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‘ Housing Authority of the
| City of Sacramento
Sacramento, CA
Honorable Members in Session:

SUBJECT: Reorganization of the Housing Department, Maintenance
Division

SUMMARY

The attached report was review by the Sacramento Housing and

Redevelopment Commission at their September 17, 1984 meeting.

The commission recommended approval of the actions outlined

in the report by the following vote:

AYES: Amundson, Angelides, Lopez, Moose, Ose, Sanchez,
Walton, Teramoto

NOES: None
ABSENT: Luttrell, Pettit
VACANCY: One

RECOMMENDATION

The staff recommends approval of the recommendations outlined
in the attached resolution.

Respectfully submitted,

y S ——

ANDREW J. PRESCIA @mR@VED

Acting Executive Director 0 HOUSING AuTHgRITY
WWUFNWMHW

TRA ITTALéjO COUNCIL:
<§h@ Wi O SEP 2
Q,. WALTER J. SLIPE L%}\ 28 194

City Manager

MAILING ADDRESS: P.O. BOX 1834, Sacramento, CA 83809
OFFICE LOCATION: 630 | Street, Sacramento, CA 95814 (916) 444-9210




RESOLUTION NO. §4-028

ADOPTED BY THE HOUSING AUTHORITY OF THE CITY OF SACRAMENTO
ON DATE OF

September 25, 1984

RESOLUTION AUTHORIZING EXECUTIVE DIRECTOR
TO IMPLEMENT MAINTENANCE REORGANIZATION PLAN

WHEREAS, the Executive Director has submitted a staff
report dated August 28, 1984, prepared by a Task Force composed-
of key management staff and said report recommends a reorganiza-
tion of the Maintenance Division and restructuring of its func-
tions; and

WHEREAS, the Sacramento Housing and Redevelopment Com-
mission reviewed this staff report dated August 28, 1984 and
accepted its findings and conclusions; and

WHEREAS, the Authority is desirous of implementing this
reorganization at the earliest opportunity to benefit housing
operations from its savings and anticipated increased effective-
ness.

NOW, THEREFORE, BE IT RESOLVED BY THE HOUSING AUTHORITY
OF THE CITY OF SACRAMENTO:

Section 1. That the Executive Director is hereby author-
ized to ImpIlement the reorganization plan for the Maintenance
Division pursuant to the staff report of the Maintenance Task
Force dated August 28, 1984; and, in particular, to take the
following actions in the indicated time frames:

A. Actions to be implemented immediately:

1. Eliminate one Drapery Specialist and one
‘ Inspector positions. These have been vacated
@VED by retirements.
éﬁﬁgiﬁammnmmmw Appoint Acting Chief of Maintenance to the
CITY OF SACRAMENTO " . permanent Chief's position to provide stability
and continuity during the reorganization.

N

3. Eliminate one Building Maintenance Supervisor
position vacated by appointment of Chief of
SEP 2 5 1984 Maintenance position.




Transfer function of issuing expendable stores
from Central Services to Maintenance Division.

Implement minor but beneficial procedural
changes in operating methods, consistent with
the reorganization plan, that will not have

a budget impact and could be implemented with-
out delay.

B. Actions to be incorporated in the 1985 Budget Approval
process and implemented on January 1, 1985:

1.

ATTEST:

Add one Housing Manager position to be assigned
to new County units.

Transfer eight (8) Maintenance Worker I/II, six
and one-half (6-1/2) Custodian I, and one (1)
Custodian II positions from the Maintenance Divi-
sion to the Housing Management Division.

Eliminate one remaining Building Maintenance
Supervisor position.

Add two Maintenance Worker I positions. One
position would be placed in a preventive mainte-
nance crew and the other assigned to the new
County units.

Add two Custodian I positions. These would
both be assigned to Central Elderly developments.

CHAIRMAN

ASSISTANT SECRETARY
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Honorable Members in Session:

SUBJECT: Reorganization of the Housing Department, Maintenance
Division

SUMMARY

As a result of the recent retirement of the Chief of Maintenance,
it was decided tc undertake a fundamental review of the
Maintenance Division, its organization, staffing and operations
with a view toward maximizing efficiency and cost reduction. A
Task Force consisting of the Director of Housing, Finance
Director, Chief of Housing Management, Acting Chief of
Maintenance and Personnel Director was formed by the Executive
Director. The Task Force was charged with completing its study
in time to present its findings for Commission approval and
incorporation ir the 1985 budget.

The Task Force has conducted its study by intensively studving
the present operations of maintenance, visiting other Housing
Authorities and considering various organizational alternatives.
The Task Force recommends an alternative that centralizes some
maintenance functions and decentralizes others. The net result
is fewer administrative positions, more worker positions and a
significant cost savings with increased services to residents.

This reorganization has been discussed and reviewed with the
Chief Steward and the Business Agent of AFSCME, Local 146, and
the Maintenance Division emplovees.

BACXGROUND

A. Purpose of Study

The Executive Director initiated a study in mid-June to
review the operations and structure of the Maintenance
Division. Since the position of Chief of Maintenance was

(1)
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vacant due To retirement, an oDZgorTuniTy wWad nrssanzad zo
censider fundamental changes in the Maintenance Divis
including the elimination of the Chief's jok. A June i
1984 memo from the Executive Director (attachment 1)
established a Task Force to carrv out the maintenance ctudv.
The beaginnirg alternatives to be considered were also
outlined z2lthough additional altsrnatives that micht =merge
were not excludecd. The Task Force ccnsisted vf Jchn Bricdces,

irector of Housing; Jchn Harmen, Chief of Hcusing
Management; Jerry Vickers, Acting Chief of Maintenance; Jerry
Svkes, Personnel Director; and Terrv Wolford, Finance
Director.

In the initial meetings of the Task Force, the overall goals
and specific objectives were defined. The overall purpose,
scope and methods of study are presented in the July 2, 1984
memo to John Bridges from John Harmon (attachment 2). The
goal and objectives are:

GOAL

Examine organizational and functional structure and operation
of Maintenance Division to achieve cost savings while :
maintaining effectiveness in deliverv of services.

OBJECTIVES

1. To decrease the number of administrative positions and to.
increase the number of maintenance worker positions in
order to provide more consistent and a higher level of
field service to our clientele.

2. To decrease the overall employee services costs for the
Housing Department in order to achieve or approach
budgetary self-sufficiency.

3. Consider alternative organizational structures and means
to accomplish the maintenance function.

4., To increase overall efficiency of the maintenance
operation while insuring effectiveness does not decrease
below tolerable levels and searching for opportunities to
improve services where circumstances permit and if not
cost prohibitive. ’

(2)
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Twelve major functional areas were identified for detailed

incuirv, These areas were to he examinec in :He context ~f
the oresent ma.ntenance aperaition and a1.3¢ us=2d 2o guld. ne
sTuds oI other HZcusing suchoritias,  The lons G onreas
3ra:
1. 2Aéministrativre - organizational struczure and control

2. Service calls

.

3. Emergency calls

4, Janitorial-serwvices

5. Grounds maintenance

6. Preventive maintenance
7. Vacancy processing

8. Special functions and projects - extraordinary
maintenance

9. Durchasing/stores - buying and inventory
10. Appliances

11. Specialist classes

12. Vehicle maintenance

Comparison of Alternatives’

By the completion of its study, the Task Force had developed
two alternatives in addition to the original four. A
detailed cost breakdown of each alternative is found in
attachment 3. A standard annual savings figure of $72,237
has been assumed for all alternatives. These savings would
be achieved regardless of the alternative adopted.

" Organizational charts reflecting each alternative are

attached as attachment 4.

(3)
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Alternative 1 is a concinueticon of the status
alternative does not address any of the objec
Task Force. Some streamlining of operazticnal
of performing tasks could precbably be accompl
2l : ir=2, nocwever, tZhess improvaments
if impiemented in coniurction
vas, There z2rz nc savincs <g:zn

LLTERNATIVE NO. 2 - ELIMINATE ONE SUPERVISOR, APPCGINT ONE
SUPERVISOR TO CHIEF

Alternative I decreases the number oI administrztive positions by
one. The amount of supervision at the working lewvel is
increased, but administrative positions are decreased. :
Alternative 2 does not provide any organizational imprcvements on
a functional level. It does not appear to promote increases in
the level of services, nor provide further opportunities for cost
reduction through increased efficiencv. This alternative does
not allow for an increase in the size of the preventive
maintenance crews nor give any additional emphasis to that vital
function. An overall decrease in emplcoyee services of $110,098
would occur.

ALTERNATIVE NO. 3 - ELIMINATE CHIEF OF MAINTENANCE AND TWO
SUPERVISORS, ESTABLISH MAINTENANCE
COORDINATOR

Alternative 3 provides a net decrease of twc administrative
positions bv eliminating the chief ané one supervisor position.
Total employee services costs are decreased bv $159,126.

The amount of supervision at the working level is increased, but
administrative positions are decreased. In the administrative
area the maintenance operation will undoubtedly suffer sirce the
Chief oi Management will be unable to devote the same amount of
time to this area as the Chief of Maintenance presently provides.
It woulé@ be difficult to fully delegate administrative decision
making in the areas of need for immediate personnel resource
allocations, budgetary preparation and control, cost saving
opportunities, percscnnel evaluation and discipline, objective
attainment, work standards, annual work programs, complaint
resolution, and field monitoring ané assessment. Not to be
cverlcoked are the possible negative effects on employee morale
bv, in effect, asserting that maintenance is not important enough

(4)
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Arr&aint a Chled. UpLlTwiiitlics To oloiws s
ffectiveness would not be premcted since
ttention focused cn these areas wculd b=

The organization of Alternative 3 is mesn:i:

lines rather than functional lines and, =harszizr=z,
incrzase objective orienced zericrm RS
= ities ccoculd Le lncrazsed o o =h =

acoivi
acpiicaticn of emplovee services szavi:

ALTERNATIVE NO. 4 - ELIMINATE CHIEF OF MAINTINANCL, UXEATE LEAD
SUPERVISOR

Alternative 4 provides for a decreases of cone administrative
position bv eliminating the Chief of Maintenance znd upgracding
one supervisor position and four worker positions to a lead
level. It decreases the tctal emplovee serwvices costs bv
$116,836. The same disadvantages as Alternative 3 exist as far
as the amount of time available for the Chief of Management to
devote to the administrative area. This alternative does not
increase the size of the preventive maintenance crews nor give
any additional emphasis to that vital function.

ALTERNATIVE NO. 5 - ELIMINATE ONE SUPERVISOR, APPOINT ONE
SUPERVISOR TO CHIEF, ORGANIZE FUNCTICNALLY

Alternative 5 decreases the number of administrative positions by
one. It upgrades four existing positions into leadman levels.
Total ermployvee services are decreased by $110,098. Although the
savinags for this alternative and Alternative 2 are identical,
there are pronounced differences in structure.

Alternative 5 shows the distinct advantages of organizing on a
functional level. Ry giving each organizational unit specific
functions, more resources and attention will be cevoted to
achieving the objectives determined for each function without the
diversions caused by competing demands. COCpportunities for
increased efficiency and effectiveness are promoted bv functional
organization. Each unit has ‘an incentive to maximize
rerformance, and thus make its task easier. Preventive
maintenance is not increased by this alternative.

ALTERNATIVE NO. 6 - ELIMINATE TWO SUPERVISORS, APPOINT ONE
SUPERVISOR TO CHIEF, ORGANIZE FUNCTIONALLY,
SPLIT OFF JANITORIAL AND GROUNDS FUNCTIONS TO
MANAGEMENT

Alternative 6 decreases administrative positions by two. This
alternative's most distinct feature is the transfer of grounds

(3)
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and custodial perscnnel tc the Housing Management Diaision, oOne
Stock Clerk position is reassigned to the Maintenance Divisiorn,
and one supervisor position is upgraded to the Chiei of
Mainterance position. Total savings in emplovee services costs
are $155,201. ‘

Y

lternative & snows the same advantacges iam funciicnal
orcanization as Alternative 5 and, in addition, ccnsolidates ail
grounds ancé custodial functieons in the Housing Management
Division. Presently ‘all janitorial and greounds cortracis ars
administered by management, as well as supervising Zive of the

nine Maintenance Worker I/II positions that perform as grounds
workers. Transfer of the remaining grounds workers and all.
custodians gives complete responsibility and control to
management for the daily appearance of the developments.
Alternative 6 has the overall advantage of allowing the
Maintenance Divisioh to concentrate on the functions important to
maintenance, and management to devote its energies in supervising
grounds and custodial functions rather than trving to redirect
maintenance priorities. The additional supervisory duties
absorbed by management are balanced by the addition of a manager
for the new county units.

The expansion of the preventive maintenance crew from two to four
‘could be funded by this alternative through application of
employee services savings. This could help reduce costly service
calls, as well as replacement costs for building components and
equipment. ' o

A stock clerk would be transferred from the Central Services
Division to the Maintenance Division to help issue, control,
stock and perform other related functions.

C. Field Visit Surmarv

As part of its study a delegation of the Task Force (Jerry
Vickers, Acting Chief of Maintenance; Jerry Svkes, Personnel
Director; and John Harmon, Chief of Management) surveyed the
maintenance of five other comparable housing authorities.

The agencies selected were San Joaquin County Housing
Authority, Fresno Housing Authority, Los Angeles County
Housing Authority, San Bernardino County Housing Authority,
and City of Oakland Housing Authcrity. A detailed account of
each of these visits is found in attachment 5.

Of the five Housing Authorities visited, four had a
decentralized maintenance operation to some degree. Three cof

(6)
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the Zour reserved a certain amount of technical capability in
a central maintenance service group handling appliance
repair, air conditioning and/cor painting.

All Authorities with decentralized maintenance were generally

pleased with operating results. However, thev were usually
not able to produce hard statistics of perZormance for
service calls or vacancies. In the decentralized operations,

nreventive maintenance was found to suffer since it was the
lowest priority activity after emergencies, vacancies,
service calls and grounds work.

The benefits of decentralized maintenance were found to be
team building; familiaritv with the projects, reduction in
travel time and mcre involvement by area managers in setting
priorities. Disadvantages may be found in an inability to
have specialized technical proficiency at all sites, vacation
and sick leave coverage and lack of flexibility in assigning
personnel to the areas of current workload.

The Oakland Housing Authority has a tctally centralized
maintenance operation. Because of the widely scattered sites
operated throughout the city, Oakland has found a centralized
radio-dispatched operation to be most efficient. Travel time
is minimized through batching of routes work orders in
geographic zones for designated days of the.week, i.e., a
route system. True emergencies are handled immediately
regarédless of location. Advantages of the totally
centralized operation are central ccntrol, maximization of
technically qualified personnel time, and assurance that
other priorities do not pre—empt preventive maintenance
through the establishment of separate preventive maintenance
crews.

Disadvantages appear to be a lack of a sense of "territory".
by personnel, particularly, those involved in grounds
maintenance and other functions affecting the daily
appearance of the developments. If development grounds are
serviced by rotating personnel, then the responsibility for
the condition of that development is not assigned to
identifiable individuals. Overall, it appears that each
Authority has tailored the structure of its maintenance
operation to fulfill its own unique requirements and
objectives. 1In the alternatives section of this report the
appropriateness of various organizational structures is
outlined in terms of the original objectives set out for the
Task Force. In the recommendations section the detailed
reasons for the preferred alternatives of the Task Force are
discussed.

(7)
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The Task Force nas choroughly considerecd the alternatives
oroposecd and, in ract, added twc new alternatives during the

ccurse cf its study. The operations of cther agencies were
nest in the thinking of the Task Force. The
czzl v=sclieed vere the superviscry structure
and upincs of perscnnel and centralization
ars ~isn.
3_f=rnacive of Zhe Task Force is Alternative

alternative actually would establish a more
. maintenance operation for most functions, even
though it decentralizes the grounds and janltorlal functions.

A detailed discussion of Alternative 6 and suggestions for
utilization of cost savings (budget requests) is found below.
The attainment of the objectives criginally cset out by the
Task Force is addressed comprehensively through the structure
and additional positions made possible by Alternative 6.

ach of the suggested improvements is referenced by the
objective it pertains to and whether it is a budget request.

1. Reduce Administrative Positions: Objective 1

Alternative six reduces administrative positions by
eliminating two Building Maintenance Supervisors, but
does not totally eliminate close acdministrative attention
by preserving the Chief of Maintenance position. The
Maintenance Division warrants a full time, ongoing
supervisory review of its methods, costs and cperating
results. Also needed at the divisional level are budget
control and personnel management skills. It appears that
a chief level position devoted solely to maintenance
would be the minimum needed to carry cut essentlal
administrative tasks for maintenance.

2. Increase Worker Positions: Obijective 1 - Budget Request

The reorganization plan of Alternative six provides for
four new worker level positions, plus a housing manager.
Two of the workers added would be Maintenance Worker I/II
positions. One position would be assigned to the
re-established preventive maintenance crew, and one would
be assigned to groundskeeping in the new county units.

The two other workers would be Custodian I pesitions
assigned to upkeep of the central elderly commcn areas

and grounds.

(8)
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5. add Housing Manager: Opoisctlive I - Zulost PrIus
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. The Housing Manager is needed to handle new county units
coming on line during 1985, as well as existing new units
that need close attention to kxeep up the standards
promised for these pgrciects during their develorment
phase. The z2dcdition of this gCsizion will zl:30 easze tnhe

urden cn cther manacers whc‘ﬂcw share the new ccunty
units, and give them more time ¢ spend on sujervisin
their maintenance rersonnel anc monicorinc crounds -anc

" janitorial contracts. The county manaqpr would initially
have one grounds worker assigned to keep up the existing
newer units and give immediate attention to new county
units as they come on line.

9]

4. Reduce Emplovee Services Costs: Objective 2

Alternative six manages a total savings of $i55,201.
After filling all of the budget reguests stemming from
this alternative, a net savings of $22,700 is still
present. This is possible because of the sizeable
reductions in administrative costs achieved. Supervisory
lines of control are maintained bv the relatively
inexpensive expedient of designating existing positions
as lead workers. The supervisory workload is further
distributed by assigning 9 Maintenance Worker I/II
positions and 9.5 Custodians to the Housing Managers. It
is also expected that there will be some increases in
productivity due to closer superv ision and more clearlyv
defined functions.

S. Analysis of Alternative Structures: Objective 3

The various alternatives outlined previously utilize a
variety of organization structures, although the
variations are chiefly at the administrative level.
‘Alternative six builds the structure from the "bottom up"
by organizing along functioral-lines. This has the
benefit of minimizing administrative overhead since the
mission and priorities of each organizational unit are
not constantly shiftinag, but are dictated by that unit's
principal functions. This, in turn, reguires less
supervision at the administrative level since the
objectives and workload are built into the organizational
system.

(9)
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A. Grounds a2nd Janitorizil

£l)

Alternative six has tne additional a&advantage oi piacing
the grounds maintenance and janitorial functions in the
crganizaticnal unit most concerned abcut these

areas--Hcusing Management. That is not to say that
Malntenancs nEs “e:L—c*“ zhese furncticns, zut thaz thev
nave not bheen too-oriorities of “he ¥aintenance Division.
sanagers nlisto r;ca;;y neéve been i gcccuntarla Ior the
e erna1 cexd':131 of thc;: proje €. They are su;pcsed
o
14

evicting dest&uct’ve tenants, admlnlster*nc landscap
contracts, and utl‘lzlng grounds workers for litter
control and irrigation. '

However, these same grounds workers are responsible for
hauling away debris from vacant units and pest spraving.
Further, the grounds workers are part of the Maintenance
Division, even though they work under the "supervision"
of the managers. Managers do not have full disciplinary
control of these personnel, and the associated cecsts for
the activities of these personnel are not in the
management budget. A classic dilemma of responsibility
without full authority thus results.

In some areas; mainly, the new county developments (140
units on small sites), the Xennedy office (322 units on
one large and many small sites) and central elderly (952
units), there are no maintenance personnel permanently
assigned, and all supervision comes from central
maintenance with mobile crews. Therefore, a manager with
a grounds problem needing correction cannot simply direct
personnel to take care of it. The manager must call
Central Maintenance or write a memo and recquecst the
supervisor of the grounds workers to send them out to
correct the problem. The problerm may be very important
to the manager and of lesser priority to the maintenance
supervisor. The maintenance supervisor, on the other
hand, may have urgent priorities in other areas of which
the manager is unaware. What this can lead to is a ict
of administrative effort to get simple jobs done. It
also blurs the lines of responsibility and
accountability.

The same situation presently exists in the central
elderly complexes where seven custodians perform
janitorial functions. The central elderly manager has no
direct control over these perscnnel, even though he

(10)
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performs Lreguent insSpectlons ¢ assess tile conditlon of
the common areas, and, in essence, the gualitv of thelr
work., Items needing correction must ke reguested of
maintenance rather than throuagh a simple line of dirsct
instruction to personnel. Managers often feel thev must
decument these reguests with memos tce derionstrate that
thev performed their werk as far as thev coulc, Time
spert on this sort oi documentation could move nrofitaklw
be spent in direct supervision. The Task Force believes
Alternative six addresses these problems and cives mnore
direct control and accountability to managers, while
simplifving the supervisory tasks of maintenance. (See
attachment 4, organization chart, page 41.)

7. Central Maintenance Functions: Objective 3

The organization proposed in Alternative 6 for Central
Maintenance would divide the division funcdticonally into-
five units. (See Attachment 4, organization charts,
pages 41 and 42.) Each would have specified duties
without overlap into other units. - The groupings by
function make for a more natural work flow and allow each
unit to give priority to its principal mission.

a) Administration Unit

Supervising Clerk (1)
Maintenance Dispatcher (1)
Typist Clerk II (2)

Stock Clerk (1)

This unit would be responsible for receiving and
controlling all service requests from tenants. It would
also track vacancy processing and dispatch all service
calls and emergencies. All maiptenance records and
reports would be compiled by this unit. The newly added
stock clerk position would also be attached teo this unit
to insure coordination of dispatch and availability of
materials.

k) Equipment, Appiiances and Preventive Maintenance Unit

Building Maintenance Specialist (Lead) - Stationary
Engineer (1)

Building Maintenance Snecialist - A/C & Appliance (2)

Building Maintenance Specialist - Plumbing (1)

Maintenance Worker II - Appliance Helper (1)

111)
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Fuilldine LnTenance Machanio - FUevsnTooce
Ma*nteﬂanc= ()

Maintenance Woxrker II - Preventive lfaintenazces (2)
This group wculd handle all ecuipment ard arrliance
malAtenarce as well as operate the two 2-perzon
sreventive mainzznancs oraus. The tiz-li- tetweer
eguipnmenc anc oreventive maincenancs LTura2l s1nce
gocd prewventive nmalntenance will s llpment
repairs. TH s unii wcould z2lgc havs rei

nandle the maicr buiiding heating and

- found in central elderly. Service reques‘c 1nvolv1ng the
above specialized areas would be referred to this unit by
dispatch.

c) Vacancy/Contracting Unit

Building Maintenance Inspector (Lead) (1)
Building Maintenance Specialist - Carpenter (2)
Building Maintenance Specialist - Locksmith (1)
-Building Maintenance Specialist - Painter (1)
Building Maintenance Mechanic - Vacancies (1)
Building Maintenance Mechanic - Floors (1)
Maintenance Worker II - Painter Helper (1)
Maintenance torker II - Drapes & Screens (1)
Maintenance Worker I - Vacates (2)

This unit would have complete responsibility for turning
over vacant apartments. All in-hcuse skills nécussary
for this work on a routine basis are in this un.z sc
there is no dependence on other units or persorrel (such
as project-based groundsmen). All painting and cleaning
of vacant units is done on a contract basis. As handled
presentlyv, the actual contract award is handled by
purchasing, although the particular specifications and.
inspections for each job are done by maintenance.
Specification writing for other specialized jobs to he
done bv contract would also be dene by this unit.

d) Service Calls - North and South Units
North Service Unit
Building Maintenance Mechanic (Lead) (1)
Building Maintenance Mechanic /2
South Service Unit

Building Maintenance Mechanic (Lead) (1)
Building Maintenance Mechanic (3)

(12)
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e two unics wouid be radic dispatched tu service

s depending con their location. The American Piver

3 be the general dividing line with the Dcs Pios
iiousing Development included in the north area. The
calls would be assigned to each serwice unit kv lecation
and sub-assigned to particuler zones for desicnated devs

=

0f the week. This tvpe of route schedullinc s X
greazly raduce travel time and alicw more efficli=nt

cf personnel. It is estimated that average response time
will increase from 48 hours to 72 hours. Tenants would

be informed of the "service days" for their area in
advance and would, therefore, know when to expect the
rmaintenance personnel in their area. This would reduce
repeat tenant calle on the same work order. Only
emergencies would be handled out of this "service day”
sequence, and those bv the closest available personnel
through radio dispatch. '

e) Stores Function

The Central Stores program of the Central Services
Division presentlv maintains over 2,5C0 stock items
rancing from replacement parts to appliances. Most of
the fregquently used stock is of low dollar value, (i.e.,
generally under $5.00 per unit). Under the present .
svstem, all items over one dollar in value are recorded
on the work order and priced by the central stores staif.
This requires a considerable amount of staff time for
both maintenance and central services personne.l.

The proposed solution to this problem is to expand the
Maintenance Division stock area to include more high
usage, low dollar value items. All the items, including
those in the vans, would be charged +to the appropriate
maintenance cost center at the time of purchase, and
therefore, would not require identifving and pricing out
of each work order. 2all of these items, however, would
be in a secured area accessible to authorized perzonnel.
The stores censumption from this area will be cross
checked against work orders monthly for proper
‘accountability. This prccess will be Zfurther controlled
with the advent of new data processing systems planned
for Purchasing and Stores.

A stock clerk would be transferred f£rom Central Services
to the Maintenance Division to help issue, control stock
and perform other related functions. The Specialist,
Locksmith will back up the stock clerk and will be

(13)
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raspensibla for reguisiticninc neacessarv items arnd o

~
setting stock leveis. The functions will be under th
direction and supervision of the Supervising Clerk.

By expanding the Maintenance Division stock level and
charging the items directlv at the time of purchase, the
recoré “eeping requirements and time would bLe raduced Zor
maintenance and central services personnel. The time
saved will enable maintenance perscnnel =c use their time
mcre productively and will permit the stock clerk to
focus more time on distributing stock items ir & timely
manner and on assuring that stock is adequately
replenished.

8. Increased Efficiency: Objective 4
a) Prioritv Functions

Organizing along functional lines gives each

organizational unit a clear mission and the resources

‘to accomplish it. By giving priority to a few

functions, each working group can maximize its

performance and show achievement in its area of

specialization. Working in this type of environment
. promotes team building and pride in the job.

b) Supervision By Managers

By allowing managers to supervise directlyv all
grounds workers and custodians, the supervisory lines
of communication will be greatly shortened. This
will require less administrative time and supervisory
effort to give instructions to personnel regarding
cleaning and pickup of common areas and grounds.

This will allow corrective actiorn on unsightly
conditions to be handled much mere expediticusly.

c) Work Orders

Presently some work orders are written at the proiect
offices. The work orders are then performed by
site-based personnel supervised by Central
Maintenance. It is proposed that work orders not be
written at the Zield offices, but all requests for
service be received at Central Maintenance. This
prevents too many parties getting involved in
controlling the same transaction. It &also allows for
centralized control of work orders for statistical

(14)
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this manner the worklecad can L2e better balanced
betwesen busier and slcwer arsas, thus allowing
maximum utilization of versonnel. The entire process

of work% order management will be expedited bv the
introduction cf automated C3Ta DYCCRSEing FUULDmMEnT

. o~
SWe L o

TLAN

WIlNLn Tas neXT ZiX O To

trer it et e

9. Increased Effectiveness: QObieczive 4

a)

b)

c)

More Custodians

The additional personnel added by Alternative six
will provide two more custodians to assist in
maintaining the common areas of the central elderly
complexes, the central office at 630 "I" Street and
420 "I" Street, as well as three elderly nutrition
sites located in our senior housing developments.
This will result in enhanced livabilitv for our
senior and handicapped developments.

More Maintenance Workers

One oif the two additional Maintenance Worker I
positions will be used as a grounds worker on the new
county units. This will greatly assist in keeping
these projects up to the standards the community was
promised during the development of these units. This
Maintenance Worker would also have grinzr
responsibility for maintaining the landscaping on
newly constructed county units as they come into
management during 1985. The other Maintenance Worker
I will be part of the augmented preventive
maintenance crews discussed below.

Additional Housing Manager

The additional Housing Manager is critical to the
success of our new county housing units., The manager
is needed to frequently visit these sites and
identify physical deficiencies as well as precklem
tenants. Presently our six field managers, reduced
from nine in 1983, are hard pressed to keep up on
rent collections and tenant lease violations.

(15)
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QObtecrive 3

Preventive Maintenance -'is a vital ingredient in a liarge
scale housing maintenance program. HUD has long
advocated this type of prcgram and encouraceé housing
autherities to adoot one. Preventive Maintenance

~Criers <an handls many mincr deficia"cioc that, left
unccrrected, will result i' costlv, maior repairs at a
. later Cate. One exarmple is missing caulk around tubs
anc¢ sncwers, which will allow water to oenetrate anc
cause major wall damage if uncorrected. Another common

problem is dust buildup around refrigerator coils, which
causes the appliance to work eXcessively and promotes
premature compressor failure. These tvpes of
maintenance items are often unnoticed and unreported by
tenants until a major problem occurs.

It has been found that the best way to ensure that
preventive maintenance is performed is to establish
separate crews that have exclusive responsibilitv for
this work. If regular personnel have this
responsibility added to their regular duties, it
invariably takes a lower priority than vacancies and
routine service calls, and is seldom completed. Our
Maintenance Division has been operating two crews of two
personnel each up until the end of 1983. With this
staffing level it was possible to inspect all of our
units on an l18-month cycle, close to the desired annual
cycle. 1In 1984, as an economy measure, it was necessary
tc reduce the Preventive Maintenance Program to one crew
(two personnel). This stretched the inspection cvcle to
three vears, far from the ideal of annual visits.
Alternative six would restore preventive maintenance to
its 1983 level and enable this excellent program to
provide its-many benefits. .

(16)
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The savings and costs of alternative 6 is recapped helow. (A
Gescription of Alternative 6 is within attachment-4.)

cevelopment.

Additional indirect savings are anticipated through increases in
productivity. By the addition of two Custodians, a minor
increase in janitorial supplies cost is expected.

The re-establishment of two preventive maintenance crews (up from
cne in 1984) shculd aid in avoiding ccsts from deferred
maintenance items and undetected tenant damages. Please see
chart on following page.

) (17)
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ALTERNATIVE NO. &

Standard Savings

Eliminate two Superviscr positicns $63,066
~ - ‘

. L/,}.LB

AGE twe ‘lead Mechanics (2,404
11,033

{2,521

Add two lsad Specielists

1A=

(‘:.,LJ-'

SAVINGS OF ALTERNATIVE NO. 6

TOTAL SAVINGS CF ALTERNATIVE NO. 6

Budget Requests for Utilization of Savings-

- Add two Custodian I positions $32,032
13,774

Add two Maintenance Worker positions 36,192

' 15,563

Acd one Housing Manager position 25,896
9,064

TOTAL BUDGET REQUESTS FUNDED BY ALT. NO. 6

NET SAVINGS OF ALTERNATIVE NO. 6

POLICY IMPLICATIONS

The actions proposed in this staff report are consistent with

previously approved policy.

)
)

'

)

RSy
Pl

(base »nav)

(benefits).

{pase zav)

{(benni

(base zay)

(benefits)

(base pay)
(benefits)
(base pay)

$ 82,964

$155,201

(benefits)‘

$132,501
$ 22,700

A major change in the organization of structures of the Hcousing

Management and Maintenance Divisions are proposed.

There are nc new personnel classifications being created by this

reorganization.
the five new positions.

Existing classifications will be used to £ill

(18)



SACRAMENTO HCUSING AND REDEVELOPMENT AGENCY

LUl Serbe s 2 UND
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following items pe impiemented at thi

-

1. Eliminate one Drapery Specialist and one Inspector
position. These have been vacated by retirements.

2. Appoint Acting Chief of Maintenance to the permanent
Chief's position to provide stability and continuity
cduring the reorganization.

3. Eliminate one Building Maintenance Supervisor position

vacated by appointment of Chief of Maintenance position.

4. Transfer function of issuing expendable stores from
Central Services to Maintenance Division.

5. There are a number of minor but beneficial procedural

changes in operating methods that will not have a budqpt

impact and could be implemented without delay.
Authority to implement these changes, consicstent with
the reorganization plan, is herebv requested.
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Sacramento Housing anc
Reqevelopment Agency

"It is recommended that :the folleowinc items e implemenzed in
conjunction with the approval of the operating budget for the
calendar year beginning January 1, 1985:

1.

o
0

Contact

Acdc one Housing Manager ‘position to be assigned to new
Countv units.

Transier eight (8) Maintenance Worker I/II, six and
one-half (6 1/2) Custodian I, 2rné gne Cusicdian II
positions from the Maintenance Divisicn tc the Housing
Management Division.

Eliminate one remaining Building Maintenance Supervisor
position. ‘

Add two (2) Maintenance Worker I positions. One
position would be placed in a preventive maintenance
crew and the other assigned to the new County units.

Add two (2) Custodian I positions. These would both be
assigned to Central Elderly developments.

Respectfully submitted,

W N &

WILLIAM E. EDGAR
Executive Director

Person: John E. Bridges

(20)



RESOLUTION NO. SHRC-

ADOPTED 8Y THE SACRAMENTO HCUSING AND REDEVELOPMENT COMMISSION UNDER THE
AUTHORITY DELEGATED TO THE COMMISSION PURSUANT TO CALIFORNIA HEALTH AND SAFETY
CODE. SECTION 33202 8Y RESOLUTION NO RA 81.083 ADOPTED 3Y THE REDEVELOPMENT AGENCY
OF THE CITY OF SACRAMENTO ON OCTOBER 20. 1981, AND 8Y RESOLUTION NO. RA-83 ADOPTED 8Y
THE REDEVELOPMENT AGENCY OF THE COUNTY OF SACRAMENTO ON OCTOBER 27, 1981. ANO PUR-
SUANT TO CALIFORNIA HEALTH AND SAFETY CODE SECTION 34292 BY RESOLUTION NO. HA 81-098
ADOPTED BY THE HOUSING AUTHORITY OF THE CITY OF SACRAMENTO ON OCTOBER 20. 1981, AND
BY RESOLUTION NO. HA-1497 ADOPTED BY THE HOUSING AUTHORITY OF THE COUNTY OF SACRA-
MENTO ON OCTOBER 27. 1981,

ON DATE OF

RESOLUTION AUTHORIZING EXECUTIVE DIRECTOR
TO IMPLEMENT MAINTENANCE REORGANIZATION PLAN

WHEREAS, the Executive Director has submitted a staff
report dated August 28, 1984, prepared by a Task Force composed
of key management staff and said report recommends a reorganiza-
tion of the Maintenance Division and restructuring of its func-
tions; and

WHEREAS, the Sacramento Housing and Redevelopment Commis-
sion has reviewed this staff report dated August 28, 1984 and
accepts its findings and conclusions; and

WHEREAS, the Sacramento Housing and Redevelopment Commis-
‘sion is desirous of implementing this reorganization at the
earliest opportunity to benefit housing operations from its
savings and anticipated increased effectiveness.

NOW, THEREFORE, BE IT RESOLVED BY THE SACRAMENTO HOUSING
AND REDEVELOPMENT COMMISSION:

Section 1. That the Executive Director is hereby author-
ized to implement the reorganization plan for the Maintenance
Division pursuant to the staff report of the Maintenance Task
Force dated August 28, 1984; and, in particular, to take the
following actions in the indicated time frames:

A, Actions to be implemented immediately:

1. Eliminate one Drapery Specialist and one
Inspector positions. These have been vacated
by retirements.

2. Appoint Acting Chief of Maintenance to the

permanent Chief's position to provide stability
and continuity during the reorganization.

(21)
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Actions to be incorporated 1in
and implemented in January 1, I¥

1.

£liminate one Buildifdg Mgintenand<s Suparvisac
position vacuated by uppolintment Sf Jhlel Of
Maintenance position.

Transfer function Of [$3uUing 2XDendinlo 3TITES

from Central sServices to dMalntenallce Jivisliin.

Implement minor but beneficial procedural
changes in operating methods, consistent with
the reorganization plan, that will not have

a budget impact and could he inplemenzad
without delay.

2

he 12

oz

5 oGudzet Aporov.al

Add one Housing Manager position to be assigned
to new County units.

Transfer eight (8) Maintenance Worker [/II, six
and one-half (6-1/2) Custodian I, and one (1)
Custodian II positions from the Maintenance Divi-
sion. to the Housing Management Division.

Eliminate one remaining Building Maintenance
Supervisor position.

Add two Maintenance Worker I positions. One
position would be placed in a preventive mainte-
nance crew and the other assigned to the new
County units.

Add two Custodian I positions. These would both
be assigned to Central Elderly developments.

CHAIRMAN

AGENCY CLERK

(22)
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SACRAMENTO dOUSING AND REDEVELCPHMENT AGENTY @/7(?1‘

ATTACA TN
June 14, 1984
TO : Department Heads, Division Chiefs, Program Managers and
rployees of the Housing Maintenance Star:
FRCM : William H. Edgar, Executive Director
SURJECT : Maintenance Division
As vou recall, when Bud Laurin retired as the Agency's Maintenance Chief, I

arpointed Jerry Vickers to succeed him in an acting capacity effective April
14, 1984. Since that time, Jerry has been doing a fine job and his efforts
have been recognized and appreciated.

However, as we all know, fimds for housing maintenance have &windled and we are
required to investigate and review all possible efficiences in every facet of
the Agency's cperations in order to insure the contimued high quality of ocur
services.

In this regard, I have taken the following action:

1. The recruitment process for the new Chief of Maintenance has been
suspended for a period no later than January 1, 1985. Jerry Vickers
will continue to serve in the acting capacity cduring this pericd, and
I assume, will contimue to excel in these responsibilities as he has
in the past. ‘ .

2. A task force consisting of the following pecple has been established:

John Bridges, Director of Housing (Chairperson)
Jexrry Vickers, Acting Chief of Maintenance
John Hammon, Chief of Housing Management

Terry Wolford, Finance Director

Jexry Sykes, Persormel Director

. L] . . .

The purpose of this task force will be to take acdvantage of this
opportunity in order to review and analyze the staffing, structure
and cperation of the Maintenance Division.

The task force will have the responsibility of preparing a final
report and recammendations as to the future organizational and -
functional structure and cperation of the Maintenance Division.
This final report will be prepared bv the end of Auqust, 1984 in
time to be includ:d in the normal budgetary process.

(23)
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Memo Re: Maintenance Division
rage Two
Jure 14, 1984

The primary cbjectives cf the above menticned study will Le:
1. To decrease the mumber of administrative positions and to increase
the number of Maintenance Worker positicns in order to provide more
consistent and a hicher level of £ield service tc cur clientele,

2. To decrease the overali =rplovee services costs Zcr the Hcu cusing
Department in order to zchisve or approach budgetary self-sufiiciency.

The study will review, but not necessarily be limited to the following orgamza
tional structures:

ALTERNATIVE NO.

(I

Status Quo

ALTERNATIVE NO. 2 -

1. Elimination of one (1) Building Maintenance Supervisor position.

2. Appointment of one of the current Building Maintenance SU;:emsors
to the Chief of Maintenance position.

3. Utilization of a portion of the savings to create additional worker
positions.

ALTERNATIVE NO. 3

1. Assigmment of the administrative responsibilities of the Chief of
Maintenance to the Chief of Housing Management.

2. Creation of a Building Maintenance Coordinator position.

3. Elimination of the Chief of Maintenance pos:Lta.on and the two Building
Maintenance Supervisor positions.

4. Establishment of an organizaticnal structure with additional lead

levelsmordertoreducethesoopeofazpernsorsreqm.redfran
the administrative levels.

5. Utilizationu of a portion of the savings to create additional worker
positions.

(24)
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SACRAMENTO HOUSING AND REDEVELOPMENT AGENCY

Memo Re: Maintenance Division
Page Three
Jure 14, 1984

ALTERNATIVE NO. 4

1. Assigmment of the administrative responsibilities of the Chief of
Maintenance to the Chief of Housing Management.

2. Elimination of the Chief of Mainnenance Fosition.

3. Creation of a lead Maintenance Surervisor position.
I would appreciate your assistance in helping make the study a thorough and
thoughtful review and analysis of the existing system by cooperation with all
of the employees involved.

If you have any questicns, please call me.

L9 e H ;Lf 44

WHE/drn

(25)
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2, i984
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Z. climination i the

Rridges, Director of Housing 5;2

Chief of Maintenance Fousiticha.

3. Creation of a lead Maintenance Supervisor positicn.

ALTERNATIVE NO. 5

L. Eliminacion oI one

2. Appointment of one
supervisors to

3. Establishment of an
tiondl lead levels

Seillding Maintenance Suparvisor position.

of the current Building Maintenance

2 Chief of Maintenance position.

organizational structure with addi-
arranged on a functional basis to

reduce the scope of supervision required from the admin-

istrative levels.

4. Utilization of a portion of the savings to fund additional
compensation for additional lead levels established by
upgrading existing positions.

DEFINE MEANS OF ACCOMPLISHING MAINTENANCE FUNCTIONS WITH

PRESENT OPERATING SYSTEMS

The study will examine

the following maintenance functions

to define present operating systems:

1. Administrative

a. Budgeting/Financial Control
b. Personnel administration
c. Goél setting/monitoring

d. Development of

procedures

e. Policy recommendations
f. Organizational structures/lines of authority.

2. Service Calls

a. Processing flow

b. Volume/categories
c. Response times/backlog

d. Costs

e. Measuring effectiveness

(28)
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July 2,
Page 4

1984 (ravissd)

Zzrnergency Calls

a. Processing flow

b. Volume/categories

c. Response time/backlog (if any)
d. Costs

e Measuring sffsctiveness

Janitorial Ssrvices

a. In-house/scheduling
b. Contract

c. Costs

d. Measuring effectiveness

Grounds Maintenance

a. Project-based/mobile staff
b. Duties

c. Contracts

d.  Costs

e. Measuring effectiveness

Preventative Maintenance

a. Need for

b. Scheduling

c. Tasks performed

d. Contracts

e. Costs

f. Measuring effectiveness-

Vacancy Processing

a. Recording/controlling

b. Contractor painting and cleaning
c. In-house work/inspections

d. Turnover time

e. Costs

Special Functions and Projects

a. Categories

b. How performed

c. Costs

d. Evaluation of necessity

——

(29)
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2, 1984 (revised)
5
9. Purchasing/Stores
a. Organizational structure and staffing
b. Volume of transactions
c. Means of controlling inventory
@, Disbursement ¢f pazts éend zuuni.as
10. Apoliancsas
a. Pickup and delivery
b. Cleaning
c. Repair
L3
11. Specialist Classes
a. Crafts categories
b. Union limitations
c. How work assigned
12. vehicle maintenance
a. Servicing and records
b. Inspections and safety
¢c. Towing and repair
STUDY OTHER HOUSING AUTHORITIES FOR COMPARATIVE PURPOSES .

TO DEVELOP AND ASSIST IN EVALUATING ALTERNATIVES

1.

To accomplish the above a committee of the Task Force
will visit five other Housing Authorities. The Agencies
selected are San Bernadino, Fresno, San Joaquin, Oakland,
Los Angeles County. ' .

The agencies selected will be studied in each of the
categories specified in Task #2 above.

In forming a description of the means of accomplishing
maintenance functions, the following data will be sought:

a. Total cost per unit of accomplishing all maintenance
functions and by category identified in Task #2.
Billable rates versus actual.

b. Organizational structure and function including
organization charts and job description.

(30)
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July 2, 1284 (revised)
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c. Measures of effectivaness for varicns functions.
d. Forms and procedures
e. Data processing systems and procedures.

v, DRAFT PRELIMINARY AND FINAL REPORTS WITH RECOMMENDATIONS
ON MEANS OF ACHIEVING OBJECTIVES

1. Identify likely alternatives.
2. Discuss pros and cons of each.
»

3. Identify preferred alternative and give reasons for
recommendation.

V. PRESENT TO HOUSING COMMISSION AND GOVERNING BOARDS FOR
ACTION AND APPROVAL

VI. SCHEDULE OF WORK

1. }nitial meeting June 19, 1984 (Week 1)
a. Discuss purposes
b. Make assignments
c. Outline Scope

2. June 25, 1984 (Week 2)

a. Examine present maintenance operations
b. Review Draft of Scope of Study

3. July 2, 1984 (Week 3)

a. Complete examination of present operation
b. Final Scope of Study presented

4, July 9, 1984 (Week 4)

a. Visit Oakland, Fresno, San Joaguin
b. Compile data

5. July 16, 1984 (Week 5)
a. Visit Los Angeles County, San Bernadino County

b Compile data

(31)
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July
rage

VII.

2 I
7

following areas of concentration were assigned:

-

Terry Wolford: Review financial data and projectéd

cost savings.

Co-ordinate with Unions and advise

Task Force on collective bargaining

1939 (revised)
6. July 23, 1984 (Week 6)
' a. Analyze data collected
b. Begin draft report
7. July 30, 1984 (Week 7)
a. Review/revise draft report
b. Prepare final report
8. August 6, 1984 (Week 8)
a. Present final report
THE TASK FORCE ASSIGNMENTS
The
1.
2. Jerry Sykes:
issues.
3. John Harmon/
Jerry Vickers:
4,

John Bridges: Chairperson to co-ordinate Task

Prepare draft and final reports.

Force activities and conduct meetinga.
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ATTRCEMENT 2
MAINTENANCE STUDY

COSTS/SAVINGS BY ALTERNATIVES

There will be a standard annual savings for the following elimination of positions
and reassignment of positions regardless of which alternative is adopted:

Eliminate one drapery Specialist position’ $26,458 (base pay)
11,376 (benefits)
Eliminate one Inspector position 26,458 (base pay)

: 11,376 (benefits).
Reduction in o'head charges for Stock Clerk 19,443 (85% of emp.serv.)

Add one Stock Clerk (15,996) (base pay)
' . (6,878) (benefits)
Standard Anmial Savings $72,237

ALTERNATIVE NO. 1

Status Quo
Standard savings : $72,237
244 two lead Mechanics $(2,404) (base pay)

(1,033) (benefits)
Add two lead Specialists (2,646) (base pay)

(1,137) (benefits)
COST OF ALTERNATIVE NO. 1 $(7,220)
TOTAL SAVINGS OF ALTERNATIVE NO. 1 $65,017
ALTERNATIVE NO. 2
Standard savings . $ 72,237
Eliminate one Supervisor position $31,525 (base pay)

13,556 (benefits) .
Add two lead Mechanics (2,404) (base pay)

(1,033) (benefits)
Add two lead Specialists (2,646) (base pay)

_(1,137) (benefits)

SAVINGS COF ALTERNATIVE NO. 2 $ 37,861
TOTAL SAVD!S ’CF ALTERNATIVE NO. 2 ‘ $110,098.
(33)




ALTERNATIVE NO. 3

Standard Savings

Eliminate i Chief of Maint. gosition
Eliminate two Superviscr positicns
Add one Maint. Ccordinator position
24 two lead Mechanics

ACd two legd Specialists

SAVINGS OF ALTERNATIVE NO. 3

TOTAL SAVINGS CF ALTERNATIVE NO. 3

ALTERNATIVE NO. 4

Standar‘d Savings

Eliminate 1 Chief of Maint. position
Add one lead Supervisor position
Add two lead Mechanics

Add two lead Specialists

SAVINGS OF ALTERNATIVE NO. 4

TOTAL SAVINGS (F ALTERNATIVE NO. 4

ALTERNATIVE NO. 5

Standard Savings

Eliminate one Supervisor position
Add two lead Mechanics '

Add two lead Specialists

SAVINGS OF ALTERNATIVE NO. 5

TOTAL SAVINGS GF ALTERNATIVE NO.. 5

$37,31s ibase cay)
16,260 (penetits)
63,066 (base pay)
27,118 (benefits)
(35,069) (base pay)
(15,080) (benefits)
(2,404) (base pay)
(1,033) (benefits)
(2,646) (base pay)
(1,137} (benefits)

$37,814 (base pay)
16,260 (benefits)
(1,577) (base pay)
(678) (benefits)
{2,404) (base pay)
(1,033) (benefits)
(2,646) (basé pay)
(1,137) (benefits)

$31,525 (base pay)
13,556 (benefits)
(2,404) (tase pay)
(1,033) (benefits)
(2,646) (base pay)
(1,137) (benefits)

$ 72,237

$ 86,887

$159,126

$ 72,237

$ 44,599

$116,836

$ 72,237

$ 37,861

$110,098
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ALTERNATIVE NO. 6

Standard Savings , $ 72,237
Eliminate two Supervisor positions $€2,066 (base cay)
’ ‘ ‘ 27,118 (benefits)
234 two lead Mechanics (2,404) (base pay)
(1,033) (benefits)
Add two lead Specialists (2,646) (base pay)
_(1,137) (benefits) ‘
SAVINGS OF ALTERNATIVE NO. 6 $ 82,964
TOTAL SAVINGS CF ALTERNATIVE NO. 6 ‘ $155,201
(35)
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HOUSTIG IAINTENAICE DIVISION

ALTERNATIVE 110, 1

STATUS A0

Bu1 tdny maintenance
Suy a2pvisor

(1) i

Bui lding taintonance
Mechanic - Lou Rios
(i)

Building tainkcnance
Machanic - River Caks

(1.

— ORGANIZATION CHART
1
Chief of Maintenance R
Building Maintenance (1)
Supervisor I
Maintenance Dispatcher Supervising Clerk
1 1)
I
Building Maintenance Preventive Typist Clerk I/II
Inspector Maintenance Crew (2)
(2) |
Building Maintenance
Maintenance Specialist teechanic — -
(Carpenter) | (1) Building Maintenance
(2) I Mechanic
{(n
Maintenance Worker II
Maintenance Specialist | | (1)
(Painter)
(1) Maintenance Worker II

Maintenance Specialist
(Plumber)
(1)

Maintenance Specialist
(Stationary Engineer)
(1)

(Air Conditioner &:Appliance) .

Maintenance Specialist

(2)

Maintenance Specialist
(Drapery)
(1)

(9€)

Maintenance Specialist

Maint. Div. Totals

(s)

Building *aintenance
Mechanic - tka Helvetia

Maintenance Worker I
(2)

(1)

Custodian II

Custaiian 1
)

{1)

Under Supcrvision of Management ]

{Locksmith)
1)

Qurrent Positions

tanagement Div. Totals

44.0 (1)

Current Positions 5.3

{ ) = Denotes number of positions

(3

Maintenance Worker IIT

Maintenance Worker 1

‘fiintcnance Worker 11
)

Custoxlian I
{.5) (Vacant)

49.5
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HOUSING MARNTENANCE DIVISION
ORGANIZATION CHART

Chief of l-?lnt.enmm
(31

ALTERNATIVE N0, 2

L

Supervising Clexk
' (1)

Typist Clerk I/II
2)

Maint. Division ‘fotals
" Current Positions

Hanagement Div. Totals
Current Positions

(LE)

43.0

Bldg. Maint. Supexvisor
(1)

- |
Maintenance Dispatcher
(1)

Bldg. Maint, Specialist

Stationary Engincer
A/C & pppl.
Plumber
Painter
Carpenter
Screens/Drapes
Locksmith
9)

Preventive Maint.
Crew

Maint, vorker II
(5)

8ldg. Maint. Mech.
(1)

Bldg. Maint. Inspector
(2)

Maint. Worker II
0}

Bldg. Maint. Mechanic
(10)

Maint. Worker I
(2)

Qustodian II
(1)

Custodian 1
161

Elimination of one (1) Building Maintenance Supervisor position.

Appointment of one of the current Building Maintenance Supervisors
to the Chief of taintenance positian.

I Under Supervision of Hanagament ]

Haint. Worker [IT  Maint. wWorker II
(1) (1)
Maint. worker I Qustedian 1
(3) (.5) (Vacant)




Assigninent of the adinistrative responsibilities
of the Chief. of iaintenance to the Chief of

Housing lanagament.

Creation of a Building Maintenance Coordinator
position.

zliinination of the Chief of Maintenance posicion and
the two duilding Maintenance Supervisor positions.

HOUSING MAINI'ENANCE DIVISION
ORGANIZATION CHART

Chief of Mgmt. and Maint.

L

Maintenance Coordinator

Bldg. iaint. Mech. Bldg. Haint. Mech.

{Iead - North) (Lead - South)
1) ) a) -
| I
Bldg. Maint. tech. Bldg. Maint. Mech.
(4) (4)
I |
Maint. Worker II Maint. Worker II
3) 2)
I L

Haint., Worker I Maint. Worker I
(1) (1

liaintenance Division Totals
Current Positions 42.0

i“anagesrent Division ‘Jfotals

Lurrent Positions 5.5

47.5

(8€)

(1)
Maint. Dispatcher Custodian 11X Supervising :tacrk
1) 1) (1)
Custodian I Typist Clevy II
(6) )

RUVEINCIVE NO. s

f]

]

Preventive daintenance Crew

(1)

Bldg. Maint. Mechanic

1

(1)

Maint. Worker 11

.

dldg.

i lt. UiexCiaiist

Ueientiony Enfiliced

tlcad)
)

]

.

L. Sn-Clalist
HC 8 Aopai.

IRt Vel y

cagnter

L) e

Vo et s fDEbiaes

vl smaeh

1)

(AT TR { FiY VE VRN 4

Urdur Swpacrvasion of Managosest ]

S e R

Maint. Worker 111
(1)

Maint. Worker 1
{3)

Maant.

warher 11
(1

Qustealia: 1

(.5)

tVac.out)

|
!
——



Supervising Clexk °
- (1)

HOUSING NMAINIENANCE DIVISION

ORGANIZATION CHART

Chief of Management |

and Maintenance

|

Typist Clerk I/II
(2)

Bldg. Maint. Supervisor
(Lead)
(1)

ALTEINATIVE D), 9

ifaintenanc.: Disoatcher

(6€)

Bldg. Maint. Supervisor
.y

[

Bldg. Maint. Specialist

Statiocnary Engineer

A/C & Appl.
Plumber
Painter
Carpenter

Screens/Drapes
Locksmith .
9)

Preventive Maint.
Crew

Maint. Workcr [1
(5)

81dg. Maint. Mech.
(1)

Maint. Worker I
2)

]

Maint. worker I1

Bldg. Haint. Inspector
(2)

(1)

Custodian II
(1)

Bldg. Maint. Mechanic
(10)

-

w

Assignment of the administrative responsibilities of the Chief of Maintenance

to the Chief of Housing MHanagement.

Elimination of the Chief of Maintenance position.
Creation of a lead Maintenance Supervisor position.

Custodian I
(€)

(n

Muintenance Division Totals

Current Positicns 43.0

Managesment Division ‘lotals

Current Positiuns 5.5

18.5

r under Sugervision of l»\sxnagu'u:ntl

Maint. “oiker ITI
(1)

Maant. sorker 11
)

Maine. vanker 1
t3)

Custuadlan 1
{.5) (vacant)




HOUSING MAINTENANCE DIVISION
ORGANIZATION CHART

. Chief of Maintenance

ALTERNATIVE NO. 5

-

Supervasing Clerk -
(1)

Bldg. Maint. Mech.

Typist Clerk II
(2)

(1)
T
minw\anct:ll))ispatcrm Bldg. Maint. Supervisor
1) - .
I” I I
1. - 1
Custodian II Bldg. Maint. Specialist Bldg. Maint. Inspector Bldg. Maint. Mech.
(lead) (1) 1 Stationary Engineer {Lead) (1) {Lead-North) (1) (Lead-South) (1)
I (Lead) (1) [
CQustodian I Bldg. Maint. Specialist Bldg. Maint. Specialist L Bldg. Maint. Mech.
(s) 1 A/C & Appl. (2) Carpenter {(2) 3) 3)

|
Bldg. Maint. Mech.

—

Bldg. Maint. Specialist
Plumoer (1)

Bldg. Maint. Specialist
Locksmith (1)

Maint. Worker II
(1)

(1)

Maint. Worker II

I

- Maint. Worker II
Appliance Helper (1)

Bldg. Maint. Specialist
Painter (1)

Preventive Maint. Crew

Bldg.-Maint. Mech.
(1)

Maint. Worker II
(1)

Bldg. Maint. Mech.
Vacancies (1)

Bldg. Maint. Mech.
Floors (1)

tlaintenance Division Totals

. Qurrent Positions 41.0

Management Division 1otals
Cutrent Positions 5.5
46.5

Maint. ‘Wiorker 1I

Painter Helper (1)

Maint. Worker II

Drapes & Screens (1)

(1)

Maint. Worker I

Maint. Vorker I
(1)

I Under Supervision of Managem:nt I

]

Maintenance Workcr 111
)

Maintenance Worker [
(3)

Maintenance torker II
(1)

Qustedien I
{.5) (Vacant)

1. Eliminate one (1) Building Maintenance Supervisor position.
2. Eliminate two (2) Specialists positions (drapes, inspector).

(Ot'.)

Create four (4) lead person positions.

3. Appoint one of the current Building Maintenance Supervisors to the Chuef of Miintenance.




MOUSING MAINITNANCE DIVISION

ORGANTZATION QIART

Chief of Maintenance
m . I

Clerical/
Stores

Supervising Clerk

(1

Maintenance Dispatcher
1%

Typist Clerk II

— (1)

(Tv)

(2)

Stock Clerk

Maintenance Division Totals

Bquipment/
Appliances/
Preventive

Maintenance

ALTEIGATIVE 1)

Scrvice Calls/
Bn:rgencies/
R Dispatch
{Horth Area)

6

Service Ca lb

Brergencies/
Radio Dispatch
(South Arca)

Lead
Bldg. Maint. Specialist
Stationary Engineer
n

Lead

lcat #)-tlorth

Lead #2-South

Bldg. Maint. Specialist
A/C & Appl.
o {2)

Bldg. Maint. Inspector [ Bldg. Muint. Mech. Bldg. Maint. Mech.
(1) (1) (e )]
Bldg. Maint. Specialise | Bldig. Miint . Mach. Bldg. Maint. Mech.

Carpenter (2)

Bldg. Maint. Specialist
Locksmith (1)

Bldg. Maint. Specialist

Plunber
(1)

Bldg. Maint. Specialist
Painter (1)

Maintenance Worker II
Appliance llelper
(1)

Current Positions 31.0
New Position 1.0
Reassigned Position 1.0

33.0

*rransfer of Stock Clerk

Preventive Maint. Crew

Bldg. Maint. Mech.
(2)

Maint. Worker II
(2)

Bldg. Maint. Mzch.
vacancies (1)

{2)
(D.R. /a1 ly)

. (3)
{R.O. /M. H./aity)

Bldg. Maint. Mech,

Floors (1)

Maint. Worker 11
Painter Helper (1)

**One new Maintenance Worker I position

Maint. Worker 11
Drapes & Screens (1)

Maint. worker I
Trash/Lawns/Vacates (2)**

]

Assiginent of responsibility for growsis and
custoidial workers and funs:ticns to Chief of

Managanent.,

Elinunation of two Building Miintenance
Supervisor positions and Building Miintonanc:
Inspector and Drapery Spisiialist,

Appoinunent of one of the current Building
Maintenance Supervisors to th: Quief of

Maintenance position.

Establisteent of an organizational stiw:ture
with additional lead levels arcangaal on o
functional basis to reduce the sogpx: of

supervision.

Additron of two custodians for Central Elderly
and Lwo Miintenance Worker 1/11 positions.

Meassigicent of storekeeping function Lo
expankiable itans to the Miintuiane Division
and transfer of one pasition.




1. ‘Transfer of 15.5 maintenance personnel in
grounds and custodial functions.

2. Addition of three {3) new maintenance

positions.

3. Addition of Housing Manager for new county

.

HOUSING MANAGEMENT DIVISION
ORGANTZATION CIIART

Chief of Housing Management

ALTEIGINTLVE NO. 6

units. R -
Housing Management Coordinator .
- —1
rd / ' ™~
River Oaks New Helvetia /s wios N Coonty
449 Units 380 Units 367 units {140 imies
( (+160 1385)
\ \ ’
o / /
-1 I

Housing HManager
(1)

Housing Manager
(1)

Housing Manager
(1) '

Housing Manager
(1)

Hous vy Manager L Hous Lng tanager
(1) n
L.

tlousing Management

Housing Management

Housing Management

Housing Management

Mainvenance
worker 1/11 (1)

Housing Managament

L

C}érk (2) Clerk (2) Clerk (2) Clerk (3) Cleck 42)
Maintenance Maintenance Maintenance Custodian II Maintcnance
vorker I/IXI (3) Worker I/1I (2) |1 Worker I/II (1) {Lead) (1) worker 1711 (2)
[
Housing Management Grounds and stt(:ta)d;.)an I
Common Area Maintenance Central Maintenance Functions ) « Total Maintenance Positions Wasud in

Litter control; leaf removal
Sprinkler repair (except mains)

Floor waxing, vacuuming
Graffitti removal
Rastroam cleaning

laundry roam cleaning
Rain qutter cleaning

WV O d WA -
s s e s s e e

Fence repair

(z9)

Garbage bin cleaning and spraying

Extraordinary maintenance
Preventive maintenance
Building systems

A/C & heating repairs
Fence construction

O IOV & b N =

All service calls (interior unit work)
Vacancy debris removal and pest spraying

Floor and carpet repair and installation

liousing Managenment

Maintenance Worker I/II 4.0
Custodian IT (lead) AU
CQustadian I Bt

lelt



ATTACHMENT S - ﬂ}

BACKGROUND - FIELD VISITS

san Joaguin County Housing Authority

Administrative

The San Joacuin Countv Housing Authority owns 1,113 convenzicanal
public housing units and manages and maintains 180 units of
privately owned Section 8 housing. The maintenance operation

is completely decentralized with all staff based and supervised
at the field office level. All maintenance personnel are thus
directly under the supervision of project managers. A Technical
Director who primarily handles modernization and new construc-
tion activities 1is available for technical assistance to
maintenance if needed. There is not aChief of #aintenance.

Service Calls

The Authority does not keep centralized records of service
calls by total number or by category. All maintenance personnel
are generalists and can respond to any type of call. If

beyond the skill level of available personnel, calls are
referred to outside contractors. : '

Emergency Calls

The answering service for the Housing Authority screens calls
to determine if they are truly of an emergency nature.
Electricity outages, gas leaks and roof leaks are considered
emergencies. A stopped-up toilet is not considered an
emergency. A maintenance man for the area of the call is
contacted by the answering service. Personnel are paid
double time with a two hour minimum. No standby pay is
provided, but those subject to call take Authority vehlcles
to and from work on a daily basis.

Janitorial

Janitorial services for offices and common areas are performed
on a contract basis. Vacant unit cleaning and the common
areas of one building. are performed by in-house labor.

Grounds Maintenance

All grounds maintenance is performed by project-based staff.
The Authority is in the processing of installing automated
irrigation systems. Persons doing community;service work
in lieu of jail time are used to assist in letter clean-up.
Two standard colors are used for buildings to simplify
painting out graffitti and touch-up work.

Preventive Maintenance

Preventive maintenance is performed as needed through work
orders. There is not aregular schedule or overall plan for this.
Preventive maintenance is performed by regular maintenance
personnel as time permits. . (43)




San Joaguin County Housing Authoritv (continued)

Vacancy Processing

All vacancy work is done in-house. Area managers are responsible
for controlling this function.

Extraordinary Maintenance

Extraordinary mainteriance is performed as determlned by the
area managers.

Purchasing/Stores

The purchasing unit is part of the Finance.Department. Purchases
up to $2,500 are approved by the Purchasing Acent:; 32,300 to
$5,000 by the Executive Director and over $5,000 bv the Commis-
sion. A perpetual inventory with stock numbers is used. The
Authority is in the process of establishing a central stores

area for inventory. The manager and the maintenance foreman

for the area sign each stores requisition. Thirty-five (35)

open purchase orders are used, based first on proximity to

the projects and second, on price. Each open purchase order

can be used by only one person and has a single purchase limit
of "$250.

Aggliances

The Housing Authority does not supply refrigerators except to
elderly tenants. It does not supply washers and dryers in
handicapped units. Refrigerators and stoves are pulled

- from vacancies to prevent theft. All cleaning and repair

is done in-house. :

Specialist Classes

The Housing Authority has no craft classifications for its
maintenance personnel. Definitions of classifications are:
Maintenance Specialist II - a mechanic, does all types of
work; Maintenance Specialist I - primarily a painter, does
other semi-skilled work; Maintenance Worker II -'a "glorified"
laborer, works on vacancies, irrigation; Maintenance Worker I
- a laborer does grounds and custodial duties. Personnel

are allowed to work out of class up to six weeks without
additional compensation. This is justified as a "training
-opportunity”. The employees are represented by collective
bargaining.

Vehicle Maintenance

The Housing Authority notes that one side benefit of de-
centralization has been a reduction in the size of their
vehicle fleet from 48 to 38. All vehicle maintenance is
contracted to be performed during off-work hours.

-

(44)
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San Joacuin County Housing Authoritv (continued)

Safety inspections are performed by the driver
Personnel are allowed to pick the type of vehic
vtilize. Retirement of vehicles is olanned for
100,000 miles, A vehicle in fundamentally zeood
for retirement will heve a new engine in=tal

another three years.

1
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BACKGRCUMD ~ FIZLD VISITS

Fresno Housing Authority

Al y Qe -
Acmiraseratie -

The Fresno Hcusing Autherity has 1300 conventional units and four
administrative operating departments. The maintenance division is
decentralized into six. separate, functional units. One unit perfomms a
central maintenance function and only provides select services for repairs
to appliances and is under the directicn of the maintenance ccordinator.
The remaining five wmeintenance units are under the directicn oI the five
area housing rmanacers. Emplovees are assigned o work in a sslect
gecgraphical hcusing area. The mainterance division has a total of 67
positicns with each melntenance unit consisting of mairtenance supervisors,
maintenance mechanics, technicians and trainees.

Sexrvice Calls

Service requests are received at each of the five area housing offices and
work oxrders are prepared by the clerks and dispatched by the maintenance
supervisor assigned to that maintenance unit. When the request requires
the services of the central maintenance unit, the work order is forwarded
and an employee is dispatched by the maintenance coordinator. No records
are compiled for mumber of work orders campleted or backlog of work orders.

Emergency Calls -

Emergency on call is perfommed on a rotation basis by three employees—one
in the city and two in the county. The Authority employs an answering
service and the employees are notified by electronic pagers. The standby
pay is $42.00 per week. The employee is only paid for time worked while on
call. Employees on call take Authority vehicles to and fram work on a
daily basis.

Janitorial

All custodial work is performed in house by trainee personnel with the
exception of the central office, which is contracted.

Grounds Maintenahce

Grounds maintenance is all performed in house with the exception of
C.H.F.A. developments (two 50-unit), which are contracted.

Pfeventive Maintenance

The Authority has no formal preventive maintenance program at this time,
but annual inspections of units are performed yearly by the area housing
manager. '

(46)
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Fresno Housing Authority (continued)

Vacancy Processing

Vacates ars insgected ov the project ranager and all work is scheduled Dy
the maintenance Supervisor and perromed Ln (cuse. LMCeption: PaunTiig
and cleaning are contracted in C.H.F.A. develcmments only. Average
turnover time for maintenance is presently 7 working days.

Extraordinarv Maintenance

The Authority is presently expanding off-street parking rfacilities in one
rajor develcorment and rerforming an extensive extericr galnting program.
Funding is being provided by C.I.A.P. and local volunteer orograms.

Purchasing/Stores

Central stores is part of the Purchasing Division and is under the
direction of the General Services Department and issues stock to the area
maintenance units. The maintenance supervisor submits a stores requisition
and picks up stock once a week on a prescheduled day. Stock is directly
charged to the area when drawn from central stores. Each area maintenance
unit has shop stock stored on site and truck stock in vehicles. When the
stock is issued to an area, the area housing manager is responsible for its
issuance and usage. Open purchase orders are established at several local
vendors with $100.00 limit per release.

Appliances

Appliances are provided by the Agency and maintained by the central shop
perscnnel. '

Specialist Classes

The Authority has no craft classifications for its maintenance personnel.
The employees are represented by collective bargaining.

Vehicle Maintenance

There is no formal written policy for replacement of vehicles. Safety
inspections are performed monthly by the driver of the vehicle. Vehicle
maintenance is scheduled by the maintenance supervisor.

(47)




BACKGROUND - FIELD VISITS

Los Angeles Countv Housinc 2uthoriktv

Administrative

The maintenance Zuncticons cf the Les Angeles Counhny Housin
Authority are carried out by a combination of centralized
and decentralized staffing. Service calls and grounds
maintenance are carried out by personnel working under a
maintenance supervisor, who reports to an area housing
manager. Vacancy palntlnc work, maintenance of the central
office, tra¢n1ng, and techniczl assistance are crovided by
the Central Maintenance unit headed bv the Maintenance
Coordinator.

-n

Forty-one positions of forty-six authorized are presently
filled. The Maintenance Coordinator found this level to"
be inadequate and that grounds and preventive maintenance
were suffering. The Authority owns 2,491 apartments on 32
sites divided into 1,085 family and 1,406 elderly units.
A 700 unit family project is being extensively remodeled
through CIAP funds and is nearly 50% vacant.

Service Calls

Requests for service in the larger projects and scattered
sites are initialed by the tenant calling the area office.
The smaller sites place Maintenance Request forms in a
convenient location for tenants to f£ill out and drop in a
box. A maintenance man picks up these requests twice each
day.

In June of 1984, the maintenance workers completed 1,210 work
orders, 218 or 18% in skilled trades. Average response time
was 4.2 days and 283 work orders are backlogged.

Emergency Calls

Emergency maintenance requests are received directly by
responsible project staff. The Authority had only 45 emergency
call outs during the past 12 months. Emergencies are defined
as: immediate hazard to health or safety; major water leaks;
lack of electrical power. A stopped uptoilet can wait up to

16 hours until the next regqular business day (e.g. after 4:Q0
p.m. on Sunday, requests would wait until 8:00 a.m. on Monday).

Janitorial
Elderly facilities have a resident custodian paid $800 per
month plus a free apartment. Their duties are to answer the

emergency call system and vacuum carpets and clean common area
restrooms.

(48)
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Janitorial (continued)

All central oiffice cleaning work is done by contract janiterial
services after hours. Some miscellaneous work 1s nandiea oy
day-time in-house labor.

Grounds Maintenance

Grounds maintenance at all but one of the Authority's facilities
is performed in-house. Larger sites have on site staff,

smaller sites are maintained by resident custodians or wobile
staf€f.

The Authority finds that the overall savings of performing
grounds maintenance in-house versus contract is 16%. These
figures are based on comparing in-house costs to actual
outside bids.

Preventive Maintenance

Local maintenance supervisors in the project offices schedule
preventive maintenance as time becomes available. Air
conditioners, hot water circulation pumps, water heaters,

lawn equipment, 3 wheel haulsters, automotive equipment and
emergency generators receive preventive maintenance attention. -
An annual inspection of all apartments is attempted.

Elevators have preventive maintenance provided through a
service contract.

Vacancy Processing

Vacancies are recorded by the project offices. All painting
and cleaning work is done in-house. Local project staff do the
preparation work before painting and central maintenance
operates a mobile paint crew with airless spray equipment.

All painting is done with semi-gloss enamel to enable tenants
to clean their own walls, and in the case of some elderly
units, avoid a repaint on turnover.

The average time in maintenance is 4.2 days. However, it should
be noted that two-thirds of the units are elderly.

Extraordinary Maintenance

Special needs and major rehabilitation are provided by
contract usually through CIAP.

Purchasing/Stores

The Authority has a separate central purchasing/stores unit.
However, because of large distances between projects, main-
tenance does 70% of its purchasing through local vendors on
open purchase orders. The limit per vendor is $2,500 per
month and -per purchase $300. The $300 limit can be exceeded
with justification. Vendors are selected by sampling prices.

(49)




Purchasing/Stores (continued)

T o e s

Jery £few materials are inventoried, due toc the flexibility
alloweé by the open purchase orders. Aamounts up to $ 5,900
may be purchased without Purchasing involvement and formal
bid. However, competitive pricing is used. The Agthozity

had Purchasing completely take over maintesnance bpuvinc for
a period of time. It was found that the overhead rate was
$4,800 for $3,000 work of goods purchased.

Appliances

-The Authority is attempting to reduce appliances (ranges,
refrigerators and garbage disposals) whenever possible. 1In
new developments, appliances are not furnished unless the

local government insists upon it (the County Authority operates
in a number of incorporated cities). If, upon turnover,

repair costs are prohibitively high, the appliance is retired .
and not replaced.

All cleaning and repair of appliances is done by in-house
staff. Appliances are not pulled from vacancies unless the
Maintenance Supervisor feels there is a high risk of theft.

Specialist Classes

The Authority does not have craft classifications. Definitions
of classifications are: Grounds Worker - all grounds duties
and some building repair; Maintenance Worker I - general
service calls; Skilled Trades: Worker - craft level skills

not limited to any particular craft; Painter. The employees
are represented by collective bargaining.

Vehicle Maintenance

The Authority employs one Skilled Trades Worker to service
its fleet of 60 vehicles. All tasks are done in-house except
front end work, transmission work and body work. Scheduling
and record keeping are performed by a clerk. Quarterly
safety inspections are performed on all vehicles. There

is no replacement or retirement policy.

(50)
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PACXGRECUND - FIZID VISITS

San Bernardino County Hcusing Authority

ACministrative

The San Bernardinc County Housing Authcrity owns 1,562 conventional public
housing units. The maintenance operation utilizes project-based staff for
routine service calls, groundskeeping, and vacancy work (except pamt.mg)
Project-based staff work under the supervision of the Housmg Managers.

The central maintenance shop operates appliance reoa-r, air ccnditioning
servicing, skilled trades, vacancy painting crews, and provides technical
assistance ard training. ‘

maintenance shop. The Maintenance Superintendent provides administrative
control and also runs the modernization program, largely through force
account labor.

\
|
A Maintenance Supervisor handles the day-to—day operation of the central

Service Calls

ALl sexrvice requests are received at the pmject offices either by
telephone or walk ins. The Authority does not keep centralized records-and
statistics on work orders. If a request is beyond the capacity of project
staff to handle, the Housing Manager will contact central maintenance.

Emergency Calls

calls directly at his hame. He determines if the call is of an emergency
nature, and when necessary refers. it to a member of the maintenance staff
assigned to that particular housing area. On call personnel who respond
are paid time and a half for time worked. There is no stand-by pay.

Janitorial

. The Area Housing Manager is on call during off duty hours and receives .
Janitorial services for offices are performed by maintenance workers, with

‘ the exception of the central office, which is contracted. Vacant unit

‘ cleaning is performed in house by tenants who are employed as "casual
workers," limited to a maximum number of hours worked each week. Scattered

‘ site units are cleaned by contract.

Grounds- Maintenance

All grounds maintenance is performed by project-based staff under the
direction of the Area Manager. No grounds maintenance is contracted.

There is no formal preventive maintenancé program, but annual inspections
are performed by the Area Manager, who generates work orders for needed

(51)




San Bermardino Countw Housing Authorisy {continued)

work. Seascnal cleaning and servicing of air conditicning units, including
filter chances, are n=rformsd on 2 cckcd 1led basic with 2 reccrd kespinc
file on a2ddresses and dates of services,

Vacancy Processing

All vacancy work is done in house. Area Managers are responsible for
controlling this function.

Extraordinary Maintsnance

Extraordinary maintanance is performecd as determinecd by the Area Managers.

Purchasing/Stores

The purchasing unit is a part of the Finance Department. The Purchasing
Agency works closely with the Maintenance Division for standardization of
parts and materials, and requirements are tailored to their needs. There
is a central stores function located within the central maintenance shop
facility and is under the direction of the central shop superintendent.
Stock is distributed to work sites on a select day of the week, where the
area manager maintains a small working inventory. All receiving of stock
is performmed by central maintenance. Two open purchase orders are used
with a single purchase limit of $250.00. Paper stock is stored at the
central office and is considered "open stock.” Personnel fill their ocwn
requirements on an as-needed basis. The central stores has a perpetual
inventory which is corputerized. Print outs of usage and restock
requirements are received on an as-needed basis.

Appliances

Appliances are supplied and maintained by the Authority. Refrigerator
repairs are performed by central maintenance personnel. Loaner
refrigerators are supplied to the tenant during the time repairs are being
performed.

Specialist Classes

The Authority has one craft specialist classification. This employee has
the skills and performs all the duties in several craft areas, including:
electrical, plumbing, welding, appliance repair, air conditioning repair,
forced air heating repairs and autcmotive maintenance. Within the total
maintenance structure, additional classifications include painter
positions, helper positions and treetrimer/groundsmen positions. The
employees are not represented by collective bargaining.

(52)
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San Bernardino County Housing Authority (ccntinued)

Vehicle Maintenance

The Authority has a vehicle replacement policv of eignt vyears or 30,000
miles, whichever cames first. Repairs are performed in house and by
contract depending on the availability of staff. Most major repairs are
performed by contract. No formal safety inspections are made. Service
records and scheduling is performed by the central office.

(53)




BACKGRCUND - FIEID VISITS

Citv of Qakland Housing Authority

Acdministrative

The City of Cakland Housing Authority has 3,250 conventicnal units lccated
on 260 different sites. The Authority has eight operating departments.

The maintenance department is centrally located and supervises all
maintenance functions with one director, one administrative assistant, one
administrative anzalyst, one office supervisor, four maintenance supexvisors
and various skilled and semi-skilled employees, for a total of 90
positions. The annual budget exceeds $3,000,000.00.

Housing units are divided into two geographic areas (east and west) with
select maintenance personnel assigned to each area, with the exception of
the preventive maintenance crew and grounds crew, which service both areas.

Service Calls

Service requests are received at a central calls/dispatch area, counted and
categorized by urgency of need. Requests are input into a camputer and
work orders are generated by category. The criteria for scheduling is as
follows: emergency—same day service, urgent—within three days,
routine—within two weeks, backlog—when time permits. Work- orders are
placed in the maintenance supervisor's bin for scheduling of work and
employee assigrment There are presently 2,600 work orders in the backlog
category. The maintenance department completes between 1,400 and 1,500
work orders monthly. The radio dispatch function is used for emergency
situations, redirecting employees under the supervision of the area
supervisors and dispatching prescheduled daily service requests.

Emergency Calls

Emergency on call is provided by a swing shift employee Monday thru Friday
with weekend service provided by day shift employees on a rotation basis.
The maintenance supervisor is alsoc required to be on call. An answering
service notifies on—call persammel by electronic page. No stand by pay is
provided, but those on call take Authority vehicles to and from work on a
daily basis.

Janitorial A
All custodial work is performed by gmmds personnel with the exception of
the central offlce, which is contracted, and one hi-rise elderly camplex
where service is provided by a resident manager.

AllgroxmdsmmtenanceLsprescheduledbydayoftheweekmeachareaby
the grounds supervisor. All grourds work is done in house.
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Cityv of Oakland Housing Authoritv (continued)

Preventive Maintenance

Preventive ma2intenance is staffed bv a crew of eicht emplovess (1 lead
worker, 1 painter, 3 painter trainees, 3 maintenance aiés). The program
concentrates its efforts on common areas and the exterior of the building
and grounds. No interior inspections are performed. Painting, fence
repair, waterproofing and grcunds maintenance are the areas serviced.

Vacancv Processing

Vacates are received and processed through central maintenance. The
vacancy maintenance supervisor makes the turnover inspections and estimate
of cost for tenant related damage. Work orders are generated off the
inspection report and work is scheduled by the vacancy supervisor. All
work, with the exception of floor coverings (linoleum), is performed by
in-house staff. The average turnover time for maintenance is presently 41
days.

Extraordinary Maintenance

Extraordinary maintenance is performed as determined by the Director of-

Purchasing/Stores

Central stores is a part of the Purchasing Department and issues all parts
and equipment to the maintenance department. A warehouse issue fom is.
prepared and authorized by a maintenance supervisor for replacement of all
truck stock. Stores inventories and usage is by camputer, but no project
center cost codes are used. All stock is charged to maintenance when drawn
fram stores. Contract services are for a duration of one year with a
maximmm limit on the contract amount.

Appliances

Refrigerators are only supplied to elderly tenants. None are supplied for
family units. Stoves are presently being: phased cut and are only :
maintained for elderly tenants. Replacements are provided by exception for
elderly only at the request of management. (During 1983 only fifteen 30"
stoves were replaced.)

Specialist Classes

The Authority has craft classifications in plumbing, electrical and
painting. The employees are represented by collective bargaining.

(S5)
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City of Caklard EHcusirg

Vehicle Maintenance
The authorilty hRas a
for replacement of venicies. ;
maintenance supervisors.
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formal writien policy
venicies is scheduled by the

(56)




