilh olle or tr.o othe!
maintenance staff in preparing the unit f,or occupancy. If an
energency occurs in a high-ri.se project, the on-site I[alntenance
wolker wiLl tend to it untll the van arrives and 111 aEsist the
vart crer. as needed, Also, although CAA nildly aliscourages such

rrork, the on-site person sonetilles agslgts tenants in tbelr
apartlttents by chan9j.n9 light bulbs or mo!'1ng furniture. It i9
lnportant to note tbat on-site staff ale oot suppoEed to respond
to tenant requests for repai!s to their apartments. In order to
naintain the control afforded by the centralized ,ork order
systee, CHA workers are lnstructed to caII the central mai[-
tenaoce shop ith requests for service, to which the van crew
resPonds.
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Maintenance workers aEe assigned to the high-.ises ln a way

that Iets tenants get to knor then, i,hile a11owin9 for staff
rotatlon to other tasks. Four staff meobers--tiro at a tlne--
handle this assigMent, with a monthly rotatioo. The fact that
thes. eorkers spend half of thelr tioe working out of central
maintenance enhances the team concept by encouraging ,l!aintenance
staff, and other cnA staff, to recognize maintenance problens ln
a partlcula( building as the respongiblllty of the rnaintenance
departnent rather than that of a paEticular nechani..

Compared with other aintenance tasks, cust.-ial work in the
high-riEes appears to receive a lor{er prlority than other taskE.
Illoreover. in the eeent of short-time absenteeisn among high-rise
staff. the tendency is to leave thelr rork undone rather than to
dlvelt nanpo{er fron other tasks.

The Central Mai ntenance Shop

the four staff persons assigned tr> r,rork in the
at the daily di!ection of the naintenance foreman.
thelr tasks include:

shop opera te
In general,

a

ra

preparing vacant apartments for rentali
performing 1ai,n and landscape work (frequently
asslsted during the surule! by youths in job
tlaining proqrams) t

perforning custodial and cleanup work in the aalmin-
i.strative offices and maintenance shopi

assisting contractors in performing tbeir tasks
(e.9., spraying for vertnin) i

making repairs to equipnent, vehicles, stoves, and
refrigeratorsi
perforning preventive maintenance i and

handlinq other miscellaneous tasks.

t

a

a

a

a



As a fl11e, the staff deened by the foreman and executive
tlirector to be the quickest and nost skiLlful are assignetl to the
shop (although most of the maintenance workera express a prefer-
ence for working in the sao) because of the variety o! tasks and
the high level of effort needed to regpond to them,

The chief factor deterElning the tasks of the shop staff is
the ngnber of vacant units In the projects. In a Less typical
month, rrhen six or geven vacanciea occur, all four workerg mlght
spend the enti.e tine trying to prepare aa llany unitg as possible
for rental. In a more typical month, when only tto or thre6
alrartments are vac3nt two ,orkers lllght gpend a given day
preparing one vacant unit rrhile another clealts stoges and
refrigerators f,rom a different vacant unit, and tbe other worke!
Eepairs a larn novel and perfor[s custodial tasks.

IIAIIAGEIIEI? If,FORIiATIOU PROCEDT'RES

A by-product of cent!alizing maintenaoce at CEA eas the
developuent of Eysteraatic and consistent recordg. In pEocessing
malnle[ance work orders, and comnunicating between administrative
and naintenance staff about vacant houEing units, the clerk
dispatcher routinely ext!acts useful managenent infornation.
Thls provldes lnsight to others in gathering good nanagenenC
informatlon even without the benefits of autoaatloo.

CHArs inaintenance managernent inforrDation system (MIS)

includes t$o monthly reports: a BonthLy register of vacanciesi
and a ,nonthly sulnmary of l"abor and materials (see ExhibitE r-7
and I-8). The reglste. of vacancies tracks each uilit that
becone! vacant, providing nilestone data about occupancy. costs,
and maintenance requlrenentg. Rey maintenance nilestones lnclude
the date tenants rDove out, the tlate tbe nalntenance departnent is
flotified of the vacancy, the date mai.ntenance begins, the dat€
the unit is i[spected, and the date a new lease ls signed.
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?he relevant parts of these forDa are kept both by ain-
tenance anil adninistrative (occupancy) staff,, arld a conplete
profiLe of eacb vacancy is coopiled at the end of every oonth.

Paoduclng this forn serves two irnporbant malntenance
fuRctlons !

i.t pronotes and engureg cooperation
adninistralive and maintenance staffi and

betl,een

it lets the executive d1rec. knoo at a glance
rhether excessive vacancy losses reflect a
nainte[ance problen o! an adninistratlve ploblen.

The nonthLy suEnary of labor antl uateEials is produced by

Tthe clerk dlspatche!. Each day, before she files cornpleted l{ork
ordels. the dispatcher ertracts and records the' fol1ol{ing
infornation from each work order on the forh preEented in Exhiblt
r-9 -

the project and uniti
the nonth;

the Eyster (e.9., gcreens, 9Iass, plunbing.
heating, painting) t

the labor costi and

the coEt of parts.

a

o

t

a

a

a

This infornation is synthe6ized into the monthly
report on the parts and Labor expended on each of the
systems for each project (Eee Exhibit I-B) .

Cunberl.and's executive directoa belleves that the
tlon ln thi3 report 1s indispensible for documenting to
the need for, and potential cost savings 1n, Particular
zation proiects and the potential theY offer fo! IorJering

9Urnna I y

3 ixteen

i. nfo rna-
HUD both
node rn I -
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Although such reports coultl be produced ln a decentlalized
nalntenance systetn, the previ.ous system at CHA did not lend
itgelf to this end. rhe folloir,ing realions highlight some of the
relevant operational deficiencies of the prior systeD:

at least seven different peaple couLd initiate i{ork
orde.s and unifor ity of presentatlon frequently
iJas lacking t

$hen mai.ntenance rorker6 had sole reEporlibllity
for particular projects, i,,-:. - ,:Ld be dor wlthout
being recorded on a work orderi

rhen aintenance rrorkers hatl aesponsibility for
their oern inventories, systernatic notation of parts
and labor costs wag lacking; arld

a \dhen no s i.n9Ie person
processing work orders,
information lras a task
cracks.'

had respons i bi1i. ty
syatenatic eitractlon
that fell 'between

for
of

the

AI'TCIPA?ED BEFIICBTffTS

The current malntenance operatlons at the Cumberlarld EouElng
Autholity have been devel.oping for about ti{o years. Th€ execu-
tive tlirector and foreroan are fairly satisfled with the oveEall
procedurea, but they anticipate two nodifications. One i.s the
incorporation of a formal" prevenLive naintenance (PM) systeln.
The other involves the developEent of an autonateal rork order
9Ystem.

!reventive Maintenance

Cunberland currently has features of a preventive tnalr!-
tenance program, lncluding annual housekeeping and maintenance
i.nspectiona, and periodic review of other systens. As happens at
nany public housiog agencies. howeve!, the requireeent that roofs
or drains be checked "as tj.me pernitsi usuaLly eans that lrork
does not get done because the!e are too any other things to



do. CHA has designed a PM progran to be implemented soon. ror
each of CEArs buildings, the naintenance departnent has compiled
a 119t of al1 the syEteng anil parts that require sereice. the
service needed, and the service intervals. The departaent has

set up a flllng syEtell based on Eervice lntervals, lo Ldentlfy
taska that neeal to be alone each nontlr. At the beginning of Che

month, the dispatcher wil.1 revieo the f11e and draw up Pl, trork
oEdels. A PU c!ew. rrhich includes the best of those {orkers who

ordinarily rork out of the shop. has been designated to handle
these l,lork orders-

Another aspect of preventive aintenance in CunberLand
features the van creH. Although for nost jobg one r,orker is
adequate for handling work order6, various aecurity problens
necegsltate that tiro woEkers re5pond to all work orders. In
ortler to naximize producti.vity. the aeco.al worker has been
directed to rrake a quick PM inspection of each unit the crew
woEks in. Thege inspections focus on utility Haste by
identifying leaky si.nks, drains, and eolunodes.

Automation of work Order s

CEA has been authorized to spend some $20,000 in CIAP funds
during 1985 to automate procedures for t!acking inventory and

work orders. At present, none of the nanagenent systens at cHA

are on computers. Auto ating the work order process wlll have

virtuall"y no impact on how operations are organized but rriIl
reduce filiog costs and significantly expanal workflord tracklng
capabtlitie6. The principal advantage of auto,nation is that lt
rri1l enable the extraction of any inforoation in the file rapidly
in any 1evel of aggregation. In sum, cunberland's rnanual
infornation Eystem is a good systefti autonation t,i1I enhance it
by alloering better and more convenient access lo the records.
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rI. IIET CEAIRAI,IZED INITTETAf,CE IS }f,
ETFECTIVE PRACTTCE III CI'IIBER lD

As aliacussed in this chapter, the centrallzation of
naintenance operations at CEA has improved nanagenent contEol.
uaintenance responsivene6s, and has facllitated bette! record-
keeping and managenent inforDation. As nell' the change has been

achieved tlithout slgnifiqantly increasLng the !elative cost
burilen of naintenance operatlong anal without adverse tenant
teaction. Each of these topica ls addreEsd belo{.

llanageoent ControL

A key feature of centralization lE the control over
operati.ons held by the naintenanqe forenan. Ttle key to the
auccess of CEArs anal any other centralizeal operation is heavily
dependent on the skiI18 of the forerEn and that indieidual's
ability to p1an, schedule and supervise activlties at ultiple
sites. In this regard, central.ization facllltated oore effective
control of the ffow and allocation of nalntenance eork at CBA.

Por exanple. undeE the previous systeln nost irork lras allocated on

the basis of projects. that ls, five of the naintenaflce h,orkers
each worked at their particular project regardless of the volume

of oork on a given day. If thele iras too much work, things did
not get done, and if there wag too llttIe *ork, rianpoweE was

wasted. Under the centrallzed systern, work is allocated based on

the tasks that the forenan, executive dlrector, or tenants
(through requests) direct Eo be done. Only tiro maintenance men

(those pe!forning a6 cugtodians in the h19h-rises) ale assigned
work based on a f1x€d unlt allocagion, ThuE, centrali2ation has

improved the ability of the folenan to alLocate nanporer.

rhe f1,r!, of paperwork also indlcateE better qontrol in tbe
centraLized systen. tlith all work orginatlng fron a central
source, and with one irrdividual !esponElble for 9erlerating work

orders and monitoring their f1ow, CHA ba6 ensured that a]1 wo!k
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noe ls rrlttan on nork oldars, that all rolk oldera rle conplete
and lccurata, and tllat l@adlrt€ rork ncadr arr idantlf,lcal.
gnder tha cantrallrad ryrtar, inf,omatlon on both tha voluDe of
vorL to bc ilon., rnd tbo trat! curletrlly belng perfoE[ed are
aerllabla to tha folalan or aracutive itlrGctor at a Eorent ' s
notlca.

oper.tlnq Costr

Ihere lE apprlently no slEnlflcant dlff€rence ln the operat-
ing costs of tha oalntonance aysteEr that CEI has enployeal
botroan tY 1980 rnat lef 1984. Erhlbit II-l lrrovr.alcs !n oyBrvie{
ol thc cost of routlne ialntanance aturlng thls irerlod and detron-
atrrtes that lalnteunca hra Daale up of betreen txcnty-tuo and
ts.nty-atght parc.nt of all op.!a!1[9 costs.

lrtlBtl It-l
@6l|9 C Ir0lrrr nr*lElrlcE

?l 1980 - Pl l98a

E LBclrL
I6a r
1980

1981
1982

1983
19 8{

lotrl
Opara t i n9
Cort!

(9000s)

Routlne
lralntanance

Corts
(S000s)

$s17. {
520.8
57 3.7
755.0
803. 7

$1{6.0
153.2
150. I
r90.2
19{.2

Percent of
Ope ratlrq cost

28r
25r
22t
25r
2{t

Beclusa cantlallzatlon b.gan ln NovaDbcr 1981 (FY 1982) and

tas fu1ly lDpletrantad by lllrch 1983 (end of fY 1983), fiscal
years L981 and 1984 plovldc the best yqar! for colipar i.ng coats of
thc tiro Byltera. Erhtbit II-2 conparea the coats of budgetary
Ii.ne 1tlns for orallnary nalntenance durlng theBe trro fisqal
yeBrlr. AdEinigtrative lallries arr also lncluded because
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otheExlEe 1l night lncor!eqt1y app6a!--due to a chaflge ln the
1lne lte! to ehich Etaff BalarieE are charged--that nalntenance
coEts have been reduced.

EIEIBIT II-2
IIAIf,tBf,ItrCA ArlD I(,IIL (DERAtIIG

costs-rl 1981 aEt PY r98l

LLne
Iten

c06t
($ ooos)

Percent of
tolal Operatl[g

Costs

FY 1984
Percent of

Cost fotal Operating

rY 198r

(S000s) Costs

9105.8

20.3

26.9

17.0t

3. 3t

4. 3r

sr27. 9

26.8

39. 5Contract
cos t
Atldinlstra-
tive Salari,es 69.6

totaL
Italntenance

Labor

uater ialE

TotaI
Ope!atlrg
Costs

222 .8

620.8

I-1.2*

35,9$

r00.0r

l-00-7

294.9

803.7

15.9t

3. 3t

4, 9t

12.5C

35.71

100.08

Exhibit II-2 indicates essentially no change in tbe relative cost
of aaiotenance materials andl contracts in FY 198I and FY 1984.
In both yeara, these coatE accounted for about three, and four
and one-ha1f percent of the budget. respeqtively.

Although labor costs are aoDerrhat lo{er under the
centrallzetl naintenaace systein. the savings are cancelled by

higher adninistrative 9a1aries, This i3 because the salalies of
the clerk dispatcher and purchaser/Etorekeeper technician are
includ6d ultbin adfij.nigtrative costs. Previously, costs of ful-
fitling lhese functions t ere included wlthin maintenance costs
(because they rrere perforneil by maintenance workers). Thus, in
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Eu![, ccntrallzatlon was achl.ev€d wlthout poEltlvq or negative
lnpact oD the CEA budget.

l,la intenaDce Respons iveoesg

One key indicator of [aint€nance reslronslve[eE9 is the
length of tine requi!ed to cornplete routine work requegts. to
aasesE the effect of Centralization on naintenance !eEponslve-
nesa, an anaLysig of rrark orders for 1981 and 1983 rras conducted
(pre- and post-centralizatloo). Exhiblt II-3 presents a conparl-
aon of the average and [edian elapsed tines betireelt call-ins and
job eonpLetion for seventy-four ranilomly selected unlts in the
years 1981 and 1983, respectively.

Exhibit II-3 lllustrates that rhile thE volurne of tenant-
generated work ord€rE waE essentially unchanged between the two
coDpariEon years, unde! the ce.traliz€d systen nogt ,ork orderg
were co[pleted Ln a shorter pe!lod, although tbe response tine
under both was r€asonably good. Eosreve!, the data indj.cate that
the averaqe response tlne in 1981 was neaEly a reek, bhua, even
though nost rrork nas done the next day, oany pork requests took
substantially 1on9e!. Under lhe nelr systen, the average tine of
1.8 days indicates that alno6t all nolk orders are taken cale of
quickly. This rapiil rate idag verlfied in interviewE wj.th
raddortrly EeLected tenants who, when asked ho', 1on9 1t took to
have repairs naale the last tine they called, overthelningly said
the sane or next day. Only one respontlent noted that the tioe
was as long as three dlays, because the work involved taking a

door to the central shop for .epalrs. Improved response !atea
are even no.e notet.,orthy in light of the fact that the annual
unit inspectlons $ere not conducted by naintenance staff i.n

1981. AI1 seventy-four unlta sampled in the above analysis had

been inspecred tn 1983. Also shown io Exhiblt rr-3 ls bhat
recordkeeplng alao improved, as evidenced by a lower pe!centage
of completely reqorded work order for s. Thi6 improvenert is
llkely a resuLt of the designation of, the clerk tlispatcher as
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fuLly responsible for ensurLng that thqse nalntenance rscords are
conpleted ln an accurate manner.

ETEIBII II-3
urlLrsrs or 1981 rIrD 1983 roRr onDEBs

Year
PerforDance lleasure r 98l 1983

Nutlbe!

Nunbe!

of Unius Sanpled 74

of Tenant-fn i tl a ted Work Orders 26A

74

264

Average Number of DayE Elapsed fron
work Order Call-In to Conpletion

l,ted ian Nunber of Dayg Elapseal
froo woEk Oriler Call-In to
Conpleti.on

Percent Work Orders r,ith No
Completion Data Noted

6.8

1.0 0*

,3t

Indicates reslrona6 aluring the sane tlay

Tenant SatiEfaction

In order to gauge tenant opidionE of the change 1n systems,
tbirty-four tenants rere intervier'ed. randomly selected. AII
i[terviewees had lived ln CHA projects loog enough to be familiar
',rith both Daintenance Eystens. GeneralIy, tenants expressed
satisfactlon with the condition and maintenance of their
apaEtrnent6 and buildin98. On questions concerning lrhether they
were nore satisfied with naiotenance under the centralized
systen, and whether they thought the condition of thelr projects
rras better o! !ro!se under the ceatral gyste[, [o9t resPondents
said that there was no differencei and about as nany expressed
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pref,erence for the qurren! gystetr aE did for the proJect-based
aysten.

Tananta who preferred the centrallzeal systeD generalIy noteal
that rcaponsr tiEe on nork orilers ta5 better. fhose nho ,ere
IeEg Eatlsfled rrith Eaintenance noi{ preferred to have a perlton on
Elte whom they could contact dlrectly. Those who Eald the
condltion of the builalings and grounds waa wolae, primarlly lived
ln a faDlly projcct that they noteal had a probler! Hith lltter and
vandallem.

In gunDary, Cunberlantlrs tenanCs uere largely indifferent
about nhether nalntenance wa8 centrallzed or project-based, and
they liked both EystedE. Iilany tenants €xpregsed diEpleasure nith
the loss of the presence of a given on-Eite person aa a result of
CgArs centlalizatioo. This presence f,ulfllled a security need
and probably pEovided needrd 1nlelpersonal contact to Eany
tenantai ho{ever, its loss shoulal be vierred a9 a tenant-reLatione
isgue rather than a naintenanqe one.

Condltlon of Buildings

It rrag oot trosslble !o assess the condttloD of tbe bulldlngs
undeE the oLd systen because objectlve inallcators are unavalLable
for that tine perlotl. As noted above, the concenaus attong

tenantg r.as that the conilltlon of buildin96 and groudda had not
changed in the pa6t three years. Additlonall,y, alce inapections
conducted by the study tealn lndicatad that oaiDtenance and
custodlal-related condition€ nox, oere quite good, Eo that it is
unlikely that the project-based systen perforoed naterially
better in thls regard. O.tly one of CEArs projecta (Dhlch is
located in an attractive niddle class neighbolhood) failed to
appear at leaat as clean and well Baintained as other bulldings
in the surloundlng oeighborhood. lloreover. onty one project
displayed characteristlcs that nay harre indicated a uaintenance
problen. A 91te lnspection conflrl[€d tenantar observatlonE that
debri.s and graffltl eele a problen thele.
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III. cotis IDBRING CBNIIRA'J I ZED IIAIX?BIIANCE
Ill OTEER PEA6

fhia chapter analyzes sone of the factors that nake
Cunberlaridis systen Inore or less applicable to other public
housing agencies (PEAE). Chief anong these are the PEA size, the
geographi.c di.spersal of its stock, the availability of proPer
equipme[t, and the type of relationship the PEA wants to naintain
with its teflants.

Size

In order for ceotralization to be a viable option, a PEA

nust have a large enough staff to nake specialization feasible.
A PBA must have at least tro projectg and tro maintenance staff
before any centralizing can begin, and tbe agency probabLy could
not have fewer unj.ts than Cumberland to justify a full-ti e clerk
dispatcher or a specially aleslgnated creh, to respond to rlork
orders. Por PEAS that are ouch larger than Cutnberland, but are
sti11 sufficiently concentrated geographically to !,arrant cen-
tralizing, specialization within the cent!al shop nay more advis-
able, rn a PIrA rith one thousand units, for example. instead of
all enployees assigned to the shop being availabfe for a1l
assignnents, there night be one team assigned to do only
carpently and another to repair appliances, and stilI another
vacant-unit crew.

ceographic Dispersal

Perhaps che most inportant factor in deciding whether to
ernploy a naintenance system in which staff are deployed and

directed from a central site is the dista[ce those staff will
have to cover j.n getting to and fron iirork sites. rn Cumberland,
the maximum distance betweelr oork sites is less than three ni1es,
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Eo transporlrtlon ls qulck and cheap. Whe!e one-ray dlstances
between 8l,teE approach ten milea tn 1en9th or thlrty minutes in
du!atlon, 1t 1s nanlfest lhat large savings 1n perfornance nust
be realized ln order to gffset such travel qosts. Such alstances
are not unuaual in PEA8 that are countynl.de or are ln rural
aEeaB.

Evcn nhere a PEA!s projecta aEe dlapersed geographicall.y, a

modlfied ve!aion of CunbeEland's operatlon may be appropElate.
Ihus for exanple, if CBA had an addlllonal one hundred-unit
project that ras fifteen niles froD any of the .est, tbey ruight
ne1l keep their present gygten artl just agsign a person to rork
the renote slle as if it nere project-based. Alternatively, if
CEA hail two additlonal projects that i{ere c1o9e to one another
but fifteen niles from the rest, they tuight adopt a Bysten that
operated sirdllarly to thelr central systen, but froo tuo regional
centeEs.

confiquratlon of Egu lpment

The facilltles and equlpnent that a PEA oons or can afford
to buy alao play a key role in deternining the feaelblllty of
centralizing. In ru[nlng a central sygtem, a PflA nust have:

adequate central facilities froE which Etaff can
oPe r a te;

adequate tranapor tat ion

a

a

a

bet$een

betueen

5l tes i and

lhe central officead€quate comunlcation
and tnaintenance 0orkers.

when Cunberland initially decided to centrali2e, these
were not pregent. rhusf cEA lncurred Subatantial start-up
includ ing r

$175,000 to enlarge the central maintenance and
lnventory area (fundeal by CIA!),

i tems

cos ts
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a

a

S1I,500 to acqulre a step-van fron irhlch
order crew cauld operate (funded flon the
budget), and

the nor k
opera tlng

radio conounlcatlon equl[rDent (al3o
the operati,ng budget).

Clearly, other PEAS uould incur different start-up costsr
depending on their curEent facilltles and the size of thelr oper-
ation. Eoeever, wlthout adeguate central facilities, or the
resources to create facilities appropriate to the scope of its
operation, it rould be a nistake for a PHA to ceotralize mai.n-

tenance, regardless of its size and geographic dispersal. one
less costly option in this regard, is to retrofit an existing
facility to house a centralized naintenance fuoction using agenqy
resourceg.

fenant Relations

P!oject-based nalntenance Inay have consequeoces .that go

beyond peEtorning the maintenance function. On-site PEA staff
irenbers, just by virtue of their presence, nay help Plonote
securlty, Irnprove tenant behavior, and Provide psychologtcal
comfort to tenants. In cunberland, tenants \,rho *ere unhappy t ith
tbe centralized Eysten conplained principally about the lack of
these nonnaintenance functions. Inileed, in Cunberland wheae

custodiai staff are regularly asElgnett to tbe project for elderly
tenants, the rationale is as nuch for tenant relations as it is
for performing .naintenance. To the extent that a PHA is !ri11ing
to sacrifice efficiency in malntenance for continuity in tenant
relations. a project-based systen Day be preferrable.

Other Considerations

Even if it had the size, location, and facilities for a

centraLlzed operation. and even if centrali2ation would not
adversely affect tenant relations, a PEA night ProPerly choose to
retain a project-based systen. rf there are no maintenance

$2,400
funded

for
f ron
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psoblanBi thate lc llttla rrason to chrnge. ProJect-baseal
lalntenanca Is trot lnber€ntly lnferior. the f,kcal allocatlotr of
irork bageil on pfojgcls day be egurlly 6ffl,cl6nt rnit coet etfac-
tlve aspaclruy rhrre lort p!oj.ct3 ara of ghllas slae.
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Etscutflrl st,Irlat

Ehts case study degqribes tlalntenance operations in the
Bousing Authority of tbe County of Lat{rerce, Pednsylvania (HACL).

Ihe study focuses on EACLTs succesaful replacenent of itg in-
houge maintenance operation with a ne!, syster! in t{hich aIl
routlne nainteoance servlces are provided by an out6ide
contractor. An overviex of EACLTs operations appear on the
followlng page.

For several years prior to movlng to contract luaintenance,
EACL experienced skyrocketlng labor coats anil poo! naintenalce
Services. When EtD inforEed the agency that it ras in 'fioanqlal
jeopardy,' EACL tried unsucceasfully to renegotiate its contract
nith the union representing in-houge naintenance workers. whei
the tregotiations reached an ir[paEBe, EACL turned to a p!ivate
contlactor lo provide maintenance Eervices.

Under contract traintenance, aB deEcrl.bed in Chapter II, IIACL

hag been able to contain malntenance costE, increase the voLume

of work orders handled whiLe reducing regpolrEe tine, and enhance

naintenance recordkeeping procedurea.

Chapter III addresses hon other agencies could inplenent a

slnllar contractual relati.arship. Discussed are key considera-
tlons in making the basic decislon to seek a contEactor, how to
qonduqt cost and perfornance conparigong betlreea in-house and

contract arrangenents. and sone other nonmonetary ncostsr that
Ehou]d be consitlered in the aoalysls process.
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LrnlIcE @Int?t At A GtrtrcE

cEl8lgttntsttcs
Total Stock t

Projects for
Projects for

tenanta3

Irnlt Sizes!

Fa[111€s.

Elater ly

a Largest Project t

. SnalIeEt Proj ect !

. Olilest Projast t

e Nereat Project:
De[og!aphlca !

. One-Parent Eousaholdg !

. Uinority TenantB r

. Chlldren t naler 18:

Operationg:

. Op6Eating Elpend I lures:

. Dwe111n9 Bentala i

a opelating Relrerve:

. Sta fflng:

DTIIA

990 unlts of LIPg ln 12
prolects, Plus r EErIl Sectlon
I arlstlng prograu

I lrroJlcts

4 projects

a

a

o efflclencles.
one-bedroon ..
two-bedroon ..
three-bealroou
four-bedroon.
five-bedrogE.

26 percent
25 perqent
23 pe rcent
2I pelcent
3 pe lcent
l percent

Larrence Manor ( 150 units)

Blg Run Eones (22 untts)

wal.nut RidEe (19{8)

Uccratb Uanor (1972)

29

31

percent

Percent
percent

$156.26 (Prm)

s 92. 29 (Pt U)

92 percent of allolrab1e 1eve1

LL.5 adniniEtratiee staff for
LIPE operatlons, I1 fu11- t lme
contract naintenance eorkers;
and part-tIne adtninist! at j.ve
staff for Sectlon I and grant-
funded social services.
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t E(nI @TTRACT llIIMBf,AI|CE OPENATES A' EACL

?his chapter describes the organization and operation6 of
the nou6ing Authority of the County of Laerence's (HACLrs)

contract tlaintetrance aarangenenC. Ig begins trith contextual
background concerning why the agency sought a private cortractor,
the btddtng process, and how the translEion was accompllghed.
fhe !emainder of the chapte! addresges various aspects of, the
relation6hip, inclutllng: stafflng and organlzationi how

interactlons between the contractor and agency staff are
conducted regardi.ng routine t,olk order processing, vacant uni.t
preparation, and after-hours nalntenancer and how EACL nonitors
contractor perforaance. Where 1t is appropriate, the chapter
cor0paEes the characteristica of ltraintenance unaler the previous,
id-bou6e system with those of the current arrange&ent.

ElctrGn()t trD

Lairrence county is a highly unionized, iodustrial area
located north of PittsbuEgh in we6tern Pennsylvania. Until July
198I. lts 99o-unit public houslng agency had a naintenance
departrlent, whose workerE eere represented by the Irternational
Brothe!hood of Electrical workers (IBEW). At that time, faced
wlth eEcalating labor costs, rapidly declininq !eserves, and

lncreasing pressure f.on EfrD ta control its finances, EACL put
its naintenance services out for conpetltive bid. This step was

lnitially intended to give the agency Leverage lrith its labor
negotiations, despite the fact that three of its five board
members at that time were buEinesg manaqers or staff Renber

representatives of union locals or internationals. The major
cause of this contempl-ated change in procedure ,as a cost-of-
living adjustment (aOLA) in the IBEW contlact. DuEing the high
inflation of the late I970s and early 1980s, this CoLA i{,as

placing EACI in lvhat HUD ca11ed ifinanclal jeopardy."



IIl order to negotlatr a Eore f,avorable arrangemenl !4ith IBEW

rhen tha contract explred ln Junc 1981, EACL's erecutive director
alrafted a docuEent outllnlng the scope of rrork for nalntenatlce
aervlceB that he lntended to put out for bid ln the sprlng of
1981. tha purlroae of solicltlng bids ras to obtal.n an indicatlon
of the falr narket value of BAcLrs nalntenancc gerviceg, ao that
the agency irould have gone 1€verage for negotlating a nore favor-
able cootlact irlth the IBEW, the 10r. bld by Systens ItllnageDe[t,
Inc. (SystemE) wa8 roughly thlrty-stx percsnt beLow rrhat had been

lraial to the in-house IBETI rorkers during the p!evious year,
Basqd on thls Infornatlon, BACL offered nineteen percent leEs
than the existing contract in its filral negotialions erith IBBS{ in
June 1981. Wheo the IBEII turned dol'n thls offer, BACL contractea
wlth the loir bidder to perforn i!9 nalntenance services. Since
the initial awaral, the contract hag been re-bial t o addltional
tine8. The oriEinal firro won one of the8e a$arda, but another
soDlretitor won the second aeard (based on the lo{eEt bld}.

EACL's flnancial fortunes hase rebounded slnce the agency
opted foE contract malntenance, as this case study sho{g. But
there ha9e been consl,derable costa asaociated l,ith the decision.
the IBEW has (unsqcceasfully) brought Euit in frgnt of the
Pennsylvania Labor Relatlons Board for unfalr labo! practices,
anal bad feelings about the Eeitch linger among tenanta,
empLoyeee, and lhe board at EACI.

fhe Biddinq Process and Trangltion to Contract Maintenance

fhe invitatlon to bid lssued by EACL during April 1980 h,as

drafteil by the execotlve director based 1ar9e1y ot! his experience
ln the conatructlon fieltl. It haa proven !o be nore lhan
adequate ia EACLrg contracti,ng erperlence. fbe major Eubjeets
adtlressed by the lrackage (see AiEentl ir A) are!

. the invltatlon to bidt
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inetructiona for the bitlde!;
the proper foroat for the bid,
the bid bond requi reEentg;
the affadavlt that the bidder is bona fidet
lhe statenent of the bidderrs con6truction
expe r ience,
the proper fornat for the contracti
the perfoE ance and palment bondst
the stipulatlon agairst liens on the biddeU
equal opportunlty forEsi
the statet[ent of eages adal fringe benefits of the
bidder's enployeesi and
geoeral speci.ficatioos of the taEk.

of course, nany elenents of a bId package are nboiler
plate r " for whlch Etandard forns are aval1ab1e, The no6t
inportant aspect of the bid package is the section that detalls
the specific tasks the contractor nuat perform. rhe central
elenents of the deEcrtption of the duti.es EACL provided for its
bldders iacludes:

an overview of the physical plant, lncluding:

a
ra

a

a

a

a

a

a
a

a descrlption of the buildingE, their
tiona, nunber of units, and whether they
for fan111es or the elderlyi and

loca-
uere

a description of the syEtens and
buildinE that ar€ to be included
the contractor.

ln the
in each
rrork of

a a description of cootractor dutieg, lncluding!

a ltinlnun level of seEvice that must
provitled (one person on duty alL the cine) i

be

a deEcription of the cont!actorrE general
dutie6 (painting: plunblng. electrical,
carpentry, roof repair, servlclng tenant
requests for service, and PreParing vacant
units), and
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a

a set of spec 1f icatlona
tenance to be carrled out

for preventlve Dain-
undeE the contract.

conlract perfor[ance ataddarda, lnclud ing !

a serieE of, perfornance standards. locluding agacant-unit tulnove! rate and an energency-
reaPonlre ratei and

a set of particular itens that are included in
the contract arrd tbel! perfornance standaEds,
such as exterior lights to be replaced by the
contractor, emergency Eeneratorg to be Eervlced
monthly, and eLevators to be cleanetl and
serviced on a regulaE basis.

contract terms and EAC! practices, tncluding!

the speciflcatlon that parts, supplles, and
vehicles will be provtded by the age[cy;

stlpulat.ion6 regarding tlalntenance enployees,
Euch aa that they be coEpensated according to
appllcable law, that they $rork 8:30 until 5:00,
Itonday through Friday, and that the contractor
have llability inaurance for danages they ight
cause; alld

contract terns, including the duration of the
contract and paynent terns (fixed price broken
doi{n into tselve monthly paymentE}, as well as
the Etlpulation that RACL retained the right to
teruinate the contract after 9iving the
contractor sixty-daysr notice.

Trangitlon to Contrac: l{anagenent. HACL received several
bids io response to its initial invitatlon, cenerally, they were
from EnalI, loca1 co.struction firDs. systems, the lorrest and

successfuL bid, is a firm based in New Castle, PA, speciali.zing
l.n building naintenance and custodial selvices fo! pri.vate
Property anage ent firns, although the conpany also does sone
conatEuction i{ork. A union repregents many of Systetns'
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et[ployeeE, a large nunber of whorn ]rere 8PeclfIcally hlred and

Crained to woEk on the BACL contract.

Early in tbe contract period, 1t was necessary for the
contractor to bring on oore than t{eoty rnaintenance i,orkelE to
tackle the severe backloq of uolk that hatl accurulated at EACL.

During the neqotiationa beCween EACL and the IBEW, oaintenance
irork at SACL nearly reached a stantlstlll. The contractor arrived
to find Literally hundredg of unanswered eoEk orderg, as tde11 as
a large accudulation of, vacant unitg to prepare. The probletus
were eracerbated by the fact that the IBEW workers continueal to
picket EACL anal even to fo1lor. antl allegedIy threaten the
contEactorts enployeeE as tbey *ent about their ?ork. Tenants
also complained about the contractorra employees, apparently to
nake them rlook badi and to nake their trork even more

difficult. Nonetheless, despite the heavy initlal cost (nhich
was absorbed by the contractor, because it was a fir(eal-price
contract) and the ditflcult 1{orking conditio[s. the backloq of
nork idas retired rithln the first three months, and the
contractor appa(entIy made money on the firEt contract.

The initial naintenance contract was for a one-year period,
running fron July L981 through June 1982. This one-yeaE tern
sharply contrasts t,ith lhe thlee-year contract rith IBEL that it
replaced. In initi.atlng this practice. EACL decided that a one-
yea! collmitnent probably was safest. Indeed, it is Ilkely that
the 60-day-notice-for-ternination provision ?as included in the
contlact rrith a leal concern that 1t night have to be used.
Eoreeer, things went l'ell enougb that lrhen the invitation to bid
for the second contract was adeertised in April 1982, it eas for
a two-and -a-ha If-yea r period. The pEincipal reason for the half
year was so that the contract nould terninate oo the sane date as

EACLTs fiscal year, December 31. when this contract ended in
I984. the thj.rd codtract iras executed. At the tine of each

contract renewal, the!e have allrays been several bidderS.
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Tha contract nalntenance at BACL wa8 ireLl-concelved, as l9
indlcat€il by the few ch.n9e6 thlt have occurred durlng teo aubse-
quent conlract axarda. there have be€n node6t annual lncreasea
i.n tbe aEounls pald to the cont.actor. Eorever. the only slgni-
ficant chanEa ln the scope of, the contract occurred ir! tbe second
contract. It provlded that, if EACLTs maltrtenance vehlcles
becane lnadequate, the cgntractor ould plovide vehlcles and be

compenaated by EACL for actual nileage at the tate preEcribed by
the Larrence County govelnnent. The executtve dlEectot lncluded
lhis provlEioo because he knewr based on an ldforllaL analysia,
that EACL vehicles had exceeded thei! uEeful life, and that it
uould be eaEler anil less costly to use the contractolr6 vehicles
for a nileage fee. In fact, durinq the second contract. aI1 of
BAClrs vehlcles were phased out, and by 1984 a1I naintenance r,ork
rras being done from contractor vehicles.

C"TTRAE! BITTET}IICE AT EACL

Ehe enployees of the private contractor function very much

like housing ageney enployeeE ln providing maintenance serviceE.
The workers aasigned to the EACL contract operate out of a

central naintenance shop in EACL's admlniEtratlve offlces,
Previouely, the the ln-house nalntenance staff rrorked in the sane

space. r,hich i8 located one office away from RACL's procurenent
and ioventory departnent. ?he contractor has a full-tille, on-
site project anager, rho functionE in nuch the sane way as a

ilorklng foreDan functions in a cooventional maitltenance system.
The work crews include a four Dal[teaance mechanics, rho
principally respond to tenant requests for servlce aod provide
preventive aaintenanqet fou! naintenance aides o! laborers, !,rho

principatLy asEist in preparing vacant units and conducting
general cleanup operatlons; and tno painter6. Addttionally,
there ale tlro part-tine maida, who uork several days a i{eek



perrolrning custodial work at EACLTE high-ri8c bull,dlngs. fhese
t!a1al6 and one naintenance [echanlc are tbe on].y staff who do not
generally rrork out of the BACti bullding. The Ealdg r.ork out of
the contractorrs naln offices and the nalntenance nechanie l5
asslgned to the bulLdlngs in Ellwood C1ty, lrhtch ls sone ti{e1ve
trlles fEo! EACL's central offices.

Although these aEe the core staff involved ln p.oviding
HACLTE naintenance services, they are Eupported frequently by

additional resources of the prlvate contractor. When HACL has a

heavy rrork load, malntenance wolkers are aupplenented by scaff
erho ordinarily are assigned to other aspects of Systemsr
operations. In additlon, the contractor details a cren twice each
year to clean all- of the Hindoerg in EACLT8 high rlse buildings.
Because the cootractorts perfor[ance ultinately is the
resporsibility of the principals of the fir,r, the conpany
prasident and an area llanager fEequently vlsit EACL to check on
their staff or to oeet with EACI/ staff.

Previous Orqanization. The nuuber anal organization of
contractor staff 1s somewhat different than the systen it
gucceeded. EACL's in-house oaintenance Etaff opeEated lrlth a

cree of len nechanics and three aides under the direction of a
nainte[ance supervisor. The qontractor usually operates rith
four necbanics and four aides under a project manager. The

9eneral organization renaj.ns basically the EalBe--centrally
organized naiotenance with one mechanic assigned to sork in
El,lirood city. Today, borever. orlly one oechanic respo[ds to each
tenant servlce reguesti nhereaE under the IBEW contract, t$o-nan
crews were connon.

It is iDpoltant to note that the contractorts functions at
EACL are identical to those prevlouEly perforned by the in-house
nalntenance staff. When drafting the invitation to bid, qACLrs

executive director detailed the tasks that his own staff were
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Bupposed to perEorm, Durlng lhe tlne that SystenE ha8 lrorked for
EACL, the qotlpany ha!, not had any other nal,ntenance contractg at
BACL. Prcsunably, the contractor eould recelve contracts to
perfo!!n, for exaEple, betternenta and additlons o! modernlzation
for EACL. 1o date, thiE has not happ€ned, 1ar9e1y because EAcr,rs
executive dlrector preferS to avold the appearance that the
routine Dalntenance contractor has an rin' on other EACL

[alntenaDce contractE. Thus, the acope of rork under the
maintenance contract iE restricted to rou!ine and p!eventive
tnaintenence and cugtodial work.

Interaction Betxeen the Contractor and IIACL

On a day-to-day ba8ls, tbe contractor'a operations are under
the direction of lts on-site project nanager. Duri.ng the first
three and a half yearE of contract nalntenance, the inventory
clerk and assistant naintenance guperintendent have re!,reEented
EACL in routine maintenance oatteEE. Late in L984, the assistant
maintenance superiatendent retl!ed and hiE dutieg wete trans-
fe!red to a new asaistant executive dllector, a poaitlon that lJas

unfilled at the tlme thiE case study was prepared. The relalion-
ship betireen EACL and the contractor ls best illustrated by their
staffsr interaction on a daily basis.

Routine Work Order Process inq, Al1 requests for service are
telephoned lnto the HACLIs central office and are directed to the
purchasing clerk. In addition to hIs duties as the manageE of
inventory and controller of puEchaaing, this indivlduaL functions
a6 the chief ainteoance dlspatcher for EACL. In response to
each requesC for service, he initiates a rork order by noting on

a numbeled work oraler fornr the date, time, place, and probabLe

scope of work. fhroughout the day, particularly first thing in
the [orni,tg and the afternoon. he gives louti.ne eork orders to
the contractorrs p!oJect !|anager for distributlon to maintenance
c!er6. Copies of lrork orders aEe maintained by: the purchasing/
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dlspalchiBg clark 16 a control on lnventory rnd contlactor par-
folnancei by tbo pEoject ranager aa a alatallad r€coral of palfor-
Eance, and by indivldual nalnten!nce oeqhanlca for i.nternal
appralsallr of proiluctLvlty. At the end of the Dornlng and

afternoon, completed work orders are Eubnltted to the proJect
tnanage!, xho glvea bhe ortglnals to the purchasing,/dtspatching
clerk. The purchasiog,/diEpatching clerk then conputea the eostE
of the uaterial anal nake6 lnventory aalJugtDents, notes tenant
chargeg for Daintenance, and gives the work ord€rs to Eecrelarlal
or accountlng staff for procesalng tenant charges and for flLing.

the purchasiog/dispatchlng qlerk al5o naintains radio
contact by nalkie-talkie *ith the naintenance [echanicg. As

priorlCy work orderE are called ln, he qan contact the ttrain-
tenanqe lrorker8 directly in the fielal antl instruct theE to
respond to urgent requestE.

Ehe purchasing,/dispatching clerk antl lhe project manager

tork togetbe. very closely. Tbey are usually the only teo people
norking in the malntenance and inventory alea of, the EACL

offi.ces. Thua. even thougb they have separate and defined
functions, to a large extent th6y cover for and assist one

another. If the purchas t rg,/tl ispatch ing cleri< is out of the
office, f,or eranple, the project nanager recelves Eervice
requests antl responds to radlo contactg fron the fielal. ?hege
lndividuals $ork cloeel.y in deciding whether to charge tenants
for naintenance itema antl in aelecting the quallty of uaterials
to be used. the contlactorrs staff do not have fornal access to
the scockroon.

Vacant-Unit Preparation.
probletn at EACL. AE the tine
County, there ras no one on the
five-bedroom apartEentg. and

apartnents vacant. EventuaILY.

Vacant units ale a particula!
of daEa collection in La{rence

t{altiBE list for EACL's foui- and

there t{e.e trrenty-eight such
EACL hopes to ellminate the 1on9-

rr-13



terltl vacanci,es ln the large-fanily apartnents by convertlng nany
of these urlts to tto- and three-bedroon unlts. fn the neantlne,
however, vandallEm haa becotue a very serioug problem. fhe
contractor and EACL work together to enEure that apartnents are
ready as soon a9 they can be rented and that tlme and materials
are not lrasted on urllts that cannot soon be rented.

fhe tenan t-se lec t ion 6taff at EACL nonltora vacancies on a

dally basls. 8be staff ldentiftes units that wilL becoae avail-
able (usually r.rithln thirty days) aod the need for units to be
prepared for rental, Vacant-unit work ordinarily takes one of
three forns! a newly vacant unit may be prepared for innediate
rentali a ner.ly vaca.t unlt nay be pEepared to be out of circula-
tlon f,or a whi1e, or a unit that has been out of circulation for
a whlle is prepared to be rented. Whenever a unit beconeE
vacant, notlce is given to the contractor, who in turn remoees
all debrls, cutg off all un[ecessary utilities, broon cleans, anal

boarda up the unit tmnedlately to nj.ltloize dauage fron vandalisr!.
It the unit is likely to be vacant for a 1on9 tine as are the
five-bedroom apartfuents, fo! example, equipnent such as the
stove, refrigeratoa, and lrater heater are removed to avert
theft. 8or brief vacancles, these appliances nay be Left in the
unit durlng the vacancy period,

When a tenant foE a vacant unit is found, a nenber of the
te nant-se lect i on staff aEks the purchasing,/dispatching clerk to
have the unlt prepared for rental. fhe reqqest notes the target
alate for ocqulrancy. The purchasing,/dispatching clerk then pre-
pares a $ork oEder Iistlng idhat ls necessary to nake the unlt
rentable, The clerk gives this work oraler to the project nanager
and the work is timed so that the preparation is completed as the
tenant is moving in. By eaiting until the unlt ls actually
occuPled before comPleting the trork, the naintenance workers
generally avoi.d havinq to re-prepare a vacart unit that may be

vandalized between the tine of its p.eparation and the tine
tenants nove in.
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Af ter-Eours l,[a lntenance. rhe contrrctor ls Eequired to have

staff avallabl€ twenty-four hours a day and seven dayg a i{eek to
receive and respond to malntenance requests. Work performed

afte! !egular working hours is not covered by Ehe naintenance
contlact but is biLled to EACL on an bourly baalg. To ensure
that the contracto! does not alefer ordidary llaintenance until
after hours, tbe executive dlrector carefully reviews all after-
hours chargeg and payE then only if, the work could not have been

deferred until the next regular workday,

After-houra telephone Eequests for servlce 90 directly to
the person tbe contractor deEignateE to take such calls. Tbat
person aleterEines rrhether the problen qualifles as an energency
or is aonething that can t{ait untll rcgular work hours. For

ene!gencieB, which include lack of heat in the t lnter, najor
leaks, major electrical problens, and tenant lockouts, a woEk

crei. is dispatched. If there is any doubt about ,hether a

problern congtitutes an energency under the scope of the contract,
tbe contractor may call the execuCive di.ector or assistant
maintenance superintendent (untiI recently) foE a deternination,
If they are unreachable, the contractor si.nply responds to the
request in anticipatlon that the expense ui11 be al,lorred Hhen

EACL revlews the rnaintenance chalge9.

By placi[g the buEden for disallorred costs on the
contractor, this system theoretically could cause lhe contractor
to aeoid handling even serious problems if lhey night not be

covered by the contract. Thls does not appear to have happen€d,
hoirever. To be sure, there have been instances in rhich EACL has
disallorred after-tlours maintenance expenses, but over time, the
contractor has learned $hat problens to address, and nisunder-
standings have been felr.

t'lalntenance Travel Costs.
maintenance contlacto! beyond the

Another type of payrnent to
fixed-pr ice cont!act 1s for

the
the
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u8e of nalntenance vehlcles. Startlng wlth the Eecond Balnten-
anqe contract, rrhlch t as executed In JuIy 1982. the EAcL-on[6d
vehlcles rere phased out of servlce and replaced by vehlcles
owned by the contractor, for which ITACL pays a standard nlleage
rate. Each malntenance worker nust account for all of the
[ileage on his truck dally. EACL re!.nburses the contractoE for
rnileaEe nonthly--but only after the erecutlve director hag
apploved the da1ly nileage reports.

rOIITOBII{G llxB G)I{IRICrcRI S PENPORIIIITCE

A.Ithough contract naintenance might deqrease EACL's
operatinq expenses, unless the bulldings and glounds were being
prope!Iy cared for, tbe naintenance contract nould be a poor
bargain for tbe agency. Thus. monitoring to assure that all of
the work iE being done--pronptly and property--iE inportant to
SACL. Sone of the inforllal procedures fo! contract nonitoring
have been diacussed already. for exanple, the purchasing/
dispatching clerk continuously nonitors the backlog of routi.ne
rrork orders and vacant-unit work ordetg. The tenant-EeLection
staff continually notes t hethe( unita are ready for occupancy on
the !equested dates. At the ingpection irerforroed lrhen a new

tenant noves in, the staff notes whethe! the rrork eas proper and

compLete. Also, the executive di,rector and boaEal [enbers
frequently visit many of the projects anal note the condition of
the buildings and grounds. uoEeoveE, given the ani8oslty that
resulted fron the bi!ing of the naintenance cont!actor, former
maintenance workers who are sti11 reaidents, as llell as tenants
and torrnspeople nho are sy[pathetic to their cause, are extremely
illin9 to check the contractoErs perfornance and report

deficiencies.

In addition to hhese indirect and i.nformaL means of monltor-
ing perfomance, HACL has deEignated lhe assistant executive
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dlrector specifically responsible for monitorlnE perfornance
under the naintenance contract, The lndividual eho forme!}y
fulfilled this responsibility aluring the first three and one-half
year:5 of the nain:enance contract had been the supeEvlsor of the
ln-h,ruse maintenance operationg. Because his po6ition' an

adminislratlve slot, l{as dot part of the contract Tlth IBEw. he
iras Eetai.ned during the sxitch to contract maintenance. fbis
intllvidual- (the asslgtant nai.ntenance supervisor) was forlralLy
agslgned, anong other duties, to! help introduce the contractor
to particuLar asp€cts of EACLTS Daintenance environnent, such as
the nature anal layout of the eater, selrer, and drainage systensi
to spot check the rork of maintenance i{orkers; to verify the
completeness of work on vacant unltsi to facilj.tate the inteEac-
tlon beCween housing staff and the naintenance cont!actor regaEd-
ing vacant unitsi and to perforrn quantitative analyses of the
contractoars perfolnance. Everyone at IIACL and on the cgn-
tractorrs staff ag!ee, howeve!, that althougb thia function was

in theory uEeful, the success of contract maintenance apparently
ores rlore to the infor al feedback procedures that developed and

to the kno!,ledge and enthusiasn the erecutive director brought to
the effort than to the activitles of the assistant fllaintenance
supe rv isor .

II-17



1I. TEY COI IR'CT UAII{TENAI{CA I8 ETEBCIIgI Af EACI.

As descrlbed EubgequentLy ln thls chapte!, available
evidence on the peEfornance of EACLTE naintenance contractor
inalicates that it ha6 helped to reduce maintenance costs,
especlally by Eeducing the anount of reEources spent on

maintenance labor and h'orker beneflts. Concurrent rith this
savings, the data suggest that the gpeed, quality. and voLume of
Eainteoance serviceg are sonewhat better than they rere nith the
previous systet!. gowever, there are lndicatioas that many

tenants have been lesE p!.eased sith the contractor thao they rrere
oith the prior aygtet!, bul this appeara to reflect alrnpathy for
the in-house DaintenaDce r,orkers rather than a true decli[e in
service. Neve.theless, it 18 clear that contract nalntenance has
not notably inproved tenanl reLationat and because of the strong
unlon senti.luents in the county. colnnunlty relatlons probably have

suffered sonerhat, as are 11.

Reportedly, contract tlaintenance staff have beeo more

responsive Eo direction and better in.keeping records for the
lraintenance departnent. The executive director lnsists that he

had littLe control over his in-house oaintenance staff. Norr,

naintenance uorkers clearly knor their responsibilities and

.espond to direcllon. When questions about procedures arise, the
cootaactorrs nanagers cone to HACL tlthin hours and aesolutiofls
are inplenented alEost lnmedlately. The purchasl!l9/dj.spatching
clerk reports that he hated to cone to work under the old
maintenance systen, becau6e the in-houge irorke!s lrou1d not follow
established procedures and would not give hlm the coopelation he

needed to do his Job. Among the tagks that he could not carry
out effectively was naintaining complete maintenance records. As

a result, many of the oo!k olders did not contai.n essential
inforrnation.

II-18



In addttion to auch narratlve indicators, several quantlta-
tive inallcators of perfornance ghow how contract Daintenance has
proven beneflcial, fhese facto!a include:

the cogts of naintenance i
tllork orde! voLumes and
plete a se(vice request i

the tine required to col!-

the conpleteness of EACL! s

a

a

a

a tenant attltudes abou! the
services under the contract.

llaintenance

adequacy of

recordst and

na intenance

Before lrroceeding, it should be eftphasized that because the
duties of the contractor ale equiralent to those of the previ.orrs
in-house malntenance staff, comparigons of cost and petlormance
are quite neaningful. For exa ple, if the contractor costs 1e9s,
it is not for lack of equlvaLent duties. If t.he contractor
reEponds fagter to tenants! requests for service. it is not for
lack of pEeparing vacant unit.g o! preventive &ailtenance.

COST OP UAIFTENANCE

During the years since EACL has had contract naintenance,
its financi.al contlitlon has lnproved substanCially. Iir FY 1979,
HACL cperated 1n the red, artd itE reserves of S18I,000 were ju€t
tbirty-tr.ro percent of the maxiftutl approved reserve. By FY ].983,
reserves rrere 103 peEcent of the rBaxinun apploved, gpendlng foE

nonrouti.ne maintenance had i.ncreased, and bad debts from previous
te[ants were no longer carried a9 asgets. Exhibit 1I-1 sbows the
developnent of the turnaround in HACIis financial condi.tlon
during this per iod.
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tllrBrl rr-1
I?EID9 III EACL' S OPERATIIG NBCETPTS IIID EIPI|XDI'I'RES

Fr 1t79 TEROTEA Er 1983

EXPENDITI'RES
AND RECEIPTS

Operattng Recelpta
& EIrD Subsliiyr

Opera t ing
Expend i tures*

OperatinE Receiptlr
Erclusive of
EI,D Contr ibutions*

Operating Reserve

l'rar<imua Operat I nE
Reseave Approved*

Percentage of
i{axinun Operat lng
Reseree Approved

1,163 L,212 1,3{5 t,7L7 r,718

1,205 L,229 I,253 1,440 r,581

FISCAI. YEARffi

a77 985 r.03 5 L,072 1,r53

t81 2A2 2AA 564 771

552 586. 63{ 650 751

32t 34r 45t 8sr I03r

* In thousantls of dollars.
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of course, Itot all the progless indicated by Exhtbit II-t
can be at!ributed to EACLTs adoption of contract malntenance.
During FY 1982 and FY 1983. the flrst two complete years of
contEact Daintenance. EACL's total operating expenses actuall,y
rose trore rapidly than they had tlurlng PY 1979 and FY 1980. the
last two conPlete yea!s of in-houEe nainteoance. lrloreover.
although olrerating receipts (not including EUD contributiona)
have risen steadiLy since FY 1979, they rose nore glggU than did
operatlng expenseg trhiLe BACL was under contract maintenance.
The principal reagon for gACLrs financial turnaround seens to be
a 1ar9e increase in the EUD operating subsidy duri.rg FY 1982.
This inc.ease reflects a prlor-yea! adjustment by nUD and a

supplement to the operatlng subsidy. Eo{ever. contract ain-
tenance did help to cut costs and eas a najor factor contributing
to the agency's finaocial inprovenent.

Exhibit II-2 provides a comparison of EACLTs raintenance
erpenses for FY 1980, the last full year of i[-house Daintenance,
and FY 1982, the flrst ful1 year of contract roaintenance, reveal-
ing how contract rDaintenanqe altered and reduced llraintenance
costs-

EXEIEIT II-2
XAI E'rEIIAIICE-RELATED ACTOUIITS

sr 1980 AND rr 1982

ACCOT'NT FY t 980

Labot SalaE ies

Benefits lo ttai ntenaace
Workers (est inated )

Materials

!4ainteflaace contract

Other Routide Iraintenance-
Related contractg

$0
$ r02,000

$ r78.000

$ 50, ooo

s 74,000

s0

$ 196,000 0

$ 39,000$ 26,000

I 146,000r'oTALS

t7-2L
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As Exhibit rr-2 intlicates, overall maintenance coEta betseen
FY 1980 and FY 1982 declined by $27,000. This represents a

decline of nearly eight percent during a two-year pe!Iod in $hich
the inftatlon rate ras quite high. But the resulta are even nore

lmpEessive than the bottottr-Iine totals, because at the saDe tine
total costs decreased, there uas a $28,000 increase ln the cost
of naterialg. Some of this increase may be attributed to intLa-
tion, but lt also !eflects the fact that the contractor handled
nore work orders, probably using more SupplieE to !0ake needed

repairs. ID other words, these figures 3u99est that betseen PY

1980 and FY 1982 RACrr was probably getting lncreased maintenance
work done at a substantially reduced cost.

when the analysis focuses on the coEt of acquiring maln-
tenance workers, it reveals the size of the savings EACL has

!ealized by engaging a naintenance contractor. Erhibit II-3
sholrs the costs of naiotenance labor a! EACL. including saLarles
and benefits paid to maintenance workerE for FY 1979 through FY

l-983 and the cost of the maintenance for rY L981 through FY

1983. Becau6e naintenance labor costs rere S68,000 less i.n FY

1982 than they were in FY 1980, the ageocy could reduce this cost
cornponent frorn tyrenty percent of the operating builget to tvrelve
percent within a two-year period.

E IIBII II-3
EACL IGIITErlAllCE LAAOR @ST:i

EY 1979 :rO Fr 1983

Year
Ma i ntenance
Labor Cos ts

TotaI
Operating Costs

Maintenance Labor ag a
Pelcent of fotal Costs

19?9

1980

L98L

r98 2

1983

$205,000
$246,000
$ 22s,000
917S,000
s200,000

$1,205,000
s1,228,000
$1,253,000
$r,440.000
s1,s81,000

l7$
20t
18r
12r
l3t



Ihe savings indicated by Exhlbit II-3 are quite renarkable,
but they tend to undergtate the effect of the maintenance con-
tract. The central issue ln condEidering th6 cost savtngE of the
fiaintenance coltract ls lrhat EACL $ould noe be paying for nain-
tenance if it haal extendeil the contract of the l.-house unioDlzed
staff. There can be no definitive answer to this question, but
assuning the terms of the contEact had renalned the sane, maln-
tenance labor costs ,ould rep.esent a siuilar portion of EACtrs
total costs as they tlid In the 1a9t full yeaE of the contract.
Eollowin9 this reasoni.ng and applylng the FY I980 proportion to
FY 1983 costs, one can project that tlACLrs in-house nalfltenance
labor r,ould have cost the agency $331,000--or $111,000 more thao
it paiil for contract naintenance ln fy 1983.

,AII|?EIUTXCE RESPOTISIVETIESS Af,D RECOR.DIETrI'G

fo asses5 the areas in rrhich the naintenance coatractor at
HACL has p.oven benefieial, data were collected on the tine that
elapsed betreen the inltl.ation of routine no!k orders and the
conpletion of the requested rrork during 1980 and 1983. In adali-
tion, the exterior appealance of the buildings and grounds at alL
EACL projects was rated in late 199d. In genera1, visual assess-
nenta indicated that the p!ojects (ehich had just unde!gone
nodernizatio[) appeared to be very wel] naintained. Other
projects appeared to have oaintenance ploblems but not as a

result of pooE performance by the naintenance contaactor. Two

projects shoued signs of vandallsn due to the high vacancy rateg
of their nany four- and five-bedroon units. Another project had

a shabby appealance because routine tuaintenance had been held to
a minlmum pending scheduled nodernlzation (which HUD has post-
poned t!.ice because of allEagreements over funding prlorities).
Ia other cases, the buildings have asbestos sididg, trhich iE



increagingly difficult to procure. whele the sitling bas cracked
(in many cases, alue to rear and tear by tenant children), it ha6
been replaced on an aal hoc basls oith colors that do not natch
and in a nanne! that detlacts from the buildingE' appearance. No

data are avallable froD the period before tbe nalntenance
contracto! nas engaged, but it does not seen like1y that theEe
conditions rere any better then,

An exarnination of a ranalon sample of routine work orders
cotnpleted during 1980 and 1983 .eveals that a sllghtly faster
response !ate tas achieved by the contract Dalntenance staff in
1983. Probably nore significant, esEential infornation on work
orde!s wa9 far more complete 1n 1983, and the distribution of
response tines appears to be Dore accurate for 1983 than for
1980. And noreove!, the count of work orderE sho{ed lhat BACL

processed i|,157 work ordeEs in 1980 and 4.917 in 1983, which
irldicates that the contractor did more wo!k. In orde! to have
relat.ively conparable randon sanples. regearchers selecled every
thirteenth i{ork order fron 1980 (for a sample of 313) and every
f,ourteenth r,olk order fEom 1983 (for a saEple of. 742\- Bhe

resuLts are sunmarized in Exhibit II-4.

EXEIBTT TI-'I
rORX OR.DSR RESPOISSE IIIiIES

1980 ArD 1983

Year

Total
wor K

o rde rs

sanpled
work
Orders

Work Orders
with Complete Data

Nuhber Percent

Average Nunber
of Dayg Elap8ed
fron Request to

Conplet ion

1980

r983
a ,l5'1
4,9L7

313

342

274

342
888

10 0r 1. 08
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As Exhibit II-4 detronstrates, the Daintenaace co[tractor 1n

1983 achieved an average response tine of just over one day

betlreen the lnitiation and comPLetion of a work order. Data fron
1980 indicate thac the ln-house malntenance staff had achieved a

response tine lhat rlag onLy sli.ghtly sloser, at L25 days. Prqn

these itata it does not appear that the speed of response has

changed signiflcantly since the naintenance contractor rePlaced
the in-house Etaff. In 1980, hguever, fu11y th,elve Percent of
the work orderg were filled out Eo poorly that it iras iDpossible
to deterrline when they had been initiated o! conplete<!. Thig
caused IiACL to lose valuable management infornation "ith its in-
house staff, i{hlch is not the cage with the contractor. The fact
that so uuch inforrnatlon was lost during 1980 also !alge6
questions about the accuracy of the avaiLable infornation, ehich
indlcated the relatively good regponse time of 1.25 days despite
the executive clirecior's assertion that the responsiveness of the
in-house crews iras terrlble. Erhibit II-5 hefps to indicate the
probable quallty of tbe ilrfor ation froo each year by breaking
dolin the response time noted on each sork order for rrhich infor-
natlon \ias avallabfe.

EEIBIT II-5
I('RX ORDEESi BT E,APSED DATS

1980 Ar{D 1983

1980 1983

Le63 than 1

I
2

3-7
a-r5
More than 15

210

21

s

20

4

76.6

2.9

1.8

220
10

8

31

I1
2

64.3

2.3
9.1

ELapsea Daya Nuftber Percent

100. 0

NunbeE Percent

0.6

TOTALS 274

ra-25

342 100.0



As Bxhiblt II-5 showsr in L980, nearly seventy-Eeven percent
of the r,rork ordera tbat sere fill,ed out conpleeely indicatetl that
lrorli sras finlshed on the same day that the tenant nade the
request, and only ten percent indicatetl tbat eork $as comPleteal

the next day. In most maintenanqe departnents, thi€ distribution
r.oultl be consitleretl very unusual because of the eay that work
orders are asslgnetl. Ordlnarily, the malntenance crewa 9o out
tluring the mo.ning and afternoon. lll the afternoonT the crelrs
regpond to uork orders initiated in the norning (or previously,
if there is a backlog). The $ork ortle!s it!itiated during the
afternoon are not fulfllled until the follorring day. With radio
contact to crer.s ln tbe field. it is conceivable that slrty-four
per,:enC of all rork orders could be conpleted the satne day. But
to coDplete Eeventy-seven percent tbe sane day would be very
unlikeLy unless tenants initiated all uork orders during the
$ornj.ng or unlesg the naintenanqe staff rere lraitinE around rrith
nothing to do and could re6pond to afternoon requests as they
came in. There is no reason to thiok that either of these
expLanations appLied to RACL in 1980. With t,relve percent of al1
woEk orders providing insufficient i.nformatlon to deternine
lesponse ti e, it is probably reasonable to assune either that
the infor ation lndicating same-day responses for geventy-seven
pe!cent of the !.rork oEderE is incorrect or that the response
times for the inconplete tireLve percent were siEnificantly 1on9er
than the reported ave!age,

In sun, it appears that the responEe tine under contract
naj.otenance has been quite good, certainly as good as that
pr(rvided by the in-house staff. Moreover. EACLTs maintenance
records are no!, substantial.ly better anal nore conplete than they
\.,e[e previouEly. The poor quality of the 1980 data suggests that
the actual response !ime of the in-house staff nay have been
rorse than reported, which would nake che maintenance contractor
significantly better than EACL's previous syster.



t?IIAI:IS T OPIITOXS OP @FTRAC' DNINTEf,ATCB

A majollty of reEpondentg in a randon sanple of seventy-six
lenants, intervie{ed in five of EACLTs projects, reported no

difference in their s.tisfactlon with the current and previous
maintenance serviceE. Most respondents alEo said that the
condition of the buildlngg and grounds ?aE no different under the
tlro systeos. Conparetl eith those sho saitl oai[tenance Eervices
and conditlons had inproved. significantly '|ore respondents
claimed that maintenance condltions we!e $rorse now or that they
were less satisfied no!, than they uere hen the i!-house staff
lras responsible for ma intenance.

TenanCsr opioions of maintenance at EACL must be read i.n

light of con6iderations beyond the mere adequacy of naintenance
services. Many tenants at EACL rrere very slrmpathetic to the old
naintenance staff, ,ho6e ternlnation renains a live issue. ?hese

tenants have an lnterest i.o saylng that maintenance now is worse,
regardles6 of actual conditlons. (Indeed, one of the tenantE
interviewed ras a forner EACL naintenance workerr rho said be ,as
Iess satisfied irith inaintenance nor, because he as out of v,ork.)
ALso, ,1t EAC!, as at many housing agencies, malntenance idorkers

are the agencyis representatives wbo are closest to the tenants
in many respects, particularly if there are no full-tine project
rnanageEs or social workers at the projects. EACIrs contractor i9
interested gnly io providing naintenance, whereas the in-house
mainte[ance {orkeas spent nore time rrith the tenants. the loss
of thriS personal contact on nonnaintenance nattels nay have

caused tenants to think less of the actual maintenance services.

fno cr itical questions were

in IiACLrs housinq at }east since
asked of tenanls who had Iived

1980:



a

o

conparing malntenance now
!.ou1d you 6ay that you are
more satlEf,led then, or is

rith the in-house Etaff,
DOre satlafied Dow, were
there any d j.fference ?

of Bul ld ing
Cond ition

CoDparing the appearanqe and condition of the
buildings and apa.tments in thts project now rrith
when the in-house staff was here, erould you gay you
are more satlsfied llolr, we!e tuore Eatigfled then,
or is there any difference?

Responaes to these questions are indicated in Erhibi.t II-6.

EXEIBTI| II-5
TENAITTS I OPII{IONE OP NIX1IENAtrCE

SEEVICES Af,D @IISDITIOTS

Cornpar ison of
Maintenance Serv ices

conpa. i son
and lrnit

Responges Response6 Percent BeEponges Pe r cent

Better Now

Sane

ltorse Noit

3

7\
26

2

54

20

10

45

2r

13

59

100 100

InteEviewed tenants represented a broad cross-section of the
tenant population. they gave a eide range of reasons for tbeir
regponses but there lrere some co llon themeE. Eleven of, the
twenty that said they ere leEs satlsfied wlth naintenance now

stat.ed that their response was based on the perception that the
in-house maintenance men were fagter or more experienced. Of the
twenly-one who $ere less satisfietl sith the condition of
buildings anal apartnents nolr, eleven stated that thei! projects
rere cleane! under the previous maintenance systen.

Contract ,nalntenahce nay lead to se!lous problems if
than a quarter of Che tenants believe that lt is to.se than

tr-2a
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house nal.ntenance. Coa6equently, the reapanses of those uho said
the current syst6tl iras torge mugt be exanined nore close1y. fhe
responses regardlng cLeanliness indicated a desire for a

naintenance torker to be on-site full-t1ne, whlch may 9u99est a

dissatiEfaction rri!h BACLTs centralized Dalotenance, rather than
wtth the naintenance contractor.

Although it l.s difficult to tletermine nlth any precision
whethe! naintenance is now better or irorse, inte!pretive data are
available, Aa the analysls of wo!k orders indicated, the
aesponse tine of the contractor is faster. fhe tirenty tenants
t{ho sai.d they were less sati6fied with current maintenance were
asked other questlons regarding maintenance servlcea. Flfteen of
the trrenty intervie{ees said that the laat tine they requested
gervice, a maintenance worker arrived by the rext day. Seventeen
of the twenty sald that the malntenance worke! fixed their prob-
1en on tbe first visit. And ei.ghtee[ sald the speetl and quality
of the reEponse ras typical under qontract nairtenance. If theEe
tenants are dissatisfied wlth the maintenance, 1t nust be for
reasons other than speed and quality, because their oen reaponsea
indicale a naintenance sereice ,ri.th rhich nost housing nanagers
would be quite happy.

Overall, ioteEviess with tenants indicate that the maiaee-
nance rrovided by the contractoa is good, and that nost tenants
ale as satlsfied wlth maintenance Eervices and with the condition
of, their apartnentg now as they were phen in-house staff provided
the naintenadce. Nonetheless, a significant proportion of those
interviiei,red thought maintenance and condltions were lrorEe under
the cort!acto! than before, Thege opiniong may, however, reflect
attitude6 that 90 beyond the actual quality of aintenance
services.
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III. IIIPLEIIEf,TII|G COFTRACT liAIrlTExAIlCB
AA OEER AGEIICIES

Contract !traintenance has proven to be quite effective anal

econonlcal at EACL. In sone ways BACL rras an ideal. place to
impl,enent contract tnaintenance becauge its ex€cutive director was

Eo skilled irl the maintenance fleld, and i.ts in-house maintenance
staff was, according to the dlrector, so expensive that the
agency had littIe to lose by the experlment. In other ways, it
would be dlfficult to find an agency less 1ike1y to hire a

maintenance contractor because union sentinents are strong in the
com$unity. Three of flACL's five board menbers represented unions
at the tlne of the siritch. Even ln Late 1984, after three very
auccessful years unaler contract [aintenance, the chairman of the
board gald that he did not think the practice was uorth the
trouble it causeal. and that he wouLd not tto it again, if he had
lhe cho lce.

Before decidiog to engage a malntenarlce contractor, agency
offlcials should carefully consider all the ranifications that
such a deci.sion entails. At a mlnlmum, officials should compare

the current cost of naintenance wlth lrhat the same services would

cost if provided by a maintenance contlactor. Next, an objective
apprElsal of the perfor[ance of the 1n-house maintenance staff
ghoul.d be made, if the perfornance is good, even a less costly
mai.ntenaoce contractor ay not actually prove lo be a good

barg.Lin. Fina11y, officials shouLd consider the value of other
beneilitE that a maintenance contractor could provide. Anong

these are improved manageirent control" and a ready source of
technical assistance. ff these considerations i'ldicate that
contiaact naifltenance may be a good choice, the agency should
carefully examine other costs and potential problems that night
ie6ult f,rom contracting, only if the agency detelnines that 1t
has the managerial ability to contract out its maintenanqe and
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that all of the costs are acceptable, Bhould lt prgceed to phase-
out its 1n-houge sEaff. Additionally, PEA9 irith unions shouLd
anti.cipate and should also take neasures to be adequately
prepared to address possible lltigation that nay a!1se flom
contracting out Daintenance. As .oted, EACL was required to
address a Euit entered by its former unlon, but lts actlons were
subsequently upheld by the relevant adjutticatiee body.

This chapte! is divided into two Eectlons. The flrst out-
lioes the basic consi,derations that a public bousing agency nust
eramlne before undertaking contract naintenance. The second
section exatlines the factars other than the fiaintenance con-
tractrs qost that an agency should consider before naking its
decision. You nay also wigh to refer to another 8UD publlcatl.on,
Publlc Eousino Authorltv Ex ence rrith Private }lanaoe ent: A

sourcelrook (IIUD-?58-PDR, December 1983), fo! Eurther guidance.

rEglEER I{' EXIGACE A @SIRACDOR

In appraislng the deslrabllity of engaging a maintenance
contractoE, a public houslng agency should first evaluate its orrn
in-hguse aintenance operations and de!ermine what inprovenents
it hopes to attain by hi!ing a contractor. The three principaL
benefits realized by EACL include:

a
a

a

bette! naintenance i
better control over
reduced aintenance

maintenance ope rat ions i
cost9.

and

Irr Lar{rence County, the deciElon to
mainte[ance was pronpted by a desire to reduce
and improve maintenance responsiveness.

enploy contract
maintenance costs
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Cost Conpar ison

Althouqh BACL t{as able to reduce 1ts maintenance costs
substantially as a reEult of hirlDg a naintenance contractor, the
agency probably would not have changed its maintenance gysten had

it not been in such severe financial Btraits. Because of the t,ay
the perfornance fundirg Eub6idy is percei.ved to operate, agencies
do not have great incelrtive to save money in their naintenaDce
operations, unless, as was the case at EACL, they are in ilanger
of 9oin9 bankrupt. To figure the qost savings to be realized by
switching to contract naintenance, a public houslng agency should
folfov, a four-€tep process.

Pirst, the agency should appraise its current maintenance
costs. fhis should incLude a detailed breakout of all the costs
of a i ntenance-re lated functlons that coul.d be fulfilled by a

contractor. At a ninitlun. these costs include the salaries and
benefits of al-l qurrent enpLoyeeg t.ho eould lose tbeir jobs.
There nay be other cogts, as l,ell. At rACL, for exanple, the
contractor provittes maintenance vehicles and thus relieves EACL

from purchasing and maintaini.ng trucks.

second, after ltemlzing the current costg of maintenance,
officials should draft a document deflning the scope of wolk for
all items that are to be cont!acted. EACL, for exarnple. rranted
all iterns covered so the dlrector noted each speciftcally,
includlng all routine maintenance, laldn nork, emergency main-
tenance, custodial work, and preventive naintenance. to ensure
an adequate wo.k force, agency offlclals probably would want to
specify a ninitnum number of regular wo!kers and custodians that
the contractor shouLd provide.

Third, when a sultable scope of work is ready, the agency

should obtain an estillate of what it erould cost Eo have a

contracto! perforn the work. Initially, the aqency should nake a
rough estinate based on probable wages, staff Ieve1s, and over-
head nargins. If tbls seemE to indicate that adequate cost
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savings nl9ht result, the agency should isEue an invitation to
bid and shouLd obtain actual cost esti.mates fron interested
parties.

fou!th, the agency should conpare the blds with its oon

costs fo! pe!folming the se!vices. It i9 inPortant to ensure
that the bids natch the scope of eoEk lhe agency has requested,
and that the actlvities included in the cost of ln-house naln-
tenance services match those that lrere included in the invitation
to bid. when 6inilar scopes of rork and costs are narrooly
identified, the difference beti{een the lowest bld and the actual
in-house naintenance costs provides a !easonable estinate of the
savings that IIay be reallzed,

Maintenance oua11ty and Speed

As ti e-conEurnlng and costly as it is to determine the

Probable savingS froltr contract maintenance. it is even nore
dlfficult to evaLuate probable dlfferences in qua11ty. The best
place to start is uith an honest appraisal of the perfor ance of
the in-house naintenaoce departrnent. one quick neasure ls to
compare the departnent's speed with generally accepted standards
for performing naint€nance tasks. For exanple, are vacant units
turne, over in seven or ferer day6? A!e routine work orders
handled withln two days? Are energencies resolved the day they
are xeported? In measuring these response tifies, the agency

should be certaln Ehat its service orderB are completed Pro-
per1y. For example, the vacancy of a unit should not be attri-
buted to maintenance if it actually resulted froin delays by the
housing nanagement staf f .

Next, a qualitative set of indicators should be exami.ned.

For exanple, hor, does the naintenance-related appearance of the
agencyrs propeEties conpare to that of sutrounding neighborhoods
and other 1ow- and noderate-income apatttnent cottlplexes in the
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communlty? Ma[aganrnt lteft rhould ba frnllllr wllh tanant coltl-

plalnts about maintenanc! (and dcternln€ whath€r lhey are

Justlfied) and ehoulil hlve thelr own oplnlon8 about lhc qualtty
and level of effort put forth by !h€ nalntcnance staff.

Even 1f the speed rnd quallty of tlaintenancQ are Poor,
cortract naintenance nay not be betEqr. tt Day be tbat the ln-
house syEten is good, but that ccrtaln eorker8 or nanagera
perforn poorly. Or lt nay be thrt the BysteD ls baatly d63t9ned,
and that a Eimilarly tleslgned systeE of contlact naintenance also
woultt prove def,icient, It ls useful to note that EACL firet
tried cbanging lts nalntenaoce struqture froa centrallzed to
project-based and back agaln b€fore optlng for a contractor.
Prequently, nalnte[ance lnproeetrents ean be effectcd just by

proviatlng tralning or DaklDg snall alteratlons to procedureE.

A public housj.lg agency cannot bc c"rtaln that a contractor
would be better than its orrn etaff. ABy iovitEtion to bid shoul-d

require a bitlaler to list sloilar Jobt lt haa perforleal, a1on9

with referenceE fron each job. By checklng these references, the
agency oay gain sone quallty aSsuranceS.

l,lanagenent Controls

It i.s unllkely that any agency eoulal opt fo! conlract rain-
tenance soIely to inprove ltE control ov€r aintenance. Boirever,
this raE one area ln whlch EACL reallzed significant i,q)rove-
ments, both 1n the conpletenes! of, nalntenaDqe and inveltory
records and the responalveneBlt of oalntenance dorkers to
executive di!ection. If an agencyra work orderE a!e inconplete
or tnisfiled, or if prio!i.ties are neglected for extended Periods
of tine, responsivene6E [ight improve under contract r,naintenance.
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Cogts of Contract Mqnaqenent

Even If a contractor l{111 help an agency aave money on hboE
cogtg, atl6quat! prrfornance nust be enaureil throqgh nanagenent
overEight, as rrlth any convenllonal Ealntenance organlzatlon. In
i.tg Invltatlon to bld, EACL specifled that 1! could ternlnrte the
contract unllaterally on Blrty alaysr notlce. But ee6n rlth auch
a elauae, an agelcy nust deslgnate soleooe to routlnely onlUor
contractor !re! fornance. At EACL, perforrnance haa been good, but
th19 has requlred agency pqrsonnel to revietr travel reportg,
approve overtl,ne expenses, [onltor p€.fortBance, atrd investigate
tenant conplaints, which 1s essentlally not different fron
conventlonal. aalntenance operations.

Aalditionally, ihen a [alntenance qontract fllst ls executed,
It is necesaary for the agency to lDtroduce the contractoE to the
agencyrE operatLng systeln. The confLgu!ation of the building
syateus (especlally the flater and sexer syste[) anal pEocedureg
that are partlcular to the agency (Euch aa Uhe care of bollers !n
varlous bulldings) ugt be connunlcated to the contractor through
c1o9e rolk durlDg the early days of the contract. At EACL, these
coats were minloized because of Che high degree of, sk111 the
erecutive director had in naintenance DatterE, Other PEAS rill
need representatives with sillri1ar sk11].s in Eaintenance Danag-
enent f,or contract naintenance to be cost-effestiee, Agencieg
should plan for aalequate tioe to 'sbak'e do{n" operatioo6, even

under the best of cilcuDstadces. One exauple of thls point at
EACL nas the tlne required Eo reach opelating consensuE on uhat
conatituteg an after-hours 'energency. "

orEEn cosrs oF c{)rlmActrllc Fon nrlttErNrcE

Even rhen a public housing agency has deterElned that it Day
gave nqney, inprove maintenance speed and quallty, arrd enhance



Ita nanagement of maintenanc6, 1t EtilI hr6 aona ilictrnoa to
cove! before decltllng to engrge a contraclor. fhcre rre a Sariea
of adalitionaL potentlal qoatE that thoulal be cooslil€leil, lnclual-
lng the qoEts of procurlng a contraqto!, the hunan and financial
coats of terninating ln-house staft, the polltlcal arrd publlc
relaliong costs, the coEts of ternr,natlon benellls, thc cogts of
nanagiIlg a contract, and lega]. coats. Each of thege lr con-
Eiflered bri€fly beloer.

Paocurenent Costa

It i9 ve.y easy to overlook the costg involved in deternin-
ing the beneflts of contracting and lanaglng the procure ent of
the contract. It rnay be a costly and tine-conau[ing project for
soneorle to ascertain the cost of lha current nalltenance effort,
to quantlfy daintenance perforEance, to define tbe scope of york
for a contractor, to soliclt bldg, and to evaluate th€ dlf-
ferences betlreen varlous proposal,g and the in-houge operatlon.
Eowever, aomeone must perfom thesc tasks. and they add to the
coEt of engaglng a contracto!.

Eunan costs

One of the unfoltunate congequenceg of BACL I B switqh to
contract maintena.lce was that th€ in-house workers lost their
jobs in a tirne a.rd place of hi.9h uneEployne[t. Sone of then
stl.ll had not found tork three years later. In a nediuE-rizeal
agency 11ke EACL, close frlendshlpE develop betireen naintenance
lrolkers and other staff [enbers, a9 wel]. as betHeen oaidtenance
workers and tenants, and eLininatlng job6 liay cause lasting bad

feelings. Others pre6u[ably cou].d tuinlfiize this hardshlp by
provialing that the contraqt;r could hlre son€! or all of the
agencyrs mainlenance workerS. EACL did not do th15, because
varlous le9a1 actions oe.e pending and because the aEeocy feared
its experinent mi.ght be sabotaged by norkers rrho had an interest
in 1ts failure.
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aernlnatlon costs

the soEts of guBlanteed beneflts to laid-off workers could
prohiblt a Ei.itch to cgntract tlaintenance, For example, one

BmaIl publlc houslng aEency in Penngylvlnla, uhlch ras self-
insured for une[ploynent conpensation, corlaidered engaglng EACLrg

contractoE, Eor.eve!, after the agercy found that because its
uneBploynert lnsurance cost rould be so hlgh, lt rould reallze no
gavlngB from cootract nalntenance for geveral yearE.

Political and Public ReLation6 Costs

!robably the most severe cost at gACL was in public rela-
tiong. Residents of Lawrence County, rJho are not favorably
inclined tonard 'union busters,' strongLy supported the laid-off
maintenance workerE who plcketed UACL for months and harassed the
contractoris etrployeeE aE they tEied to do their jobs. In late
198{, oore than three years after the qontractor eas first
engaged. stories of alleged lnpropEieties in EACL's mai.ntenance

operatlons renai[ed front page nei,s in local papels. Most other
public housing agencies probably t.ould not face such st.ong
support for unions and theref,ore probably would not have to pay

such high costs in connunity support. EACLTs contractor, for
exanple, also provlde€ maintenance se!vices to Ehe PllA in
Danvi1le, virginia, where unlonlsn is ve!y l,eak. The president
of thls fi!n said that there are virtuall"y no problens lrith
publlc support in Danvi L 1e.

I,ega1 Costs

Since engaqing a lllaintenance contractor, HACL has been sued

twlee by the maintenance rorkers' union, and has undergone nany

audlta to deternj.ne lrhether theEe have been 1r!egularities in
manageneot or financing 1n connection wiEh the change in



Daintenance systens. BACL ha9 prevallGd ln each of theEe actionE
but haE had to abosrb the costs of defendlng itself 1n court. A

hidden legal cost at EACL oas the time Epent by the exec!.rtive
director, lonE before any acti.on ras taken to inplenent contract
nalntenance. to untlerstanal the prevalllng local and state lars
regartling conlracting for the prlvate provislon of, pqblic ser-
vices. EAC!, prevailed in the 1egal chaLlenges becauae the execu-
tive directo! had followed proper contracting procedurea. Other
agency offlcials conteDplating elininatlng thelr In-house naint-
enance alepart[eats *ou1d be wel] aalvlaed to learn the larrs
governlnq enpLoyee relatlons l.n thei! Etates aotl localitles. Ead

EACL lo8t these la?sults, its costs Ln retroactive Ealaries and

other probable datlages (over and abov6 the nuch higher qost of
labor under the IBEW contract) nlght have been a devaatating
blow.

II-38



GETTERAL IISTRUCTIOTS

I,. QUAT,IFICA?ION OF DIDDER

Offara rrtll b. consldered orly froo responalbl€ orSanlzatlona or ltrdlvlaluels
noror racantly cngaged tlr the Pcrfor![ncc o! !alntanerca larvlca contrsct!, In
orde! to delerolnc his qua:,iflcations aech bldd.r t3 raqualt.d lo furnish.
narr.tlvc Bteteo.at tlstlng couparsbl. coatracEr l.hlch ha h.a plrforrcd, lha
ten€ral history of h1s opcEatlns ortarlaatloa, and hls coGpl.t. .:p.r{..[cc.
Each bldder ls requlrcd to furnish . ltatcrer! of hts ftnaaclal t.3ou.c.s,
6ho!, that he has the sbill.ty to lur{atsin a Btsff of rc8ul.r eaployaas ad.qua!.
to lnBure coltinuoue pelforeence of th€ gork, and deoonstrate thsl hl3 €qulpoent
end/or plant capactty for thc rork coot.lpletcd ir 6ufficL.ut, .d.qu.t.r
end sultablc.

Codpetency in perforhlng coBparable Eaintcnaace selvlcc contracts, dlllon-
stratlon of r€ceptlb1e financlel reBources, person$e1 stsfftrg, pl.nt equipocDt,
end 3upp1y Bource3 ulll be consider.d ia dctcrEinltrS th. offer to b. ecceplcd.

2. PROPOSAL SUBMISSION

All bld! dtrt b. .ubrltt.d oE foara funishcd b, thc Bouslng Authoric,
and shall b. subJ.ct to all r.quirerrnta of the Specificei{oa3- Bld forDs
end contract docuEants ere !o bc subEilled ln duplicstc aech separetcly bound
snd orgaaiz.d er folloits:

A- lorD of Propo6al
B. StatlEent of Bidd.r's constluctlon E,(plllctrce
c. Finencle I tnforloaiion ForE
D. Or8an{zation .nd op.Eatlng Plen
E. Kcy Pcrsounel ResuDe
F. Stetercnt of lJage and FrirSe Beocfits

Bj.d docuoenls 3ha11 be sealed ln 6n enveloPe thich thall be clearly
lebeled rlth the eords "Bid DocuBerlts,rr end 3hal1 shou lhc naBe of the corlract,
nane of the b:dder, and the dat€ ard tltle of openhS-

Infornstion rcquested heteir nust be fulnlshed coEPletely 1fl corpliancc
with instluctions. The inforEation requested end the dsnne! of suboission
are essertial to permit Prorpt ewaluaCion of all PtoPole1s on a fait and
unlforn besls. Accordiagly, the Eousing Authorily reserves the riSht to
declar€ es noa-rerponslve' etrd reject any ProPosal in ?hich oaterisl infor_
ation rcque6ted ls not furnished ot where lndircct or lncooplet! ans,els

or incoEpletc inforEatioi. !5 Provided.

3. CO}\DITIONS

APPE{DIX A

BID SOLICITAIIOII AND SCOPE OE iIORK

Thts r.qu€st does not cotlrlt the flousjng Aulhorlty to Pay.ny cost
incurred 1n the PrePeratlon or 3ub[133ion of any proPosal' ]'urlher, no costs
Eay be incurred ln anticlPatlon of a contract t ith the .xc€Ption thet ary
Buch costs incu.red st the bi.dder's llsk Eay lslcr be ch6rged to eny resulllng
contract co the extent that they vould have beln allooable !f incurred after
the date of Eh€ contract and onli to lhe extent and subject to cordltions
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ld.ntlflcd by th.
of aot gracontrsct
I.t.lly co@r.t the
Procuraaent.

Co[tractirt Offlc.r h rrtttrrg prlor tc tb! pclforr.lcc
r.orL. llia Contr.ctlng Officcr la th. .o1. .utho.lty to
Sosaint Authorlty lo .rpcndituta of lubltc fulrds for thlr

Th{3 requcst for ptopoasl
to et atd a contract.

in no way ob1{8rtaa th. Eou.ln8 Authority

fhe llou8lng Aurhority lclarves the rtgh! !o !rk. an asard, .fter reccipt
of proposel3, rrlthout furth.r dllculrlon. fherclorc, ,,t la GEph..izld th.t
al,1 propoaals should ba lubaltt.d tatlially on tha 6oat ftvorebl. lcrE fror
a prlc! and t€chDic.l. rtandpolnt that the btdder c.n rubalt to the Xourlng
Aulhorlty pursuant hercto.

5

/.. FINA.}ICIAL STATEUEM

CSA For& 527, Contrsclorrs QuaIllicattons and Flnancla Hrr.forEatlon,
tluBt be coEpleted ehlch shell {nclude your corpanyra lrrt fkcel year th.nclal
Blet.Eent end any up-alst{nt atateE.nts. This stetlEcnt $i!1 be confidentiat
8nd 6ay be placed tn a scperate .rvelope properly id.nttlied. Only the
atat.aent of lhe Io*e!! bidd.rs i.tll b€ revl.r,ed.

ORCA.IIIZATIO}I AIID OPERAIINC PIAN

Your op€ratinS pla! .hould discuss ln d.rall you. .xect spproech to
Perfonlirg th€ sork reqult.ocots of the propos.d collract. In sddltiorr,.
lf you do not propos! to subcootract speciallzed functlona ,uch a3 l,i$dor,
clcaolng, tnsect and rodant conlrol, trash reDova l,, rtc., plaase discusB
your cxpertise and .xpcricnce ln ssch lpeclallzed lunctionr.

Itrclude 1n your operstlonal plan a Ilarratlvr d.scrtptdo[ of the follor,lng
Eena8erial, adEilllstrat{v., or proc€dura1 factors:

A, Aurhorlty end relpolslblllty of the supelviaor of lhe fuqclion.
B. Authority and relponalbilitles of Eubordinat. lupervlsory per6onnel,
C. l,tanagerial co[trol d.vices proposed lDcluding uBsge snd cost control

for labor, Eatcrial!, and equipDent.
D. Daily essignr.at of rrork.
E. Schedullng, as!i8nD.nt, end production control Dcthods.
F. Explain your steffinS concepts rrhich perrit flexibility to E€et

shifting or p.ek $orkloeds and ererSencias.
C. Discuss plans fo! usc of second and third lhllt op.ration. and

3tare your colpany pollcy on 6hlft differeitt.l psy.
ll. lrlscuss plen3 lnd policy regardin8 utilizatlon .nd control of

ovcrtiEc including l.vc1 of eulhorizatlon.
I. Production and, perforadnce standards: Deflne your production

stardaids. tror exsaple, ho!, lIeny 3quere feet of floor space is
ss6igned per EAn-dsy ot eork fo? each clcrning function? Hou Eary
squarc feet of u.11 Per E.n_day for pelnting?

J. Quality control reiponslbillty sad detail.d ln!pcc!{on procedure3-
l(, Treining plans for lupervlsory aod productioo p!.3onn€1.
L. Status reportlng--cootractor Eanageaent to llouslng Authority.

IIA.2 CENERAI INSIRUCAIONS



A separate phase-in plan should b€ Bubmirted shlch descllbe3 in detail
your plan for effecting a snooth lrork start-up, including such itens as
recruitnent, indentlftcation and clearance of persoonel, lralnlng, orlentacion,
alrangen€nt for receipt of Eeterial and equipEent. Ite phase-ln operatlon
must be schealuled rrithin ten lrorking days prlor ro the starting dale of lhe

6. DIRtCl COSTS

The oininua productive ean-hour base tflcludes all rlork to be done.
The liinlduo productlve Ean-hour balre for thls co[tract ts 20,800 aan-hours
Per contract year. Fallure to propose at least thls msn-hour b6se sill be
cause for rejecling an offer es ron-responsive. Alternate proposals belov
lhe rini.oua man-hour base vl11 not be considered for ar,rard. "P.oductive
Ean_hours, does not lnclude Ean-hours for vacation, holidays, sick leave,
supervision, or other non-productiwe hours. Contractor nust furnish bi-
\reekly payroLl repor!s.

If you propose workirg supervisors ln the productive labor cateSory,
20 percerc of their Ean-hours shall be included in supervlslon and 80 percent
in p.oductive 1abor. Failure to &ake this adjustoent could reeult l.n your
proposal being declared noa-respoosive 1f our adjustEent cause3 your produclive
labor base to fall below the BiniEuE base as stated above.

The EiniEuB productive Ea[_hour base ls not intended to restrict the
bidder's approach to succesBful pelfoflGnce of the contract sith EaxiEul!
econody, but 6erely to describe a reasonable leve1 of effort beliewed to be
requtled, based upor EousinS Authority experience. The bidder Eay propose
Dole lran-hours than the ininu!0 base if such is needed to support his plar

7 . XIY PERSONNEI,

the ltousing Authority will evaluate the quallty and pertlnence
of the backSround arld experielce of the key personnel you propose to
assign to oanage the vork of this contract. Resul[e3 !ri11 be subditted
in the foruat provlded ir lhe (ey Personnel ResuEe Ford.

Key Personnel should include, but ls not liDited to:
sith aaple pludbing, €lectrical! carpentry, and cheaical

After the bidder has subnitted the resuEes of che Key Personnel
to be located at the eork site, and tf he is the successiul bidder,
he rill ,naintain the saoe personnel ln supervtsory positions for the
period of the contract untess by Butual agre€nent the paEtles agree
wi Eh a replaceEent

GENERAL lNSTRUCTIONS



A. BUIIJTI.ICS TO BE II,IAII{TAIIIED

Project l{o. Prolect l{ade

PA 25- 2 Harbor I{e ights

PA 25- 3 tJalnut RldS€

PA 26- 4 Grant Slreet

PA 26- 5A Bllnton Hill

PA 26- 58 scloea street

PA 26- 5C Blg Rrn

PA 26- 6 Skyvle!, Torrers

PA 26- 7 Llncoltl Tertace

PA 26- 8 Crescent Place

PA 26- 9

SCOPE OF TIIE gORI(

Addrci!

Booke. Dr. ,
NG!, Castle,

ALtErn Roed
Pa.

PershlnS St. , Loop St.,
Nassachusett3 Dr. t 811wood

6rant St,, Gr.ctl Sl., Eslco
Drlve, NeD Ca3t 1., Pa.

Nccrach Ave., ll.zen St. ,
New Cast Ie j Pe.

EnSine Eouse $ey, f. ReynoldB,
S. Jeffer3on, Stei.nbrlnk Plac€.
Sclota St., llc? C..tl., Pa.

Scl.ota s!., S. J.fferlon sr
Bt8 Run St., Nc!, Caltle, PA

219 North Beev.r gtreat,
Nelr Cast le, Pa.

Llncoln Ave., Cuba st., fick
Ave., llen Caetle, Pe.

630 grescert Averuc,
Elh'ood City, Pa,

211 !le6t uoody Avcnue,
Ne? Cestle, Pa.

814 lr. IashinSton Street
Net Castle, Pa.

Ne.hennock Vilkge

Lawr.ncc Uanor

Nerh6nnock Ave.I Ncl, Castle, Pa. 120

Flnilv ElderIv

16

100

t00

50

52

22

120

050

50

150

100

PA 26- tO

PA 26-12 ltccralh t{enor

TOTAL NUMBER OF UNITS: 990

T. AREAS 10 IE SERVICED

l. Farily Unit3

a. All fenily units, lnt.!1or and extEri.or, 1ncl.ud1n8 vacrncie3.
b, All offlces includlng hal1s, ualks, re3t!ooo5, recePtion 6nd raiting

areaa, desks, chair!, tt doos, etc.

570 420
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c. All comunlty rooss lncluding kltchen, storager anal o.ctlnS ereas
includinS tables, chalrs, carts, she1v63! Ledge., siddorr., .tc.

d. A1l Srounds and corEron areas.

Elderly BuIldtnSs

a. All elderly unlts l.rcludlfla vacatrcles

b. A11 hallsays, lta1rways, fir! torrers, lau.dry roorr, l.ndlngs, boiler
rooEs, cohpactor loolBa.

c. Al1 Srounds ancl coaron area..

d, Al1 olfices, restroons, rriBdorrs.

e. A1l codurity roodB including kitchen, storage, deetlnE arear including
lab1e3, chair!, carts, shelves, ledge!, etc.

C. I{'OR(INC ITOURS

The Contractor 3hall provide a iaint€oanc. foreoan o[ rite on a full-t![e
basis. Thls pellon lhall $ork a forty (40) hour eeek end be on 24-hour
eEer8eocy ca11, 7 days a teek, 52 Feeks a year. The Eainronance eEployees !ri1l
vork a fo.ty (40) hour vcek atrd be oo 24-hour elert.ncy ca1l, 7 day3 a rreekl
52 lreekE a yesr. The cell-in crew r7ill be rotated on an equlrable bssis, See
the Ceneral Instructlon3, Part 6, Direct Co6ts, for rhe oi.nl.Iluo hours required.

Si.nce Elllrood Ctty ha! 150 ualts, the Contractor ri!1 provide a 6inlEulE
of one oan at this location daily for a full shlfC to servlce lhe ar.a and
do prevent.live Eainte[aDc6. llis instluctlons shell be 8i.ven froE hls foretaaD,
the Asthorityrs Project l{aneg€r, or the Executlwe Dlrector.

D. CENERAL DMIES

2

ConErect rrork shall be conducted oithin the buildin83 sDd 8lourds during
the norDal rrorking hou.B of 8 a.a. aod 12 ooon, aDd fro! 12:30 p.a. to 4130 p.r-
Uonday rhrough Friday. The ooly exceptions to the norf,el eorklng hours are
due to Esergency Service, Seclion G, and CoEpactor Service lraintensncc, S€ction H

the Contractor sha11 perfor.o al1 Seneral daintenance eork not previous ly
sub-cootracaed. This eork shall tnclude, but is not lioltcd to, the day-to-
day naintenarce of grou$ds, structures, ard appultenance3 thereto fo! Ehe
proJects llsted- Tlre Contractor ls regpooslble for:

PaintinS, pl.unbing, 6lectri.ca1, cerpentry, roof r.pair, lnsect
control, catch basins in the projects, gcneral labor, the unloadinS
of supplles, and any other duties that Dey be assl8ned.

Rapid s.rvi.cln8 of all rrork orderr lnitiated by the residents or
project nanagers through the Inventoly Departreflt. No vork order

b
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cooc.rning EechenlcelB sha11 b. over 24 houiB old before repslr
be8ins. Occaslonelly the prolact asn.ger oey arsl8n a f1.ld rork
ord.r. Ihe p{rper rrork ui1l bc coapleted at the central offlc! for
recordlng purposas.

Reptd repair of th. vacant unlts ehtch have b.en dssigned by lhc
Ilou.ing Authorltyra occupancy Supervlsor. Contractor to dcllver
on the fol louing schedule:

& Days
& Days
2 Days
2t Days
3 Dayg

1Bed.oo6
2 Bedrooos
3 Bedrooog

5 BedrooEs

Vacatlc1es sha1l be repaired l,llh speed and quallly. The Contraclor
shall fo11o!, a procedure to include the folloutn8.

1 Initial ,.nspection by Aulhor{ty erployce add Contrsclor's
Eainteaance foreEan.

2. clean out unit and secur..

3. [ake nece3sary repehs.

4- Ball preparatioE and peintlaS.

5. Firal cl.an-up aad "oake ready,"

6. Final lnspec!ion.

Coatractor should hawe a Clean-Out Cres, a l,raintenance Crev,
a Uak€-Ready Cree for the rapid coBpl€tlon o! vacant urils.

The ContracEor's forenan ard the HouBing Authorltyrs Occupancy
Supervlsor, and/or the Project lleneger vill lnipect the coopleted
unlts and co@eni prlor to t€nent possession. The Project llrne8er
r11l Eake a coEpl.te report of the inspection and co_ordirate ne6ded
repsirs lrith lhe osintenance for€Ean.

The oat€rials neces3ary for codpletion uill be lssued or delivered
dai1y. The cootractor .hall provide sufficient erployees to perforu th.
servlces on a tiEely besis. After a tiEely perlod, the llousing Authorily
shall lequlre a lliniEul! o! one Eaintenence Ean per 100 unlts. ?his ainiEuE
is to be suppleaented l,lth additional personnel uhen requtred for seasonal
need o! h.r\ty vork 1oeds.

E. PREVEI{TAAIVE I.TAINTEXANCE

the Contractor lha11 prepale a Eonth-by_Eorth Pteventative !'lalntenence
Schedule. Each Eonthly schedute sha1l specify the llaintenance sorthy ttells
such as spsrtlren! flrrnaces' office sy5teEs HVAC, buitding interiors' building
e:(teriors and roofs, grounds and 8lound equip[e.t, conPnctors, central hot
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vater heetl 8 systens! and central doiest{c hot eetar !y6teos. For aech
loaincenance lrorthy lteri the contractor shel1 attach lo hls proposal the nu ber
and descrlpcton of tasks that !7I11 be accoBpll3hed datly, veekly, Eonthly,
seai-aonuetly, or anausl!y to be perforucd durinS the hspection. This lchedule
Eay be revlsed by the Eou! lng Authorlty lithin thlrty days aft€r lhe aalntenance
contrect hea been asarded rnd shal.l lnclude a1l twelve ronths of !h€ lnltial
yearts servlce. The Hou61n8 Authorlty t 111 tssue rork orders to conforb
with an approved Prevents!ive }laintensncc Schedule. The present prcvrlCative
maintenaace lrorlhy iteE! 5r. lncluded as Appendlx A. Thts schedulc i6 nade
a part of lhe Specificetlon8 elld nay bG chenged by agre.D.rt of both parties.

The [ousina Auchorlty nill provlde or give the needed aEsistatce to
the Cortractor to coDpile a coEplele cqulpEert tnveotory classified by project
This i.nventory shall tnclude the naBe of th€ equipoent, a:raufecturer nuBb€r,
serial nuBber, Eodel nueber, capacity or descrlptlonr sad Iocation. fh€
Housing Authori.ty sha11 provtde the Conlractor reasonebl. oeans of sccess
to the equlpoent being Berviced. The Contractor shall be perEitted to stop
and start dll equipsent necesEary to p.rfora the gervicee.

The prevetrtatiwe Eeltrtenarce shell lnclude, but nol be linited to, the
folloeing.

S Eluctural

Roofs, Sutterr, doEn spouts, doors, irindoes, rlding, side\talk3,
parkinB lots, ra1llngs, etc. Al1 sinor adjust €nt3 ei11 be Pc!forDed
during the exani.nelion- All treed.d repairs shall be scheduled by the
contractor's foredaa, atrd any repair nomally perforoed by sub_contract
shal1 be reported to tbe Eousing Authority.

Pluobins and lleatlnr

C1eantn8, lubricallor, adjustsent, calibratlon, and filter rePlacedent
of furnaces, hot reter heaters, ga3 ard electric stoves, boilers, hot
oater dorestic heaters, ard corpactors. Plullbing 3ysters sha11 be checked
for proper functionlng ard rater lesks.

Elect!ica1

ExaEire, clean, adjust, and calibrate all teaperature control dewicesi
I.spect and test ulrinS fo. satfuncllonsr observe .nd report overloaded
r,al I p1uss.

Pollclne and cleanlrE of Groudds

It sha1l be understood that the cornon Public areas shal1 be kept
clean at all tines according to APPendix A, Preveatatlve Iaintenance
Schedule_ _Grounds . In general, corEon Public arers must have trash,
cans, bottles, paper, etc. picked uP .r.ice a ueek. In the fanily projects,
some public streets ete,rholly in the Project alea. where this occu!s,
it is the intent of lhe specifications that these streets be pollced
as lf they trere o{ned by the Houslng Autholity Failure to police the
area as scheduled shal1 not be toleraEed. UPon 24'hour dotice of such
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feilule, the llouslng Authority !hal1 have tha uork pcrforDad by others
end shell deduct thlr cost froa the CoBtrrclor'a ioothly payDrnt. fte
cootreclor t,ll1, Eake e.d.l.ly rrelk throuth all projcct co@on .re.3 berween
8r00 a.B. .rid 8r30 a.r.

A1l areaB rhs11 havc th€ follouing l.'ri @lat.o.nce l,ork coapl€ted
betreen Jure 1, through 0ctober 15, 19E5, Junc 1, through Octob.r 15,
1986, and JuDe 1, throuSh Octob.r 15, 1987, .nd rhlll lncludr th. playground
area h l,ircol.Ir Te.race, Project PA 26-7.

Cuttitr Grass

Cut gras3 proEptly ehen the hetSh! aaach.d !hr.. (3) 1och.9.

Provide a total of 25 cultlnSr per projec! p.r see.on. ?he BousinS
Authortty repres.ntatives orlc sltn€ls ard certlfy csch cuttLng at each
projec!.

Triping

A1I etess thet clnnot be cut nith sdol.€r 3h!11 6G crrt elth e
triming tool. Tlaaa area! shall be aiosnd tr6a3, poles, fcnccs, ctc.
TriEing BhalI b€ done.ft€r each Eouing.

EdEinE of lra lk!

orce a year, Eey, 1985, uay, 1966, erd lray, 1987, gra6t along.1l
curbs ard l,aIks 3he11 be edged wllh a cutllng !oo1. Cra.6 along curbs
and t,ithln pav.d are6s 3ha11 be reuoved.

Leaf clean-up

:n october etrd Noveobcr o! .ach ye!r, a1l loeveB shs11 be beSged
and reEoved froin eech project !1!e. Seni'.nnusl1y, all ledve6 shell
be r€lioved froE the 8uttcrs, roofs, atld acupperr ln all projects.

Shrubd and F1o{€! Beds

Plune trees snd rhrubs es requircdi lprey trees end shrub6 \rith
approv6d insectlcl.dei $r1ch flol,et bcds lo a !lini$u! of three (l) tnchesi
lreed flc,re! bedr; pleperc top roll and.pply thr6. (3) lnches of n lch
to floller bedsi epply nulriatlts a! l.quired.
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Sno!, ReEovel

F. VACANT UNTIS

The Uousing Authority curreraly has s vacaacy rate of spproxi.Eately
8.5 percent. The rtaodard allotable vsc8ncy rate insurlng th. solvency of
the Eouslrg Authority is four percent. The Ilous ina Authorlty shall pemit
the Contractor four oonths fron the dete of the cortlect !o bring rhe
Authority's vacancy late to four perce[t. A housing unit thst has been totally
repaired by the ConEractor, passed lnopection by the llosslnS Aurhority's
Occupaocy Supervlsor and Project l{aneger, and ls ready fo! the rental darket
til1 no lon8er be considered a vacancy.

All parktng lots snd coEoon {a1k areas nust be k€pt free of 3not,

The Contractor ei11 request the locetton ard si.ze of ualt to b€ rorked
on froE lhe Occupancy Supervi8or o! .uthorlzed Authority rcpresentative.
This person has knorlcdge of the l.alti.ng li.st ard ls XEY to filllnS of

The Contractor 3ha11 provide the folloeing services reSarding Eainterance
of the conpactors.

fhe Cotrtractor ard the Aurhorityrr euthorized r€p!€s€ntative shall deteralne
lhose vacant unitB needidg interior palntln8 or ral1 oashlng prlor to their
being assigned to a nev residedt. Th€ Contracto! shal1 peint end repair
al1 sal1s in a llorkEanllke danner vithou! da age to the irlEr vindows, or
floors. ALI other lepairs sha11 autoEatlcelly be accoopltshed before a
coopletion inspeclloo ir Eade, The Contractor is expected to secute all
vacart units for protection frori vardalisd frod the tin€ of hls first knotledge
of the vacancy reporlld €ither fros his ren or froE the Authority staff-

C. EMf,RGENCY SERVICE

The Contractor Bha11 provide pronpt eEerSency servlce betireen scheduled
shifts, includlng overtide, as necessary to keep equipoent and cosrponenEs
in proper, sale operation. Such service r€sponse tiEe sha11 be sithin tvo
hours of the first cal1. An energency 15 defi[ed as any lteE effecting lighl,
and/or eater at any tide, and heat only during the sint€. lonths. Al1 overtine
calls aust receive prlor approval froo an Addinistiative official before
Eork begios. The Authority reserves the unllateral right to reject overtine
eork that could have been perforEed durlng the regslar l,orklog shift.

The HousinS Authority shall pay lhe rate for eoergency overtime only
if the lepair call 1s ,uthotized prio! to che beginning of l{ork by the Executive
Director, the Inventory Clerk, or a Board Menber in the ab6ense of the Executive
Dlreccor. No other overtiEe t i11 be euthorized under this agreenerE.

H. COMPACIOR SERVICE MAINTENANCE

1 care of the four conpactols and renoval of debrls 6ha1L be consiCered
a nornal contract rolk iten and shaIl require \rork lo b€ scheduled
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for Saturday or Sunday by the Conlrsctor a6 part of the norEal rrork
ircek et no addirlonal cost.

Sapty corpactor, reeove trash froo the floor, srd place h provt.d.d
containera. In Larrreace County, thr cootalnered tra3h ls taken
to the duDpster located at the siae.

3. Cleso, sseep, hoser and v€! fiop coEpector rooE.

4. Clear 6lly obstluctlon froa th6 3hute end coBpacto hen
occurs, as trained, so coapactor functlon6 properly.

5. Cleen the coEpactor electric 6ye aechenlsi end restore

II

I. ET.IERGENCY GEI|ERAIOR TESIIIIC

Evcry tonth th€ eEerg€ncy geaerators 3ha11 b. run teenty
a bat!€ry ch€ck shall be fllade for iraler and filled if needed,
Also check the oi1, as tr.ined by the Ilousing Authority. fhe
shall dete the schedule tocated on the Senerator end list the
stoppin8 liEe or deler readinS and lnitla! thc €ntry.

Clean trash rooos of each floo! of p.per boxes and iteE€ not

Clean shute sith cl.earlaS rtng, flush altd lrash shure. tri1l coopactorrs
dlsltrfectant reservoir l'ith dlsinfectant as ordered by the Cootractor
snd/or supplied by the llouslng Aulhority.

Report ary Ealfunctloos or Eechenisu fallures lmediacely to th€
Adslnistrattve/Uaintenance Of f 1ce.

10. Return of containers sha!l be handled by retulning containers to
the roofl on the sane day.

Service to the coEpactors Bhel! bG sch.duled sith the hauler. Coopected
end relaaed lrash shall be s.t out to te plcked up once or trrice
a ireek. When, or lf, the hsul€!'5 sch6dule chanSes, tlash set
out itl11 be coordinated by th. Contraclor's daintenance foreEan.
Tte Contractor's oainterarce foreEen sha11 not alter the oethod
o! nunb€r of trash pick-ups to sult hlE schedule.

Ealfunct ton

lnto

8

9

oPcre!1on.

Put

rirutes. llonthlY,

servicina oechanic
start ln8 and

Cleen dock area of all trash and papers and slr€ep. cleart coBlainers
Perlodica1ly.

J. SITE LIGHTINC

Defectivc outside bulbs on buildin8s and outside pole liShting shaII
be replaced by the co[tractor.
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K. ELXVATOR SERVICE

The Contractor shs11 changc lights end e1.en.levalors at thc saEe
iatervals as the lobby f,1oors, or rrhan daeDld necass6ry by Ealrageoent.

Elevators shaLl be cl€ened, srept, or aopp€d deily.

L. E IPHENT A}ID SUPPLIES

The lloustnS Authoriry 8h611 Balnlain ea ed.quet€ ltrventory of epplicable
supplies, spare part3, replacetnent 6quipfrant, vchicles, lsrg6 .lectrical
equipEert such a6 rlgld aeuer au8er!, power arelr, drllls, key oachlnes, €xter-
dinating equlpoeot, and eIl othar [atcrial! occoaaary to perforu the baiEteua[ce
furctioo- lhe Eousi!8 Authorlty expec!! !o hev. the Cortractor furnl3h vehlcles
At least seven setvice lrucks Eult be o.dc evelleble. tte Conrractor r,il1
be reinbur8ed the current rete of d.Ieete as approved by the 1ocal and coudty
Sovernin8 bodiea. The Coolrector Grst have oil..tc tlckets lulned in daily
to lhe Auchorlty to be check.d by Aulhorlty pcrsonoel.

fhe CorCrector shall provide h16 eoployee! ullh all th€ E.celsary hard
to accolrpllsh the dutleo of this Contract.

T,I. SAFEAY

N. FIRE DOORS

O. CONTRACTORI S REPORIING FORMS

Afre! asard'of the contrect, the Housing Aulhorlty end lhe Contractor
sha11 deaign the necessery reportlng and inspecllon forDs to control the
contractor's $ork perlornance and qualtly of nalntenance in all sections
of the cont ract.

The contractor sha11 subEtl Eonthly lob statuB reports of all !,,ork
acconplished duridg €ech Eonth of conlrdct PerforrEence ln each irork area
and for €ach task order, lf any. fh€ r6Port foroet irll! be as requested
by the Authority. the leports 8ha11 be sub[ilt.d !o the Executive Dtrector

The Concractor's cBpLoyc.s shsll, not bc p*Dittcd io use Authorlty-ogned
equipoent or pcr6onel property or for perronal reasona. the lloltsiag authority
shall not spptove alty requ€rt by e$y erployee of the Contrector co use the
Authoriryrs equipd.trt for arlrthlng other tha$ Authortty business. Ary person
fourd in violati.on of th13 requlreocnt shell be dtBciplioed eccordlngly.

Ihe Contractor shall u6e e11 neceaaary
lights, and covers aecesaary to prolect a1I
out of lhe gotlrector's rcopa.

brrll€ls, sigtrs, safety devices r

pedestllen3 atld property ltr and

After checking the hs1MBhtB in lhe llre toterB, c1o3e elI fire doorB
and reDove a1I blockege. Check ll.ghrs and door5 detly.
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by the tenth l{orklng day of thc Eonih folloeing the .nd of tha report p.rtod.
Reports sheIl be ln nar.stlve forD, bri.ft and lnforratlon.l ln contenr.
Photoglaphs end lllustrstlons Eay bc inc1ud.d, !f eppropri.!.. Ihe teports
shall include, but not b€ llEtted to, th6 follorlngr

1

2

Descriptlou of overall proSresr

current problers which Bay lapede perlorBsnce .nd propos.d cori€cthre

Work perforBed i.o lhe prevlous sork perlod.

A- Prevenlalive oork co b. perforaGd durlng thG ne:.t oo.rrh r.porting
pertod.

The nurnber of persoftiel ln each labor categoly as of the last day
of the reporting period. This report should .lso lnclude the nuDb€r
of terDirations, hlres, eEd rransfers hy labor caregory.

Actual straigh! and overtlD€ oro-hours norked during the Dotrth-

An accident €xperience report.

If r'ork has beeE rub-co$trected, slate rhec t,as ro accoilp1lshed.

PayroII report for the previous oonth.

3

4

5

6

7

8

P

Q. PERSONNEL

INSPECTION

the Cortaactor 3ha11 conduct quallty control ldspectlons as requlred
ard l0ay be required to accoEpnny the Ilouslng Authorltyrs lnspector or BtrD
personEel durinS requoBted peliodica! lnBpecllons of the nofirel deintenance
crele! or, in case of probleB ereas, of unftuish.d coniract ldork.

All colrplaints registered vlrba11y, or in vritlnS, by authorized Houslng
Authorlty personnel shaIl be corrected the next irorkl.ng day. lf the cooplaiflt
is aajor in nalure, the enllre cycle of work Bhell be conpleted !h. [ext
EorkinS day. Certain Ilous{ng Aulhority coEtaci p.rsonnel shell be designat€d
fo! quality control and shell heve Ehe authorlty to detersine lhe perforoance
of the Contractor,

The contractor shalt furnlsh the d.nporrer to perforn e11 the required
sections of the specifi,cetiori, The Contractor shslt be rcsponslble for
the entlr. rcope of each enployeers respon6lblllty and 1lab11lly of each
employee in perfor8ance of thelr irork funclions.

l. The Contractor shall f,eet 5I1 vs8e and hout regu1atlons. The bid
shall include a SEateoent of Wsge end Frlnge Benefit! plid by the
contractor for each clacs enploy.e et the ttne of btddlng. Ptoof
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of th€ rrage and fringe packege pald by the Contractor rrill be presented
to the Housing Authority Elthln ten days aftar lhe close of.ach
Pay perlod.

?te Co[trector lhall provtde tiabiltty insurance for eaployces'
actlor! and deDege to l{ousing Authority and te[art property .s sell
as tnjury due to contract perforErance in accordance riEh the Ceneral
Condit ions .

A1I persons thet i,rork otl rhli eontract shall be enployees of lhe
Conllactor not the flousln8 Authorlty.

lfo person rrho has pendidg 11t18et1on agattu! the fiousing Authority
Eay be eEployed by the Contrector.

The contractor's enployees lhell not sub-contract or l,ork for the
Housing Authority'6 tenants durl[g or after noroal rorking houls.

tf a Contractorrs eEployee has vtol.aled a lloudlnS Authorlay or pEo-
betlorary rulr of the contrector, he rey bc teroinated tu@edi.t€ly.

Whcn the Co$tracror's €aployecr ere lrot r.orking or futrctloning as
pert of thts contract! they Bhall nor b€ on the predises.

3

4

5

6

7

I Eoployees shell be dressed ln reat, clean unlforEs vhich shall cleaEly
ld€ntify theo ss the contractorrs enploye.s. All personnel tJ1ll
be dressed allke rdith the exc€ptlon of the u3ual difference 1rr the
attire of the sexes. Ite unllorE shall havc the Cotrtlactor'3 name
affixed thereon id a perEanent onnier. Edployees shall be required
to dless neetly coMensutate wllh the task6 betng perforEed. fhe
contractor she!! firrtish all fleces5ary special t'ork clothing ot
foot vear for h16 eEployees.

9 All enployees assigred by th€ Contractor to the perforEance of vork
under this contract shall be physicelly able to do lheir assiSned
,ork aEd shall be free froE cor@unicable dislases. Each one sha1l
be Siven a physlcal exauir:tlo[ !,rithout cost to th€ trousing Authority
and a physiclen's certiflcate Sivtng notice as !o the results sha1l
b€ furflished lo th€ Executlve Dlrector before lhe eEployee ls assigned
to duty. In BoEe special clrculnstances, the Ex.cutive Director
Esy in his judSEent perlrit a contract enploy€e to erter on duty
and sork for as 1on8 as three days before obtaining rhe physician's
certification. llotpithstanding the furnishtng of this certificate,
hosever, the contractor shal1 not be relieved froE the obliSation
LEposed upon hiD by the first sentence of thts paragraph.

Eroployees of the contractor 6hsl1 be issued keys. lf keys er. lost
by the contrector, the cost of changing lock3 or duplication of
keys shall b€ at the expense of lhe contractor. The contractor
3hat1 orientate el-1 eoployee3 regardin8 pollcies ard reslrlctions
of the Eousing Authority before beiDg hired for contracl oork.

Frequently !h. Housing Authority receives outside Srants to lrain
lorr-incoEe and disadvantaged indlviduals. Th6 Participanca 6re frnded

10

11
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through outside eSencies atrd .ron. of th€i.r veges or frhSe benefils are
the lesponsibiliEy of th6 Housin8 Authority or rhe Contracaor.
The Conlractor 6h611 perEit the uB€ of ther€ l.ndivtduels for grass
cutting, Erounals kceping , pailtingr. vacant ulrlt c1c.n-up, arld SeDeral
laborer duties as part of the Daint€natrce aetvtces egreeoent. Io
the event these Srants are not rec€ivedt the Housiog Authorlty eill
consider these lrork iteds es palt of, the contlact specilicatlons.

R. INSURANCE AND LIAEII.ITT

The Conclactor shall carly all liabiltty, worknlnrE coDp.Bsatlon, and
any type of irlurallc€ necess.ry to hold the EousinS Authority free of liability
for action of the Contraclor's employees due to perforEance, equipoenCj Eareri.al,
or contrect scoPe.

S. RODENT AiID IIISECT CO|ITROL

Inlt l!1 Servl.E--The
lofested areas, and areas
sha1l be taker to conrrol
first donth of service,

preEises 3he1l be thoroughly insp.c!.d to tdlntify
of potential infestation, Intenslve control Eeasurea
end eliElnele a1I existir8 probleEs duriEg the

The Cortractor shalL BubEit e repo!! of his findlngs and the corrective
actioEs taken by htd, to the Executlve Director ,ithln five days follor,rtna
the erd of the first rorth of the contract. lhe repor! shal1 trdicate the
lnte.ior and exterior corditions found ard the .ature and scope of the leEedial
act ions laken by hid.

further lnspections of the prenis€s shal1 be Eade Eonthly
sha11 be applied eE indi.ated and es necessary to control
lnfestatlons.

es a 01[iNl! rcquireoent '. Appropriale treatBents
i.sect and !6dent

protect buildin8sr occupaflts and 3afeguard
to the folloqlnS:

Fol1o!r-up Service--Dur ing the ltfe of the contract,

Safety Precautlons--In order to
ploperty, the Contractor sha1l adhere

shal1 be tleated irlth pestlcides only sher they

2

In!erior paeEises

Applicators shall be provided with protective clothing and Sear
by the Contractor. Thls clothing and gea! 3hell be irorn during
the appllcatioD of a1l pesEicides.

3. Applicator or contractor shell be state apploved to use Pesticldes.

T. CONTRACT PAYUENT

The contr:act price sha11 be bloken do{n into ronthly Payrdents. The
Contraclor shalI lnvoice for each coftrPleted Bonth by the fifth of the foIloa'ing
month. The EossinS Authorlty shall nake Pay6ent by the tenlh of the follosirg
nonth. Perfornance of sork rBy be deducted froo the nonthly PayDents based
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the eork !a imediately corrected,

U. CONTRACTORIS RESPONSIIILITY FOR DA.IIAGES

lhe Cortrector shall be lesponslble for all daDages ro persons or property
that occur as a resul! of his faulr or negllgenc. as llel1 as rhat resulting
froli acts of his eEployees, agelts, ard sub-contreclors and he rhall save
and keep h.rul€ss the Eousing Authorl.ty aBalnst any or e1l loss, cost, dadage,
clains, expense3, or liabl1ity ln connection rrith ehe perforldance oI this

Y. CONTRACIORI S RESPOITSIBILITY FOR E}IPLOYEES A}ID PLANT

Ihe Cofltractor sha11 be responslble for the safety of his eoployees,
plant, and Daterial, and for any injury or darage doae to or by rher- lle
sha11 protect the Eousing Authorlty froa al,1 claioe for daEeges to any end
all persons ard/or propert, resu1tlnS floo rh€ faulr or n.Sligence of any
of his enployees. While ln th€ public buildi.ngs cove!.ed by this .ontract
in cotuectlor !r{th the pelforEance of the cortrac!, ellployees of the Contractor
shall be subject to the setle r:eSulations of corduct a. those governing eirployees
of the Eousing Authority. I! is part of the Conlractor's responsibillty
in the Ealntensnce of the buildings, to aBsist ln th€ protecrion of Authortty
property. This includes a8sistitrg the prevertion of thefts. The Coatrscror
shal.l aler! each of his eEploy€es to .xercise a reasonsble vt8ilance in t!0plehenting
this po11cy and to no!1fy the AdEinistrative/1,{aintenarce Offtce irhen aD urEulhollzed
or suspicious person is seetr on the preoise3-

W. ACCESS TO AUTIIORIfi PRI}IISES

on factual i.nforeation as stated above. If
a deduction froE the billing sill rot occur

The Cortractor sha11 oot perhit aay individual to have access to the
buildings or Srounds hereln unttl it has been deter ined thet pernitting
such person or persons to have such sccess lrill not be contrary to the PubLic
interest aod thst the individual ls surhorized to be adDitted in accordance
vith applicable orde!s, ru1es, regulatlonst and lnstructions. These plohibllions
and lequir€Eents shall also be eppliceble ro all indi.vlduals vith regard
to access, reEoval, and/or possession of classified data, Eateriels, supplies,
equlpoent, and all Authority_oltned property at the locations desiSnated in

X. TERM OF ACREEYENT

Y. TER-}IINATION OF AGREE}GNT

This lequj.reEent is for a qhr€e year period of
predicated upon lhe need lor progran cootlnuity and
s tab ility through unlnterrupted service.

tLne. This period ls
is intended to provide

ltis agre€nent lley be terEinated by ahe Eousirg Authority by giving
a sixty-day vrltten notice by cer!ified oa11 provlded that such t€r&ination
sha11 not affect any rights o! obligattons i.,hich sha1l have accrued to eilher
party prior to the effective date of such terEinatiot.
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In the cvlnt thG Contrector do!3 not heve adequete persoanel cLther
in duEber o. ia Bkill, to.ccoEpli.h ahe eork ar need6d, thc lloushS Authorlty
reservc5 the ri8h! to hira olltslde persorael !o eccoapllsh such rrork strd
to deduct tha rage rete for sald parsonn€l fro6 lhe contracc auount duritr8
the curreflt lronth for the nork.

The Cottractor shall lurtrllh prior lo the !i8niu8 of the contract a
perfoarnance bo[d ln the stnount of the totsl cotrtract for th€ eatlac Prriod
of lha a8leeBent-
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FUIerIOltIL AnEA3 llalntenanc! and Cuatodlal

EPlleltvE Iil lcEtlB t PRICIICE: Proventlv. tiLinteoancc Prog ru

AGETCI: Burtsvlllo EoueinE Authority
(Euntsvllle, Alaba[a,

6IZE! L.rge



EXECUTIVE SU;TiARY

This case study focuaes oo the preventive oaintenance
program of the Huntsville lousing Authority (HgA) in
tluntsville, Alabalna. An overvier of the agency's opera!lons
apPears on the folloring page,

HtlA offici.als have found that by designaElng sone of thelr
routlne naintenance staff !o preventive naintenance actlvitlea,
Ehe agency is better able to malntai.n the appearance and

condlti.on of housing stock, HHAis preventlve naintenance pro-
gran has five essential elements: a dedicated preventlve
nailItenance crew; housekeeplng lnspections; monlhly exterlor
logpectlonst reguLar storm door and irindo, naintenance; and

other miscellaneous activllles. Thls case study describes
these preventive oaintenance actlvl.lies in detail and ll.1us-
trales hor{ they have hel,ped to cootain f,aintsenance costs,
reduce the n[:dber of work requests initlated by tenants, and

lmprove the overall condltion of HHAis physlcal stock.
Chapter III of thls study addresses ho\. other agencies

night adopt simi.lar practices. Dlscussed in that chapter is
how other agencies could: designace a preventive nainEenance
teamr incl.uding the equipIlent lhat would be needed; establlsh a

malntenance schedule; and effecllvely monitor work perfornancet
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IIUNTSVILLE AT A GLANCE

CIIARACTERISTICS

Total Stoc k:

DAlA

I,7 55 un 1ts
proj ec ts ( al so
ot{rted publ ic
smal1 Sec tlon 8

8 projects

3 proj ec ts

e ffic iency

Searcy Hones

Of LIPH IN
220 uni.ts
housing and

Prog ram)

1l
of

. Projects for

. Projects for
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I EEA! 6 PREVENTIVE I.iAINTEN IcE oPEn.ATIoits

This chapter collp(ehensi.vely examines the general organi-
zation of gHArs maintenance function, wlth particular focus on
Huntsviller s prevent.ive malntenance program. After an overvi.ev,
of the agency's organi.zation and stafflog of naintenance opera-
tions, the discussion turns to a bri.ef review of the procedures
t.hat HtlA employs to perforn such mai.ntenance f,unctlons as re-
sponding to tenant requests for service and preparing vacant
aparttnents for rental. the chapter ends l,itb a description of
the current preventlve nalntenanqe operaLlon.

ORGANIZATIOII AND STAFFIXG

Euntsvi,llers malntenance operation is ful1y centralized,
with all maintedaoce staff worklng out of a large centra.l,
facility. this central shop is Located about a nile away from
HHArs central admi.nj.strative offlces in a light-lndustrial area
near several of the LIPII developrnents. The central shop is
quite weLl suiEed to its functloni Exhibit I-1 displays i ts
geographic relationship to other sites.

The shop is 1ar9e enough to acconoodate all mainteoance
functions, provide office space for lllaintenance staff, and

provide s!orage space for stoves and refrigerators ln need of
cleaning or repair and for all nainEenance vehicles and

equi.pment. Nearly all the maintenance-related empLoyees use

this shop as the j.r base of operatlons. The only exceptlons are
the pLanning and engineering chief, who has an office in the
central administralive buildin9, and his special assistant, who

has an office al a project. site. A]1 the other maintenance
\irorkers report Eo the central shop in the morni.ng. Some

receive assignnents tbat lake then to various HIIA properti.es,
whil,e others report to irork stacions within the maintenance
shop itself. HHA has about ten trucks 'rhlch enployees use !o
trave] to t ork in the projects and to carry parts and equipment.
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The naintenance superi.ntendent, who has served ltHA i.n Ehis
capacity for ltrany years, is in charge of all operaCl.ons admlni-
stered throuqh the mainCenance shop. Under the nainLenance
superintendenL are flve major divisionsf includlng the naln-
tenance, labor, palnt, shop, aod janltorlal dlvlsions. The
jaoiLorial division is nanaged by an indlvidual tltled super-
vlsor, phile the other divisions are headed by foremen.
Exhibit I-2 provides an organlzational qhart for BHA's naln-
tenance operaLions as of the end of AuguBt 1984.

EXSIBIT I-2

ORGANIZATIOHAL CEART OF ENA' S
IAIXTENANCE OPERATIONS

The organizational charE shows some sixty-six positions wlthin
Ehe mainlenance deParlmeots. Tbe department hires seasonal tem-
porary eirPloyees, llhose nuinber fluctuates r,idely during the
year. The nuinber Peaks durlng the sumner when the need for lawn
care and landssaping is highest. l,,lo st of lhese tenPorary Posi-
Eions are included as "laborersn under the labor foreman. The

overall number of IIHA eoPloyees varies somer.hat throuqhout Ehis

lvla io tenanco Super i n tend en t
Di spa tc he r

Labor Fo reman

Aides (3 )

Labo rers (20)

SuPe rvi so r

Janitors (4)

Jan torMaintenance Fo reman

Mechan ic s (7)
Aides ( 3 )
Laborer (I)
Carpeoters (3)

Spec lal Proj ec t Cree,

Mechan ics (3)
Laborers (6)

Pa int Fo reman

Aides (2)
Laborers (6)

Shop Fo reman

Autorro t ive (L)
Sto reroom (2)
R€fr igeration (2)

ur-6



case study because of the fluct.uation in seasonal employees and
the dates for r,hlch personnel reports uere available. None of
HHA's employees are represented by a labor unlon.

tn addition to the five naintenance and janltorial crews,
the organizational chart denotes the position of nainte[ance
clerk/dispatcher. Thls lndividual iE rhe hub of alL naln-
tenance activity, includiog receivlng requests for service,
Illai.ntalni.ng radio contact wlth malntenance crews, and providing
direction to those cre\rs based on continuous contact trlth the
na in tenance super int€ndent.

Other Staff h-ho Contribute To Maintenanee
T\.ro types of employees located in HHA's housing management

divi.sion al, so nake lnportant contributions to the nalntenance
functlon. These are the management coordinators and the hou6e-
keeping inspec tors.

Itlanagenent coordlnators at HHA are principally responslble
for tenaot relations. ?he1r main functions involve tenanL
oriedtation and the enforcement of behavioraL rules, but they
also play a key roLe i.n preparidg vacant urllts for reotal .

when teoants provide notices of inte!t !o vacat€, the manage-
ment coordlnators nollfy the malntenance department so that the
maintenance superintendent can include the work in the schedule
for the upcoming month. When tedanLs 1eave, the coordlnators
perform inspectlons, which becoDe the basis for orders Eo

prepare unlts for ren!a1, They afSo asslst tenants moving in,
and may notify the maintenance department of problens over-
looked d ur 1ng preparation.

Tlvo housekeeping inspectors at HHA regularly check the
cleanLiness of each apartment. If t.hey fiod condi.tions in
seri.ous need of repair, they request service. UntiI recently,
the housekeeping inspectors wrote rrork orders for any
maintenance needs they not.iced, thus dlreclly contributing to
preventive maintenance. Nol,r, hosever, they report only
conditions that urgently require correction. The change in



policy occurred because 1t was though! to duplicate the
preventive naincenance poli.cy, i.! diEcouragGd tenanEs from
calliog in their oen eork order6 (beqause they knew tbat
several tines each year the lnspectors would come around to
recelve Eheir requests) , and because the housekeeping
inspectors were lnundating the nalntenance department with
apparently trivial work order requests.

ROUTIIIE iIAIIITENANCE PROCEDURES

Before proceeding slth a revle, of tiHA's preventive
maintenance act.ivi.ty, this sectlon provides an overvier. of hort

ItttA handles other key aspects of nai.ntenance. incfuding pro-
cedures for assigning i{ork, respondlng to l,ork orders and
preParing vacant units.

Assigninq wo rk
Ttte size and scope of Euntsville's operations allow con-

si.derable speciaL.izatlon not found 1n smalLer agencies. but the
nanner of direction has nuch in conmon lrith tbat of smaller
ioaincenaoce shops. The tDaintenance superlntendent nakes most

staff assigments, aod the Iack of autooation in lhe work order
systen keeps decisionmaking sometdhat inforroal.

HIIA's naintenance superlntendent makes work assignments in
conjunctj.on with the foqr foremen. They !0onitgr the amount of
work chiefly by counting work orders and vacant units, then
determining the anount of ,nanpoirer avallable each day (in light
of vacations and absences) . Based on these inputs, they make

the appropriate work assignnents. Each lndivldual assignment
is reviewed on a daily basis to provlde coordinat.ion betlreen
different work crews and to enaure that vacant units are pre_

pared as soon as possible and t.hat oEher urgent tasks are
addressed. wo!k assignments are made the ftrst thing each

morning after everyone has reported to work. Staff members

congregate 1n a large neetlng roon, uhere an asslgnnents board

notes everyoner s work statlon for ch6 day.
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After the malntenance superintendent rnd the forErsen
deternlnc the leve1 of effort to be dlrected toward partlcular
act.ivltles on a glven day, the i.rorkers fo11or flBA,s standard
procedures for carrylng out those activities. The di,scussion
below desqribes the procedures for tlro of lhe most irlportant
tasks j,n routine naintenance--regponding to requeglE for
service and Freparing vacant unlEs for rentat.

Requests for Service
Al1 tasks are perforEed on a rrork order basls, and

virtually all work orders orlglnBte with the dlspatcher.
I.ihenever tbere 1s a request f,or work, whelher it is fron a

teoa[t, from the adminlstrative staff, or fron a naintenance
foreman, it is caLled in to the dispaecher uho lssues the rrork
order. (Preventive malntenance is something of an excoptlor,
as will be described subsequently.) The dispatcher plays a key
rol.e 1n coardlnating the fLow of irork, 1n that, as tenantE or
foremen inltiate reqqests for service, she considers the pro-
bable typ€ of work needed, determines whlch crews are appro-
priate for the job, aDd tl,riEeE a work order for each cr6w
involved. The eork orders are then hung on a p6g reserved f,or
the various crews. There are ten such pegs, five for the flve
work zones and one for each of the fo11o,rl.ng groups: vacant-
unit nechanics; refrigeration workers; painters; laborergi and

the shop.
At the start of the day or af,ter lunch the varioug creqrs

obtain the open 1,lork orders and proceed lrlth thelr assignmonts
in an orderly fashion. Upon job compLetion, they indicate such
on the work order al.ong with appropriate job costing lofor-
nation for labor and naterials. Data on haterials used 1s

subsequentl,y entered into HHA's autonaled inventory systen.

PreFa r i ng Vacant Unlts
The ,ay IIHA prepares vacan! units for rental provides

another good overview of the division of labor withln the
maintenance department. when a unit is vacant' rork orders are
prepared based on the nove-out inspection. the cr6rs are

11r-9



selected, and a work order is prepared for each iD duch the
saac rray that ordinary requests for service are processed. The

crews then go into the unit one after another untit all work
has be6n qohpleted. Exhibi.t I-3 provides an example of uork on
a typlcal unit thats has been vacated.

EXEIBIT I-3
PREPARING VACANT I'NITS

ACTIVlTY

I A labor c re!, removes
stloke detectors aDd
Shop to prevent theo
period of vacancy.

the stove,
br ings then

from be ing

refr ig erato r, and
back to the c en traL
stolen during the

I abor
and

c rel,
smoke

2

3

4

5

The labor crer r enov€s
apartfieot or on the grounds.

any trash left in the

lhe Dalnteaance crewr s vaqant-unit
the locks and perf,orm any needed
f,l,oors or fixtures.

worke!s
repairs

c haog e
to the

The screen and storm door crew repairs or replacEs
thg storm doors and illndolre, if necessary.

Th€ refrigeration workers at the shop cLean and
repalr Ehe stove and 16frlgerator.
A plasterer repairs tbe wal,ls and cei1ings.

the palnters repaint lhe entlro unit.1

When new tenants are ready to nove in, a
relnstalls the atove, refrlgerator,
d etec to r.

tn the exanple described ln Exhlbif I-3, seven or elght
work orders wouLd be issued for preparing one vacant unlt.
lluntsvllle's system promotes the developftent of hj.ghIy skllled
enployees specialized in particuLar functlons. But to make the
system operate smoothly, tbe managers nust monitor the progress
of each qrew closely so that as soon as one is fini.shed wlth a
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task, the next cret, can be91n. HliArs maintenance superinten-
dent, ln consulEati.on wl!h the four forenen, performs thls
coordinating task quite ieel.l. A unit is rarely vacant for nore
than a week.

As 1n a].1 rrell-run agenci.es, vacant unl.ts are a major
priorlty. becauEe of the revenue loas they entail. In
HuntsvilIe, the maintenance superintendeot subl!lts a da1ly
report to the executive director on t.he status of, vacanci.es
(see Exlhibit I-4). The report provi,des a breakdoi{n of v.cant
apartnents based on whether they have b6en reported to naln-
tenancei (1) less than seven daysi (2) eight to flfteen days;
(3) slxteen to thirly daysi or (4) nore than thirty days. The
require!!6nt of a daity report hel,ps to mak6 vacancies a

pri.orlCy of the naintenance departnent and forces the maln-
tenance superj.ntendent to keep on t.op of the vacancy workload.
Whenever uniLs are Vacant for more than seven days, thei.r
Preparation becomes a very high prlorlty of HHArs maintenance
deparfunont.

REVIEfl OF EEA'S PREVENTIVE !'AINIENANCE PROGRATT

Preventive naintenanco is one of three Prlncipal cate-
gories of maintenance operations; the oEhers are ordinary or
recurring naintenance and extraordinary maintenance, replace-
nent.s, bettermenEs. and additions. Preventive alntenance ls
distingul.shed from the others becaus€ 1! entaifs actions Eaken

to avoid or mininize the need for costly neasures at some

future time. It is perforned befcre actual. breakdorn thereby
preventing costly replacenenLs and, ln the case of operatlng
equipment, lengthy shutdowns. virtualLy all systems and

infrastructuae require sone Preventive maintenance treatmen! to
ensure Eheir 1on9-term viabllity. The reader is referred to
the HUD Low-Rent tiousinq Handbook, r{hich identlfies thlrteen
speclflc elements o! preventive maintenance, and industry trade
publicatlons for further delioeation of the typical elements
included in a comprehensive preventive tlaintenance progran.

I I I-1I



EXEIBIT I-4
VACANCIBS I}I I{AIT'TEXANCE DAILY

Vrc]\NCES lN IIAIIITEII.IICE

ro, I Eilcutlv€ orr6cto!
the HdsiJtr lut oritv or !h. Citv ot tll.tsrUl.. N.ab.4r_

.Q.@Eu!-

b. 3
bt'
tl.

REPORT

L//-l/r)DIIII I]EPOSI DA?!I

1!to

3ta

,
I

I
D5 - A .//ua, 6^-

Lis dsLe anl t'6 i6s relre.cnts the 4'dct saatlls a

cach a,rrt-ncnt ha bed ci:eclrdl !4 r@.il:. aid va.daljir o.r tris date.
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HHA|s ADproach to preventive llaintenance
the core of Huntsville's preventive maintenance system is

the two-nan crer that systematically goes fron unit to unit
making necessary repairs. For the problens that cannot be
corrected on the spot, the crew writes work orders so the
appropriate crews Subsequently can nake the repai.rs. To a 1a19e

extent, lhe \rork of this crew would be unnecessary if Eenants
a1lrays reported condit.ions that required correction. Many

Eenants however, do not call to request service. Sone tenants
are reluctant to call because they caused the damaqe and do oot
want to pay for it, whereas others apparently prefer to have the
apartment in less than perfect condition than to have repairs
made. conseqLrently, the prevenEive mai.ntenance crer, always
finds plenty of work that needs to be done.

Other components of HtlAr s progrant include: inspections
conducted by housekeeping inspectors and regular Baintenance
cre\rs; nonthLy inspections of the agency's fences aod play-
grounds by naintenance staffi and miscellaneous activities,
idcluding preventj.ve maintenance performed at the maintenance
shop and on aurrliary power units.

The fol1owin9 subseations respectively address the five
elements of tlHA' s proqranr.

The Preventi,ve Ma intenance Crew

The preventive maintenance creqT is the essential e1elBent of
HHArs preventive naintenance operation and is quite sinple. T\ro

maintenance workers, a mechanic and an aide, are assigned to
spend every day going flom project to Project and unit to uniE,
checking alI systems eithin each aparElllent, writing up work

orders, and making repairs along the \"/ay. Usir-9 this aPproach,

AHA annually allocates t!/o staff-years to this actlvity, time
which could be used for responding !o service requests or
preparing vacanE uoj.ts. In exchange, holrever, HHA receives Ehe

follovring benefits: nost ninor repairs are nade in a progranmed

manner; no aPartments goes lon9er than one year without correc-



tive maintenance; and posslble reduct.lons in vacant uni.t
PrePara ti.on tlme.

this practice began about ten years ago during slack times,
uhen one partlcular *orker xent froe door to door in a project
asking if there uas anything he could flx. Several years later.
after the rrorker had left the age[cy, HHA hired tlro lndlvidua].s
to carry out this same function on a formal basis. Since 1980,
the preventlve naintenance nechanic has be€n the same person,
and there has been ooe change in tbe aide rho acconpanies hin.
the malntenance management says these t.orkers are .not the best
ats any one thlng, but they are skitled in just about everythiog,
and theyrr€ very quick, and they 9et a1on9 with the tedants..

The crei. sCarts out the year with a 1lst of alL Ehe apart-
ments in 6ach of the thirteen project.s. Thelr work schedule is
to proceed routlnely through the list vlsiting each apartment
during the course of the year. Occaglonally though. they are
dlverted fron preventive naiotenance to fl11 in for workers l,ith
other responsibiliEles. Such diversions are out of the ordi-
nary, holrever.

The preventive maintenance crew has a step van, irhich is
bigger and more elaborately outfitt.ed than the pickup trucks
most other naintenance crewg use. The reason for this is that
the inventory on t.he van is big enough to accoonodate routine
rePairs io any of EtlArs buildiogs, l,hereas IIlost naintenance
cre\{s only vrork in one area, and thUS, only need parEs appro-
pr iate for those buildings.

Procedures. The basic procedure lhe preventive nalntenance
co-workers fo1lor, each day is to pick up t{here they lefl off on

their list of apartments and proceed according Eo the steps
detaiLed in Exhibit I-5. Several aspects of these procedures
are worth emphasizing. 0ne is their eff!ciency. On entering
the apartment, the crew very quickly goes through the entire
uni! to determine what may be wrong. ?hen, uoless there are
many jobs that need to be done, ooe crelr merober starts to make

repairs. while the other does the clericaL tasks of ,riEing up

lnspection sheets alrd work orders. FrequentLy, the repalr work



EXEIATT I-5
PREVEITTIV? ITAIXIEXANCE PROCEDURES

STEP ACTIVITY

Knock on the door and ask for admittance. (ncood
norning, lJer re maintenance and wetd like to inspect
your apartment,') If, Oo one ls home, crew members l,eE
themselves in and leave a notei tf they are refused
entry, they contact a houslng management coordinator
who eventually arrang es admlttance.

Upon entry, the crew members head 1n opposite
directions, inspectlng diflerent parts of the
apartnent. At a minimun they check the followingr

o every Light switchi
o every faucet and tapi
o the toilet and tanki
o Ehe commode seati
o the eafls (both for cracks and hol.es and for

nonrequlation paint or i{al1paper),
o the oa i.lbox i
o the presence of every celLlng light globe;
o ohether double hung windows slide easily up

and downi
o every lock and door knobi
o every bathroon fixture (for tlqhl fit);
o the presence and condition of storn doors and

tri ndows; and
o Ehe quality of housekeeping (particularly

poor housekeepj.ng is reported to housing
manaqement offlcials as a behavioral problem) .

If tshe tenant is there, crew menbers ask ehether there
is anything they night have mi.ssed that requires
malntenance.

One crew member then fills out an inspectlon sheet
(See Appendix B for facsimlle) that notes each element
and whether it required attention, or, if everything
is in good repair. that the apartmsnE has been checked
and no work ras needed.

The same crew menber lhen rrites work orders for the
deflciencies. Those that they can fix on the sPot
(most things) 9o on one work order. Those that
require another crew (such as PlasLering or storm
windo!, work) 90 on a separaEe work order and Ehose
which require a part not on their truck go on another
work order.

1

2

3

4

5
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6

EXEIBIT I-5 (cootinued)

ACTIVITY

Both crew tnembers inmediately undercake the repairs
they can nake on the spo!.

1

8

Referring to an annually pubLish6d Iistparticular parts, the cre, notes the
separate.Ly deternlnes r{hi.ch itens should
the tenanC.

of pr ices for
amoLrnt and

be charged to

Before departing, the crew gives
of the work order, noting
charges, or leaves the copy in
if the tenant ls no! home.

the tenaot one copy
any aPPIlcabIe tenant

conspicuous location

is conpleted at Ehe same time as Ehe paperlrork. Where the work
1E beyond the preventj.ve maintenance crewts capabil,iEies (if it
involves, for example, plastering or replaclng a storn window) ,

one meober rri1l write a work order for the appropriate crew. It
should be noted that HllA presently does not have explicit
Etandards to detertnine whether itens should be repaired or
replaced. One possible enhancement that ot.her agencies nay -rant

Eo consider is establishing a simple set of standards that
address key inspection items. After completing this cycle of
activlties, the crer checks the apartmenE off iUs list and goes

to the next aparCment. to begln again.
On returning to HIiAt s central naintenaoce shop, fhe

preventive nlaintenance creu turns io the paperldork from the trip
to the dispatcher. This documeotation includes a fist of the
units inspected, the Lnspection sheets from each unit, and the
work orders that were ,ritten during t'hat trip. The dispatcher
files both the inspectlon sheet and the conpleted rrork orders in
the apartinent file, and treats lhe uncompleled work orders j ust
as she would if she had wrltten them herself, That is, she

determioes who should do the work and then files lhe work order
accordingly--storn-door lrork for tbe storm-door crew, painliog
for the painting crew, and so forth.

III.]6



Housek6epi.nq Inspectlons
Another activity related to preventive mainEenance is the

perfornanc6 of housekeeping lnspectlons. HIIA nakes frequent
checks on the cleanl,iness and safety of every apartment, partly
to ensure that naintenance problems do no! devel.op.

Inspection Team. Housekeeplng inspectlons are a formal
task of the housiog nanagement group in Huntsville. There are
two hougekeeping lnspectors, a man aod a \roman, ?ho 1,ork as a

Eeam. much as the prevent'i.ve tDalnEenance crew does. The tealo
goes frol! project to project and unit Eo unlE Ioaking j.nspec-

tions. BaslcaILy, they check housekeeplng hablts and rate the
condition of each apartment on a scale from l to 4, with 4 being
very poor. Apartm6nt.s that receive very Poor rating6 are
checked frequently thereafter. until the conditi.on inproves to
an acceptable leveL. 0n1y in exlreme cases will fail.ure to
inprove lead Lo initiation of eviction proceedings. These
housekeepinq !nspectors, because they do noE aclually undertake
correclive action, move faster than tbe preventive malntenance
crer, and are abte Eo cover each HIIA apartment about tshree times
per yea r r

A11 naintenance crews ( includj.ng the preventive naintenance
crew) also perforn housekeeping lnspections. The crews receive
training in the procedures that the housekeeping inspectors use,
aod they inspect for housekeePing whenever they enter an

apartnen!. On each work order a maintenance crew bandles, a

oember of the cret, writes the housekeeplng rating of the
apartmenL. when the work orders are turned in, Ehe dispatcher
records the housekeeping ratings made by the maintenance men.

A11 apartnents rated as very bad are included in a report !o
housing management staff and intensive efforlg to imProve lhe
conaliti.on are undertaken. These efforts include biweekly vislts
by housekeeping inspectors until a favorable ratlng is
achieved. If there is no inProvement after several visits,
evicEion Proceedings are initiated.

I I I.17



Monthly Exterior Inspections
All of HtlArs developlllents have fences around subslaotial

portions of the property, and all of Lhe projects for families
have playground equipoent of some sort. l\nother part of pre-
ventlve mai.ntenance at HHA is the routlne monthl,y ilrspectlon of
these anenities. The executive dirgctor requires the main-
tenance departnent to file regular oonthly reports about each

Proj€ct,
As rrri th the preventi.ve maintenance crer, two individuals

have been deslgnated to carry out these inspectlons each month.
There has been llttle turnover in these positions. one of the
maintenaItce $orkers on the vacant-unit cree is responsible for
inspectlng playgrounds. Sometine dur1n9 eacb nonth, when he is
on a slte wl.th playground equipnent, he checks Lo see that
everything is 1n proper eorkiog condlcion and lrrites a staodard
report. one 'of the pernanen! staff in the Laborer group foLlorrs
a similar procedure lrith regard to fences. Both staff members

turn in their reports to Che maintenance superintendent, \rho

sublnlts them Eo the executive director at the end of lhe month.
These inspections are not time consuning and probably not

of overl,beLning consequeoce. Nonetheless, chey ensure that
visible aspects of HHA Property receive enough attention to
prevent them from becoming hazards or eyesores.

storn Door and Window Itaintenance
There are preventive aspects oE the work performed by the

storm-door crew. The existence of a special' crew to handle
nothing but storm doors and liindotts results from the executive
direclorr s be11ef in the extretne imPortance of rePlacing or
repairing missing or broken aluminum windows to improve the
appearance of public housing. He leEs the naintenance dePart-
men! know that 1t is a priori.ty, and he ca1ls the department Eo

order lhe correction of any such problems he notices during his
frequent drives througb the developnentS.

MosL of the sork the storn-door cre!l performs is in
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response to a t.enantr s request for services or to \dork orders
for preparing vacant unlts. The preventive mainlenance cre?
afso passes eork alodg to the storm-door creB. When they are
between assignoents or even when Ehey are just drivlng to or
frorn particular jobs, nembers of Ehe storn-door crew are
e:.Pect6d to notlce !,rork that de€ds doing and Lo act indepen-
deotly to make sure tshats all, of HHA|s storm doors and windoes
are 1n pl,ace and functioning properly.

Mlscell,aneous Preventive }taintenance Ac tiv i Ei es

9[9P P!ev!!!ive l{aintenaoce. The shop at tlHA has had Pre-
ventive maintenance responslbllit.ies for nany years. A11 of the
equipnent used by the maintenance departnent--trucks, cars,
moirers, backhoes, portable generators, air coElpressors, etc!--
are subject to the shoprs conprehenslve preventlve maintenance
program. Every plece of equlpoent has iEs ot.n lndividual card
or jacket fiLe. The card or file provides basie lnfornation and

is uEed !o record the equlpoentt s s6rvice history. Preventlve
mainEenarlce is performed in two separate but related opera-
tions, phase one consists of four actloos perforned in sequence
at regular intervaLs of one week or less. These four aations
are lnspection, lubrication, adjustlng, and rePorting. Phase

two consists of similar but more 1n-depth actions performed at
quarterly intervals. Such aclions are: (I) comPleting detalled
inspections; (21 makiog necessary repairsi and (3) reporting
\rork in each history record. l'lachines are not taken out of Ehe

daily !,rork schedule for phase one malntenance. In most cases'
when serious problems are discovered during the phase one

inspectioo, the problem can be scheduled for correction at a

later date. Phase tro actions are strictly scheduled; suPer-
visors therefore can schedule the nachi.nesr usage to accomodate

the progran ?ithouL detrimental effects on their work schedules.
Arlxi1lary Power units. HllA has a dieseL-powered generator

in each of its three high-r1se buildlngs to provide electrical
power for tbe elevators and lights in case of an eBergency. As
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Part of the overall preventlve naintenarce prograD, one
sP€clally lralned ,lechaniq (or a tralned back-up) 1s required to
perEorn a Prsventive nalntenance check on each of the lhree
generators onco a week. ThlE check lncludeE starting the
dlesel-pousr.d eng ine--checking Lts operatlon, fuel quanti.Eltes,
be1t3, gaug€s, etc.--a11 to ensure that ln case of an energqncy,
tbsrs xill b6 no failure ln the €oergency por€r supply.
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II. TBI E8A'S PRBVEAAIVE TIAN|IAXANCE IS EPPECIIVE

lluntsvlLlers preventlve naintenance program is effective
princlpally in ensurlng that aI1 of the agency's housing unlts
are lnspected regularly and repaired if necessary, regardless of
tenantsr inclinatlon to r6quest servi.ce. Thls routine preven-
llvs treatnent has given llHA a good visual image and has kept
the nunber of deflciencl6s in the apartnents very Iou.

lnong the benefits of a good preventiv6 lraintenance prograttr
are reduced future rDalntenaoce costs, enhanced i age of the
agency in the communlty, and safer and nore sanitary housing.
The conclusions presented ln this chapter suggest that as a

re€ult of HHArs progratn, individual apartments and highIy
vlslble e:.terior compononts of the projects rarel.y fa11 below
nlnlmurn standards of acceptability. The information suppo.ting
Ehese conclusions aLso suggests that HIIA realizes cost savings
in lts naintenance operaCions due to its preventive iraintenance
prograr!. gorrever, il 1s difficult to deoonstrate that the
savings have directly resulted fron the program.

Financial characterlstlcs
Exhibi.t II-1 presents the anount of, expenditures for

routlne maintenance from FY 1980 throuqh I985 both in absolute
doLlar amounts (not corrected for infLation) and as a percent of
the yearr s total expendlEures less nonroutlne naintenance and

capi ta1 ex pend i.t'ures.
Durlng the past fiv6 fiscal years HHArs overall costs for

routine naintenance have been very stable, runniog bet.laeen

thirly-one and thirty-four perceot of t.he agency's operating
expenses, not including nonroutine malntenance and capltal
expenditures. This conllnuiEy exEends to lhe major cost
components of routlne naiotenance, nhlch are presented for
illustration purpo se s only.
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EX.uIBII II-I
IEAI S NOUIIXE TAIUIINAIICB BXFENDITURES

(Pr 1980-Er r98rl

fl ac.l
Ycar

198 'l
1983

198 2

l98 r

r980

2,842.2

2 ,712.5

2,4t 0.9

2, r50. r

r ,920.2

Op.ratlnq Erpens6st
(tn Thouaands
of Dol l a rs)

Routine lla intgnance
(In thousands
of Dol l! r8)

Percen t
of Total

477.6

869.0

800.0

7 44.6

527 .4

3rr

32t

33r

34t

33t

r fotal oparatlng €xlrcndi.turea legg nonrouline tralntenaoce
aod capttal .xpend l gures.

As Exhlblt II-2 lndlcales, ths proportlons of routina maj.n-

t6nlncr axp€ndlturea for Labor, daterlals, and contracts also
r€lrlnad rolatlvely cooatant durlog thls period. ilole an

Grc.ptton to thls trend ln FY 198I. r.h€n the costs for non-
routln. tlalnlenancs tler€r sllqhtly hlgher. ThlB was apparently

EXtrIEI! II-2

COllPouENlS Ol EEA'S ROUIIIB tlAIxtBNA$CE co6TS
(PY 1980-lY r98a )
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aelated Eo a change in the proportionate cosls of labor aod
materials, But 1t 1s fair to say that over the perlod. labor
has conprised about sixty-eight percene of the nalntenance
budget, nat.erlals about tlrenty-three percent; and contr6ct costs
about n ioe pe rc en t.

?bese budget figures reflect that there hav6 been no

dramatic chang6s ln the rlay IIHA performs its mainBenance
function. The agency has a well-organlzed maintenance
deparBlent whose procedures and staffing patterns have worked
liel1 for many years, The budget figures indicate a departsnent
that 1s Dature and settled,

Another noteworthy point is that overall malntenance costs
have not d6cLined significantly during the past flve years.
Al.though HHA's preventive naintenance practlces have beEn in
pl,ace for about ten years on an informal basis, the formal
systetn described in this study has exigted for about four
years! During this time, routine maintenance costs have

remained fairly qonstant, rlhlch suggests that the system may

have helped Eo contain costs but tlrat it has not resulted in
savi.ngs substantlal enough to show up io a surrnary analysls of
maintenance costs.

other Benefi ts
At 8HA. the principal reasons for performlng preven!ive

maintenance are to present a good Public appearance and to
ensure that no apartnents suffer from serious neglect over an

extended period of, tioe. During the data collectlon for this
case study, ltHA officials did not [lefltion any concerns about lhe
cost of providing maintenance. The efficiency of maintenance
ras nentloned only by the plaoning and engi.neering chiefr who

was perfornlng a nanagement anaLysis of the nain!enance dePart-
men! for Possible changes. Everyone intervlewed, however,
expressed their concern tor the conCition of lhe buildings,
g roundE, and aPartner!ts.

l^ihen asked dlrectly why they pursued a preventlve main-



tenance program, everyone connected i{1Eh maintenance poinled out
that t€nants frequently fa11 to request service, partlcularly
for dahage that they have caused and may have to pay for. When

these tenants live in a unit for several years, especlally if
they have young children, it tends to deteriorate. Wi,th prev€n-
tive maintenance, every unit recelves regular attentlon. litofe-
over, tenants see that the agency cares about. th9 unlts, and
that damage is soon detected and charged Eo them if they caused
iL. The program ensures lhat the unitE do not deteriorate f,or
nore than one year at a time, and 1t. lnay encourage tenants to
avoid damag in9 the units.

'0ne factor that signifj.cantly coht'ributes to the progran's
success is the regularity rith which the preventive maintenance
cre\, eorks. with 1r755 apartmenls to serve, a t*o-person crei{
workj.ng 260 days per year must vislt an average of 6.75 apart-
nents per day in order !o conplele one cycLe in a year. Con-
sidering vacation time, hol,idays, absences. and days when the
crew nust be di.verted to other jobs, it 1s clear that to
complete the cycle on tlnre tsbe cree t[ust perform pr6ventive
maintenance every day. Huntsvill,er s records indicate that sloce
.1980, the only units that have not been covered by the pre-
ventive maintenance crew lrere those that had undergone noder-
nizati.on ,rithin the given year.

ASSESSI{ENT OF EPPECTIVENESS

To provide further evidence as to rhether HEAr s preventive
naintenance progran was keeping units in better shape, severaL
types of data were coLlecled by lhe survey lealll. For a ra[don
sample of 140 HIIA aparEments, data rrere e)(tracted f,rom Ehe

inspeclion forms prepared during preventive maintenance visits
for Lhe years 1980 throuqh 1984. A count was Rade of the nunber
of itens requiring correction during each visi.t to each apart-
menl each year. This llleant examining.-sone 700 data poi.nts.
Exhibj.t II-3 on the next page presents the results.

As the exhibit indicates, ,rhen inspectlons and regular
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Year

AVERAGE NUI,IBER OF DEFICIENCES PER VISII
( IX A RANDOIiT SAT.IPLE)

UrlIts for Faml]. ies
(N=40 )

EXBIBIT II-3

Uni.ts f,or Elderly Tenants Total Units
( N= I00 N=140

198 4

.198 3

1982

1980

2,0

2,0

4.7

3.3

6.3

r.3
2.L

2.0

4.0

2.7

5.0

preventive maiIrtenance rere inltiated io 1980, an average of
more lhan six items needing correction were discovered ln each
family unit, Duri,ng lhe nost recent i.nspection, tbis figure was

do,rn to tlro items. that' is to say, a trained inspector walking
lnto the average family aparEment today would find onfy Eeo

i.tems that needed any corrective naintenance. such items
include leaky faucet.s, missing st/itch plates, and torn screens,
as \rell as serious naintenance i,tellls. As one might expect, the
apartments housLng elderly teoantss were io better shape
initlally and have reriained about lhe same.

.q furth€r ind ication of HHAr s preventive maintenance
systemrs effectiveness concerns the nwrber of apartments 1n very
bad condition. 0nIy tlrenty-three of the seven hundred randomly
selected iospecllons noted in Exhibit II-3 revealed ten or more

problens. Siqniflcantly, twenty of tbese inspections i,ere in
1980. This is a strong indication thal what EEA gaios by its
preventive maintenance program is the idencification and repair
of apartments that are in bad shapef making the overall con-
dition of the stock better. It stands to reason that having its
units in good shape (or at least fewer units in very bdd shape)

saves llllA noney, This is especially true i.n terms of the amount



of work needed to prepare vaeant apartments for rental. But
these savings are apparently too small to bs revealed in the
sunmary analysls presenLed prevlously ln Exhiblt 1I-2. Further,
iC does not appear that llHArs preventive malntenance Substan-
tially reduces the amount of tenanE requesEs for sereice, It
would be logical to assume that rhere lhe apartnents were in
bet'ter shape, tenants uould nake Eerer requests f,or service,
lhereby reducing gttA!s costs for labor and parls. But as
Exbibit. II-3 denotes. a1I units see to have about lwo problems

Per preventiee inalntenance visit. lhis ls probably due to
normaL wear and tear. Iiloreover, other data on the number of
requests for service in sixty-one HBA aparBtenCs indicated that
the number of tenant-inl.tiated service vislts in 1,984 correlated
most closely t.ith the nu ber of malnteoance vlslts ln 1983.
especiaLly rrhen the tenant was the same. fn other rords,
tenants probably have a cergaio prop€nsity lo request servlce.
and they wi.I1 nake a sinilar nunber of requests regardless of
the objective condition of tbe apartDent.

In sultr r HHAts prevenlive tlaintenance progtam appears
effective in keeping the apartments fron dropping beloe ninimum
standalds. It ensures ltlat no unlt wl11 experience more than
one year of deterioralion before receil/lng naintenance. This
practice at HHA may result in cost savlnqs and a aeducllon in
Lhe amount of service requests, but the avallabl,e evldence Iacks
suffici.ent detail to support or conlradiqt such conclusi.ons.

Another benefit of the Preventlve nalntenance program--Less
tangible buL quite important nonetheless--is that lt a11ows the
maint.enance staff to respond to the najoriEy of routine requescs
in a systematic manner. This permits the najor portion of, staff
resources lo b€ devoted Co\card emergencies and rork Chat, denands

special skiIls. The 11keLy result is a more eff,lcient and

effective use of naintenance PerEonnel .
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III. IMPLEIIENTIf,G EEAIS PREVBNTIVE IiAIXTENANCE PROGRA}I

HHArs preventive !!lailrtenance program, in addltlon to belng
quite effectl.ve at pronotlng proper maintenance of the projecEE,
is very si.rnp1e. In order to ldplement !t, anot.her publ1c
houslng agency would only need to desigDate the nainteoance
oorkers who would perform paeventlve mai,nt.enance, lo devise a

work schedule, to equip the workers adequately for performing
the task, and to provlde routine monitoring to ensure that the
activlties are being carried out properly. TheEe tasks are
d i scussed below.

Deslqnatino a Preventive ilaintenance Tean

In settlng up a proqran simllar to that of tlHA, an agency
rrould need to divert Labor power to the performance of pleven-
live naintenance. ?his probably woul.d be less of a burden than
it might seen. A PltA that 1s performing annuaL inspections of
its units any\day could simply en6ure that anyone who ;akes these
visit.s is experienced i.n eaintenance and, preferably, be abLe ro
make repairs on the spot, In Huntsville, the preventive main-
tenance crew is conposed of malntenance irorkers lrho are broadly
skilLed in most technical areas. ehich enables them to fix most
i tems neediog repa i r.

The issue of how many workers to assign t.o preventlve
mainEenance requires some analysls. At gHA, tuo irorkers servlce
more than 6.75 units per day. The needs of other agencies riould
depend oo several factors. incLuding the condition of the unltsi
the relatlve proportion of uniLs for fa,nilies and elderly
tenants; and the available manpower in light of absences,
vacations, bol.idays, and the oeed to use the r{orkers for other
maintenance Easks. Al Lhough ltltA naintalns a two-person crevr,
there probably is no reason why a one-persoo crew could not be

used eLse\dhere. A cwo-person crew, hoirever, does provide !he
workers uilh some protection against tenants' allegations of
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impropri.et.y, especially in cases i.here the cre1, en!ers apart-
tnents rhen oo one is hone.

tn Huntsville, only ooe cre!, does preveneive naintenance.
Although j.l rould be possible to set up a systen in whlch
maintenance rrorkers assigned to particular zones also performed
preventive maintenance, HHA|s systen has some advanEages. One

is that having specific staff helps to routinize the functlon.
That j,s, the job .!s more 1ikely to be done If ti{g individuals
are responslbLe for i.t (and for Iittle else) than it is if nany
indi.viduals are responsible for i.t as re1l as for other tasks.
A second najor advanLage is that a uniform standard of quatity
is applied to aIl of HHA's apartnents. Wh€n workers at nany
different projects p6rforn preventive mai.nEenance, Eh6 1ikeli-
hood of varying levels of quality i.ncreases.

Establ ishioq a schedule
Ihe lmportance of having a seE schedule cannot be

overstateC. In HuntsvilLe, th6 schedule 1s very sirople yet
highly effective. In essence, two staff, members are told that
they have one year to inspect and repalr a1I of ItHAi s units.
Performance against that schedule can be monitored, and the crew
can halt attempts to dj.vert their efforts elsewhere if the
preventive oaintenance i.s behind scheduLe.

The need for a fixed schedule is greater r.hen staff roles
are less cl.early deflned. If a cree oorked part-time on preven-
tive naintenance aad part-ti.me on routine maintenance, a

schedule rould be absolutel.y necessary to ensure that the
appropriate amount of tlae ldas spend on preventive naintenance.
It is the nature of preventive naintenance, preciEely because it
is noL done in response to inlrlediately pressiog demands, thaE i.t
tends to be the task thac ls foregone iJhen there are confllctlng
demands on time. In this regard, estabLishiog a reasonable
schedule ln advance and making it known that meeting the dead-
lines is imporlant helps to ensure Ehat preventive maintenance
is acconpl ished.
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Huntsviller s experience provldes furthor lEssons about
schedul,ing a[d r{orkf1ow. During I982, 6ach preventive naln-
tenance vj,s1t ras dlvided into tii/o parts. In the first part,
the crew went through the apartment and made the inspection.
The flndi.ngs were given to the dispaLch clerk, who \fiole eork
orders. The caeo eould then relurn to the unit to nake the
rePairs noled oo the uork order. Although Lhis procedure may

have provided somewhat betEer qonErol. over 1,ork-order writing
and possibly over the use of inventory, it was much slower and

more cunbersohe. EHA has returned to its original, system of
letting the crew devise lts orrn schedule i{ithi.n generaL guide-
11nes. The crew again writes its own lsork orders and completes
then on Ehe spot, if possible, as long as the \rork is being done
properly and on time.

Preventive Maintenaoce Equ i pneot

It is very helpful for a preventive maintenance crer to be
hi9h1y nobile and equipped Lo nake repairs anyrdbere. In
I{untsv11Ie, the preventive maiotenance crew has a well-equippod
vehicle, I,hich contains a rolling inventory that enables the
creiir to make most routine r*pairs in any. of HItArs apartnents.
Thus, t.he creii avoids delays that would resu.Lt from having to
reEurn Erequently to the central nainteoance shop or !o rriCe
work orders for other maintenance slaff Lo handle.

Beyond this ninimuln anount of equipnent, however, inpleoen-
ting a systean such as Huntsvillers requires no elaborate invest-
ment in equiEqent or parts. Indeed, Fhen EHA first imPlenented
iLs prograri, it was just one rrainlenance an itaLking fron door
to door carrying his parrs aod tools with hin.

monitorinq
Another importanc feaEure of HIIArs preventive mainEenance

system is that it entails very few demaods on the tine of, nain-
tenance administratorsr Because the roles and schedules are
clear, Uhere is oo need fcr a supervisor to nap out a daily eork
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plao for the crer, Giv6n the relative freedom the preventivE
maintenance cr6!, has 1n pu!suing its irork, hopever, there j.s a

need to monltor perforoance Lo eosure lhat the rrork is being
done properly.

This can be most. sinpLy accomplished by randonly selectlng
coropleted work orders. and verifylng that the !.ork was done by
contacting the tenant andlor visually inspecting the repairs.
This can be an asslgned duty of the mai.ntenance supervisor or an

appropriate designee. Indeed, at Huntsville, the preventive
naintenance crew does not j ust 9o off performlng maintenance
lrork lrith no control by the central offiee. Such a system might
lead lhe creu to spend tine in lrays that are nonproductive. Any

PIIA that inplemenls a system Eimilar to HHArs should strongly
consider having a fore,nan cr other indivj.dual make routlne spot
checks of the rork done by the preventive mainlenance crew to
edsure Lhat it performs according to desired standards, as
d esc r ibed above.

Another source of monitoring iofornation is lhrough other
niainteoahce or custodlal. personnel rho do on-slte 1,ork, These
individuafs notice whether the preveltive maintenance crew is
performing properly, as eaell as lrheCher tenants rere pleased
with the eork. At HHA, each project has a maintenance mechanic
with tbis specific responsibil.ity. Also, at tlHA tbe working
foreman and the maintenance superidtendent spend consi.derabl,e
parts of their days monitoring the perforrnance of all crers and

assisting in various maintenance projects. The preventive
naintenance c!ee would not fail to perforn responsibly for very
long before someooe would take note of the fact. other agencies
should take advantage of similar infoflnal or ad hoc neans of
monitori.ng prevenEive maintenance crelrs to colnPl.ement the formal
and routine spo! checklng of riork orders suggested above.
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Announcement

The American Housing Survey:
A Comprehensive One-Stop Look at the
Nation's Homes and People

The AHS is useful to city managefs, banks, markctin8 departments, buildeis, fuel comperics, dcvclopers, manufacturers.
brokcrs, and strat€gic planners. Information is grthered through 50,000-150,000 interviews per year.

SubJccl Are.! Includ.l

. Age, Ece. sex, disabilities-

. Number of rooms, bedrooms, baths

o Neighborhood qualiry

. Commuting, reasoos for moving, details aboul

. PlumbiDg. kitchens, hearing, at conditioniog,

. Condition of homes, repats made, date built,
why houses were no looger usql-

. Mobile homes, housing valu€, rent, mongage
utility cosrs.

a lncome from wages, pensions, iflvestments,

Hers .rt lusl trvo u8€a ol AHs data:

Fdr Xhd. 6t lh(nrddl
rr.i\. &E vylr.ll P..9L

'Ihrce orhet volumes locus o special topics-'

Book B looks st housing ard neiShborhood quality
Book D focuiet on pcople who moved that ye8r.

Book F highlighls ercrgy: urilities and commuting.

How ao Order:

AHS book are available for a small handling charSe from HUD USER, P.o. Box 280, Germantown, MD 20874,

rel. (800) 245-2@l or (3O1) 25r-5154.

Tbee voluntcs contaih owniews:

Book A comparEs citics, subu.b5, and normero areas.

Book C compares various incomes and housing costs.

Book E comparcs urban, rural, metro. and nonmetro ateas

In addinon, u sepalate b@k is publishe.t o each latse setropolitdn dr.o-

Compulcr iap.6 aDd micIo6che: Data User Services Division. Census Bureau, Washington. DC 20213'
rel- (301) 761-4100.

F.ec .dvicr, sp.ciel r.bulatiotls, Itrd sp€cirl tap€s: AHS Data Project, Abt Associalcs' 55 Wheder Sftel'
carnbridge, MA o2138. tel. l6l'lt 491-1182.

. 8.s. COVEaNI.|SNt PRIIilIlc oPFICE:r986-6 2 3 -15 7 /rr9r
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