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This procedure covers maintenance charges, including the way site staff coordinate record keeping and charges between the Work Order and Tenant Accounting systems.

Under the terms of the public housing lease, residents shall be charged for maintenance work that is needed at their units if the reason for the work is other than “normal wear and tear”.  Thus charges could be made for damage caused by residents, their household members or their guests that result in maintenance costs, such as losing a key, breaking a window, stopping up a commode with a disposable diaper, or puncturing refrigerator coils while defrosting improperly.  

Charges can also be made for maintenance work that arises out of resident neglect.  The most obvious example of this is when a resident transfers and leaves the former apartment in very dirty condition requiring the maintenance staff to clean it before it can be rented again.  Likewise, residents can be charged for cleaning their yards if their leases require them to keep trash picked up.

Finally, residents can be charged if they call request maintenance when nothing is wrong.  The most common example of this is a “no heat” call when the heating system is working and the temperature in the unit is at or above 68 degrees in a general occupancy development or 72 degrees in a senior development.  During the heating months all maintenance employees should carry quick read thermometers.

1.00	Normal Wear and Tear

The term “normal wear and tear” is designed to cover the normal deterioration of building materials and systems that occurs even with reasonable care and prudent use.  Not even the best housekeeper can make paint, carpet, faucet seats and seals, furnace filters, appliances or other parts of a home last forever.  Things have a finite useful life and then wear out.

The examples below are not intended to be all‑inclusive, but rather to help Managers make fair determinations of items that should and should not be charged to residents.  The list below covers elements of an apartment that might have used up part of their useful life before a family moved to that apartment and would, therefore, be subject to wear and tear while a family is in place.  Materials, equipment and substances subject to normal wear and tear in public housing units would include, but not be limited to the following:

1.1	Painting:  
 	Interior walls and Ceilings 
 	Interior trim 
 	Exteriors:  

1.2	Floors and Baseboards
 	Asphalt, Vinyl tile and sheet goods
 	Hardwood floor
 	Carpet
 	Ceramic tile
 	Terrazzo
 	Vinyl or rubber cove base
 	Wood baseboards

1.3	Plumbing
 	Commode: Flushing mechanism in tank
 	Faucets
 	Fixtures
 	Piping, joints, elbows, etc.  

1.4	Appliances and Equipment
 	Refrigerators
 	Ranges
 	Water heaters
 	Range hoods
 	Furnaces/ boilers/ radiators

1.5	Hardware
 	Locksets/Deadbolts
 	Privacy locks/passage locks
 	Window locks
 	Tracks and slides for bi‑fold and sliding closet doors
 	Knobs and pulls
 	Handrails

1.6	Electrical fixtures and equipment
 	Ceiling lighting fixtures
 	Ventilating fans
 	Switches and receptacles

1.7	Windows and Doors
 	Window screens
 	Sashes
 	Universal balances
 	Exterior doors
 	Interior and closet doors

1.8	Cabinets and counters
 	Medicine cabinets
 	Countertops and backsplashes
 	Wall cabinets, shelves and doors
 	Base cabinets, shelves, doors and kick plates

1.9	Shades and Blinds
 	Window shades
 	Venetian blinds or mini‑blinds
 	Drapery hardware

2.00	Maintenance Charges to Residents

2.10	Two Ways to Charge for Maintenance Services

The lease permits charges for maintenance to be made in two ways.  Certain very common charges are listed in a “Schedule of Charges in Addition to Rent”.  This is a document that is available to all tenants and posted in each site office.  The Schedule lists the amount to be charged for a variety of common types of maintenance work.  Most Schedules of Charges cover, for example, lock‑outs, commode, sink and lavatory stop‑ups, window and screen replacement, lock replacement, no‑heat calls (when there is heat) and a variety of work related to appliances.

Work that is not listed in the Schedule of Charges is to be charged on an actual time and materials basis, taking into account any overtime by staff.

2.20	Determining Whether to Charge a Resident

When maintenance work is performed inside or outside a resident’s unit, the work order lists the time spent by the maintenance staff and the cost of materials or equipment installed.  The work order should indicate whether the work was required because of resident damage or neglect, in other words, whether the work was before the end of the useful life of the item or surface being maintained.

A member of the site staff (other than the cashier) should review completed work orders to be certain that residents are charged for work above and beyond normal wear and tear, and that they are not charged for work that is needed because the surfaces, systems or equipment in their apartments has simply worn out.  The Manager should review recommended charges weekly.  The Manager should also pull and review a sample of Inspection and Request Work Orders without maintenance charges to be certain that all appropriate work is being charged.

The cashier should not be the person who makes decisions about what is and is not charged to residents because this would be a violation of the principals of internal control.  The person who posts a charge should not be the person with authority to make the charge.

2.30	Damages in Vacated Units

The Manager or Assistant Manager should accompany the Maintenance Foreman/Superintendent on all move‑out inspections.  A determination can be made at the inspection about exactly what items in the vacancy turnaround will result in charges, either against a vacated resident’s security deposit or against a transferred resident’s monthly statement.

A vacant unit should be turned over to the site staff by a resident who is moving in clean condition with no more than normal wear and tear.  That means that the Manager and Foreman must take into account the age of the unit (and its equipment and surfaces), the condition when the former resident moved in, the length of time the resident lived there, and any modernization work the unit might have undergone during the former resident’s tenure.

It is not fair to charge the former tenant for perfectly normal vacant unit turnover work.  For example, even if the floors are clean, the maintenance crew will typically wash them again before offering the unit for leasing.  Likewise, many PHAs paint every unit completely at turnover, even if only touch‑up painting would suffice.  On the other hand, if the stove is grease encrusted and the floor is so dirty that it must be prematurely replaced, the costs to disassemble and clean the stove and replace the floor can be charged.

2.40	How much to charge

If a work item is listed on the Schedule of Charges in Addition to Rent, the charge will be the appropriate amount from the Schedule.  If the Schedule does not include the type of work that is being charged, the amount will be the actual cost of labor and materials from the work order.  This also includes overtime charges if the work has required maintenance staff to be called out after regular working hours.

Obviously, the accuracy of this system depends upon the accuracy of the information on the completed work order.  Maintenance staff must be scrupulous about accurate time keeping and recording the materials and equipment used against each work order.

2.50	When to Charge

The Finance Department makes the overall Authority policy about when to post and bill charges.  If the Authority bills all charges with rent, the site cashier should 

· Keep a running record (in a manual ledger if the MIS system does not permit 
	the entry of such information) of resident maintenance charges incurred during the month and approved by the Manager including
‑	the resident’s name, 
‑	address, 
‑	account number,  
‑	amount, 
‑	date and 
‑	reason for the charge);
-	Post the charges to the MIS tenant accounting system no later than the date when rent set‑up is posted.
2.60	When Maintenance Charges are Due

Maintenance charges are due as specified in the Lease.  The HUD Lease and Grievance Procedures regulations (24 CFR 966) permit such charges to be due two weeks after the resident is notified of the charge.  This is impractical for most larger authorities whose leases typically require that charges in addition to rent be paid thirty days after billing.  Thus a charge made in one month is due the first of the next month.

2.70	Delinquent Maintenance Charges

If maintenance charges are not paid when due, the Manager should take appropriate actions to collect, up to and including filing for lease termination.  It must be noted that there is a distinction in both the Federal regulations and in most State laws between a lease termination for failure to pay rent and one for failure to pay charges in addition to rent.  

Specifically, a termination for failure to pay maintenance charges is a “for cause” eviction and requires a thirty day notice of lease termination, rather than the fourteen day notice for non‑payment of rent.  Further, a lease termination for failure to pay maintenance charges is subject to the Authority’s grievance procedure.

2.80	Disputes about Maintenance Charges

The HUD Lease and Grievance Procedure rules make it clear that disputes regarding maintenance charges are subject to the Authority’s Grievance Procedure. Thus, if a resident is dissatisfied with either the fact that a charge is levied or the amount of the charge, the resident may request first an informal hearing and, if not satisfied, a formal hearing under the grievance procedure.

See the Grievance Procedure for the specific steps to follow if a maintenance charge is disputed.

Depending upon the outcome of any Grievance, the resident will be charged the original amount, charged some lower amount, or not charged at all.

3.00	Updating the Schedule of Maintenance Charges

The Schedule of Maintenance Charges should be updated at least annually to ensure that the site budget is not subsidizing damage or neglect by residents.  

3.10	Charging for Maintenance 

All maintenance performed at a site, whether performed by the site maintenance staff or a contractor, is paid from one of two sources of income:

· Site Income (from rents and the site’s pro‑rata share of HUD subsidies); or
· Charges to residents

Site income received is used to pay for all the direct costs of site operations, such as staff salaries, administrative costs, utilities, materials and equipment.  All costs of normal operation, including normal wear and tear are charged against site income;

Charges to residents, on the other hand, are a very small and specific source of income that are supposed to offset maintenance expenses incurred by residents through damage or neglect.

If the Schedule of Charges is not updated regularly, the charges listed will be less than the actual cost to perform the services.  The full amount by which the real cost exceeds that in the Schedule is absorbed by the site budget and is charged against Site Income, thus reducing the amount of money available for normal operations and subsidizing bad behavior by a handful of residents.

3.20	Sources of information to update the schedule of charges

There are three potential elements to any maintenance charge: materials, labor, and contract costs.  The schedule of charges combines the elements, for example, when residents are charged for new locks, the charge on the schedule includes the cost (to the Authority) of the lock and the labor to install the lock.

3.30	Cost of Materials

The Schedule of Charges should be quite specific as to exactly what material is covered.  If an authority keeps five different deadbolt sets that in its warehouse, a resident should be charged for exactly the deadbolt installed.  Prices can be obtained from vendor’s catalogs or invoices, but care must be taken to be sure that they represent the most recent cost to the authority of the item.  Some materials are consumed during maintenance, the obvious examples being the chemicals used to open drains or clean ovens.  

If it is possible, it makes sense to have a site specific schedule of maintenance charges that reflects the materials of the exact size, brand and type used at each site.  

3.40	Cost of Labor

A great deal of maintenance work can, theoretically be done by staff with a variety of classifications.  In assigning work, the Foreman will usually assign the person with the lowest classification who can perform the work adequately.  This is the labor rate that should be used in determining the labor component in the schedule of charges.  The amount of time to be charged should be the average time used by a skilled person of the appropriate labor category.  
For example, if a typical Second Class Mechanic can replace a deadbolt in 45 minutes (including the time to pick up the lock, install it and clean up), the amount charged for labor would be the hourly rate for a typical Second Class Mechanic times .75 (for three quarters of an hour).


3.50	Overtime Labor

The Schedule of Charges will differentiate between work performed during working hours and work after normal working hours.  The minimum number of overtime hours required by the bargaining agreement will be charged for overtime work.  Thus, a simple lock‑out, which would have no material charge at all, would have a minimum labor charge equal to the minimum overtime period times the hourly rate of the person coming out on overtime to open the door.

Most schedules of maintenance charges include after hours charges for only the most common occurrences, such as commode stop‑ups and lock‑outs, while they charge other overtime work at actual time and materials.

3.60	Contract Charges

Few contract charges are likely to be included on most sites’ schedules because maintenance contracting is the exception rather than the rule.  A possible exception is the contract cost to clean a yard (if performed by a landscaping service) or a lateral sewer line.  Contract costs on the schedule represent the most recent actual contract cost for a given service.

In most cases, if a contractor is hired the resident will be charged not from the schedule but on an actual cost basis for the work performed.
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