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What does is take to manage today’s maintenance programs?
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Supervision & Managemen

Time & Resource
Management

.

Effectively Managing e
Day to Day Operations

Understanding

Agency Goals il

The Right Skills
& Knowledge

Analysis & Budgeting

Maintenance Plans

TODAYS AGENDA

* Maximizing your PHAS score and
* Minimizing unit turnover time

* Asset Preservation

* Maximizing productivity
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Public
Housing
Assessment
System
(PHAS)
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PHAS

CAP
FUND

10 Points

FASS
25 Points

PASS
40 Points

MASS
25 Points

WHAT ARE YOU
AIMING FOR?

High Performer

90 or above

At least 60% of points
available physical,
management and
financial indicators
At least 50% of capital
fund indicator
Incentives for high
performers




PHYSICAL ASEESSMENT
SUB-SYSTEM (PASS)

» HUD contracted inspectors

 Real Estate Assessment Center
(REAC)

+ Uniform Physical Conditions

‘!0 Standards (UPCS)
Points « Each AMP is scored
independently
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REAC Inspectable Areas

+ Site — 15%

+ Building Exterior — 15%
* Building Systems — 20%
« Common Areas — 15%

* Dwelling Units — 35%

mmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmm

ACTIVITY #1
1. Identify someone to report out

2. Have each person share 1-2 of
their best REAC strategies

3. Be prepared to share some of
your best ideas with the group
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MY TEAM - ANNUAL
BEAUTIFICATION DAYS
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EXIGENT HEALTH
& SAFETY
DEFICIENCIES
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Strategies for Improving
Your REAC Scores

* Maintain property - inspection ready
* Regularly inspect units, systems,
building envelope, common area

» Increase time spent on preventative
maintenance

» Know when you're due for your next
REAC inspection

* Try “Fresh Eyes”

» Focus on turning units quickly &
efficiently




Strategies for Improving
Your REAC Scores

« Prioritize high point deficiencies on the site,
exterior, system and health & safety items

+ UPCS Experts
« Training is key for prioritization of work
« Consider contracting inspections
* Make good use of tools

* Ensure staff know and track turn times and
PHAS scores

« What you pay attention to they will too
* Quality control is key!
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KNOWLEDGE IS KEY!

NSPIRE UPCS

The Future REAC Standard The Current REAC Standard

N NSPIRE . }
GUIDEBOOK
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The NSPIRE Model Priority:
Putting Residents First.

Health and Safety: Urgent -
An Emergency Work Order is Issued

Function and Operability: Planned -
Routine Work when Something is Inoperable

Condition and Appearance: Programmed -
Regular Maintenance
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nspectable
Areas

Three CTQ Deficiency Categories

Health and Safety: 4 health and safety deficiency

dition that could affect the

resident’s mental, physical, s
Health and safe
@ unit. They. by rationales
presented in each inspection standard.
Function and i
touse certat " -
hich tobe p
di d d h
the property do
d ged. This categor, HUD or the
prop: suffer B additior

costs because of this condition.
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COMING TO YOU -
APRIL 2023(?)

How will you get ready?
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MINIMIZING
TURN TIME?

mmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmm

WHAT DOES IT TAKE TO BE A
TURNOVER SUPERSTAR?
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TURNOVER SUPERSTARS

» Vacant days = lost money = less money for
maintenance and modernization!

You've got to be a turnover superstar!
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CALCULATING VACANCY
LOSS

3 Components:

* Down time

» Make ready time

* Lease up time
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CALCULATING VACANCY LOSS

The resident turned in keys on August 13th. The

maintenance team began working in the unit the following
Monday, August 18th. The unit was clean and inspected on

August 26' and the occupancy specialist was notified it was
ready the same day. The resident signed the lease and
received their keys on August 28th.

Let’'s calculate the total turn time and the time for each
of the three components.
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CALCULATING VACANCY LOSS

Resident Charged: 8/13 (Don't count the day keys are turned in)

Down time: 8/14 until work started on 8/18 = 4 days

Make Ready time: 8/18-8/26 = 9 days

Lease Up time: 8/27-8/28 - 1 day (Typically resident will pays rent
on the date they sign the lease, so don't count the 28th)

B

Total days: 14 days to turn

28

ACTIVITY #2:

Minimizing

Vacancy Loss

What are your best strategies to
minimize vacancy loss?

|MINIMIZING TURNOVER

09 ¥

! .

Maintain REAC  Preventative Move in Repair Updated Your
Ready Units Maintenance Inspections - Damages Maintenance
Photos During Tenancy Fees
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|MINIMIZING TURNOVER

09 ¥

Preventative Pre-vacate Pre-SchéduIing Collaboration Contract to

Maintenance Inspections & Ordering with Supplement
Occupancy Your Staff
Staff
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ASSET PRESERVATION
uilding envelope
sreven?ative M:intenance m 9

Safety & security

Winterizing (weatherizing)

Mold, mildew, organic
growth

Pest Control

* Emergency/Contingency
planning

* What else?
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|THE ENVELOPE

* Roof, downspouts, gutters
« Siding

* Windows

* Doors

» Foundation

“It preserves the
integrity of your
building”
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A SOLID PREVENTATIVE
MAINTENANCE PLAN

Quue

Do you
have one?

What's in it? w
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YOUR PLAN

* Bwildirgdweslope

- gykpEemdative

- Mpipkangpse fit

. Catil%g%u'aoors, trim
maintenance

* FlooiPfies?

* Equipment

* Pest control

¢ Other
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ACTIVITY #3:

What's in your

emergency
plan?

4 Share what's in your plan or what
you think should be.
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Disaster &
Contingency
Planning
= Utility outages

= No heat/cooling, elevators, etc.
= Fire/Flood/Earthquake/Disaster

= Elevator outages (systems
failures)

= Office closures

= Roof damage

= Air quality

Union strikes/work stoppages
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MAXIMIZING STAFF PRODUCTIVITY

What's applied
time and why is
it important?

Applied time -
6.5+ hours per
workday
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| ESTIMATING THE TIME TO COMPLETE WORK TASKS

Novice
Generalist
Expert
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DAILY ACTIVITY LOGS

ABC AGENCY
DAILY ACTIVITY SHEET

NO. DATE| WORKDESCR  TRADE

EST
TIME

PRIORITY|

0cC

ACT
TIME

STATUS|

NOTES/ MATERIAL USED

4
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ACTIVITY #4:

Discuss your
challenges &

strategies to
maximizing staff
productivity.
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Wrap Up

Questions

Become a NAHRO
Certified
Maintenance
Manager

Complete the following:
* Managing Public Housing Maintenance
Program training
+ Pass course exam
+ Complete an Ethics Course
* Apply 44

UPCOMING NAHRO TRAINING
Class Dates

Procurement and Contract Management (Virtual) 9/27-30

Leading Through Times of Change (Virtual) 10/6
Ethics for Management (Virtual) 10/13
Executive Management and Leadership 10/24-27
Definitive Guide for New Executive Directors 11/9-10
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All rights reserved. No part of this publication may be
reproduced, stored in a retrieval system or transmitted in any
form, electronic, mechanical, photographic, recorded or
otherwise, without prior written permission of the National
Association Of Housing And Redevelopment Officials.

National Association of Housing & Redevelopment Officials
630 | Street NW Washington DC 20001©
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