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3.1	Overview	
This chapter covers the requirements under the Site-Based Management Demonstration Program for the general maintenance of the property. The mission of the maintenance program is to provide residents with responsive, cost effective, and quality  repair and preservation services. The key to carrying out these functions is good planning and organization.
3.2	Personnel and Staffing Plan	
In accordance with the submission of the annual budget and management plan, each property is to be equipped with an appropriate compliment of maintenance staffing.  This staffing plan will differ from one property to the next based on differing circumstances.  It is the requirement of the site manager to assure that this staffing plan meets the needs of the site.  In most cases, a property will consist of one supervisor, several mechanics, and several laborers.  In terms of reporting relationships, the manager supervises the maintenance superintendent, who in turn supervises the remainder of the maintenance staff.  
It is the expectation that the staffing plan shall be adequate for the routine needs of the property.  It is also expected that the maintenance staff shall be responsible for carrying out all functions provided under their job descriptions.  However, there may be times that the manager will need to supplement existing staff due to:
•	seasonal work;
•	sudden or unanticipated work; 
•	work requiring skilled trades.
To meet seasonal or unplanned work, the manager can hire temporary staff, contract labor, or use overtime hours and regular staff as most appropriate given the circumstances and provided in the operating budget.  It is the responsibility of the housing manager to determine when to supplement staff to meet the needs of the site.  Depending upon the situation, it can be more economical to hire the skills of an outside contractor.  Outside contractors also supplement maintenance workers when the housing authority is required to comply with local building codes.   
3.3	Work Order Procedures	
All maintenance work, exclusive of general cleaning and porter service, shall be captured on a work order.  All work orders are to be recorded in PHA’s automated work order system named, known as Maintenance Automated Control System (MACS).  
	3.3.1	Work Order Forms		
		Work orders are printed on four-part forms:
•	White (top) Copy: This copy will be mailed to the resident in the event the resident is charged for damages.  If the resident is not charged for damages, this copy is discarded.
•	Yellow Copy: After completion of the work, this copy is filed in the maintenance unit file.  
•	Pink Copy: After completion, this copy is filed in the PHMAP file.
•	Green Copy: This copy is given to the resident at the time of completion and/or left in unit if the resident is not home.
	3.3.2	Work Order Intake		
Resident  maintenance requests shall only be taken in the management office, by phone or in person.  Requests should never be taken outside the office or in the field.  Instead, residents should be directed to call or visit the office so they may receive a work order number.  After entering the work request into the system,  the resident will be given a work order number for reference purposes.
Personnel receiving work order requests for maintenance should strive to isolate the exact nature and extent of the work required.  Fully understanding the nature and source of the complaint will greatly assist the maintenance staff in, for example, determining which tools should accompany them to the unit. 
3.3.3	Work Priorities	
Work orders shall be prioritized according to the following:
1.	Emergencies.  Refers to a response to conditions that pose an immediate threat to life, facilities, health and/or safety of residents and/or PHA property.  Emergency conditions must be responded to immediately and corrected/abated within 24 hours.  Samples of emergency work orders include: fire of any nature; gas leaks; oil spills; broken water supply line(s); electrical fault with visible sparks or overheating; dangerous structural hazard; complete loss of electrical power; loss of air conditioning in elderly buildings; a broken refrigerator; sewer back up; main entrance door release not operable (high-rise); elevators not operating properly; flooding; clogged toilet (units with one full bathroom); and entrance door not operable.
2.	Urgent.  Urgent work orders include items that, if not repaired, pose potential threat to life, facilities, health and/or safety of residents.  Urgent items must be corrected/abated within 48 hours of notification.  Samples include: refrigerator not working; broken window; and smoke detector missing/inoperable.
3.	Unit Preparation.  Work having to do with making a unit ready for occupancy
4.	Preventive Maintenance (PM). This includes all work conducted as part of the property’s annual PM program (see Section 3.7 below). 
5.	Routine.  Most of the work that is not classified as emergency, urgent, preventive, or recurring.  Includes: repair screen door, paint occupied unit, change air conditioning filter, general maintenance in unit, unscheduled PM.
6.	Other.  Work orders that do not fall into the five noted categories above.
Work orders may be generated by the same source (see below) but have different priorities.  For example, based on a unit inspection, work orders may be created for a missing tile (routine) as well as replacement of the smoke detector (urgent). It is important that work orders are prioritized properly for HUD reporting purposes since PHAs are measured on their timeliness in responding to different priority of work orders.
3.3.4	Source of Work Order 	
	Work orders shall be classified according to their source, as follows: 
1.	On Demand (Resident Requested): This is work that is requested by the resident.
2.	HQS Inspection: This is work that is the result of HQS inspections.
3.	Preventive Maintenance: This is work that is the result of PM inspections.
4.	Other: This is work that is generated by sources other than the three noted above.
Tracking work orders by their source is critically important for both HUD reporting purposes and for future planning.  
3.3.5	Assignment 	
Unless otherwise directed by the housing manager, the maintenance supervisor is responsible for assigning and completing work orders.  The supervisor should periodically retrieve the work orders from the management office and assign them to the maintenance staff in accordance with the priorities established and the skills of the respective staff.  When assigning the work, the superintendent shall make sure that the worker is provided with the anticipated tools/materials and also that the worker has access to the units.  If the worker must make more than one visit, the work order remains open until the work is completed.  Also, if the work is beyond the capabilities of the on-site staff, the supervisor is responsible for assuring that the work is done under contract.  The work order remains open until all work is completed.  If the supervisor decides to use central crews for any work, the work order will not be transferred but will remain open.  Work performed by the central crews will be invoiced just like a private vendor.
3.3.6	Completion 	
Upon arriving at a resident’s apartment, the worker shall knock on the door to see if the resident is home.  If the resident is home, the worker shall exchange greetings and identify self as an PHA maintenance employee.  Then, the worker shall  ask permission to enter.  If the resident is not home or does not answer the door (and there is either an emergency or there has been prior-permission to enter), maintenance staff shall enter the apartment by calling loudly and identifying that you are a maintenance worker--  “This is [name of worker] from the maintenance department.   Is anybody home?”
Any maintenance employee or outside contractor working in a resident’s apartment must hang a maintenance sign on the exterior door knob of the apartment.  This is to assure that the resident does not find someone in their apartment unexpectedly.  This policy is for the benefit of the employee as well as the resident.
Upon completion, each work order shall be signed by both the worker and the resident.  In the event that the resident is not home, the worker shall leave a completed copy of the form in the apartment.  All information on the work order form should be completely filled out (description of work completed, hours worked, materials used, etc.).  In addition, the worker shall leave a sign on the outside of the door indicating that maintenance had been in the unit.  On each work order the worker shall, where appropriate, mark the presence of  bad housekeeping.  The worker shall also recommend any charges.
The maintenance worker should always be mindful to clean up after the work is completed, avoid contact with resident’s personal belongings, accomplish tasks as quickly as possible, always remain courteous, and avoid all contact of a personal nature.
If the work cannot be completed at that time, such as might be the case if parts must be ordered, the worker should offer residents a realistic completion date.  If the worker is not sure when the work can be completed, it will be necessary for the maintenance staff to phone or visit the resident once the information is known.  
3.3.7	Close Out  	
All completed work orders should be delivered to the maintenance supervisor for approval, who must sign them before they are closed out.  Completed  work orders should be closed out within 24 hours after completion. The housing manager is responsible for authorizing and posting all charges.  The work orders should be filed in accordance with section 3.3.1, above.
The manager is responsible for monitoring on a daily and weekly basis the status of outstanding work orders to determine the cause of any delay and to take appropriate action.
3.4	Monthly Completed Work Order Folder	
The supervisor shall be responsible for maintaining a monthly folder of completed work orders (pink copy).  These work orders shall be sorted, by date of completion, by the following categories:
•	HQS Emergencies;
•	HQS Non-Emergencies;
•	Non-HQS Emergencies;
•	After Hours Call-Backs; and
•	Preventative maintenance, seasonal, and other; 
•	All Other.
Maintaining completed work orders in this fashion will greatly assist in reporting to HUD on PHMAP standards.
3.5	Unit Turnaround (Make Ready) 	
It is expected that each vacant unit will be prepared within five working days.  It is the requirement of the superintendent to assure that this goal is met and to coordinate the planning of all labor, contracts, and materials accordingly.  The maintenance supervisor shall maintain a log of make ready units to track their completion.
To avoid duplication of work and to assure economy of operation, the supervisor should generally see that the following sequence of events are followed in making units ready:
•	Conduct inspection and complete move-out report, including charges for damages.  Once this has been completed, you will be able to plan the sequence of work and the ordering of materials.  At this time, management you should also change/re-key the locks.
Note: The maintenance supervisor is responsible for using sound and prudent judgement for securing vacant units.  Based on the nature of the property, this may mean boarding up the units and removal of all appliances.
•	Clean unit of all trash and debris.
•	Exterminate entire unit.
•	Check plumbing in unit.
•	Check electrical system in unit.
•	Plaster areas of unit where necessary.
•	Paint unit completely or touch-up.
•	Complete general maintenance repairs in unit.
•	Perform final cleaning of unit.
•	Conducts a final inspection.  This final inspection is to be conducted by the housing manager. 
At no point should any employee of the agency retain for their personal use any property found in a vacated apartment unit.  
3.6	Annual Unit Inspections	
In accordance with the annual management plan, the maintenance supervisor, working in cooperation with the site manager, shall prepare a plan for annual unit inspections.  These inspections shall be conducted in accordance with Housing Quality Standards and shall be completed on the unit inspection form.  Generally, these inspections should be scheduled over the first ten months of the year, to allow time for follow-up inspections and “reschedules.” 
Before conducting these inspections, the site manager and maintenance supervisor provide a notice to residents, with a minimum of 72-hours notice, for  their annual inspection.  When conducting these inspections, inspectors need to pay attention to and document  poor housekeeping on the inspection form.   If appropriate, inspectors should also perform basic PM during the actual inspection[footnoteRef:1].  Both follow-up inspections and the rescheduling of inspections shall be conducted within a 48 hours time period from the initial inspection or date of the scheduled inspection.   [1: 
Appendix C, contains an instruction guide for performing unit PM.  Staff should not spend more than 2 hours on the joint inspection and PM work.  Any task that cannot be completed during this period should be written up and submitted as a work order.] 

3.7 	Preventive Maintenance	
Each property is to have a formal Preventative Maintenance (PM) program.  PM is the systematic planning, scheduling, accomplishment, and documentation of work tasks that are conducted to ensure the continued life of all facilities, mechanical systems,  and equipment.   There is often a fine line between work that is defined as PM and work that actually falls within the category of  seasonal or planned maintenance activities.  Examples of the latter might include cycle touch-up painting or spring and fall fertilization programs.  For the purposes here, PM includes these seasonal and planned activities as well. 
When PM is properly implemented, it will minimize unexpected or premature failure of     PHA’s equipment, property, and systems. It should also reduce the number of on-demand maintenance requests and, as such, improve customer satisfaction.
There are six components to an effective PM program:  
1.	Identifying what needs to be done;
2.	Determining who will do the work (in-house or by contract);
3.	Determining the frequency of the work;
4.	Determining how the work shall be done;
5.	Scheduling the work; and 
6.	Monitoring the work. 
Although what follows is a description of each of the above, it is presumed that all daily maintenance and repair work is being approached with PM in mind.  For example, any cracking asphalt, chipped paint, leaky gutters, etc., should be noted during daily property inspections and action taken before the problem escalates.    A sample PM program is included in Appendix C, along with PM planning worksheets.
	3.7.1	Identifying what needs to be done 		
The development of a PM program begins with a thorough inventory of facilities and equipment.  Reviewing records and current as-built drawings of  the development are particularly helpful in originating a “to do” list.
	3.7.2	Determining who will do the work
Once all items have been identified, the next task is to determine who will do the work.  Which work items will be done in-house and which will be done by contract?  This decision will be affected by the following: 
•	The skills of existing staff. 
•	The availability and cost of specialized equipment and tools;.
•	The requirement that certain tasks can only be performed by those with appropriate licenses. 
•	The cost of performing tasks in-house versus contracting out the work. 
Typically, the following PM work will be performed by contractors:  elevator maintenance, alarm system maintenance, fire sprinkler system maintenance, and fire extinguisher maintenance.
3.7.3 	Determine the frequency of the work
How often shall this work be performed.  Shall the roofs be inspected annually, quarterly,  or monthly?  How often shall emergency generators be tested, gutters cleaned, sewer lines flushed?  The factors below influence the determination of task frequency.
Factors that Influence Task Frequency:
•	Manufacturers’ recommendations;	
•	Lubrication requirements;
•	Maintenance team experience;		
•	Consumption;
•	Effects of normal wear and tear;		
•	Non-standard or excessive usage;
•	Historical failure rates;			
•	Equipment operating environment.;
•	Past use of inferior parts;			
•	Climate;
•	Equipment appearance;			
•	PHMAP score; and
•	Consequence of failure;			
•	Past performance of low quality maintenance
Some items of equipment may require supplemental inspection at various frequencies, such as weekly visual checks, monthly lubrication, or semi-annual adjustments.  Care must be taken to ensure that these variations are understood by all PM staff and that all tasks must be done on schedule.
3.7.4	Determine how the work shall be done
Especially for the work that is to be done in-house, task sheets should be prepared for each PM task describing the work that is to be performed.  It should also indicate the estimated time to complete that task.  Manufacturers’ recommendations should be used to develop tasks and must be followed if equipment is under warranty.  Typically, PM inspection tasks include items such as, but not inclusive of, the following:
•	Visual inspection of the equipment and its components;
•	Observation of normal equipment operation in all modes of performance;
•	Testing;
•	Adjusting;
•	Lubricating;
•	Repair or replacing failed, damaged, or missing components;
•	Cleaning 
The PM guide sheets (found in the Maintenance Reference Handbook) contain a detailed list of tasks for a variety of different types of equipment.  The maintenance supervisor should ensure that this information is continually updated and that the workforce has access to required references.
3.7.5		Scheduling the work
Now that it is known what needs to be done, how it should be accomplished, who will perform the task, and the frequency of each specified task, the maintenance supervisor may now prepare a PM schedule for the year.
3.7.6	Monitoring the work
The maintenance supervisor is responsible for monitoring completion of the PM schedule throughout the year and in making adjustments to the schedule as necessary.  
3.8	Working Hours	
Generally, the maintenance staff shall work during the hours of 8:00 a.m. to 4:30  p.m.  Each property should also assure adequate weekend coverage.  If the manager determines that there should be any change in working hours to improve maintenance responsiveness, approval will be needed from the MOS.
3.9 	Daily Maintenance Schedules 	
In addition to conducting routine inspections and on-demand work orders, the maintenance supervisor shall establish a daily maintenance program at each property that, at a minimum, includes the following:  
•	Removing trash from the grounds;
•	Policing the grounds;
•	Empty trash receptacles in administrative offices;
•	Cleaning around dumpster areas;
•	Sweeping entrances and laundry rooms;
•	Maintaining playgrounds;
•	Mopping interior hallways; and
•	Maintaining entrance ways and walk areas.
The supervisor shall post on the bulletin board in the maintenance office the daily cleaning and maintenance schedules. 
3.10	 Uniforms	
The maintenance superintendent shall see to it that all staff report to work in proper attire.  Such attire is to include:
•	Shoes with safety toes; 
•	PHA-issued uniforms that are clean and well-kept, with the name of the employee embossed on the front of the shirt; and
•	Badge/identification card prominently displayed during the entire work day.
Proper attire is beneficial to the PHA community for reasons of morale, safety, professionalism, and customer service.
3.11	Work Planning and Scheduling	
To assure an efficient and responsive maintenance organization, the maintenance supervisor should prepare annual, monthly, weekly, and daily work plans.  Sample forms for these work plans are contained in Appendix C and are described below.  
3.11.1 	Annual Maintenance Plan (AMP)
Prior to the start of the year, and in conjunction with the budget preparation process, the maintenance supervisor shall prepare an annual maintenance plan (AMP).  The AMP serves as the basic planning tool from which monthly, weekly, and daily scheduling activities are performed.
	The AMP should include the following four major work activities.  
•	Unit inspections.  Generally, the maintenance staff will plan these inspections over a 10 - 12 month period.  Hence, for a 300 unit property, you will have between 25-30 units must be planned for inspection monthly.  Since these are combined HQS/PM inspections, schedules should reflect two hours per inspection.  In later years, with better maintenance, the task time spent on each inspection might be reduced.
•	Turnover. Historical turnover information should be examined in order to determine  the percentage of unit turnover each month.  Special attention should focus on any fluctuation in certain months or seasons.   For example, do more residents move out in the summer than during the winter holidays?  It is also helpful to consider the condition of the units when they are vacated, indicating the types of materials or contracts that will need to be ordered.  
•	Preventive Maintenance (non-interiors).  Specific instructions for preparing a preventive maintenance plan were described in Section 3.7. 
•	Special projects.  Special projects include any planned projects for the year such as exterior painting or resealing of the parking lots. 
The purpose of the AMP is to assist the maintenance supervisor with the planning and scheduling of the following: 
•	Staffing.  The AMP is a tool that can help the maintenance supervisor determine the number of maintenance staff required and the skills of the current staff.  The AMP will also help the supervisor examine periods of heavy work, so that employee vacations and/or leave are scheduled according to the workload. 
•	Materials.  The AMP also indicates the types and quantities of materials that the property will need throughout the year.  This will greatly assist the maintenance supervisor in procurement planning.  It will identify which goods and services need long lead times in ordering and, hence, when to begin that procurement process.   It will also help the maintenance supervisor in determine whether to procure for “blanket” type materials contracts.  If, for example, it is clear that there will be significant interior/exterior painting, the maintenance supervisor might want to establish a blanket contract for painting.  In this way, the property should get a better price if the vendors know that the contract will supply a large quantity of work over the course of the year.
•	Service contracts.  By examining the AMP, the maintenance supervisor will be better informed of the property’s service contracts (lawn, extermination, etc) and would allow for more efficient contracting  (For more discussion on service contracts, see Section ___ and Section ___.)  And, as with materials, the AMP will also help the maintenance supervisor plan for the procurement of the various service contracts so that there is no interruption of service.
Not included in the AMP is routine and emergency work.  The maintenance supervisor should have a good knowledge of the routine needs of the property (i.e., the volume and type of work orders called in each day, as well as general cleaning and grounds maintenance) to schedule the above work and to know when, in any month, additional resources might be needed.  
3.11.2	Monthly Work Plan
Prior to the beginning of each month, the maintenance supervisor should prepare a monthly work plan.  This monthly plan should evolve from the AMP, although it will be more detailed and, inevitably, will be influenced by recent events.  For example, a busted water pipe the previous month may have resulted in significant erosion and damage to the retaining wall.    For example, a water pipe that busted in the previous month may have resulted because of significant erosion and damage to the retaining wall.  This corrective work will now need to be performed this month.  Now, the maintenance supervisor has to reconfigure the PM schedule in order to prioritize this pending but unscheduled assignment.   Possibly, vacation schedules may need to be shifted as well as juggling tasks or rescheduling projects, like the planned resealing of the parking lot, to  the following month.  
The maintenance crew needs to be as flexible as possible.  One simple accident can trigger a series of unscheduled tasks.  Additionally, a must do monthly task like, completing the 30 unit inspections already scheduled for the month might need to be rescheduled.  It’s never known what end result is compromise.  For instance, its feasible that the maintenance supervisor scheduled the inspections at the beginning of the month in order for the work orders generated from these inspections, be cleared by the end of the month.  
3.11.3	Weekly Work Plan	
Prior to the start of every work week, the maintenance supervisor should prepare a weekly work plan. This information should be taken from the monthly work plan.  It can be used to assist with making daily work assignments. 
3.11.4	Daily Work Plan
Prior to the start of every work day, the maintenance supervisor should prepare a daily work plan.
3.12	Inventory and Materials Management
The maintenance supervisor should strive to maintain a level of inventory that balances the need for a ready supply of materials with the need to reduce the costs of carrying such an inventory.  Generally, this will mean maintaining a two-to-four week supply of the most commonly used items.  It should be kept in mind that even this supply level will be determined according to the speed by which parts/supplies can be obtained and the rate of usage.  In this regard, it is critical for the maintenance supervisor to regularly anticipate and plan for upcoming material needs, particularly in conjunction with the annual and monthly work plans.  
The maintenance supervisor is ultimately responsible for maintaining a proper inventory of supplies has the responsibility of overseeing the control of that inventory.   [Central stores/SD form]
3.12.1	Location
Supplies, tools, and equipment should be kept in a secure location. Equipment and tools should be engraved with the property identification number telephone.  The size of the stockroom(s) will be determined based on the unique needs of the property.  However, the maintenance supervisor should strive for economy of storage.  With proper materials planning, the need for stockroom space can be greatly minimized.  Additionally, the smaller the space and the smaller the inventory, the easier it is to control that inventory.
All stockrooms should be well-lit, clean, and organized to allow for easy inspection and proper planning. Material should be stored on shelves and not on the floor.  
3.12.2	Inventory Log
All items removed from inventory/stockroom, except bench stock,  should be recorded on an inventory log.  Bench stock are items such as bolts, screws, nuts, outlet covers, fuses, and nails for which there is low value.
3.12.3	Appliance Control 
All appliances shall have serial numbers and the manager shall maintain a log of appliances for whenever appliances are transferred out of a unit.  These serial numbers should be verified on the annual unit inspection. Additionally, each property shall maintain a minimum of three reconditioned refrigerators in good working order at all times.  These refrigerators will be loaned to residents on a temporary basis and stored at the development when not in use. [Dwelling Equipment form]  
3.12.4	Periodic Stockroom Inventories
Each property will conduct periodic inventories of their stockrooms. The maintenance supervisor should then adjust quantities appropriately.
3.12.5	Tool Equipment Issue and Control
The maintenance supervisor is responsible for maintaining proper control over tools and equipment.  In conjunction with the preparation of the annual maintenance plan, the maintenance supervisor should develop a list of both standard tools and authorized power equipment as explained in detail below: 
•	Standard tools.  Because PHA does not have a tool allowance policy, the agency is responsible for providing each worker with the proper tools and equipment to complete the job. In this regard, the maintenance supervisor should prepare a list, for both mechanics and laborers, of the standard tools needed for each classification. A sample list of standard tools in shown in Appendix D.  
With respect to standard tools, the maintenance supervisor has the option of assigning these tools to the respective worker or “loaning” these tools on a daily basis.  In either event, the maintenance supervisor is responsible for oversight over tools.
•	Authorized power equipment.   Properties will have different power equipment needs.   For example, while all properties should have a key machine, not all properties will need a sit-down mower.  A sample list of authorized power equipment is shown in Appendix D.
3.12.6	Tool StorageTools and equipment should be stored in a secured area.  Preferably, shadow boards should be used to identify the exact storage location of each tool and whether it is missing or on loan. Tools and equipment should not be brought home by employees and should be returned to the shop at the end of the day.  
3.12.7	Equipment Repair Histories
Any equipment of a motorized nature should be serviced in accordance with manufacturer’s recommendations.  Records of this maintenance should be kept on file.

3.13	Office Procedures
Given the significant administrative responsibilities of the maintenance supervisor, it is essential for proper functioning that the maintenance office always be maintained in a clean and organized manner.  There should also be an answering machine for calls when maintenance staff are not in the office. 
3.14	After-Hours’ Procedures	
Routine work requests will only be accepted during PHA’s regular hours of operation.    After-hours’ emergency work orders (including holidays observed by the PHA), on-site staff will follow the operating instruction (OI) designed by the housing manager with the cooperation of the maintenance supervisor.  OI for on-site emergency responses will be designed in a format that utilizes the duty roster.  Each on-duty mechanic will report all activity from the previous night during the first two hours of the next business day.  
In order for a resident to report a maintenance emergency after-hours, on weekends, or during holidays, they will need to call the twenty four hour answering service for the maintenance division.  For families without telephones, the answering service can be contacted by a pay phone.  If there are no pay phones in the general vicinity, the resident should try to use a neighbor’s phone.  The answering service will immediately contact the first name on the duty roster.  Such individual will conduct an  assessment by phone or in person at the problematic unit.    If the matter is determined to be an emergency, the mechanic will assemble necessary tools and go to the location to contain or fix the deteriorating situation.  If, by chance, the emergency situation could not be immediately resolved, the mechanic will contact the development’s maintenance supervisor for further instruction. 
When an emergency work order has been sufficiently responded to, but has not fully corrected the problem, the emergency work order will be closed and, in its place, another work order will be submitted as a non-emergency work order for either urgent or routine response.
3.15	Maintenance Quality Inspection	
The  maintenance supervisor or designated representative will inspect approximately five (5) percent of completed work each month. Inspections will be documented on the Quality Control Inspection (QCI) form (Appendix E).  The QCI form, by nature, will help maintain consistency among the inspections as well as provide the inspectors with a guide for the process.
The completed evaluations are used to gauge the adequacy of the maintenance activity and response time to both emergency and routine work orders. 
All completed evaluations will be filed in chronological order by date and time of completed work.  These forms will be retained for one year on-site. On a monthly basis, a synopsis of the maintenance quality inspection results will be generated.  At a minimum, the report should include the number of inspections reviewed; the number of work orders (both emergency and routine) submitted vs the number of work orders responded to; tabulation of emergency and routine work orders; demarcation of (average) response time to initial work orders; and the nature of each work order request.  A copy of monthly reports will be forwarded to the housing manager for review.
3.16	Fleet Administration	
In accordance with the approved operating budget, each property has been assigned certain vehicles.  During the budget process, the manager is responsible for assuring that the property is equipped with adequate vehicles, including the appropriate mix of vehicles (e.g., golf carts and/or pick-up truck with lift gates).  Additionally, the manager must assure that:
•	Assigned parking spaces are available for all agency vehicles;
•	Vehicles are left in a secured location after-hours;
•	Vehicles are not used for personal use;
•	Vehicles are locked when unattended;
•	Vehicles are maintained in clean and operating order; and
•	PM is performed as per manufacturer requirements.
The vehicles are operated only by appropriate agency personnel and that drivers use safe driving practices, such as always wear seat belts, valid drivers licenses, up-to-date insurance, etc. 
Each day, the driver assigned to the vehicle should check:
•	Tires (wear, pressure, etc.);
•	Frame and suspension (loose bolts, cracks, etc.);
•	Parking brakes;
•	Safety lights;
•	Fluid levels;
•	Starter safety switch;
•	Transmission shift indicator;
•	Instrument gauges; and
•	Spare tire and jack.
Any damage to the vehicle should be reported immediately and an accident/injury report filed.
3.17	Reporting Problems	
The maintenance superintendent shall notify the site manager, who in turn shall notify the MOS if any of the following events occur:
•	Property damage;
•	Vandalism; and
•	Health problem;
•	Safety problem.
3.18	Dumpsters	
The maintenance supervisor should assure that there is appropriate dumpster service, taking into consideration size, placement,  frequency of pick-up, time of pick-up.  In addition, the area around the dumpsters should always be swept clean and dumpster interiors should be sprayed with disinfectant on schedule.
As per health department regulations, all drain holes at the bottom of dumpsters must be closed or covered to prevent entry by rodents.  
3.19	Grounds Maintenance	
Each maintenance supervisor should work together with the housing manager and MOS to establish a grounds maintenance program for their particular development.  This program should address such items as: fertilization, irrigation, frequency of cuts, flowers and plantings, mulching, shrub care, pruning, aeration, etc.  In most cases, these services will be performed by a qualified contractor.  The manager and maintenance supervisor should routinely review the work of this contractor.  
3.20	Plans and Blueprints	
The site should maintain a copy of the plans and blueprints for the property.  These plans should be stored in a safe area, free from mildew and other climate damage.
3.21	Warranties	
Maintain all warranties in a file.  The site should identify items protected by warranties and items that are not warranty protected.  Generally, the roof, heating and air-conditioning equipment, pumps, and apartment appliances are covered by warranties.
Warranties provide service coverage for an item that may need repair or replacement.  If service is not performed by the initial manufacturer or a selected certified center, the actual warranty may no longer apply.  Make certain that the maintenance staff is aware of this service coverage under a warranty prior to the tinkering with tools or mechanical systems.
3.22	Graffiti
All graffiti should be removed immediately from the property with in a 24 hour period after initial detection.
3.23	Service Contracts	
In accordance with the Annual Management Plan, the manager is responsible for assuring that all appropriate services are delivered to the property and, as such, determine the services that will be  provided in-house and those services that will be contracted out.  Frequent contractual services are likely to include: 
•	Lawn maintenance;
•	Make-readies/cleaning;
•	Unit painting;
•	Extermination;
•	Security guard service;
•	Alarm service;
•	Answering service;
•	Boiler maintenance; and
•	Trash removal.
See Procurement Procedure for directions on how to procure these services.
3.24	Salvage/Disposition of Materials	
Outdated and worn-out equipment and materials shall be disposed of if the materials are found to be obsolete for HA usage.   If the material or equipment in question is outdated but is still workable, the device should be salvaged until it no longer is a useful tool.  When management determines to rid its stock of various materials, it is encouraged to sell the equipment or its parts.  It is possible that a tenant owned business or an active Resident Council (RC) would have interest in purchasing older equipment or salvaging some of the parts.  Also, the maintenance crew should also explore selling unwanted equipment, parts, and materials to individuals or non-profit entities outside the HA.
3.25	Fire Code Violations	
Through the use of the daily property inspection, the manager/maintenance supervisor should assure that the property is free of fire code violations.  There shall be maintained a file of fire code violations, with copies of completed work orders or service tickets to demonstration their correction.
3.26	Emergency Snow Plan
If your HA is located in a region where winter weather can consist of snow, it is essential that an Emergency Snow Plan is clearly posted on the bulletin board in each lobby.  When residents move-in, they should also be given a Xerox copy of the Emergency Snow Plan.  
As already discussed, outside contractor’s can be hired to perform seasonal work.  It would probably be more economical for the HA to hire someone to remove snow from the property rather than invest in expensive and major equipment.
3.27	Domestic Hot Water
The acceptable and energy saving temperature for domestic hot water is 115 degrees F. 		
3.28	Weekend and Holiday Coverage
Although management wants to avoid employee burnout, there will be times when certain employees will work on weekends at the housing site or will be on call during the 	weekend.  As mentioned in Chapter 3.8, it is pertinent that weekend coverage has been scheduled well in advanced and coverage is secured.
It is essential that employees schedule their vacations in order to prevent a mass exodus of staff.  The site manager shall request employees submit desired vacation days in order to make sure that the site is never left shorthanded. 
3.29	Housing Utility Management System (HUMS)
HUMS is a handbook that guides the HA management on rates tenants are charged for excess usage of electricity, water, and gas.  A copy of the current allowance charts and consumption schedules for these utilities shall be posted on the bulletin boards in the Management and Maintenance offices at each site. HUMS spells out how meter readings are performed, how meter maintenance is conducted, charted utility allowances designated for different size families, and other information pertaining to the usage of utilities and amenities.
Lowering utility costs becomes the responsibility of the resident only after management educates and heightens awareness on utility conservation.  Wasteful habits need to be identified and discussed with the residents.  Conversations and dialogues shall occur in the site’s newsletter, at community meetings, or even posted on bulletin boards in the main lobby.  Reduction in utility consumption and waste can only have positive impact on the net cost of operating a housing development.
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