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I. Introduction
On February 6, 2018, the Committee on Public Housing, chaired by Council Member Alicka Ampry-Samuel, and the Committee on Oversight and Investigations, chaired by Council Member Ritchie Torres, will hold a joint oversight hearing entitled “Chronic Heat and Hot Water Failures in NYCHA Housing.” The Committees expect to hear testimony from the New York City Housing Authority (NYCHA), NYCHA residents, resident associations, and advocacy groups regarding heating outages and the impact of NYCHA’s heat policies and management on residents.
II. Background on NYCHA and Public Housing

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

Today, NYCHA has 326 developments, 2,462 buildings, and 176,066 public housing units that are home to 396,581 authorized residents, making it the largest public housing authority in North America.
 
III.  Recent Heating Outages
In January 2018, temperatures in New York City plummeted to extreme levels of cold. Over a two week period, temperatures never rose above freezing, and a “bomb cyclone” covered the city in a record-breaking 9.8 inches of snow.
 A NYCHA spokesperson indicated that this cold snap—the longest stretch of below-freezing days since 1961—“pushed aging [heating] equipment to the extreme.”
 In that time, heating outages were reported in at least 32 NYCHA developments, across all five boroughs.
 News reports indicated that 15,000 residents did not have heat at some point during the storm.
 In order to discern the true number of impacted individuals, the Committees requested information concerning outages, including:

· the total number of units and individuals affected by heat and hot water outages: (a) during this heating season and (b) between January 2, 2018, and January 16, 2018, disaggregated by building; and 

· for each outage during these time periods: (a) the time and date NYCHA learned of the outage, (b) the time and date such services were restored, and (c) the cause of such outage.

In response, NYCHA provided the Committees with an Excel file titled “Heat and Hot Water Outages Data,” containing sheets providing the address, failure code (e.g. heat or water outage), problem code (e.g. no hot water or no heat), the date NYCHA learned of the outage, the date and time of the “actual finish,” and the list of repairs done.
 In addition, the file contained a summary page, including the information below:
 
Summary of Heat and Hot Water Outages
	October 1, 2017 – January 22, 2018
	
	

	Failure Code
	Number of Outages
	Number of Units
	Population

	Heat Outage
	1,289
	143,491
	323,098

	Water Outage
	1,266
	141,885
	320,483

	
	
	
	

	January 2, 2018 - January 16, 2018 
	
	

	Failure Code
	Number of Outages
	Number of Units
	Population

	Heat Outage
	179
	61,565
	139,519

	Water Outage
	151
	54,336
	124,426


These numbers would indicate that more than 80% of NYCHA’s residents experienced a heat outage or hot water outage during this heating season. 
While NYCHA was able to provide accurate information concerning the number of individuals impacted by outages, they were unable to respond to certain requests. NYCHA was not able to provide information on the cause of the outage, as its internal database does not capture that information. Instead, the Committees were given information on “repairs done,” which presumably indicates what system or equipment failed. 
NYCHA did provide the Committees with information on the length of outages; however, there is considerable dispute as to how long the heating outages actually lasted. While Mayor Bill de Blasio recently stated that heat is restored at developments in “only hours” in many cases,
 several residents reported being without heat for weeks or even months: a Morrisania resident reported that she had been using a “heating light” to keep her children warm for “the past two months;”
 a Redfern Houses resident reported that her family had been without heat since at least December 26;
 and a Harborview Terrace Houses resident reported being without heat for two weeks as of January 5, suggesting that Harborview was without heating since December 22.
 
Many residents argue that NYCHA is inaccurately marking complaints and work orders as completed, thereby falsely stating that heat is restored. A number of elected officials, including the Public Advocate and Council Member Donovan Richards, have received complaints from residents that NYCHA erroneously closed heating outage work orders.
 For example, a Redfern Houses resident reported that she submitted nine heat and hot water complaints between December 28 and January 5, each time receiving an e-mail “several hours” later stating that the complaint was resolved.
 One such notice of resolution came at the same time that NYCHA was reporting a heating outage at that development due to frozen pipes.
 
NYCHA claims it is trying to be more transparent about outage progress by providing daily updates on its website.
 NYCHA’s website lists the address of the outage, type of outage, the day it was reported, and the estimated time of completion.
 NYCHA has also created a hotline for service updates and has begun calling residents when it receives a report of a heat problem in a building and again when the problem is supposedly fixed.

Amidst these heating outages, many residents have struggled to find ways to stay warm. For example, some residents accepted an offer from the New York City Office of Emergency Management (OEM) for “a free bus ride to a nearby shelter to stay warm for the night.”
 Others attempted to heat their own units. One resident reported resorting to multiple space heaters and their stove for warmth, alternating between methods out of fear of causing a fire.
 Another resident relied on a heating light to keep her children warm, costing her $600 to power the light for two months, and requiring her to wake up every few hours each night to ensure the light doesn’t catch fire.

IV. NYCHA Heating Systems
Heating for NYCHA housing is provided through a “heating plant” in each building or development. Each plant typically includes at least one boiler and a system of pipes and radiators. Heating plants are maintained by a combination of NYCHA staff, vendors, and private management. For a variety of reasons—some known and some unknown to the Committees—NYCHA’s heating plants have continually posed challenges for the agency. An audit of boiler inspection data from the New York City Department of Buildings (DOB) by Comptroller Scott Stringer found NYCHA boilers have a failure rate of 39.5%, five times worse than private sector building failure rate of 7.9%. This may be due, in part, to the age of NYCHA’s boilers. Some of NYCHA’s 1,980 boilers were made by companies that went out of business, so NYCHA must often manufacture its own parts.

The Committees requested the following information for each boiler and heating system currently in use at NYCHA:
· the building(s) served by such system;
· the age and expected useful life of such system;
· the cost to replace such system;
· the fuel used by such system;
· the date of the most recent inspection of such system; and
· the number of days that such system was inoperative due to a failure or defect during this heating season and the immediately preceding heating season.
In response, NYCHA provided information regarding the age, useful life, cost to replace, and fuel type at the boiler plant level, not at the individual boiler.
 Therefore, the Committees do not know if this data reflects averages for all boilers in the boiler plant or if it applies to all boilers. Further, information on boiler inspections was also provided at the boiler plant level.

The Committees did not receive information concerning the number of days boilers were inoperative; however, NYCHA did send information indicating the time difference between the opening of a work order and its completion date, which could allow for a calculation of certain outages. 

 
For mobile boilers, the Committees requested the following information on each building that was, during any portion of this heating system, (a) served by a temporary boiler or temporary heating system, (b) served by a boiler or other heating system component that is housed or located in or on a temporary structure, or (c) served by a heating system that is under construction:

· the number of days that such system was inoperative due to a failure or defect during this heating season and the immediately preceding heating season;
· for a mobile boiler or other temporary heating system, the date that such system was installed and the type of such system (e.g. firetube, watertube, high-pressure, low-pressure); and
· the cost of installing and maintaining such temporary system and, for comparison, the cost to replace or repair the permanent heating system.
In response, the Committees received disaggregated data at the development and address level, not by building.
 The data did include the date of installation, the type of system, cost of installing and maintain, and cost of replacing or repairing. As with permanent heating systems, the Committees did not receive information concerning the number of days boilers were inoperative; however, NYCHA did sent information indicating the time difference between the opening of a work order and its completion date, which could allow for a calculation of certain outages.  
A. Data Collection on Boilers
NYCHA has multiple systems in place to monitor the performance of boilers through a mix of electronic means and simple, paper books that are not part of an integrated system. Its Computerized Heating Automated System (CHAS) monitors heating plants, collects data from boilers, and notifies NYCHA personnel of failures.
 Additionally, NYCHA’s Energy Department directly observes the performance of boilers and issues a report card.
 NYCHA’s heating unit staff also collects data by writing daily, monthly and annual reports on the performance of each boiler.
 The following sections describe these data collection and monitoring methods.
Computerized Heating Automated System (CHAS)

CHAS provides an alarm notification when there is: (a) a substantial loss of pressure at the heating plant or when there is a substantial loss in the hot water temperature, (b) if there is an interruption or reduction of power in the heating plant, and (c) if there is an increase of water in the heating room floor.
 When an alarm is triggered, the system sends an email to three individuals: the heating administrator, the heating superintendent, and the heating assistant superintendent. If incidents occur on weekdays between 4:00pm and 8:00pm, or on weekends and holidays, the system also sends an email to NYCHA’s Emergency Services Department.
 Once the heating superintendent receives an alarm email notification, it is their responsibility to reply to all of the recipients of the notification and advise how to respond to the situation. The party that responds to the alarm must record their visit to the development’s boiler room in and the purpose of the visit in a Boiler Room Logbook.
  
NYCHA does not have the capability to remotely monitor and manage heating equipment in heating plants that are not equipped with CHAS.
 NYCHA refers to such heating plants as “Non-CHAS.” Non-CHAS heating plants use Sensaphone equipment as the primary alarm system, contacting staff when the heat fails or if pipes freeze.
 

Heating Equipment Inspection Report Card

NYCHA’s Energy Department uses the Heating Equipment Inspection Report Card to regularly evaluate major components of NYCHA’s heating plants.
 NYCHA’s Executive Department determines the frequency of inspections based on results of the previous report card scores, evidence of high utility costs, and an increase in the number of heat and hot water complaints.
 During the report card inspection, the Heating Department staff must show the Energy Department that the boiler room and tank room are operational. If any equipment is not fully operational, the Heating Department is given 48 hours to carry out necessary repairs, at which point the original report card score may be amended. The final report card is evaluated by the Executive Department, Analysis Department, and heating supervisors.
 
Logbooks and Reports

A significant part of NYCHA’s data collection is not digitized: at each boiler room, there are two logbooks that track daily routines and another logbook that focuses on preventive maintenance. The two daily routine logbooks monitor daily routines related to plant operations, safety checks, feedwater tests and CHAS equipment checks.
 These logbooks also indicate the arrival and departure of a technician. The Boiler Room Preventive Maintenance Logbook includes work, repairs, overhauls, and any aspect of operations that deals with the heating system.
 

The heating plant staff also completes various reports that keep track of items such as fuel consumption, meter readings, stack temperatures, oil tank stick readings, carbon monoxide readings, results of the annual inspection, and results of the evaporation and accumulation tests. Some of these reports are done daily, monthly, or annually.  These reports are then filed at the development.

B. Legal Requirements for Boilers and Heating
NYCHA’s boiler maintenance practices are regulated by several agencies. NYCHA is required by the New York City Department of Environmental Protection, DOB, the New York City Fire Department, the New York State Department of Environmental Conservation, and its Boiler and Machinery Insurance provider to pass certain inspections, obtain permits, and maintain any necessary registrations or certificates to operate their boilers.

Heat and Hot Water Requirements

In New York City, building owners are legally required to provide heat and hot water to tenants. A property owner is required to provide heat from October 1 to May 31 (“heat season”) and hot water 365 days per year. Hot water must be provided at a consistent minimum temperature of 120 degrees Fahrenheit.
 During heat season, property owners are required to provide tenants with heat between 6:00 AM and 10:00 PM if the outside temperature falls below 55 degrees, so that the inside temperature is at least 68 degrees.
 Between 10:00 PM and 6:00AM, the inside temperature is required to be at least 62 degrees, irrespective of the outside temperature.

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

A. Work Orders

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

When a tenant files a complaint with CCC, a service request would be created in Siebel, which then creates a work order in Maximo. The primary work order, also known as a “parent work order,” is the initial task that was called in by a NYCHA resident or NYCHA staff. 
 This work order remains open until all related work is completed, including all “child work orders” that are connected to the parent work order.
 A child work order is created when NYCHA staff identifies additional work that is needed to repair or inspect the parent work order.
 During regular business hours, NYCHA Heating Department personnel must periodically monitor Maximo to determine if there are any outstanding heating work orders. After business hours, the Emergency Services Department continuously monitors Maximo for heat complaints. According to NYCHA’s policy, heat work orders must be completed within twenty-four hours after they are reported.

A. Diagnosing Causes of Heating Failures

Staffing and Maintenance
NYCHA’s Heating Management Services Department (HMSD) services and maintains its boilers and tanks. The Department is broken into two divisions–front line staff and administration. Front line staff are assigned to one of 15 heating clusters, which are supervised by a deputy director, five administrators, and 15 cluster heating superintendents.
 The administration division is made up of a deputy who supervises the planning group, special teams, evening roving teams, plumbers, and a small number of clerical staff. This unit oversees and administers all heating related requirement contracts, Job Order Contracts (JOC), and small procurements.
 This division also collects and runs various daily, weekly, and monthly reports that track the performance HMSD.
 Special teams play a critical role in NYCHA’s third party internal inspections, retro commissioning of all boilers, mobile boiler installations and highly skilled technical support to the field.

Heating administrators oversee all heating operations, are responsible for all heating plants in developments within their heating clusters, and ensure that heating superintendents, assistant superintendents, heating plant technicians (HPTs) maintain all heating equipment and deliver proper service to residents. Heating superintendents supervise and maintain all heating equipment. Advanced HPTs are responsible for maintaining and performing repairs on all heating related equipment; and have overall responsibility for establishing and maintaining the safe and efficient operation of all heat-generating systems and associated equipment in their assigned cluster.
 
The minimum requirements for a heating plant technician are: (i) six months of full-time satisfactory experience within the last ten years in the operation and maintenance of low and/or high pressure boilers and related equipment; or (ii) one year of satisfactory training acquired in an approved trade, technical or vocational high school, consisting of a course of study in the operation and maintenance of low and/or high pressure boilers which combines classroom and boiler room instruction; (iii) satisfactory completion of the training course "fundamentals of Heating Plant Operations" given by organizations approved by NYCHA.
 They are also required to have a valid New York State Driver’s License and a Certificate of Fitness to Operate Air Compressors (G-35), issued by FDNY and maintained for the duration of assignment.

While NYCHA’s budget allows for  345 HPTs, it entered the 2017-2018 heating season with significantly depleted roster.
 In October 2017, approximately 100 boiler technicians were promoted to new civil service jobs, but the newly open HPTs positions were not filled.
 NYCHA has said they have since hired 47 technicians and plan to hire 55 more.

VI. Budget Concerns
Of NYCHA’s 2,462 residential buildings, 75% are more than forty years old and, according to NYCHA, have over $16.5 billion in unfunded capital needs.
 NYCHA receives funding from the City, State, and the federal government. The United States Department of Housing and Urban Development (HUD) uses an eligibility formula that sets the subsidy levels for all public housing authorities in the nation, which determines NYCHA’s federal funding level. If the national eligibility exceeds the Congressional budget appropriation, HUD must prorate the allocation of subsidy. Proration has resulted in a cumulative operating budget subsidy loss of over $1.3 billion for NYCHA from 2001 to 2016.
 
Further, since 2001, NYCHA's federal capital grants have declined from $420 million annually to $318 million annually.
 NYCHA’s Five Year Operating Plan shows utility expenses increasing NYCHA’s operating budget from $822 million in 2017 to $840 million in 2021.
 NYCHA has stated it needs $17 billion overall for capital improvements, and $2 billion specifically to repair “the most critical boilers.”
  
In response to the heat and hot water outages, NYCHA announced that it plans to make improvements to heating systems. On January 8, 2018, NYCHA announced that it closed financing on two Energy Performance Contracts (EPC) worth $103 million that would allow NYCHA’s heating systems to deliver heat based on the indoor temperature. The EPCs will upgrade 41 developments, which house over 65,000 NYCHA residents. Both projects are slated to begin construction in March 2018.

On January 31, 2018, Mayor Bill de Blasio proposed making a $200 million investment to replace boilers and upgrade heating systems at 20 NYCHA developments experiencing chronic outages.
 According to the Administration, this funding should go towards replacing outdated boilers, and modernizing heating system controls and hot water-making technology. If funded, the Administration says that these renovations will be finished by 2022, and will benefit approximately 45,000 residents. The Administration also claims that these upgrades will help NYCHA save approximately $5 million per year in energy costs.
 This investment is about 10% of the $2 billion that NYCHA says its needs to upgrade its “most critical boilers.”
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