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I. Introduction
On April 24, 2018, the Committee on Public Housing, chaired by Council Member Alicka Ampry-Samuel, will hold an oversight hearing entitled “Property Management in NYCHA.” The Committee expects to hear testimony from the New York City Housing Authority (NYCHA), NYCHA residents, resident associations, and advocacy groups regarding the impact of NYCHA’s policies and management on residents.

II. Background on NYCHA and Public Housing

Former New York City Mayor Fiorello La Guardia created NYCHA in 1934, three years before the advent of federal public housing.
 NYCHA originally served two purposes: (1) to provide low-cost housing for middle-class, working families temporarily unemployed because of the Great Depression, and (2) to bolster the lagging economy by creating jobs for the building trades.
 Later, NYCHA’s purpose evolved into providing safe, decent housing for families with the lowest incomes.

Today, NYCHA has 326 developments, 2,462 buildings, and 176,066 public housing units that are home to 396,581 authorized residents, making it the largest public housing authority in North America.
 All told, NYCHA serves a community of 590,216 authorized residents.
 Of NYCHA’s 2,462 residential buildings, 75% are more than forty years old and, according to NYCHA, have over $16.5 billion in unfunded capital needs.

III. NextGeneration NYCHA
On May 19, 2015, NYCHA announced NextGeneration NYCHA (NextGen) – a comprehensive ten-year plan to stabilize NYCHA’s finances and improve residents’ quality of life by changing the way NYCHA is funded and managed.
  One-way NYCHA plans to achieve these goals is by improving NYCHA’s management model. Prior to NextGen, NYCHA operated under a centralized management structure where most decisions for the property level were made from the central office, borough offices, or by deputies and administrators. In the NextGen plan, NYCHA identified the centralized management structure as “outdated and inefficient”.
 
A. Optimal Property Management Operating Model (OPMOM)


In order to modernize its management and allow property managers the control and accountability to make decisions affecting their properties’ needs, NYCHA launched a pilot program called the Optimal Property Management Operating Model (OPMOM).
 OPMOM was introduced in 2015 at 18 developments spanning 22,386 units.
 This initiative evaluated the managerial decision-making process, work methods, financial management, and organization structure. Furthermore, it implemented a quality-management system that empowered property managers to manage maintenance and repair issues at their developments.
 Under OPMOM, NYCHA trains the property managers so that they - not NYCHA’s central offices - would be the managers of the developments.
 NYCHA additionally gave the property managers a budget and the authority to contract work.
 During the pilot phase of OPMOM, NYCHA aimed to identify best practices on how to optimize the organization’s structure, staffing, property budgets, and central office costs; improve metrics and processes for better customer services; and engage in regular meetings with property managers and resident leadership.
 NYCHA planned to reproduce the best practices at all developments by 2016, and projected a reduction in repair time for basic maintenance to a maximum of seven days.
 According to NYCHA, by March 28, 2016, the average time it took NYCHA to complete basic repairs at the selected developments went down from 21 days to less than 7 days.
  Emergency repairs were also being completed within an average of 20 hours, which beat their target of 24 hours.
 Additionally, over a 12-month period, rent collection at OPMOM developments improved by 10%, and an initiative was developed to connect residents to financial counseling focused on assisting them in staying current on rent.”

B. NextGeneration Operations (NGO)


By June 2016, OPMOM was rebranded as NextGeneration Operations (NGO).
 NYCHA announced that NGO was a new way to prepare staff to efficiently run their own developments, serve residents, and manage a cleaner, more connected NYCHA. In July 2016, NYCHA moved all Queens developments under the NGO model as a borough-wide pilot. NGO also covers most of Staten Island as well as some sites in Brooklyn and the Bronx. On October 20, 2017, NYCHA announced that it was expanding the NGO property management model to all Manhattan developments, and that residents should begin to see the new model at these developments by early 2018. At each Manhattan development, one building will be designated as the ‘model’ building. Model buildings are where the property manager will roll out pilot upgrades and possible cosmetic improvements that are under consideration at the development.
 
IV. Repairs and Services at NYCHA

A. Filing a Complaint at NYCHA


Tenants can file complaints with NYCHA by calling the Customer Contact Center (CCC) to report emergencies and schedule routine maintenance repairs.  A representative is available to answer calls 24 hours a day, 7 days a week.
 At CCC, scheduling is separated into two main categories: emergencies and non-emergencies. Non-emergencies are routine maintenance repairs and skilled trade repairs. Development management assigns staff to perform these repairs at the next available date and time. During emergencies, NYCHA has a target for a first response within 24 hours, depending on the type of emergency and availability of staff. When development offices are closed, the CCC will contact appropriate staff or other government agencies to make sure emergencies are addressed. Once the problem is stabilized, it is assigned to development management for any remaining follow up.
 
NYCHA considers emergencies to include danger or potential danger to life or limb caused by a maintenance problem, heat and hot water outages, explosions/fires, gas leaks, elevators out of order, power failures, main sewer and stack stoppages, apartment door not working, and toilet stoppages.
  
B. Work Orders

Since May 4, 2009, NYCHA uses an Asset and Management software called Siebel and Maximo to process services requests and maintenance orders. Maximo is a computerized database that tracks all types of maintenance work, including inspections, emergency response, preventive care, seasonal work, and corrective work.
 The Siebel database keeps track of work orders that are initiated by residents at the CCC.

When a tenant files a complaint with CCC, a service request would be created in Siebel, which then creates a work order in Maximo. The primary work order, also known as a “parent work order,” is the initial task that was called in by a NYCHA resident or NYCHA staff. 
 This work order remains open until all related work is completed, including all “child work orders” that are connected to the parent work order.
 A child work order is created when NYCHA staff identifies additional work that is needed to repair or inspect the parent work order.
 
C. FlexOps
Since 1969, a work shift for a NYCHA employee was from 8:00 am – 4:00 pm.
 On March 21, 2016, NYCHA announced a new initiative called FlexOps, which created multiple work shifts for caretakers, maintenance workers, property managers and support staff. This has allowed properties to operate from 6:00 am until 8:00 pm on weekdays, thereby extending NYCHA’s hours of operation to complete routine repairs, clean common areas, and schedule meetings with property management.
 The program formally started in July 2016 at 12 developments: Chelsea, Dykman, Forest, Glenwood, Hammel, Isaacs, Marble Hill, Mott Haven, Murphy, Pelham, Ravenwoods and Wycoff. In May 2017, NYCHA launched Phase 2 of FlexOps which expanded services hours at: Dyckman, Glenwood, Hammel, Isaacs, Murphy, Ravenwood, O’Dwyer, Grant, Beach 41st Street, Queensbridge North, Sedgwick, and Carey Gardens.
 Although this pilot program was initially scheduled to last until September 2017, NYCHA expanded the services until January 2019 due to positive feedback from residents and staff.

V. NYCHA Funds and Cost Savings
NYCHA faces challenges in performing its core functions and delivering essential services to residents due to continued reduction in revenues and increases in costs.
 NYCHA receives funding from the City, State, and the federal government. The United States Department of Housing and Urban Development (HUD) uses an eligibility formula that sets the subsidy levels for all public housing authorities in the nation, which determines NYCHA’s federal funding level. If the national eligibility exceeds the Congressional budget appropriation, HUD must prorate the allocation of subsidy. Federal subsidies account for nearly 60 percent of NYCHA’s operating budget revenues, but as a result of proration, NYCHA has had a cumulative operating budget subsidy loss of over $1.374 billion from 2001 to 2017.
 Two of NYCHA’s chief strategies to achieve short-term financial stability and preserve services for residents are improving rent collection performance and reducing Central Office costs.

A. Rent


Tenant rental revenue constitutes one of the primary sources of revenue for NYCHA. From January 1 to January 31, 2018, NYCHA reported a 47 percent rent collection rate. Tenant rental revenue will total $1.07 billion in 2018, and is expected to increase to $1.12 billion in 2022 due to NextGeneration strategies proposed to increase rent collection rates.
 Strategies introduced since the release of NextGen include automated rent-payment reminder notices and calls.
 According to the NYCHA Draft FY 2019 Annual PHA Plan, development for the replacement of NYCHA’s legacy tenant management and rent collection systems will begin in April 2018. This program will replace antiquated NYCHA Project Information Management Systems (PIMS) with new technology that will enable online self-service as well as improved reporting.

B. Workforce Distribution Plan


NYCHA plans to decrease its expenses by streamlining operations at its Central Office Cost Centers (COCC). To achieve that goal, NYCHA will review departmental inefficiencies by having each department head analyze the functions of their team and submit proposals to address inefficiencies, reduce the targeted headcount by 3% to 5%, and cut discretionary contracts and supplies at all central office departments if possible.
  The chart below shows how from FY 2017 to FY 2018, NYCHA plans to reduce the administrative headcount by 444 (5,689 to 5,245), and from FY 2018 to FY 2022 NYCHA will decrease the headcount by another 117 workers (5,245 to 5,128).
 NYCHA expects the fulltime salary budget to decrease by $14 million from FY 2018 to FY 2022 ($658 million to $644 million).
 The reconfiguration of NYCHA’s operations and the reduction central office staff is being done by attrition and NYCHA does not expect these changes to affect the services that are provided to residents.
 
	FY 2018 – FY 2022 Workforce Distribution Plan
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VI.  Incidents Reflecting Mismanagement

As NYCHA transformed the way it manages and provide services to resident, it failed to detect and remediate lead, allowed 80% of NYCHA’s residents to experience a heat outage or hot water outage during this heating season, and struggled to remediate reoccurring mold conditions at NYCHA apartments. 
A. Mold
An April 2016 analysis of the 2014 Housing Vacancy Survey conducted by the New York City Comptroller, Scott M. Stringer, found that 7.1% of NYCHA households - more than 12,600 units - reported musty/moldy smells on a daily basis inside their apartments, and 13.3% reported that condition a few times in a year.

On December 2013, the Natural Resources Defense Council and the National Center for Law and Economic Justice filed a class action lawsuit against NYCHA on behalf of NYCHA residents and nonprofit community organizations.
 The lawsuit asserted that NYCHA violated various state and federal laws and regulations when it failed to “make reasonable accommodations and modifications in its policies, practices, and procedures to effectively abate mold and excessive moisture in [plaintiffs’] apartments which exacerbate their asthma symptoms.”
 On April 17, 2014, the court approved a Stipulation and Order of Settlement (Consent Decree), which established a new mold and moisture abatement program for NYCHA. However, on December 15, 2015 the court determined that NYCHA “has been out of compliance with the Consent Decree from the day” NYCHA signed the agreement. The court granted the plaintiffs’ motion to appoint a Special Master to monitor NYCHA’s compliance with the Consent Decree.
  Oversight was set to end in April 2017, but in March 2017, the court extended monitoring into April 2018.
  On April 2018, the residents took NYCHA back to court since many saw no improvement in how NYCHA deals with mold and excess moisture.
 The Court recently ordered the residents and NYCHA to come up with a realistic plan to address the mold conditions in their apartments.
 

B. Lead

On November 14, 2017, DOI announced the results of an investigation into mandated inspections for potential hazardous lead-based paint conditions in NYCHA apartments. DOI found that NYCHA violated both city and federal laws by failing to conduct mandatory safety inspections for lead paint. DOI claims that senior officials at NYCHA were aware that NYCHA was violating the City lead law by April 2015. DOI additionally reported that, from 2013 through 2016, NYCHA falsely certified to HUD that it was in compliance with the federal law. DOI found that, by the summer of 2016, NYCHA’s Chair knew that NYCHA was out of compliance with both city and federal lead laws when she submitted a false certification to HUD.
 On April 17, 2018, the Manhattan Supreme Court ordered the re-inspections of thousands of apartments, including apartments that do not have children, for lead paint.

C. No Heat and Hot Water

On January 2018, temperatures in New York City plummeted to extreme levels of cold. Over a two week period, temperatures never rose above freezing, and a “bomb cyclone” covered the city in a record-breaking 9.8 inches of snow.
 A NYCHA spokesperson indicated that this cold snap—the longest stretch of below-freezing days since 1961—“pushed aging [heating] equipment to the extreme.”
 In that time, heating outages were reported in at least 32 NYCHA developments, across all five boroughs.
 It was revealed that on October 2017, approximately 100 boiler technicians were promoted to new civil service jobs, but the newly open positions for heating plant technicians were not filled.
 From October 1, 2017 to January 22, 2018, more than 80% of NYCHA’s residents experienced a heat outage or hot water outage during this heating season.

D. New York State Department of Health Report

In March 2018, the New York State Department of Health (DOH) released a report titled “Assessment of New York City Housing Authority (NYCHA) Properties.”
 At the request of Governor Andrew Cuomo, DOH staff completed environmental quality and lead assessments in selected NYCHA developments throughout the City. While DOH staff assessed a fraction of NYCHA’s total apartments, the report indicates “the intent of this examination was not to inspect every unit in every building, but to generally assess living conditions in a range of properties reported to be problematic across the NYCHA system.
” In 83 percent (212 out of 255) of the apartment units inspected, DOH observed at least one condition that could pose a health hazard to the tenant(s).
 The report describes such conditions as “severe.” Additionally, DOH observed severe hazards in 75 percent (48 out of 64) common areas.
 The top three high severity issues found in NYCHA units were insect infestation, issues with walls and/or floors, and the presence of mold growth.
 The DOH report found that NYCHA does not have an effective process to assess and prioritize efforts needed to address apartment and building conditions or identify interconnected problems.
 DOH made several recommendations to NYCHA, including taking a holistic approach to making permanent repairs, conducing a thorough review of its repair ticket system, and instituting a new process for identifying and tracking repairs.

VII. Conclusion

As NYCHA is undergoing several structural managerial changes, it is important for NYCHA, the Council, and the public to all be clear on the actual impact of these new initiatives. The Committee is particularly interested in learning how decentralization has impacted NYCHA’s awareness of what is happening at the property level; receiving updates on how the new programs are moving forward and what practices are being reproduced at other developments; and reconciling NYCHA’s touted successes with the lived experiences of residents and challenges with mold, lead, and heat outages.
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