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I. Introduction 
 
The HUD Agreement (“Agreement”) commits NYCHA to meet specified performance 
standards for its provision of key residential services. These service areas (collectively, 
“pillar areas”) include heating system and elevator maintenance and operations, lead-
based paint (“lead”) and mold/leaks remediation and abatement, waste management and 
pest control, and annual apartment/PHAS inspections. NYCHA, in consultation with the 
Monitor, HUD, and SDNY, has established a series of metrics to measure its performance 
in these pillar areas over time. This report provides details on those metrics and NYCHA’s 
progress in satisfying the Agreement’s mandates, based on data acquired through the 
end of October 2022. We also discuss the Monitor’s role in supporting NYCHA’s 
development of additional metrics and in verifying the accuracy of NYCHA’s 
corresponding data. This report does not include many recommendations as those are 
provided to NYCHA in our quarterly Monitor reports and as part of our regular interactions 
with pillar supervisors. Going forward, the Monitor will be issuing performance metrics 
summaries for each pillar area on a regular basis (likely quarterly) which will provide 
updates on NYCHA’s compliance with Agreement obligations and other important 
metrics. 
 
As this report describes, NYCHA, with the support of the Monitor and HUD, has made 
major strides since the start of the monitorship to improve both the collection and strategic 
use of its data. These efforts have increased NYCHA’s understanding of key performance 
metrics as well as the root causes of service breakdowns, enabling NYCHA to reduce 
interruptions and provide better service to its residents.         
 

II. Background 
 
NYCHA’s performance is measured somewhat differently in each pillar area. For 
example, for heating and hot water systems, as well as elevators, the performance 
metrics generally reflect data about negative events, such as the number of interruptions 
in service delivery and their duration. The fewer the service interruptions and the shorter 
their duration, the better the performance. Conversely, in the other pillar areas, including 
mold/leaks, lead, pest infestations and waste management, the main performance 
metrics are positive. These include data such as the amount, frequency, and 
effectiveness of remedial work as measured by quality assurance inspections.     
 
Most of the operational information underlying these metrics is contained in NYCHA’s 
work order system, called “Maximo.”1 Work orders are records of scheduled maintenance, 
repairs, and emergency response conditions. Work orders are typically initiated when 
NYCHA residents request an appointment for repair or maintenance within an apartment, 
or public spaces, or when NYCHA staff observe issues in units, buildings, grounds, 
equipment, etc. NYCHA staff enter data directly into Maximo after completing work 

 
1 Maximo is an IBM electronic information platform. NYCHA’s Capital Division mainly uses another data 
platform called e-Builder to house and organize its information and documents regarding its capital projects. 
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orders. While contractors and other vendors do not have direct access to Maximo, their 
work is also supposed to be entered into Maximo by NYCHA staff.  
 
The amount of work order data is massive. Maximo currently contains approximately 
33,700,000 open and closed work orders. This wealth of data can be used by NYCHA to 
better understand repair and maintenance issues and to improve staff performance. 
 
Since 2019, NYCHA, the Monitor, and HUD have worked together to develop 
“dashboards” for each pillar area and for key capital projects that provide real-time 
performance reporting based on the data in Maximo.2 These dashboards allow users to 
analyze NYCHA’s efficiency in multiple areas and at multiple levels – organizationally and 
by neighborhood, borough, development, and unit.  
 
Data analysis alone, however, cannot provide a comprehensive measurement of 
NYCHA’s performance. Proper measurement must also include validation of the data, 
including whether the activities reported in the work orders were properly and completely 
done. Thus, the Monitor conducts its own field inspections and interviews to determine 
the adequacy of the work performed. In addition to monitoring NYCHA's performance 
against HUD Agreement metrics, the Monitor performs additional analyses on issues 
impacting NYCHA's operations to further understand the root causes of these problems. 
For these analyses, the Monitor, often working with NYCHA’s Performance Tracking & 
Analytics Department (PTAD) and the Environmental Health & Safety unit (EHS), also 
uses Maximo data. Both the data dashboards and the Monitor’s review efforts are 
described in detail below. 
 

A. Data Dashboards  
 
Through NYCHA’s dashboards, users can monitor and analyze the total number of open 
work orders in each pillar area and the time required to complete them. Work order 
backlogs can be diagnosed and investigated. For example, elevator and heat dashboards 
incorporate outage maps to identify various locations affected by no-service conditions 
across the organization.  
 
NYCHA uses Maximo data to continuously update these dashboards, disclosing 
performance trends over time. This capability supports informed decision-making and 
allows for quick identification of data outliers and correlations. The ability to review work 
order data also allows NYCHA and the Monitor to connect identified issues with potential 
root causes of operational breakdowns. Root cause identification assists NYCHA in 
isolating priority areas for improvement in order to prevent future emergencies such as 
recurring heat or elevator outages or widespread pest infestations. For example, 
NYCHA’s elevator department has been working with the Monitor to use outage and 
repair data to improve elevator maintenance, which helps to reduce the number of future 
equipment breakdowns.  

 
2 The Monitor’s data team works with NYCHA – primarily the PTAD, the Strategy and Innovation Unit, and 
the IT Unit – to ensure there is agreement on the “business rules” used to establish parameters for the 
data analysis. 
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A specific dashboard tracks and provides analytics on NYCHA’s progress in meeting its 
HUD Agreement obligations, such as those related to outages, pest remediation, and 
development cleanliness. In many instances, Agreement obligations, and compliance 
therewith, embrace clusters of conditions where operational issues reoccur that indicate 
trends or underlying breakdowns. This dashboard gives an overview of these clusters in 
one place, simplifying the analysis in a reader-friendly format. For example, below is a 
screen shot from an elevator dashboard showing key Agreement requirements 
concerning the number and duration of service outages by development. 
 

 
 
The above screenshot is from the Agreement dashboard reporting on elevator outages by development. It is used to 
track key Agreement obligations, such as resolution of outages within specific timeframes and improvement in average 
outage durations. In addition, this dashboard also provides information about those impacted by outages, particularly 
vulnerable populations such as mobility-impaired and senior residents. 
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In addition to measuring NYCHA’s performance per the Agreement, most pillars have 
multiple dashboards that measure performance metrics pertinent to that service area. For 
example, NYCHA has been restructuring its Heating Management Services Department 
(“HMSD”) over the last several months to improve its ability to provide heat and hot water 
to residents. A key aspect of this process is ensuring that development boilers are 
properly overhauled before the heating season starts on October 1st. NYCHA has been 
holding weekly meetings with the Monitor heat team and HUD to report on its progress 
and hear reports from HMSD supervisors on any challenges they are having in completing 
the work, and has created a dashboard for that purpose, as shown below. This data 
enables the parties to focus on problem areas and find solutions where progress has 
been slow.  
 

 
 
The above dashboard is refreshed on a daily basis and is used to track the progress of annual summer overhaul 
activities for NYCHA-managed boilers, as well as sites managed by third-party vendors National Grid and GS Hall. 
NYCHA generally maintains and operates two types of boilers, steam boilers and hydro boilers, and the two tables 
show current progress of annual overhaul for both types. Information in the table is displayed by the party responsible 
for performing the overhaul work, NYCHA or vendors. The left half of the tables displays the goals set for the work by 
months, while the right half of the table shows current progress against those goals. 2021 data is also provided to 
enable comparison with current year. 

 
As discussed in more detail below, the Monitor team reviews this dashboard and conducts 
field inspections to verify the data. The Monitor team has been examining boilers to 
determine whether the overhaul work was adequate and complete. When discrepancies 
are found, we report to NYCHA immediately and NYCHA takes corrective action, which 
may include counseling supervisors or retraining line staff. 
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B. Monitor Field Inspections and Reporting 
 

As important as reliable data is, the only way to know what is happening across NYCHA 
– to determine whether improvements are taking place and to assess compliance with 
the Agreement – is to physically see what is happening at the developments and hear 
directly from the residents and staff. Thus, the Monitor team’s constant on-site inspections 
of the grounds and in the buildings, basements, boiler rooms, elevators and apartments, 
and our regular interactions with residents and NYCHA staff, are critically important to our 
assessment of progress. The Monitor team documents its findings from its field work in 
reports that are shared with NYCHA and HUD. As described below, NYCHA’s internal 
oversight units – Compliance, Quality Assurance (QA) and EHS – conduct their own field 
inspections to assess and evaluate NYCHA’s performance and identify operational 
breakdowns and often work collaboratively with the Monitor team.3 The Monitor and these 
three internal units document their findings in reports and share them with NYCHA and 
HUD. 
 

1. Field Inspections 
 
Experienced field examiners who conduct the on-site reviews have been part of the 
Monitor team since its inception. Each field examiner is assigned about 8 or 9 
developments to inspect. They visit those developments daily, speaking with staff and 
residents and viewing conditions. Every field examiner has gotten to know the people 
who live and work there, the physical conditions of the developments, and the challenges 
in providing core services to the residents. The field teams perform in-depth investigations 
on site to identify contributing factors and when possible, root causes, for specific 
problems. The Monitor uses this data in collaboration with NYCHA to make 
recommendations and formulate plans for corrective action. 
 
The field examiners also regularly check NYCHA’s compliance with various Agreement 
pillar obligations, including whether (i) residents have been properly notified of heating 
and elevator outages, (ii) staff are using lead safe work practices to remove lead from 
units, (iii) trash is being timely removed from development premises, and (iv) maintenance 
workers are properly performing mold inspections and abatement. They take particular 
notice of any safety and security issues (e.g., broken hallway trash chute doors, broken 
exterior doors, broken or missing building security cameras, motor bike or other 
obstructions in resident hallways, etc.) and immediately report them to NYCHA. The 
appropriate team at NYCHA, whether it be property management or a specific operations 
unit, generally creates a plan to address the issue and then reports back to the Monitor 
team on progress. 
 
Further, the field examiner team regularly collaborates with NYCHA units to improve 
residential conditions. For example, as described in more detail below in Section III.C, the 

 
3 The Agreement obligated NYCHA to work with the Monitor to establish three new internal oversight units 
– EHS, QA, and Compliance. These units have been operational since mid-2019 and have been effective 
in their work investigating, assessing, and improving NYCHA’s operational performance. They also make 
recommendations to help improve performance and correct any deficiencies found.  
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field examiners have been conducting pilot waste management inspections, providing 
NYCHA’s Waste Management Department with detailed field reports to document 
development conditions. To enhance this process, the Monitor team’s data analytics staff 
developed a “Waste Management Measurement App,” or “WAMMA,” which can be 
uploaded on a tablet or iPhone. WAMMA enables inspectors to easily input and organize 
field inspection results, and to share that information with NYCHA in real time. The 
Monitor has offered this technology to NYCHA so that it can create its own field inspection 
applications. 
 
The Monitor team’s inspections also capture problems that affect other service areas such 
as heating (e.g., broken basement waste pipes that leak and corrode the boilers 
underneath them) and elevators (e.g., constant litter and other debris that obstruct 
elevator doors). The Waste Management Department uses these reports to guide local 
staff in improving waste management practices. 
 
The field examiners also collaborate with NYCHA’s EHS and QA units, focusing 
especially on vendor work at the developments. For example, starting with NYCHA’s 
Clean Building Initiative at the beginning of 2020, the field examiners and QA have 
partnered to evaluate the work of pest exterminator vendors. Field examiners have also 
partnered with EHS’s pest oversight team to assess the work of NYCHA’s own pest 
exterminators. Additionally, whenever the field examiner team hears of possible 
wrongdoing by NYCHA staff or vendors, that information is shared with QA, which either 
investigates on its own, or in tandem with the Monitor team.   
 
When technical expertise is required, the Monitor team’s experts can assist the field 
examiners in assessing pillar-specific conditions, including heating, elevators, pest 
control and the capital projects required by the Agreement. Much of this work is focused 
on verifying NYCHA’s data and metrics to determine whether work was completed in 
accordance with NYCHA’s standard procedures. Examples include verifying the proper 
completion of heating preventive maintenance and repair work, pest control 
extermination, and related maintenance work in units. Capital projects management 
experts on the Monitor team perform regular field inspections of NYCHA projects related 
to heating, elevators, waste management and building infrastructure upgrade 
construction.  
 
The Monitor’s technical experts also collaborate with EHS’s technical experts, especially 
on elevators and heat (e.g., assessing boiler room conditions and elevator PM), 
performing field inspections, assessing the quality of maintenance and repair work on 
essential equipment, and marshaling techniques for using Maximo data more effectively. 
When the Monitor heat team created the structure for our field inspection reports, we 
incorporated many of the ideas from EHS’s existing “smart sheet” heat reports.  
 
The field and technical team inspections do more than just search for areas within NYCHA 
needing improvements. The field visits also inform discussions with NYCHA regarding 
developments and departments whose processes and procedures are working well, 
identification of those factors contributing to such success, and exploration of the means 
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to replicate that success elsewhere. For example, it comes as no surprise to see that 
those developments whose staff have been properly trained and who are properly 
supervised meet more of the metrics required by the Agreement than developments 
where staff performance is lackluster.  
 

2. Reporting Findings  
 
The ability to capture and communicate what the Monitor field and technical teams see is 
as essential as the inspections themselves. The Monitor team mainly uses a mobile data 
and analytics platform called “Fastfield” for that purpose. The Fastfield software organizes 
data to evaluate trends and identify functions where NYCHA has progressed, as well as 
functions needing improvement. As indicated in the graph below, the Monitor team to date 
has recorded in Fastfield over 2,200 field investigation visits associated with over 220 
developments – a significant portion of NYCHA’s portfolio. 
 

 

 
 
An immense amount of information is collected during the on-site visits. The Monitor team 
employs advanced sorting, searching, and mapping capability to analyze the information 
from the compiled reports by areas of interest. The figure below shows the highest level 
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of an interactive map of the field investigation results. Users may drill down and view 
summary data by borough, neighborhood, or development. The data may also be sorted 
by field investigator, reason for the visit, issues addressed, and other categories. Even 
more targeted search capability allows the Monitor to investigate issues that affect 
resident experience, such as broken exterior doors, broken trash chute doors (a serious 
fire hazard), or the illegal presence of homeless individuals living in development 
basements, stairwells, and roofs. 
 

 

 

The three major subject categories of Monitor field reports are (i) general development 
conditions, (ii) development waste management conditions, and (iii) heat inspections 
(which include elevator and motor room inspections). Of the total 2,270 Fastfield reports 
created through September 2022, almost 1,400 cover general development conditions, 
approximately 700 focus on development waste management conditions, and close to 
170 are heat field reports.  
 
Below are excerpts from a recent boiler room inspection and a link to a complete heat 
field report. During the heating season, these reports generally focus on outages, needed 
repairs, and other conditions that should be immediately addressed. During the summer, 
the emphasis is on HMSD’s summer preventive maintenance program, including whether 
the work is being properly completed (especially boiler overhaul work) and whether 
additional maintenance or repair work is required. Because our heating inspections are 
conducted by experienced technicians, we offer assessments and recommendations as 
part of our reporting.  
 
For illustrative purposes, below are portions from a recent summer Monitor heating field 
report. The report included photos documenting the condition of the boilers and other key 
heating equipment in the boiler room – here, a condensate tank (which prepares the water 
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for the boilers) and an instantaneous hot water heater (which heats hot water for the 
units). Additionally, the reports include general boiler room conditions that can affect the 
overall operations such as drains that are not working properly.    
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Every heating field report concludes with a summary of observations made during the 
inspection. The narrative relating to the heating equipment is as follows: 
 

The Butler Houses Heat Plant has six (6) low pressure boilers manufactured by Easco Boilers with 
manufacturing dates labeled as 1999. Each boiler is gas-fired with an oil back-up feed. This year the AOPM 
(boiler overhaul) work is being shared by XXX (vendor name) (assigned to Boilers #1, #2, #3) and NYCHA 
HPTs (assigned to Boilers #4, #5, #6). 
Heat Plant maintenance is done by two (2) NYCHA HPTs, one of which was on site during our visit. Plant 
and systems appear very well kept. 
 
Boiler #1: (Serial # 9867) - middle-aged and off-line (0 PSI). Awaiting overhaul work by XXX (vendor name). 
AOPM has not been completed yet. Boiler has been very well maintained; however, the trough is rusted 
through and needs replacing. 
 
Boiler #2: (Serial # 9869) – middle-aged and off-line (0 PSI) with AOPM 100% completed by XXX (vendor 
name). The trough also needs replacing. The boiler remains offline for two reasons: 

1. Awaiting delivery and installation of needed flame scanner. 
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2. Recurring leak from rainwater from the above storm trap pours directly onto Boiler #2’s burner. 
 
Boiler #3: (Serial # 9871) – middle-aged and on “standby” with a pressure reading of 6.5 P.S.I. Boiler 
repeatedly switches to “standby” and requires NYCHA OBMs to service controls. Also, both trough drains are 
obstructed and need snaking. 
 
Boiler #4: (Serial # 9870) – middle-aged and offline with a 0 PSI pressure reading. Also needs repairs including 
a “Five Head” manifold and previously ordered flame scanner before restarting. AOPM to follow completion of 
Boiler #5 overhaul. 
 
Boiler #5: (Serial # 9872) – middle-aged and presently off-line at 0 PSI. AOPM is 90% complete with only 
newly refurbished handholes and manhole needing to be re-installed. However, a fire in the control panel 
destroyed the transformer requiring replacement by NYCHA OBMs and like Boilers #2 and #4, this boiler 
requires a fire 
scanner replacement as well. 
 
Boiler #6: (Serial # 9868) – middle-aged, online at 10 PSI and the only boiler servicing the development’s 
summer needs currently. Operating without any needed repairs. 
 
Boiler Summary: 

1. XXX (vendor name) completed AOPM on Boilers #2 and #3. Boiler #1 AOPM is incomplete. 
2. NYCHA will complete AOPM on Boiler #5, move to Boiler #4 but cannot shutdown/start AOPM on 

Boiler #6 until back ordered parts are received /installed on Boilers #4 and #5. 
 
Heating Distribution System: 
System is old but very well maintained. Recently replaced King Valve solved the only recent heating leak. 
However, as specified earlier, the storm water trap leaks and allows rainwater onto Boiler #2’s burner 
continuing to keep Boiler #2 off-line. 
 
Condensate Tank: 
General condition of Condensate Tank is middle aged and in good condition. All three (3) Condensate Pumps 
are operating. Feedwater Control valve is working with bypass closed and occasional overflow. The water 
analysis is done daily with the water treatment schedule done by NYCHA three (3) times a week. 

 
 
Link to Full Heat Report- https://filecloud.guidepostsolutions.com/url/ecrngghizbx5bjhr 

 

The Monitor’s field inspections and reports are not only essential for assessing NYCHA’s 
performance and compliance with its Agreement obligations, they also are an invaluable 
tool to assist NYCHA supervisors in better understanding where staff performance is 
working, as well as areas where corrective measures must be taken.     
 

III. Performance by Pillar Area 
 

In this section, we describe general metrics trends in each pillar area and assess 
NYCHA’s compliance with its Agreement obligations. 
 

A. Heating Systems  
 

This section focuses on NYCHA’s performance for the most recent complete heating 
season (October 1, 2021, through May 31, 2022).4 The main performance indicators 
under the Agreement are the number and duration of heating outages. Outages are 

 
4 As we are now in the early weeks of the new heating season, we will be providing updated performance 
metrics for the current heating season in the first Monitor Quarterly Report for 2023. 

https://filecloud.guidepostsolutions.com/url/ecrngghizbx5bjhr
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situations in which multiple apartment units experience temperatures below legal 
requirements.5 At a minimum, outages affect an entire building stair hall, but they can also 
extend throughout the building or encompass an entire development. The root cause is 
generally a single source – often a malfunctioning boiler or major blockage in the 
building’s steam heat system – that cuts off sufficient heat to affected units. 
 
Heating outages at NYCHA are both planned and unplanned. NYCHA creates planned 
outages when it is necessary to shut off heat and/or hot water to perform heating 
equipment repairs. For example, it is sometimes necessary to shut off boilers to install 
valves to control the heat distribution in a building.6 Unplanned outages, on the other 
hand, are unintended heating service disruptions that affect multiple apartments. They 
are generally caused by breakdowns in NYCHA’s heating equipment but can also be 
caused by conditions beyond NYCHA’s control, such as electrical, gas or water outages 
that result in the shutdown of NYCHA’s boilers and related equipment.  
 
The duration of an unplanned outage is measured from the start of the heating service 
disruption to the point when apartment temperatures return to proper levels after the 
cause of the disruption is fixed. For example, if a water main break cuts off water to a 
development and shuts off the boilers, the duration of the unplanned outage is the time 
between the boiler shutdown and when apartment temperatures return to proper levels 
after the boilers are operational again.  
 
The Agreement requires that NYCHA meet the following specific performance metrics 
with respect to outages (which include both planned and unplanned outages): 

 
• restore heat to units affected by a heating shortage within an average 12 hours; 
• restore heat to 85% of affected units within 24 hours; 
• investigate the root causes of heat outages that exceed 12 hours. 
 

The Monitor team, NYCHA, and HUD also examine the root causes and underlying 
factors that contribute to heating outages and their duration. This includes operational 
factors such as the frequency and thoroughness of preventive maintenance and the 
timely repair of heating equipment. As described below, the Monitor evaluates the quality 
and completeness of the information entered into work orders for maintenance and repair 
work performed by staff and vendors, and also conducts field inspections to spot-check 
the accuracy of the information in the work orders. This data is then used to create more 
effective strategies to improve the comprehensiveness of maintenance work, identify 
areas where improved staff trainings are needed, and ensure that equipment inspections 
are thorough and that repairs are tracked and addressed. 

 

 
5 The New York City Administrative Code establishes minimum apartment temperatures that landlords must 
comply with between October 1st and May 31st of the following year – considered the “heating season.” 
6 The Agreement requires that NYCHA provide affected residents at least 48 hours’ notice prior to the start 
of a planned outage. Additionally, NYCHA will generally not create a planned outage unless exterior 
temperatures are at least 40° F. 
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As explained in the section above, dashboards created by NYCHA in consultation with 
the Monitor team and HUD are useful to communicate and understand “live” conditions 
at NYCHA. The screen shot below from NYCHA’s internal heat outage dashboard shows 
current open work orders for heat and hot water outages, resident complaints, and the 
number of units impacted. The table is broken down by heat clusters, each of which 
includes a grouping of developments. This dashboard helps NYCHA, the Monitor, and 
other stakeholders gain a holistic view of the problems in each region and the impact on 
residents, to prioritize and track workload.  
 

 
Screen shot from the heat outage dashboard map which displays daily live data analytics during the heating season 

 
In addition, the Monitor oversees and assesses the work of NYCHA’s Capital Division in 
delivering the boiler replacement projects it is obligated to complete under the Agreement, 
along with related capital work performed for heating services. Given the age and often 
poor condition of much of NYCHA’s equipment and building infrastructure, proper and 
timely delivery of these projects to replace the worst performing equipment is an essential 
element of NYCHA’s ability to provide residents with heating and hot water services.  
 

1. Heating Metrics for the Recent Heating Season    
 

As recently addressed in the Monitor’s Twelfth Quarterly report (released September 7, 
2022), the data from this past heating season (2021 – 2022) shows that NYCHA had a 
significantly higher number of unplanned heating outages than in the prior two heating 
seasons. There was also a substantial increase from the previous two seasons in outages 
lasting over 12 hours. Finally, outages occurred in more developments than in the 
previous two seasons, meaning that a greater number of residents were affected than in 
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the two prior seasons. NYCHA’s poor heating performance this past winter was 
anticipated to some extent because HMSD did not complete its summer preventive 
maintenance program in 2021. The result was that much of NYCHA’s heating equipment 
was not prepared for the coming heating season as evidenced by the marked increase in 
service failures due to boiler mechanical operations breakdowns. As described in the 
Monitor’s most recent quarterly report, the Monitor provided NYCHA with a detailed 
assessment of the breakdowns in the summer preventive maintenance program, which 
included numerous recommendations for improvements.7 NYCHA has since made 
significant upgrades to its overall heating program, which among other things led to a 
much more effective off-season maintenance program this past summer.   
 
The graph below, prepared by the Monitor heat team based on Maximo data, provides a 
broad overview of NYCHA’s unplanned heat outage performance. 

 

 
7 The Twelfth Quarterly Report can be accessed at the following link: 
https://nychamonitor.com/wp-content/uploads/2022/09/Twelfth-Monitor-Quarterly-Report-9.7.22.pdf.  

https://nychamonitor.com/wp-content/uploads/2022/09/Twelfth-Monitor-Quarterly-Report-9.7.22.pdf
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An analysis of the data, which focuses on NYCHA’s key Agreement obligations for 
heating, shows that: 
 

1. There were 564 unplanned heat outages this past heating season. This is an 
increase of 100 outages, or 22% greater than last season’s count of 464 unplanned 
outages.  
 

2. The average outage duration for this season was approximately 9 hours. This is 
an increase of almost 1.5 hours compared to the prior season’s average outage 
duration time, which was approximately 7.5 hours. 

 
3. The count of unplanned outages with durations greater than 12 hours doubled this 

last heating season – with 97 this season and 47 for the prior season. Fifteen of 
the outages lasted between 24 and 48 hours, with one outage lasting more than 
48 hours. In January 2022 alone, there were 47 outages greater than 12 hours in 
duration.  
 

4. Unplanned outages this season affected 155 developments, with the most outages 
at Wagner (20), Woodside (19), Lincoln (18), Wald (14) and Astoria (12). 
 

5. Boiler unplanned outages (as opposed to breakdowns in other heating equipment 
or heating distribution systems) accounted for 62.4% of all unplanned outages (352 
boiler outages) in the 2021/22 heating season compared with 44% during 20/21 
season (204 boiler outages) and 31.7% during 2019/20 season (153 boiler 
outages).   
 

2. Root Cause Analysis of Heat Outages and Durations 
 
NYCHA and the Monitor use data not only to calculate performance metrics, but also to 
help determine the root causes of outages and other issues so that staff can work to 
reduce them through more effective preventive maintenance and repairs. Under the 
Agreement, EHS’s heat team is responsible for this analysis; for the last three heating 
seasons EHS has done comprehensive root cause investigations for outages greater than 
12 hours and made recommendations to HMSD to address the underlying problems and 
operational deficiencies. The Monitor heat team works with EHS to better understand the 
causes and recommend comprehensive corrective actions to address them. The two 
main causes for heating outages at NYCHA developments are: (i) breakdowns of the 
boilers (so that adequate heat is not being produced), and/or (ii) breakdowns of the 
heating distribution systems needed to carry that heat from the boilers to the individual 
apartments. The heating distribution piping in most development buildings has not been 
replaced since the buildings were erected, and much of it is in poor condition.  

  
The principal finding relating to outages this past heating season was an increase in 
breakdowns in boiler mechanical operations – 73% over the 2020/21 heating season and 
130% over the 2019/20 heating season. There were 352 boiler failures this past season, 
204 for the 2020/21 season, and 153 for the 2019/20 season. As shown in the chart 
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below, outages caused by boiler mechanical failures accounted for 62.4% of NYCHA’s 
heat outages this past season. It should be noted that if a development is converted to 
private management through RAD/PACT during a heating season, the pre-RAD portion 
of outages associated with that development is or will be included in the outage counts. 
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Issues relating to boiler controls and burners were the leading cause of boiler related 
outages this season.8 Boiler control outages have increased by 300% since the 2019/20 
heating season while burner outages have grown by 312% since the 2019/20. The 
increase in such outages is likely caused by lack of effective PM combined with degrading 
assets. 

 

3. Work Order Improvements  
 

Regular review of work order data in Maximo – with a particular focus on the maintenance, 
repair, and breakdown histories of the relevant equipment – is critical to understanding 
the root causes of heat outages stemming from equipment failures. One of the key 
recommendations of EHS and the Monitor team is that HMSD improve the training and 
management of its staff so that work orders provide accurate descriptions of the condition 
of the equipment, the staff’s assessments of why the equipment failed, and all corrective 
actions taken. Our reviews of Maximo data on routine maintenance work show that this 
information is not being consistently captured in work orders. Even when captured, often 
there are few details regarding the condition of the equipment or the maintenance work 
performed. Consequently, HMSD managers have insufficient information to know 
whether standard maintenance protocols are being followed. Thus, NYCHA lacks a 

 
8 Boiler control breakdowns generally involve problems with low water cutoff valves, feed water regulators, 
and/or firematic devices. 

 

Boiler Controls Burner 

Boiler Controls 

Boiler Controls 

Burner 

Burner 
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comprehensive understanding of the general conditions of heating assets for repair and 
replacement purposes. The Monitor heat team has been evaluating heat data and 
providing NYCHA with statistical information concerning staff compliance with work order 
standard procedures, including specific examples where critical information was not 
included in work orders. HMSD has now started to use this information for staff 
management and training purposes.   

  
Similar issues have surfaced regarding work order submissions when HMSD staff 
respond to outages. For example, we reviewed repair codes most frequently used for 
outage work orders. A large majority of repair codes (64.38%) indicate “heat panels 
opened” as the repair description. This is not a useful description as it does not identify 
which assets were responsible for the root cause of the outage. Further, this repair code 
indicates a temporary fix was implemented which did not address the root cause of the 
outage. 

 

 

The lack of quality data in Maximo is a significant obstacle to assessing the effectiveness 
of annual overhauls and identifying root causes of outages and problem assets, and 
inhibits the development of mitigation strategies. We note that this work order issue exists 
all across NYCHA and is a major focus of NYCHA, the Monitor, and HUD for correction. 
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B. Elevator Services  
 

As with heating, the key negative performance metrics under the Agreement for NYCHA 
elevator services are the number and duration of outages. Just over half of NYCHA’s 
buildings are single-elevator buildings, making them especially vulnerable in the event of 
an outage because they create a “no service condition” meaning the building has no 
elevator service. It is for this reason that performance metrics for single-elevator buildings 
are a particular focus of NYCHA and the Monitor, and why the Agreement has more 
stringent outage performance obligations for these elevators.  
 
Similar to heating systems, elevators may have planned and unplanned service 
disruptions. The Agreement requires NYCHA to meet the following specific performance 
metrics as to the number and duration of elevators out of service: 
 

• 70% of buildings with more than one elevator will not have more than one 
instance a year where all elevators are out of service at the same time;  
• 70% of elevators shall not be out of service more than 8 times a year; 
• 75% of no service conditions shall be resolved within 18 hours; 
• The average response time by NYCHA to outages will decrease each year. 

 
The core work of NYCHA’s heating and elevator departments is similar in that their 
success in reducing outages and their durations is largely dependent on keeping the 
equipment operational. Thus, effective maintenance and repair of this essential 
equipment is the central focus of their staff. Many of NYCHA’s elevators are in poor 
condition given years of heavy use and often inconsistent maintenance. NYCHA’s 
Elevator Service & Repair Department (“ESRD”) recently reported that 58% of its 
elevators have been in use beyond the manufacturer’s suggested lifespans. Given the 
condition of the equipment, ESRD must constantly work to maximize the effectiveness of 
the preventive maintenance that its staffs perform to minimize breakdowns and maintain 
the life of the equipment for as long as possible.  

 

As part of this effort, the Monitor team works with ESRD to perform data analytics on 
relevant work orders. This includes an analysis of work order data regarding the root 
causes of outages and repairs, and other analyses concerning the work done by 
maintenance crews when they perform maintenance on an elevator. Given the 
importance of preventive maintenance, the Monitor team, ESRD, and EHS work together 
to ensure it is effective and that standard procedures are followed.  
 

1. Elevator Metrics    
 

The Monitor regularly tracks NYCHA’s elevator performance trends to understand and 
evaluate them. The graph below shows the latest in a series of reports produced by the 
Monitor to review on-going performance. The chart focuses on the number of outages, 
outage durations, and repair team response times, and also identifies the developments 
with the worst performing elevators. 
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Based on the elevator performance and trends analysis report dated October 11, 2022, 
NYCHA has seen a decrease in elevator outages. From January 1, 2022, to September 
30, 2022, there were 26,954 outages, at an average monthly rate of 2,995, across the 
entire portfolio of NYCHA elevators. Based on the current data, we anticipate this trend 
to continue and for the 2022 end-of-year total to be 35,940 outages – approximately 12% 
lower than the previous year. 
 

Analysis of the data also shows the following: 
 

1. A high-level assessment based on the latest data indicates that elevator 
performance has improved since the Agreement went into effect in February 2019. 

 
2. From January 1, 2022, to September 30, 2022, there were a total of 26,954 

outages across the entire portfolio of NYCHA elevators. This was about 14% 
lower than the 31,437 outages in the same timeframe in 2021. 

 
3. The average outage duration this year from January 1st to September 30th is 

11.30 hours, a modest improvement from 12.54 hours for the same period last 
year. For the same time frame, the maximum outage duration (total hours) has 
significantly decreased to 1365.94 hours this year versus 7358.92 hours last year. 

 
4. The average response time this year from January 1st to September 30th is 6.43 

hours, a modest improvement from 6.55 hours for the same time frame last year.  
 

5. Worst performing developments by outage count this year for the January 1st to 
September 30th timeframe include Wagner (578 outages), Johnson (557 outages) 
and Forest (522 outages). 

 
6. Pilot projects focused on improving preventive maintenance, such as at Mott 

Haven and Patterson Houses, have demonstrated the effectiveness of high-quality 
preventive maintenance in significantly reducing outage frequencies and the 
benefit of having dedicated teams on-site to improve outage durations and 
response times. 
 

2. Root Cause Analysis of Elevator Outages and Durations 
 
As with NYCHA’s heating services, understanding the root causes of elevator outages is 
essential for ESRD not only to ensure that effective repairs are made, but also to better 
understand how to direct its preventive maintenance program to address these causes. 
Understanding root causes, particularly for its worst performing elevators, is also essential 
for NYCHA’s Capital Division in prioritizing elevators for replacements. Based on the 
Monitor’s assessment, the primary root cause of outages often traces back to a lack of 
thorough and effective preventive maintenance.   

 
To that end, ESRD, with the support of the Monitor team, conducted two pilot projects to 
examine strategies to improve preventive maintenance at developments with poorly 
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performing elevators. The first pilot was at Mott Haven Houses, starting in early 2021 and 
running into the fall of that year. Using the lessons learned there, a second pilot was 
started at Patterson Houses in March 2022 that will likely run through the end of the year. 
ESRD performed the maintenance work on the elevators during the pilots while the 
Monitor team and the EHS elevator team conducted the data analytics. So far, the main 
lesson learned is that having a dedicated maintenance team working on the same 
elevators enables them to better understand the individual maintenance requirements for 
those elevators, resulting in significantly fewer equipment breakdowns. Also, having a 
dedicated crew enables them to complete a thorough maintenance process without being 
interrupted to respond to unplanned elevator outages. 
 
During discussions with ESRD personnel, we learned that elevator mechanics perform a 
mix of visual inspection and actual work (cleaning, lubricating, replacing components, 
etc.) for key elevator components during their monthly preventive maintenance. Visual 
inspections, however, do nothing to improve the condition of an asset and are therefore 
ineffective in prolonging the duration between failures. The Monitor created a tracking 
mechanism to indicate the occurrence of visual-only inspections, compared with 
inspections when actual work is performed.9 This is depicted in the graph below for the 
Patterson development.  
 

 
9 We note that during the early months of the pandemic (April 2022 to September 2020), NYCHA stopped 
taking elevators out of service in single-elevator buildings (almost 50% of NYCHA’s elevator portfolio). This 
impaired NYCHA’s ability to perform maintenance work, which is necessary for preventing no-service 
conditions. 
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The data across the top of the graph corresponds to months and the side corresponds to each elevator (identified by 

Asset Number) and the relevant Preventive Maintenance step. For any given month, a red box denotes that visual 

inspection was performed for the specific elevator and step number while a green box denotes that actual work was 

performed. 

ESRD has found this tracking information to be a useful tool in assessing possible root 

causes for individual elevators that experience frequent outages. For these elevators, the 

chart shows that months can go by with visual inspections only, with no actual preventive 

maintenance. Our analysis of Maximo data routinely shows a direct correlation between 

an increase in the number of outages and the lack of actual maintenance work performed 

for those elevators. The Monitor team is working with ESRD leadership to use these 

charts as a management tool for communicating to elevator mechanics and helpers that 

visual inspections in these circumstances are not acceptable, as per the ESRD standard 

operating procedures (SOP). 

3. Work Order Improvements  
 
As with heating systems, the Monitor Team has worked with NYCHA to improve the 
accuracy and completeness of information in elevator work orders. Every elevator outage 
work order is assigned one or more repair codes, which typically indicate the action or 
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repair taken to address the outage. If used correctly, repair codes can help assess the 
assets and factors responsible for the outage. In that regard, while there are 
approximately 3600 repair codes available in Maximo, less than 40% identify specific 
equipment – significantly reducing their usefulness. A large majority of repair codes 
utilized are “Found Out of Service”, “Faults Cleared,” and “Main Line Reset.” 

 
Each outage work order also has a work log – a series of entries made by field personnel 
responding to outages. These entries are meant to describe the problem or situation, 
actions taken, and other information that would help explain the root cause of an outage. 
Because work logs are a freeform text field, their analysis is a challenge, as information 
is not entered in a uniform format. The Monitor searched the work logs for keywords that 
identify specific causes or equipment to pinpoint the root causes for each outage.  
 
Using this approach, the Monitor was able to determine root causes for about 65-75% of 
all outages. This keyword search technique could be improved with the following 
adjustments: 
 

• The analysis looks for specific keywords – this list should be updated to make it 
more effective (approximately 25-35% of work log entries do not include the current 
list); 
 

• In some cases, there are typos, abbreviations, and variations of the same keyword, 
complicating the analysis (e.g., Door Lock, Door Lock Monitoring, DLM, etc.); 

 

• Because one worklog may contain multiple keywords, the analysis is organized 
such that the higher priority keyword is counted – this priority list should be 
validated. 

 
4. Elevator Deficiencies Analysis 

 

Since August 2021, ESRD has been maintaining a list of elevator “deficiencies” noted 
during elevator inspections. These deficiencies have been recorded in a spreadsheet 
updated weekly, with new deficiencies added and resolved ones removed. The Monitor 
has helped optimize this process by developing an electronic deficiency analysis report 
that is now issued weekly to ESRD. 
 
This report, a portion of which is shown below, takes the information contained in the 
spreadsheet and creates visualizations that enable more effective tracking, assessment, 
and management of deficiencies. With the Monitor’s support, ESRD has been able to 
significantly reduce the number of deficiencies over the past year across all four operating 
sectors. There has been a 78.9% reduction in the number of total deficiencies 
from October 17 - 24, 2021, to October 17 - 24, 2022 (3963 to 836).  
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C. Waste Management 

 
Paragraph 45 of Exhibit B to the Agreement requires that NYCHA, at least once daily, 
police the grounds and common areas at each development for trash. Further, at least 
once daily, the trash at each development must be collected and removed from the 
premises or securely stored for removal in a manner that prevents pest access.  
 
The principal challenge faced by the Monitor in determining NYCHA’s compliance with 
Paragraph 45 was its breadth – explicitly encompassing every NYCHA building, to be 
cleaned of outside garbage daily, with the trash securely stored or removed from the 
development daily. Neither NYCHA nor the Monitor had the means to inspect all 335 
NYCHA developments every day to assure compliance with this requirement. Moreover, 
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if the implicit goal of Paragraph 45 is to require NYCHA to maintain clean conditions at its 
developments, compliance with the requirements of Paragraph 45 alone would not do it, 
as people generate garbage throughout the day. A clean development in the morning 
may be littered with trash by the evening unless the trash is being continuously collected. 
 

1. Waste Management Data Collection and Analysis 
 

To address these issues, the Monitor team and NYCHA’s Waste Management 
Department collaborated in early 2021 to develop an electronic Fastfield report that would 
collect waste management data and report on cleanliness conditions (based on visual 
inspections by Monitor field examiners) throughout the common interior spaces and 
exterior grounds at all NYCHA developments. Over time, that data would enable the 
Monitor and NYCHA to identify those developments where the goals of Paragraph 45 
were being met as well as those requiring improvement. 

 
The Fastfield reports specific to waste management inspections are captured on a “Waste 
Management Measurement App,” or “WAMMA.” WAMMA can be uploaded on a hand-
held tablet or iPhone. The WAMMA field report applications were developed by the 
Monitor’s data analytics staff, and they enable inspections of each development via a 
standard inspection form. The form includes fields for grades, comments, and 
photographs to illustrate the observed conditions. 
 
For example, the below photographs from WAMMA depict construction debris, weeds, 
and rat burrows, as well as a trash-strewn area that needs attention:  
 

 
 
The WAMMA inspection assesses multiple interior and exterior areas: lawns and grassy 
areas; curbside garbage pickup sites; walkways; short term exterior storage areas; waste 
yards and ancillary exterior storage areas; outside main entranceways to buildings; roofs; 
lobbies and mail areas; mail rooms; elevators; hallways; stairwells; compactor rooms; 
machine rooms; and basements. Each item is graded 1-5, with “1” signifying extremely 
substandard conditions, and “5” meaning spotless conditions. In addition, in order to 
compute a composite score for the entire development based on the individual scores at 
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various buildings, each item is weighted in accordance with its overall significance to the 
big picture as follows: 

 

 
 

In March 2021, the Monitor began random inspections at developments throughout the 
City, testing and improving WAMMA’s scope and functionality. Recently, the Monitor 
concluded a six-month pilot at 20 developments, taking WAMMA readings periodically at 
each development and measuring compliance over time. The Monitor has now expanded 
that pilot to include an additional 20 developments for inspection over the next 6 months. 
The WAMMA reports for the inspected developments are immediately shared with 
NYCHA, enabling NYCHA to apply necessary resources to correct the identified 
problems. The Monitor has offered this technology to NYCHA so that it can create its own 
field inspection applications as a tool to effectively capture conditions in the field for 
inspectional and staff management purposes.  
 
The power of this tool in measuring progress (or lack thereof) at any given development 
over a period of time is self-evident. For example, here are three photos of the waste yard 
at West Brighton Houses taken over a period of approximately a year and a half, showing 
dramatic improvement. 
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March 11, 2021 

 

 
January 20, 2022 
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August 3, 2022 

 
The overall ratings for West Brighton have risen in dramatic fashion over that period of 
time as well: 
  

Development Date 

Average 

Rating 

WEST BRIGHTON I 03/11/21 2.25 

WEST BRIGHTON I 04/08/21 2.46 

WEST BRIGHTON I 08/25/21 2.73 

WEST BRIGHTON I 10/07/21 3.15 

WEST BRIGHTON I 11/11/21 2.56 

WEST BRIGHTON I 01/21/22 3.14 

WEST BRIGHTON I 03/08/22 3.74 

WEST BRIGHTON I 03/16/22 3.31 

WEST BRIGHTON I 04/11/22 2.79 

WEST BRIGHTON I 05/03/22 3.45 

WEST BRIGHTON I 05/23/22 3.54 

WEST BRIGHTON I 08/03/22 4.20 

 
The average rating for the 37 submissions in September 2022 was 3.40. That reflected 
an increase from August, when the average of the 45 submissions was 3.21.  The average 
rating for all 696 WAMMA submissions from 3/2/21 to 9/30/22 was 2.94.  
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Below is a borough-by-borough breakdown for August and September 2022: 
 

 

   
 
WAMMA is thus proving to be a highly effective tool in providing a “snapshot in time” of 
the overall conditions of the interior and exterior spaces at NYCHA developments, which 
NYCHA has been using to increase accountability among staff and drive improvements. 
Repeated on-site inspections by the Monitor Team at formerly troubled developments 
spotlighted by WAMMA have revealed significant improvements overall, and the trend 
upward appears to be continuing. The mandate of Paragraph 45 – of daily trash collection 
and then removal and/or proper storage of trash collected until it can be removed from 
the sites – should be readily attainable as the average monthly WAMMA scores approach 
“4.” Prior to conclusion of the Monitorship, the Monitor plans to transfer the WAMMA 
software to NYCHA so that it can continue the program after the Monitor is gone. 
 

To date, over 690 WAMMA reports have been completed by the Monitor’s field examiners 
and provided to NYCHA. Those reports contain over 38,000 photographs of development 
conditions, broken down by development location and subject area as indicated on the 
graphic below: 

 

Borough Average Score Inspections

THE BRONX 3.06 7

BROOKLYN 3.21 20

MANHATTAN 2.87 11

QUEENS 3.40 3

STATEN ISLAND 4.28 4

Total 3.21 45

Overall Average Submission Score - August

Borough Average Score Inspections

THE BRONX 2.91 10

BROOKLYN 3.38 11

MANHATTAN 3.43 7

QUEENS 3.52 5

STATEN ISLAND 4.46 4

Total 3.40 37

Overall Average Submission Score - September
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2. Waste Storage 
 

The Agreement also obligates NYCHA to store trash securely at least daily prior to 
removal. To facilitate this task, NYCHA has converted 16% of its “curbside pickup” 
developments (where garbage is piled at the curb and later collected by the City 
Sanitation Department) into fully containerized or “shared” developments (where one 
development uses secure containers located at a nearby development). In addition, 2% 
of curbside pickup developments are receiving new, secure garbage cans and 67% of 
FHA housing (owned by NYCHA) will also receive updated cans. Approximately 15% of 
curbside pickup developments are currently being assessed for further improvements.   
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In addition, NYCHA has augmented garbage pickup in Brooklyn with a pilot program at 
seven developments that supplements the Department of Sanitation’s 2/3-day curbside 
collection service with two additional trucks that provide 5/6-day service. NYCHA reports 
that it intends to expand this program to additional sites. NYCHA is also in the midst of 
another successful pilot program installing automatic cardboard compactors at several 
sites, reducing the amount of labor necessary to bag and bundle paper and cardboard 
and allowing for increased storage of landfill-bound waste in compactors and containers. 
NYCHA has collected 242.7 tons of paper and cardboard since the pilot launched in 
March 2020 and plans to expand the project going forward. In collaboration with the Asset 
and Capital Management Department, the Waste Management Department plans further 
expansion of outside waste yards and upgrades of compactor equipment that should 
further accelerate NYCHA’s Agreement compliance. 
 

D. Pest Control 
 

NYCHA’s detailed obligations respecting pest control are found in Exhibit B to the 
Agreement at paragraphs 35-44.  These provisions require specific reductions over time 
in the populations of cockroaches, rats, bedbugs and mice; accelerated response times 
to pest complaints; and application of state-of-the-art pest control methods, called 
Integrated Pest Management, or “IPM.”   
 
The Agreement sets certain benchmarks for NYCHA. By 2021, NYCHA must accomplish 
the following: 
 

• respond to 75% of all rat complaints within 2 business days, and to all rat 
complaints within 5 days; 
• respond to 75% of all other pest complaints within 7 days, and to all other pest 
complaints within 5 days; 
• apply effective pest control methods in accordance with applicable law to address 
verified complaints within 7 days; 
• provide expedited responses and application of pest control methods where a 
resident has a health condition caused or exacerbated by exposure to pest 
infestation. 

 
Additionally, by 2024, NYCHA is supposed to respond to 90% of all rat complaints within 
2 business days, and to all rat complaints within 5 days, and respond to 90% of all other 
pest complaints within 7 days, and to all other pest complaints within 10 days. 
 

1. Pest Control Metrics    
 
The following table is NYCHA’s recent compilation of completed tasks as per the 
Agreement: 
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             Completed Pest Control Obligations (Paragraphs 35 – 45)  

 

Key deliverable/ milestone Percent Date 

Completed  

Paragraph Topic  

Implementation of priority matrix 100% July 2020 38 - 40 Pest Response Times 

IT Enhancement to Flag Units w/ 

Applicable Health Conditions 

100% August 2020 38 - 40 Pest Response Times 

Determination of Pest Sensitivity Flag 

Parameters 

100% July 2020 38 - 40 Pest Response Times 

First Priority/Primary Impacted Units 

(PIUs) Inspected and Treated 

100% January 2020 41 Targeted Relief 

Second priority PIUs Resident Contact 

Plan 

100% September 

2020 

41 Targeted Relief 

Second priority PIUs Inspected and 

Treated 

100% September 

2020 

41 Targeted Relief 

IPM interim Guidance to Staff 100% January 2020 42 - 44 IPM Adoption 

IPM Work Order Check List Implemented 100% May 2020 42 - 44 IPM Adoption 

Trainings for Exterminator on Specific 

Pest Types & Interact w/ Residents 

100% September 

2020 

42 - 44 IPM Training 

Hiring Additional Exterminator Staff 100% November 

2020 

38 - 40 Response Times 

Training staff on QR Reference Guide and 

New SP 

100% September 

2020 

42 - 44 IPM Training 

Targeted Relief 100% November 

2020 

41 Targeted Relief 

Improving Vendor Contracts to Include 

NYCHA Specific Training 

100% June 30, 2020 41 Vendor Contracts to 

Include NYCHA 

Specific Training 

Pest Standard Procedure Nov 30, 

2020 

December 21, 

2020 

41 IPM 

QR guide Aug 30, 

2020 

December 21, 

2020 

41 IPM 

Maximo Compliance Pest Dashboard 

Exceptions 

100% April 2, 2021 38 - 39 Response Times 

Implement Policy Requiring Borough 

Schedulers Provide Residents Opportunity 

to Authorize Access During Absence 

100% April 5, 2021 40 Response Times 

Employee Time Analysis 100% April 2021   

Pest Sensitivity Communications Plan 100% May 31, 2021 38 - 40 Pest Sensitivity 

Adjacent Protocol Phase I (Pest Test and 

Severity) 

100% May 10, 2020  Adjacent Units 

Door Sweep QA 103% Feb 28, 2022 44 Door Sweeps 

NPII Inspections 100% April 7, 2022  NPII 

 
 
As seen above, NYCHA has made significant progress in fulfilling its response time 
obligations, although they are not yet fully satisfied. Recent data concerning showing 
response times is set forth in the chart immediately below. It should be noted, however, 
as discussed further below, that quicker response times do not necessarily equate to 
better remediations.  
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For Rats   

Metric Last Month Last Month (Pest Sensitive)10 
% Complaints responded to w/in 2 
business days 

42.04 100.00 

% Complaints responded to w/in 5 
calendar days 

53.00 100 

Avg. Response Times(Days) 4.58 1.92 
   

For Mice, Roaches & Bedbugs   
Metric Last Month Last Month (Pest Sensitive) 
% Complaints responded to w/in 7 
calendar days 

19.13 46.43 

% Complaints responded to w/in 10 
calendar days 

24.72 54.59 

Avg. Response Time (Days) 2.72 3.66 

 

As noted above, the Agreement also requires that the populations of the four pest types  
(cockroaches, bedbugs, mice and rats) be reduced by specific percentages over specific 
periods of time. In that regard, NYCHA was required, by June 2019, to work with the 
Monitor to develop a reliable methodology for determination of pest levels and publish 
those estimates quarterly; by January 2022, to achieve a 50% reduction in its rat 
population, a 40% reduction in its mice and roach population, and a reduction in its 
bedbug population acceptable to the Monitor; and by January 2024, to achieve a further 
50% reduction for each pest category. As for the methodology, in 2021, NYCHA, working 
with an expert data scientist, determined that 2000 apartment inspections portfolio-wide 
(in addition to approximately 2000 inspections conducted before the pandemic) could 
establish a baseline from which overall populations of cockroaches and mice might be 
estimated. The units slated for inspection were selected by the data scientist based on 
criteria she developed. During the late winter and early spring of 2022, NYCHA performed 
2071 such inspections, called “NPII inspections” (NPII stands for “NYCHA Pest Infestation 
Index”). In early 2023, NYCHA is contemplating performing a second annual census of 
an additional 2000 units to measure progress in pest remediation during the past year.  
The Monitor will assist in that effort by having its consulting entomologists train the 
NYCHA inspectors conducting the census.  
 
In the interim, the Monitor’s pest expert has proposed an alternative methodology based 
in part on Maximo data collected by NYCHA on an ongoing basis which relies on an 
“outcomes dashboard” that shows trends for each of the pest types over time. When 
properly used in conjunction with NPII inspections, the outcomes dashboard can provide 
the basis for determination of a census for each of the four pest types. 
 
Below is an illustrative graph taken from the dashboard demonstrating the number of work 
orders per month based on new and active complaints.  While the pandemic created a 
considerable interruption in this graph (as indicated by a yellow dotted line), a trend is 
nonetheless discernable. Prior to 2019 there was little change in the pattern and volume 
of new and active pest complaints. There was then a significant drop-off due to COVID, 

 
10 “Pest sensitive” is a designation for units where residents have asthma or another condition generally 
recognized as being caused by or exacerbated by exposure to pest infestations (e.g., other respiratory 
illness, immune deficiency/suppression, and/or effects of certain medical treatment). 
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but now the volume of new and active pest complaints is climbing back to 2016 levels 
(the periodic dips in the graph otherwise reflect seasonal trends in pest behavior).   

  

 
 
NYCHA disputes this conclusion based on its own data that shows a decline in new pest 
complaints over time, possibly suggesting that the incidence of pest infestations 
themselves are declining. Although NYCHA acknowledges that there could be many 
reasons for a reduction in new pest complaints, in NYCHA’s view the data does not 
indicate that pest infestation is on the rise heading toward the level of infestation in 2016. 
The Monitor’s expert agrees with NYCHA’s finding that new pest complaints have gone 
down and applauds NYCHA’s attention to that metric. But that does not mean that the 
overall volume of infestation is going down. To the contrary, we believe the overall level 
of infestations is increasing because the backlog of unresolved complaints (i.e., “active” 
complaints) is increasing. Thus, taking into account both “new” and “active” complaints, 
we believe the level of infestation is growing again. As discussed further below in the 
section captioned “Resident Ambassador Program,” we are optimistic that this trend can 
be reversed in the coming year based on NYCHA’s progressive plans. 

 
2. Monitor Inspection  

 
NYCHA’s pest control data is typically used to measure NYCHA’s “output” in response to 
the Agreement, that is, the amount of work NYCHA has completed (e.g., the number of 
work orders closed per month, or average time between opening and closing a work 
order). By contrast, “outcome” metrics measure the quality of the work done. While 
“output” metrics are useful in monitoring certain aspects of operations, they have less 
utility in illuminating whether the remediation work is thorough and effective, nor do they 
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identify procedures that need improvement or dwelling units that are especially 
problematic and require a greater concentration of remediation resources.   
 
NYCHA Pest Control Unit (Pest Control) Supervisors of Inspectors (SOEs) are trained in 
quality assurance and have primary responsibility for overseeing the work of the 
exterminators to confirm its propriety and completion. In order to confirm the adequacy of 
the SOEs’ work as well as the quality of the underlying remediations, a Monitor expert 
and several members of the Monitor team perform separate quality checks in the field. 
These inspections are conducted during (and following) remediations done by borough-
based exterminators and outside vendors. After each inspection, the Monitor expert 
prepares a written report analyzing the adequacy of the work done. These reports are 
routinely shared with Pest Control to aid in improving the quality of the exterminations.11  
 
Some specific problems noted in the most recent report include the following: 
 

• Application of bait by an unlicensed individual 

• Incorrect pesticide records 

• Inaccurate reporting of cockroach infestation levels 

• Unresolved sanitation issue 

• Pest problem not investigated 

• Unnecessary work order 

• Inadequate application of cockroach bait 

• Inadequate service and subsequent controversy 
 
Many of these deficiencies have been observed in other Monitor quality checks. We have 
found that the exterminators’ emphasis appears to be on sealing crevices and vacuuming 
and cleaning the premises, rather than on proactive means to curtail pest infestations in 
the future, such as the thorough use of baiting and other means of trapping roaches, mice, 
and rats. Generally speaking, the exterminators are proficient in the work they do, but our 
expert’s view is that the work often does not go far enough. Little time is spent applying 
cockroach bait, and the quantity used is insufficient and not applied in the most effective 
locations.  
 
The most recent report states that no more than 5 -10% of the service time is devoted to 
applying roach bait, when in fact the majority of time should be spent doing so. Further, 
the amount of bait applied in the apartments is typically 5 grams or less regardless of the 
infestation level. The bait is applied mostly to hinges on cabinets, closet doors, and cable 
conduits, but not in other areas where it is needed and would be more effective. In sum, 
it appears that the work done by the vendors and exterminators follows a predictable 
pattern in each apartment, rather than addressing the unique needs of that apartment – 
and, while useful as far as it goes, is often insufficient. The consequence is that 

 
11 EHS’s IPM oversight team (IPMOT) also conducts inspections and assesses the quality of NYCHA’s pest 
remediation work and has made similar recommendations to Pest Control to improve the quality of work 
performed. 
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apartments undergoing these exterminations may see a reduction in pest activity for a 
month or two, but the pests return, as the remediations are not thorough.12  
 
The Monitor expert’s reports have provided guidance to NYCHA on how to solve this 
problem, by tailoring each remediation to that apartment’s needs and ensuring that the 
exterminators use their time to best advantage in performing work having the greatest 
impact. For its part, the Pest Control Department has been providing guidance in the field 
based on the observations in these reports. We look forward to progress in that regard 
as our inspections, and our productive dialogue with Pest Control, continue. 
 

3. Vendor Issues  
 
To augment its own pest remediation efforts, NYCHA contracts with a handful of outside 
vendors to provide pest extermination services.  Both Pest Control and the boroughs are 
authorized to retain these vendors when circumstances warrant. While SOEs from Pest 
Control or the boroughs (depending on who did the retention) are responsible for 
supervising the vendors and assuring the quality of their work, the Monitor’s investigative 
team has determined that such oversight is not uniform and is often lax. This has led not 
only to incomplete remediations as discussed in the section above, but also to instances 
of potential fraud, waste, and abuse in extermination and billing practices. 
 
That is because Pest Control has lacked the authority and personnel to adequately 
supervise and audit the work done by the vendors (and borough exterminators) spread 
throughout the field. We have maintained that unless control of pest remediation 
throughout the portfolio is centralized under the authority of Pest Control, and Pest 
Control is given proper tools to manage that activity, the problems identified by our 
investigative team will persist. For example, training for all NYCHA exterminators should 
be supervised by Pest Control – both classroom and field work – and Pest Control should 
be responsible for uniform quality control for all exterminations in the field, including the 
power to sanction or require additional training for poorly performing exterminators.  
 
Based on that assessment, the Monitor Team submitted to Pest Control a comprehensive 
memorandum documenting our findings and proposing remedial action consisting 
primarily of consolidation of management of all pest remediation efforts under Pest 
Control. This would provide uniformity of professional standards for all pest remediations 
throughout the portfolio, whether done by Pest Control, borough operations, or vendors. 
This would also enable NYCHA to execute better oversight of work performed by both 
staff and vendors to ensure that the measures taken are thorough and effective. Pest 
Control embraced these recommendations and responded by drafting a detailed 
proposed restructuring plan for Pest Control consistent with the Monitor’s 
recommendations. Pest Control is currently working with NYCHA’s leadership to integrate 
the new operational model for Pest Control within the framework of the “Neighborhood 

 
12 Also, the exterminators are often prevented from performing thorough remediations because the 
apartments are not adequately prepared by residents in advance (kitchens cleaned, cabinets emptied, 
appliances pulled out from the walls, etc.).  This is a complex problem that the Monitor and NYCHA are 
jointly addressing through the “Resident Ambassador Program,” discussed below.  
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Model” for management of developments. The Monitor team and our consulting experts 
are prepared to assist in implementing the new pest remediation management regimen. 
 

4. The Resident Ambassador Program 
 
As discussed above, exterminators frequently are unable to conduct thorough 
exterminations because the units to which they are assigned are not prepared for the 
exterminations, meaning that the areas where pests tend to cluster are inaccessible: 
kitchen cabinets have not been emptied; kitchen sinks and counters contain dishes, 
utensils and food containers; closets have not been emptied; and furniture and appliances 
have not been removed from walls.  When exterminators find these conditions, they have 
three choices. They can perform an incomplete remediation; they can wait while the 
resident prepares the apartment; or they can leave and return on a later date.  None of 
these options is attractive. The result of the first option is an incomplete remediation, 
leading to a repeat infestation within a short period of time. The second option causes 
delays that frustrate completion of the day’s schedule. The third option may simply 
exacerbate the pest infestation problem that necessitated the visit, as the pests will 
continue to proliferate when the extermination is delayed until it can be rescheduled. 
Rescheduling is also necessitated when a resident simply is not home – or declines 
admittance to the exterminators – when they knock on the door. 
 
NYCHA is well aware of these problems, and in the past, has sought to address them 
through flyers and robo-calls to the residents in advance, advising them of the date for 
the extermination and the measures they should take to prepare their units for 
remediation. These efforts have largely proven ineffectual, however, for the principal 
reason that residents did not necessarily read the flyers or hear the robo-calls. NYCHA 
then instructed its extermination vendors to communicate directly with the tenants in 
advance of the exterminations, to assure that someone would be home on the scheduled 
date, and that their units would be prepared for the extermination. That has not worked 
either, however, for a variety of reasons.   
 
Accordingly, NYCHA has decided to partner with the Monitor on a pilot program that the 
Monitor developed last year, but that was not initiated then due to lack of funding. Called 
the “Resident Ambassador” program, it has every prospect of success where previous 
efforts at effective advance communication with residents have failed. The key ingredient 
is the resident ambassadors themselves – fellow NYCHA residents who understand the 
pest remediation protocol and who know their neighbors. The resident ambassadors, who 
will be paid, will be responsible for: meeting with residents whose units are scheduled for 
pest remediation; confirming the date of remediation (and if that date is inconvenient for 
the resident, working with the neighborhood planner to schedule a different date); 
explaining to the resident the extermination process and the need to prepare their units 
in advance; doing a walk-through with the resident to identify what exactly needs to be 
done before the extermination; helping the resident prepare as necessary (without heavy 
lifting); and confirming immediately before the extermination that the unit is prepared for 
remediation. 
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The goal is to facilitate full remediations by the exterminators – on schedule. That will 
reduce or eliminate the necessity for repeat visits to the same unit, improving the quality 
of life and enabling the exterminators to cover more ground more effectively on an 
ongoing basis. NYCHA and the Monitor are excited at the prospects for success for this 
new pilot, which will be initiated on the Lower East Side and expanded throughout the 
portfolio during 2023 as circumstances permit. 

 
E. Lead-based Paint 

 
The Agreement requires NYCHA to abate lead in its properties by 2039, with 50% of the 
abatement to be finished by 2029. According to the extensive provisions of Exhibit A to 
the Agreement, NYCHA must also strictly follow the laws and regulations applicable to 
safe abatement and any renovation, repair, or painting work that disturbs more than two 
square feet of a component part of an apartment. Further, NYCHA must comply with the 
laws of New York City, which has a stricter standard than HUD for abatement of lead. To 
determine if lead abatement is required, NYCHA conducts X-ray fluorescence (“XRF”) 
testing to the New York City standard of .5 milligrams per centimeter squared (.5 mg/cm2). 
 
From the very outset of the monitorship, lead abatement in apartments where children 
under six (“CU6”) reside has been a paramount priority given that children are most 
vulnerable to the serious and permanent effects of lead once it enters the blood stream. 
The process of identifying these units has changed over time, causing many more 
apartments to be classified as CU6. The most significant changes have come from the 
expanded legal definition of “resides” to include units where children visit, and from the 
stricter lead paint standard, which led NYCHA to proactively include CU6 apartments in 
developments that were exempt under the previous standard. Specifically, the key legal 
and policy changes were: 
  

• a 2019 law that required CU6 to include apartments where children live or visit 
more than 10 hours per week (this took effect in 2020); 
 

• a 2021 change of the lead paint standard to .5, which lead NYCHA to voluntarily 
broaden its CU6 population to include developments which were exempt under 
the 1.0 standard; and 

 

• increased outreach efforts around annual Local Law 1 notices, including posters, 
door knocks, and web portals to identify CU6 units. 

  

As a consequence of these factors, the total number of XRF-tested CU6 units has 
increased substantially in the last few years.13 As of January 1, 2019, 3,028 CU6 units 
were XRF tested. Refreshed later that year, the number was 6,436. By January 1, 2020, 
the number of CU6 units was 20,880. Refreshed later that year, the number was 21,347.  
 

 
13 These are units requiring a visual assessment that have been designated as CU6 units. They may have 
been XRF-tested but if tested positive, they would continue to be assessed. For units presumed positive, 
they would be visually assessed until they test negative. 
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The number of CU6 units tested in first half of 2021 was 6,198, with 10,749 CU6 units 
tested in the second half of 2021. The number of CU6 units tested in first half of 2022 was 
32,092. The projected count of CU6 units to be tested in the second half of 2022 is 20,609. 
  

NYCHA has established the TEMPO Program to focus on CU6 apartments, and also 
those in which a pregnancy has been reported. The TEMPO Abatement Program is a sea 
change to how NYCHA previously performed lead abatement. The TEMPO Abatement 
Program temporarily relocates residents in hotels during abatement activities so that the 
resident and their family return to a lead-free apartment.14 
 
The data showing test results for each component in an apartment is saved in 
Maximo. NYCHA also has extensive data from its prior XRF initiative (testing some 
100,000 units to 1.0 mg/cm2), which is used to help ensure that lead-safe work practices 
are used on positive components.  
 
All lead repair, interim control, and abatement work must conclude with a clearance test 
in which dust is collected and tested in a laboratory. Dust wipe performance following 
repair work has significantly improved since 2019. But even in 2022, performance has 
fluctuated between a high of over 92% and a low of 60%. 

 
Abatement in two developments converted under the PACT program – Harlem River and 
Williamsburg Houses – is now underway (i.e., 10% or less complete). Both locations must 
be abated by the end of January 2024. 

 
The graphs below provide details of NYCHA’s performance in testing and abatement as 
of October 7, 2022:  
 

 
14 In addition to abatement, NYCHA is also prioritizing inspection and repair of lead paint under the TEMPO 
program, as required by the Initial Lead Action Plan approved by the Monitor last year. Units housing 
children under six receive visual assessments every six months (only one is required by the HUD 
regulation), and repairs are made on an accelerated basis.  
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Additional details are provided below: 
 

1. XRF Testing Progress (.5 mg/cm2) 
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2. TEMPO Repairs as of October 11, 2022 

 
 

3. Dust Wipe Reporting (Performance Trends Since 2019)  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Overall, between the PACT abatements and the TEMPO program, NYCHA has started to 
transition from testing to abatement in 2022, a trend that will need to continue in 2023 and 
beyond to meet the Agreement abatement milestones. 
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F. Mold and Leaks 
 
The HUD Agreement requires NYCHA to address mold and leak cases in a prompt and 
thorough manner. Exhibit B, Paragraph 17.b requires NYCHA to complete all “simple” 
repairs within seven days and all “complex” repairs within fifteen, or in the alternative to 
clean visible mold within five days. NYCHA has struggled with these performance 
standards since the execution of the Agreement in 2019, but is now taking well-
considered steps to improve its performance.  

 
In May 2022, NYCHA’s Office of Mold Assessment & Remediation (“OMAR”) launched 
the Mold and Leak Scorecard and Dashboard with the assistance of Stout, the 
Independent Data Analyst (“IDA”). The Scorecard and Dashboard are tracking tools 
ranking each NYCHA consolidation on its mold and leak work order performance.15 The 
Scorecard tracks 11 key mold and leak metrics correlating to the compliance 
requirements outlined in the Baez litigation and the HUD Agreement.  
 

1. Mold and Leak Intervention Strategies 
  

With the Scorecard, OMAR can see which developments are the most vulnerable and 
flag issues where they are underperforming. Developments that are the most 
underperforming are considered for entry into the Enhanced Oversight Program (“EOP”). 
The EOP leverages NYCHA’s Mold and Leak Scorecard data to improve compliance at 
vulnerable developments. This work is done using a combination of intervention 
strategies including enhanced monitoring as well as supplying additional resources to 
improve mold and leak compliance.  
 
In July 2022, OMAR kicked off the first round of EOP at six sites including Sumner, Red 
Hook West, Unity Plaza, Wilson, St. Mary’s Park, and Astoria Houses. It was completed 
in October 2022. Through this round of EOP, OMAR deployed a team of certified mold 
inspectors and seasonal staff to address mold and exhaust fan cleaning and engaged the 
Skilled Trades Administrators to prioritize their work. OMAR also led weekly check-in 
meetings with each consolidation to monitor progress and address roadblocks. 
Throughout the EOP, the Independent Mold Analyst (“IMA”) made wall cavity 
assessments to identify the root cause(s) of plumbing issues faced by selected lines or 
buildings. Round II EOP is currently in progress. It began on October 1st and will continue 
until December 2022. Developments in EOP Round II include O’Dwyer Gardens, 
Jefferson, Queensbridge North, and Red Hook East. Finally, in partnership with the 
Ombudsperson Call Center (“OCC”), OMAR will conduct on-site outreach events at each 
consolidation to spread awareness about mold and leak resources and learn about issues 
faced by residents.   

  
Separately from the EOP, OMAR also launched several new initiatives to improve 
NYCHA’s response to mold and leaks. The Maintenance Worker Inspection Pilot ran from 
September 2021 to May 2022, and it was intended to test the ability of Maintenance 
Workers to conduct mold inspections. By shifting some of the inspection responsibilities 

 
15 A consolidation is a group of developments that are managed together. 
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to Maintenance Workers, NYCHA hoped to reduce its open mold inspection backlog as 
well as the time to inspect. Five developments in the Bronx were chosen for this pilot and 
they included Castle Hill, Edenwald, Mitchel, Melrose, and Marble Hill Houses. Overall, 
the pilot demonstrated positive results. The backlog of open mold inspections, as well as 
the average days to inspect declined at all pilot sites. Specifically, OMAR observed a 
decrease in open initial mold inspections from 1,154 in September 2021 to 196 in May 
2022. Concurrently, the average days to inspect declined from 43 days in September 
2021 to 25 days in May 2022.  However, NYCHA has been slow to expand this initiative 
beyond the pilot developments. As of October 2022, NYCHA began rolling out the pilot 
Authority-wide, prioritizing the lowest performing consolidations on the Scorecard.  

  
OMAR also launched a Mold Inspection Initiative utilizing three Property Maintenance 
Superintendents (“PMSs”) OMAR has on staff. These workers were tasked with reducing 
the backlog of mold inspections at developments where mold inspections were not being 
addressed in a timely manner. This initiative started in January 2022 at Jackson and 
Morrisania Air Rights. As an incentive, OMAR set a goal to complete 1,000 mold 
inspections by the end of 2022. As of November 1, 2022, they met that target having 
already completed just over 1,000 mold inspections. 

  
In a similar manner, OMAR launched Operation Mold Cleanup prioritizing the cleanup 
and prevention of mold conditions across NYCHA. Beginning on May 3, 2022, this 
initiative flagged a total of 19,633 outstanding mold removal and mold resistant paint work 
orders assigned to Caretaker X staff and painters and challenged NYCHA staff to address 
the work as quickly as possible.16 As of September 12, 2022, for Phase I NYCHA was 
able to close a total of 9,254 of these work orders, or approximately 47.13%. In August 
2022, NYCHA commenced Phase II of this initiative. Phase II will focus on closing the 
remaining open work orders identified at the start of the initiative (13,002) as well as any 
new work orders created since May 3, 2022 (6,631). As November 7, 2022, there are 
7,464 open work orders for Operation Mold Cleanup, which includes work orders created 
since the start of the initiative. Caretaker X’s have made excellent progress and closed 
99.18% of the 2,452 cleaning work orders assigned to them. In contrast, painters have 
closed 64.43% of their 8,161 cleaning work orders and 49.66% of their 9,020 mold-
resistant paint work orders. Phase II will continue through November 15, 2022.   

  
In addition, OMAR deployed seasonal staff to assist developments with outstanding 
mold cleaning work orders. Dubbed the Mold Cleaning Initiative, these seasonal staff 
assignments began in May 2022 and targeted mold cleaning work orders assigned to 
Caretaker X staff and painters. As of November 1, 2022, this program closed a total of 
1,486 work orders.17  
  

As a proactive measure at locations with a high number of mold and leak issues, OMAR 
is moving forward with its Building Line Initiative (“BLI”). BLI is a comprehensive plumbing 

 
16 Caretaker X staff has specific duties such as driving development vehicles for garbage pickups, delivery 
of supplies/materials, snow removal, and prepping units for move outs. 
17 727 of those work orders were closed with work done and the remaining 759 work orders were closed 
after staff confirmed the work already had been completed.   
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and renovation project that aims to address mold and leaks by targeting their underlying 
root cause(s). This goal is accomplished by developing a comprehensive scope of work 
to replace aging infrastructure throughout an entire building line and replacing it with new 
equipment. The first BLI project, which impacted six apartments at Red Hook East 
Houses, started in June 2022. NYCHA is currently working to finish plumbing renovations 
and electrical work by the second week of November 2022. NYCHA is planning to return 
residents to their units by the end of the year.   
 
Beyond the reach of this singular project, OMAR has also taken the lead on several large 
renovation projects across NYCHA’s portfolio using its vendor contracts. These projects 
are chosen when OMAR determines that a mold or leak issue is so extreme that its impact 
to health and human safety necessitates immediate intervention. In total, these projects 
have renovated both tenants’ apartments as well as vital community spaces across 
NYCHA.   

 
To inhibit mold growth caused by faulty mechanical ventilation, in 2020 NYCHA 
committed through the Initial Mold Action Plan to a broad upgrade of its ventilation 
systems. NYCHA has since installed over 6,000 new roof fans, confirmed the functionality 
of over 2,000 other fans through rigorous inspection, and cleaned vents in some 66,145 
units. Though the roof fan project has been ably completed, some 20,415 apartments 
remain to be cleaned, with resident cooperation remaining a significant challenge. 
 
With the completion of the roof fan portion of the ventilation project, as well as the 
significant progress made cleaning vents, we note that mold cases have been reduced 
significantly in the past year. In October 2021, NYCHA reported 1,723 new confirmed 
mold cases. This September, NYCHA reported 872. In July, the number of new cases 
was down to 672. NYCHA will soon be conducting an analysis with the Independent Data 
Analyst in the Baez matter to assess the efficacy of the ventilation project in reducing 
mold cases. 
  

2. Mold and Leak Metrics 
 
The graphs below show key measures of performance with respect to mold and leak 
complaints, as well as provide more details on the initiatives NYCHA is undertaking to 
improve its response to mold and leaks. The metrics indicate that: 

  

• Through June 2022, verified mold complaints have dropped significantly since 
October 2021 (as the ventilation project progressed).  

 

• Mold inspection performance has eroded. 
 

• The roof fan portion of the ventilation upgrade project was completed.  
 

• As of November 2022, 66,944 vents have been cleaned through the ventilation 
project. 
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• As of mid-August 2022, NYCHA’s performance in required mold cleaning and 
repair categories on a combined basis remains grossly deficient.   

 

Total Verified Mold Complaints 

 
 

Mold Busters 2.0 Inspections by Month with Average Days to Inspect 
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Completed or Awaiting a Mold Inspection 

 

 
 

Overall Scorecard Trend for Each Borough (3/24/2022 to 11/7/2022) 
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Key Scorecard Metrics (All NYCHA Consolidations) 

 

NYCHA Average of Consolidation 

Report 

Date 

3/24/2022 

Report 

Date 

11/7/2022 

Change 

(% or 

points) 

Weighted Average Score 5.39 4.96 -0.43 

1: Median Days to Inspect or Pending Inspection 24.58 13.55 -44.87% 

2: % of Skilled Trades Work Orders Over 100 Days 74.59% 72.84% -1.75 

3: % of Open WO with a Scheduled Date in the 

Future 
8.19% 14.96% 6.77 

4: % of Founded Mold Busters 2.0 Inspections 77.69% 70.97% -6.71 

5: % of Mold Busters 2.0 QA Inspections 45 Day 

Compliant 
67.18% 82.44% 15.26 

6: % Mold Busters 2.0 QA Inspections Passed 78.32% 80.73% 2.41 

7: % Mold Recurrence 9.40% 13.32% 3.92 

8: % of 48 Hour Compliant Emergency Leaks 78.17% 81.55% 3.38 

9: Median Days to Complete Non-Paint* Repairs or 

Days Pending Non-Paint* Repairs from Create Date 
184.34 239.56 29.95% 

10: % of OCC Tickets Solved or Pending Solution 

within 30 Days of Create Date 
16.05% 19.45% 3.41 
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Maintenance Worker Pilot – Overall Progress 

 

OMAR Mold Inspection Initiative (data as of November 1, 2022) 

Consolidation  
Mold Inspection 

41  
Founded  

QA 

Inspection  
Failed  Inspection Completed  

Astoria  11  11 (100%)  20  8 (40%)  31  

Bay View  35  32 (91%)  70  32 (46%)  105  

Edenwald  1  
1 (100%)  

  
    1  

Howard  41  32 (78%)  25  9 (36%)  66  

Ingersoll  188  147 (78%)  89  36 (40%)  277  

Morrisania Air 

Rights  
32  30 (94%)  43  22 (51%)  75  

O'Dwyer 

Gardens  
40  24 (60%)  26  8 (31%)  66  

Red Hook East  102  86 (84%)  82  39 (48%)  184  

Red Hook 

West  
105  88 (84%)  53  28 (53%)  158  

Sumner  5  3 (60%)  15  4 (27%)  20  

Unity Plaza  34  22 (65%)  33  8 (24%)  67  

Wilson  104  91 (88%)  26  13 (50%)  130  

Total  698  567  482  207  1,180  
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Operation Mold Clean Overview by Borough and Work Order Type  
(data as of November 7, 2022) 

 

Borough / WO Flag 

Initial Work 

Orders 

(Phase I - 13,002; 

Phase II - 6,631) 

Work 

Orders 

Open as of 

11/7 

Work 

Orders 

Closed as of 

11/7 

Ratio of 

Closed Work 

Orders 

Bronx 5,657 1,383 4,274 75.55% 

Caretaker X Mold Cleaning 934 3 931 99.68% 

Painter Mold Cleaning 2,187 518 1,669 76.31% 

Painter Mold Resistant Paint 2,536 862 1,674 66.01% 

Brooklyn 6,717 2,876 3,841 57.18% 

Caretaker X Mold Cleaning 949 17 932 98.21% 

Painter Mold Cleaning 2,825 1,119 1,706 60.39% 

Painter Mold Resistant Paint 2,943 1,740 1,203 40.88% 

Manhattan 5,914 2,767 3,147 53.21% 

Caretaker X Mold Cleaning 449 0 449 100.00% 

Painter Mold Cleaning 2,521 1,084 1,437 57.00% 

Painter Mold Resistant Paint 2,944 1,683 1,261 42.83% 

Queens-Staten Island 1,345 438 907 67.43% 

Caretaker X Mold Cleaning 120 0 120 100.00% 

Painter Mold Cleaning 628 182 446 71.02% 

Painter Mold Resistant Paint 597 256 341 57.12% 

Grand Total 19,633 7,464 12,169 61.98% 
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OMAR Mold Cleaning Initiative – Work Orders Completed by OMAR Team (data as of 
November 1, 2022) 

 

Consolidation  Completed  Work Done  No Work Done  

Albany  40  8 (20%)  32 (80%)  

Astoria  57  35 (61%)  22 (39%)  

Edenwald  113  50 (44%)  63 (56%)  

Howard  45  39 (87%)  6 (13%)  

Ingersoll  216  105 (47%)  111 (51%)  

Jefferson  45  22 (49%)  23 (51%)  

Patterson  27  16 (59%)  11 (41%)  

O'Dwyer Gardens  75  25 (33%)  50 (67%)  

Queensbridge 

North  
33  20 (61%)  13 (39%)  

Red Hook East  124  74 (60%)  50 (40%)  

Red Hook West  97  84 (87%)  13 (13%)  

Roosevelt  44  37 (84%)  7 (16%)  

St. Mary's Park  50  22 (44%)  28 (56%)  

Sheepshead Bay  198  61 (31%)  137 (69%)  

Sumner  135  63 (47%)  72 (53%)  

Whitman  118  40 (34%)  78 (66%)  

Wilson  69  26 (38%)  43 (62%)  

Total  1,486  727  759  
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The NYCHA Mechanical Ventilation Cleaning Project 

 
 

“Blended” Paragraph 17.b Performance Combining Cleaning, Simple and Complex 
Repair Performance (per NYCHA) 
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Paragraph 17.b: Simple (7-day) and Complex (15-day) Repairs 

 

  
 
Simple Mold Remediation within 7 days 
 

 
 

Complex mold Remediation within 15 days 
 

 

G. Annual Unit Inspections  
 

The Agreement requires NYCHA to conduct annual inspections of all occupied units and 
to perform minor repairs during such inspections. This is a critical task for development 
property managers and staff. The list of activities constituting minor repairs was 
developed by NYCHA and approved by the Monitor and HUD. The Agreement also 
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requires NYCHA to submit an Action Plan detailing how these inspections and repairs will 
be done. The dashboard tracks the number of inspections scheduled and completed, and 
when minor repairs were performed, among other data points. A second dashboard was 
developed to track the “child” work orders generated by the apartment inspections. 
NYCHA management utilizes these dashboards, a portion of which is shown below, to 
monitor the progress that boroughs, neighborhoods and developments are making 
towards completion of the required inspections and repairs. 
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H. Capital Projects  
 
While most of the Agreement obligations focus on meeting specific operational 
performance metrics for each pillar service area, the Agreement also requires that 
NYCHA repair, replace or install building systems using city capital funds. NYCHA’s 
successful completion of these critical capital projects is closely connected to its ability to 
meet these performance objectives. To assess and oversee NYCHA’s progress towards 
implementing these projects, the Monitor formed a Capital Projects team comprised of 
capital project and program manager experts with experience in the public and private 
sectors. 
 

For heating and elevator services, the Agreement obligates NYCHA to deliver a specified 
number of new heating systems (mainly boiler replacements) and elevator replacements 
by certain dates. These new capital projects are essential for these two pillar areas 
because, as discussed above, much of the NYCHA’s heating and elevator equipment is 
old and in poor condition. Both ESRD and HMSD are under strain to keep the worst of it 
operational.  

 
The success of NYCHA’s waste management services also relies on the completion of 
various capital projects. The Agreement obligates NYCHA to remove trash from buildings 
and grounds and then either store it in proper receptacles or remove it from development 
premises daily. This cannot be accomplished without providing developments with 
exterior waste yards, including exterior compactors, cardboard balers, and other 
equipment, to properly store trash for removal, and interior compactors in basements that 
facilitate the process of preparing trash for removal.  

 
NYCHA’s efforts to abate lead and fix leaks that cause mold also heavily rely on NYCHA’s 
capital work to repair exterior and interior building infrastructure. Extensive building 
infrastructure upgrades and repairs are needed at NYCHA buildings, including repair of 
building “envelopes” such as exterior walls, roofs, foundations, interior piping systems for 
heat, water and waste lines, and replacement of many interior walls.  

 
The Monitor Capital Projects team has been reviewing NYCHA’s progress in delivering 
its capital projects, including new heating systems, elevators, and waste management 
projects, abatement of lead and comprehensive building modernizations (“Comp Mod”) 
by the deadlines in the Agreement and the City Capital Action Plan (“CCAP”).18 The team 
is also assessing the capital planning and management improvements that NYCHA’s 
Asset & Capital Management Division (“A&CM,” formerly known as the Capital Projects 
Division) plans to implement as part of the organizational plan changes in the Agreement 
and NYCHA’s Transformation Plan. 

 

 
18 Under the Agreement, the City committed to providing NYCHA $2.2 billion in additional funding to support 
NYCHA’s obligations under the Agreement. The funds must be spent in accordance with an Action Plan. 
In May 2021, the Monitor approved the CCAP which identifies the projects to be undertaken with the City 
funds.  
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1. Monitor Oversight 
 
The Monitor team assesses A&CM’s work largely by analyzing and auditing its project 
and portfolio documents found in NYCHA’s capital project management software 
database e-Builder and in other sources such as the city’s Department of Buildings 
website. We also assess NYCHA capital project tracking and reporting for accuracy. 
Accurate, detailed documentation is required for A&CM to effectively execute construction 
projects. The assessments also include: (i) a detailed analysis of the project 
documentation (schedule, risk, and cost), and (ii) an evaluation of A&CM’s business 
processes and capabilities against a set of industry-standard criteria to ascertain the 
likelihood that NYCHA can successfully execute the full scope of the capital portfolio.  
 
Each month, the Monitor team assesses a sample of capital projects, typically consisting 
of four heating projects and one elevator project. The Monitor’s scheduler analyzes each 
project schedule to check quality of the schedule based on industry standards. The 
Monitor generates reports analyzing change orders to show the cost status of the project, 
and reviews and reports on the quality of the project document management, project 
reporting, and risk management of each project. 

 
The team also attends onsite and virtual project meetings and interviews project 
managers and A&CM staff. Once project construction has started, the team’s technical 
experts conduct field inspections that include interviews with personnel at the sites to 
validate the accuracy of the reporting in e-Builder. Field visit reports compare the 
observed project status with the project schedule details recorded in the computer 
software. In the field, the Monitor team also assesses whether the processes and 
capabilities in A&CM’s newly revised procedures (“Change Plan”) are being translated 
into practice and are having positive results. 
 

2. Metrics and Findings 
 

The Monitor generates summary information from the project-based assessments to 
identify risks and issues, and to determine whether NYCHA’s project teams are 
appropriately managing and mitigating those concerns. The project is assessed against 
five core project control capabilities as shown below:  
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Capital Program Control 

Assessment Category  

Capital Program Control Assessment   

Risk Score  

Cost management  Amber – acceptable, but improvement 

required  

Schedule Management  Red – not acceptable, significant 

improvement required  

Risk Management  Red – not acceptable, significant 

improvement required  

Document Management  Amber – acceptable, but improvement 

required  

Project Reporting  Amber – acceptable, but improvement 

required  

 

The outputs of all the assessments are used to identify variances between NYCHA’s 
reported progress and the Monitor’s assessment of progress. These results are shared 
with A&CM. Variances and recommendations are discussed at bi-weekly pillar meetings.  
 
Since 2019, the Monitor team has been identifying problems with the quality and 
consistency of NYCHA’s capital processes and procedures, some of which do not reflect 
industry best practices. As a result, the project scoping process has been compromised, 
as has the management of project schedules, risks, and contract documents. The 
procurement process, including attainment of required approvals from the City’s Office of 
Management and Budget (“OMB”), is a significant challenge that NYCHA has not yet 
successfully navigated, and which greatly affects project schedules. The objective is to 
have project proposals submitted and then approved by OMB within the timescales 
NYCHA set out in its project schedules. There are heating system and elevator 
replacement projects as well as waste management projects, across the Capital Program 
that are still delayed and have project risks with no clear resolution, poorly defined 
schedules, and inconsistent project tracking and reporting.  
 
While A&CM recently initiated important improvements to its project management 
procedures and is providing better project documentation in e-Builder, particularly 
regarding project schedules, our team remains concerned about persistent challenges to 
A&CM’s ability to timely deliver its capital projects. Project schedules for new heating 
system and elevator replacements are respectively approximately 10 and 9 months 
behind schedule, and A&CM forecasts further delays. Under the Agreement, NYCHA 
must replace 297 building heating systems (mainly boilers) and 275 elevators within the 
next few years. On the one hand, NYCHA has met its Agreement obligation to replace at 
least 70 heating systems by the end of 2022, and will likely complete 90 by the end of the 
year. On the other hand, NYCHA’s progress in the delivery of new elevators is dire. To 
date only two of NYCHA’s 3000-plus elevators have been replaced since well before 
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execution of the Agreement, and NYCHA is forecasting only six more elevator 
replacement completions by the end of 2022. The Agreement calls for NYCHA to replace 
108 elevators by the end of 2022. 

 
The Monitor team is also assessing A&CM’s progress with the projects identified as part 
of the $2.2 billion CCAP, which include those pertaining to lead and comprehensive mold 
abatement, heating, elevators, and waste management. The CCAP requires NYCHA to 
submit quarterly reports to the Monitor that provide a thorough project-level report on 
progress, including the budget, schedule, and risks in implementing the projects. These 
projects will be done as part of NYCHA’s undertaking to complete the Comp Mod of two 
developments –Todt Hill Houses in Staten Island, with approximately 500 units, and Saint 
Nicholas Houses in Manhattan, with approximately 1500 units – to address mold, leaks, 
and failing building systems and components. The developments were selected after 
NYCHA performed a suitability analysis that considered various criteria including building 
conditions, history of capital repairs, degree of lead content, and volume of mold and leak 
work orders.  

 
Units will be abated of asbestos and lead, piping in chase walls (including cold and hot 
water supply, return risers and branching, sanitary waste risers and branching, and 
sanitary vent risers and branching) will be removed and replaced and, where required, 
ventilation will be upgraded. Bathrooms and kitchens will be renovated. When possible, 
residential units will be upgraded to comply with the New York City Building Code. 

 
The Comp Mod Program will require careful planning, strong organizational support and 
integration, and management with appropriate technical capacity. It will significantly affect 
residents and involve many risks that need to be carefully managed. NYCHA has 
assembled a project management team including NYCHA staff experienced in 
implementing the Sandy projects and other consultants. NYCHA did a significant amount 
of outreach to the contracting community to understand the risks and challenges 
associated with this type of project. NYCHA contemplates selective relocation of residents 
in temporary housing located on site or within the neighborhood. NYCHA has been 
meeting with residents at these developments with the intention to establish reliable 
communication, engage them in the planning process, and discuss and mitigate the 
impact to residents. 

 
In addition to our ongoing oversight and assessment of A&CM’s progress in improving its 
capital projects practices and procedures and completing its projects, we urge NYCHA to 
use the Monitor Capital Project team’s expertise in addressing the challenges NYCHA 
faces in completing its capital projects. NYCHA’s decision to use a Comp Mod strategy 
to rehabilitate its building stock is ambitious and has many risks. Our team stands ready 
to assist with our extensive background and experience (especially with the Design-Build 
process) as A&CM moves forward in planning, managing, and completing these projects. 
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IV. Conclusion 
 
The metrics included in this report are continuously updated as NYCHA moves forward 
in meeting its obligations under the Agreement. We will continue to release these metrics 
periodically, in our Monitor letters or separate public reports, to document NYCHA’s 
performance and progress in satisfying the Agreement’s mandates. 


