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1.  OBJECTIVE.  The objective of this market research is to determine if maintenance services suitable for military family housing are customarily available in the commercial market and to determine the best method for acquiring the maintenance services.  If commercial services are not customarily available to meet the stated requirement, it will be determined if the commercial services can be modified to meet the requirement or if the requirement must be modified to meet the commercial standard.  This research will also identify commercial practices for the method of contracting, types of contracts, performance standards, and the methods of inspection.

2.  REQUIREMENT.  The requirement for this market research is to provide maintenance to occupied military family housing units as well as the change of occupancy maintenance and preparation.  The major areas of work include maintenance service calls, change of occupancy maintenance, change of occupancy preparation, recurring equipment maintenance, major and minor repairs, and appliance maintenance.  The contractor shall also be required to handle and dispose of waste and hazardous materials in accordance with local, state, and federal rules. Family housing services must include a complete program that provides quality maintenance in a timely manner.  Maintenance practices shall be consistent with commercial standards for construction and repair methods. Occupants should experience little to no inconvenience.  General services include:

· An efficient “Service Call” to respond to emergency, urgent, and routine requirements

· Timely change of occupancy preparation activities

· Performing recurring maintenance inspections and repairs

· Comprehensive roof repair program (Major roof renovations will be under separate delivery orders)

· Cleaning interior and exterior of housing units

· Major and minor repairs (Major renovations will be under separate delivery orders)

· Painting interior and exterior of housing units

· Appliance maintenance

3.  PARTICIPANTS.  HQ AFCESA/CEOC, 139 Barnes Drive, Suite 1, Tyndall AFB, FL 32403-5319.

4.  SOURCES CONTACTED.  The service providers listed in Attachment 1 were contacted to determine the commercial availability of services in typical maintenance of family housing contracts.  Since companies do not normally provide housing for their employees, we contacted rental agencies for houses, apartments, and condominiums, and city governments that manage public housing complexes.  They have maintenance requirements and changes in occupancy similar to military housing units.  We also contacted universities that offer family housing and dormitory units.  They have the same maintenance needs but have tighter change of occupancy time schedules.  Universities are able to turn a unit around within 24 to 72 hours.

5.  FINDINGS AND ANALYSIS.
5.1.  GENERAL.  The commercial market was surveyed for commercial standards, practices, and widely accepted procedures.  We contacted contractors, service providers, city governments, and commercial housing facility managers to determine commercial practices that would meet the requirement.  We also looked for general practices, specifications, and task requirements specifically used and widely accepted in the commercial sector.  In general, similar maintenance services are performed at commercial and public housing facilities. These services generally meet the military requirement; they are not always identified by the same terminology.  We contacted managers and supervisors of homes, condominiums, and apartment complexes.  New York City has a Housing Maintenance Code that outlines both owner and tenant responsibilities.  New York City’s tenant responsibilities are similar to the Air Force except that the city does not provide a Self Help Store.  Tenants are required to purchase needed supplies and parts. While all need the same maintenance support and services, condominium and apartment requirements appear to match the Air Force housing maintenance requirements more closely than did the typical homes.  University requirements seem almost identical to Air Force needs.  New York City requires tenants to perform a wider range of general maintenance activities than most commercial properties.  Work requirements for condominiums and apartments may be grouped into three broad categories:  general maintenance and upkeep, utility service repair, and major construction repairs (including painting).  General maintenance and upkeep includes the daily maintenance work such as electric lamp replacement, door lock repair, touch-up painting, preliminary trouble shooting of heating, air conditioning, and related electrical problems, and assisting with inspections and maintenance during changes of occupancy.  Utility service repairs generally cover heating, air conditioning, plumbing, electrical circuit repair to include the installation of new switches and outlets, hanging electrical fixtures, performing elevator repair, and carpet cleaning.  The major construction and extensive repair category includes roof replacement and repair, complete interior and exterior painting, installation of walkways, parking areas, replacement of central heating and/or air conditioning systems, installation of lawn sprinkler systems, and carpet replacement.  Most large commercial housing complexes have a multi-skilled staff to provide routine maintenance and repairs.  All other work is outsourced.  Smaller contractors are hired for repairs (i.e., electrical, plumbing, heating, carpet replacement, painting, and air conditioning).  Contractors are always used for work requiring a permit or a licensed technician for official code inspections.  The general rule is the “handy-person” takes care of any task within their capability and monitors contractor work for quality.  Except for large city public housing, no special requirement exists for in-house inspections except for pest and termite control.  This work is always directed to a contractor certified to conduct applicable inspections and apply treatment.  All of the universities we contacted used in-house personnel to perform all housing maintenance and repair work.  When they are notified of a change in occupancy, they will assemble a large crew to perform specific tasks such as painting, cleaning, carpentry, and small repairs.  They plan for changes of occupancy very well to minimize vacancies.  During change of semesters, the universities can turn around hundreds of rooms in one week.  All inspections at the universities are handled by the supervisors of the maintenance crews, and the measure of success is customer satisfaction.  Most universities and large housing complexes have established procedures for tenants to request maintenance services.  Customer services desks are common; however, many housing facilities are establishing on-line service request systems.  These new systems are decreasing service wait times and are providing tenants with electronic records of requests by time, date, and type of request.  This data is also readily available for facility managers to determine if the service is recurring and if the item or appliance needs repair or replacement. 

5.2.  STANDARDS.  Unlike many other service type contracts, there is no universal standard covering housing maintenance work, only commercial standards for maintenance work.  However, we found similar interests shared by the management staff of rental agencies regarding change of occupancy maintenance in apartment complexes as well as the day-to-day maintenance of these units.  We contacted several large apartment complexes (more than 100 units) to determine if they follow any particular commercial standard and how they accomplish their maintenance.  All of the apartment complexes we contacted have in-house staffs for day-to-day maintenance and change of occupancy maintenance.  They contract out major painting work, carpet cleaning/replacement, and other construction work related to the change of occupancy.  They also have someone on standby to respond to emergencies.  No particular response times are established in responding to emergencies; the response times are generally driven by the type and nature of the work to be accomplished.  An internal water leak or threatening electrical situation gets priority response from most contractors.  If work must be contracted out because of extensive damage or the desire to upgrade an apartment, this lengthens the time for change of occupancy maintenance.  The commercial market does not track change of occupancy cost associated with the vacancy, but are keenly aware of the time between occupants.  Most apartment complexes have the apartments rented before occupants depart, keeping the downtime to a minimum.  Because of the various types of work, accurate cost data could not be obtained for the maintenance services provided.

5.2.1.  Quality Standards.  Quality maintenance work is what most managers of condominium and apartment complexes hope to obtain.  Two managers contacted handle quality workmanship of maintenance work the same way, using individual occupants as the quality control person.  For the more complex work such as elevator maintenance, roof repair, and asphalt/concrete work, quality control is the responsibility of the contractor.  One standard common to both the private sector and the Government is pleasing the occupant.  The occupant is usually the first to note that a maintenance or repair item is not properly corrected.

5.2.2.  Performance Standards.  The private sector generally has no performance requirement or standard similar to the Air Force.  Generally a contractor who performs substandard work or is notified that the work was unacceptable is required to re-accomplish task.  If the task is still not completed in an acceptable manner the contractor is not called again for future work.

5.3.  SPECIFICATIONS/DESCRIPTION OF WORK.  Private sector work statements are generally brief, if used at all, and contain the basic items such as scope and time requirements, plus other general areas such as warranty, materials, and restrictions.  These documents are 2-3 pages long.  The management staff of two apartment complexes and condominiums stated they do not have a formal document for general repair work such as electrical, heating and air conditioning, window repair, and plumbing.  There are documents that define change of occupancy maintenance when a property is being managed for a third party or when major repairs are pre-funded or anticipated.  At one large realty services company, managers said they would hire consultants to assist in the development of major work projects, such as roof replacement, parking area surface repair, exterior painting, and construction of sidewalks.  The consultants are responsible for the project from start to finish.  They prepare the bid documents for this work and provide overall supervision and management for the projects.

5.3.1.  Quality Control.  A formal Quality Control Program was not a contract requirement in the commercial sector; however, most contractors performing the service had their own internal quality control program.

5.4.  METHODS OF SURVEILLANCE.  The private sector has no defined methods of surveillance.  Occupants and rental managers are usually responsible for verifying that work was performed.  In some cases, others within the facility are asked to help.  The private contractor’s supervisor may be tasked or asked to inspect his workers as they work.  City governments have housing inspectors to verify the quality and timeliness of maintenance actions. If a customer indicates an item does not work or was not properly repaired, the contractor is called back to complete the job.  If the problem still exists after the contractor tries a second time, the contractor’s name is deleted from the suggested source list.  This call list is very similar to a list that a homeowner would have.

5.5.  METHODS OF CONTRACTING.  For maintenance work beyond the capability of the in-house staff, property managers obtain bids from local contractors.  In some cases property managers call an available contractor from a list of contractors to obtain bids.  In other cases the property manager calls a particular contractor for a specific service and typically uses the same contractor each time that service is required.  The private sector does not use formal negotiated procurement procedures for obtaining these services.  Written or telephone bids are the acceptable means of obtaining contract costs.  The contract is normally a firm fixed price contract.

5.6.  REMEDIES FOR NONCONFORMING SERVICES.  While some private sector contracts may have provisions to permit contract deductions, they have no formal procedures to compute the deductions.  They typically allow re-performance, and, if unacceptable performance continues, they simply terminate the contract, remove the contractor from the call list, and get a new contractor.

5.7.  PRICE FACTORS.  Labor is the principal element of expense in the maintenance of military family housing units.  Labor costs vary with the craft skill involved and may be reduced when multi-skilled craftsmen are employed.  Costs for parts may be separate and treated as a cost reimbursement by job order or may be included in an overall fixed price contract.  Separate/reimbursable costs are easier to audit when it is necessary to bill the occupant for the cost of repairs. 

6.  CONCLUSION.  Based on the above findings and analysis, maintenance of military family housing units can be considered a common commercial practice because of the work done on rental housing and apartments.  Therefore, the requirement for maintenance of military family housing should be a FAR Part 12 acquisition.

ATTACHMENT 1

POINTS OF CONTACT DURING THE MARKET RESEARCH FOR

MAINTENANCE OF MILITARY FAMILY HOUSING (MFH)

 SOURCES OF INFORMATION:

The telephone yellow pages, search words “property maintenance”

The Small Business Administration, www.sba.gov
The Commerce Business Daily, www.govcon.com, Section S, Utilities and Services

National Association of Housing and Redevelopment Officials, www.nahro.org
National Building Contractors, www.netcom.com
The City of  New York, www.housingnyc.com/resources/hmc
The State of Delaware, www.state.de.us/spo

PROVIDERS OF SERVICES:

Eagles Landing Apartment Homes



2870 Harrison Ave.





Panama City, FL 32405




Edgewater Beach Resort Condominiums

11212 Front Beach Road

Panama City Beach, FL 32407

Property One Management


 

2014 W Pinhook Rd. Suite 705



Lafayette, LA 70508















Abbott Realty Services Inc.


 

35000 Emerald Coast Pky




Destin, FL 32541






Bayou Shadows Apartments 

Wampold & Company Inc

Lafayette, LA 70506





Royal American Management 

Stanford Center 1002 W 23rd St

Panama City, FL 32405

Certified Property Management

15 Cazenove Street

Boston, MA 02116

www.propertymanage.com
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