Boardwalk Place 10 Year  Maintenance Plan – Update to Residents March 2010.
Background
Boardwalk Place was started in the mid-nineties, the first blocks opening in 1998, the last in 2004. 
Longer-term residents will be aware that in the early years there were many problems on the development, caused primarily by operational and financial mismanagement by a succession of managing agents, despite every effort by the management company. 
From 2005 the situation was stabilised, and in the years since steady progress has been made in improving financial and logistical control. The development is now back on track with all outstanding works now attended to or due to complete in 2010.
One major issue we’re faced with now was that no provision was made for reserve fund transfers for those early years. The reserve fund is the part of our service charges set aside to deal with ongoing maintenance and repairs. The most obvious consequence of this lack of planning early on has been the internal refurbishment of common areas. We’ve only just been able to afford the works as we collected enough reserve fund monies over the last three years.

Between 2005 and 2010 the reserve fund transfer amounts have entirely been informed by the costs of overdue work. The directors need to come up with a longer-term plan to address the major works needed in the years ahead. This is essential to make sure we’ve enough money in the reserve fund to pay for the works when due.
The directors instructed an independent firm of surveyors, Stiles Harold Williams (SHW) (www.shw.co.uk) to produce a ten-year maintenance plan, based on an extensive and thorough survey of the development.  This plan is the base document which will now guide us about what needs to be done and when, and therefore to budget for it in the reserve fund transfers. 
This survey will be updated on an annual basis, with the plan adjusted as appropriate. As an independent view of what needs to be done, it is a good structure and discipline for both directors and managing agents, present and future. 
It is important to note

· This plan is only a guide, it is a working and evolving framework which will change each year depending on how the development ages;
· Work may be required sooner than envisaged, or may be able to be pushed back later than envisaged, again depending on circumstances;
· The costs are based on SHW’s view at today’s rates, and based on comparable work they see being undertaken elsewhere today. The real costs would be ascertained nearer the time using the usual formal tender process;
Without a plan such as this the development is likely to be underfunded in the years ahead, as has happened on other developments. A crumbling infrastructure would have massive effects on the capital value of everyone’s apartments, as well as making living here unpleasant. Also the cost of repairing something broken is always higher than maintaining something functional.
An issue we have in Boardwalk is because the development was built over a number of years the buildings are at very different points in the maintenance cycle. Also, over the decade-and-a-half Boardwalk was being built, the builders used a variety of materials, finishes and techniques, meaning the blocks aren’t identical, affecting the costs of maintenance. 

SHW suggest that over time we harmonise all major works so that they are undertaken at the same time, as there are substantial cost benefits in tendering one large contract rather than a number of smaller contracts. Additionally Boardwalk will look better and there will be less disruption to residents over the cycle. We will attempt to do that wherever possible.
Summary of Work built into the plan
Refurbishment and redecoration of internal common parts. This covers the internal lobbies, corridors and stairwells and should be undertaken every seven years or so. This work is being undertaken for the whole development in 2009/2010 (being very overdue for many blocks), and the plan allows for the next refurbishment in seven years’ time. 
Consideration will have to be given to replacing some of the marble floorings in some entrance halls in the next refurbishment, as the quality of stone varies block by block. The surveyors believe a number of these floors will reach the end of their useful life in the next seven years. 
Refurbishment and redecoration of external painted woodwork and metalwork, and replacement / renewal of seals & gaskets.  There are two different cycles here. 
The ground and lower level metalwork and wooden painted structures (railings, doors, the dockside cranes, bollards, canopies etc) should be undertaken typically on a five year cycle – the cranes were dealt with in 2007 and the metal railings on the estate were dealt with in 2009. 
The railings work was long overdue with significant corrosion emerging on the metal work, and it should have been attended to several years ago but lack of funds precluded that. Going forward this work has been planned on a five-year cycle.

The main buildings which have heavier duty metal work should have the metal work and beams, wooden decks, sealants around the windows, copings and brickwork, gaskets on copings and the painted render work attended to on an eight to ten year cycle, depending on condition. This work is now due on many of the blocks, but there are insufficient funds to undertake this now, unless we levy an extra charge on residents. 
However whilst there is evidence of failing gaskets, sealants, and the metal work is now discolouring on many blocks, there is no evidence of corrosion or water ingress as yet (except at the lower levels which was addressed by the railing painting in 2009). The surveyors believe that as the development is relatively new delaying the work is presently a cosmetic issue, and no longer term damage will be met if we hold back the work and undertake the older blocks in financial year 2012/2013. They also say to delay beyond then will probably result in corrosion and water ingress into the fabric of the buildings which is much more expensive to repair then than the costs of doing it earlier. It is likely that this work will be undertaken in two stages – the older blocks (A,B,D,E,F,J) in 2012 or 2013, and the most recent blocks (C, M) in 2014 or 2015.
The window frames are powder-coated metal and have a very long lifespan which may be measured in decades, and there is no need to plan for refurbishment in the next decade.
The surveyors advise that the structural metal beams supporting the balconies have four different finishes. Some have been powder-coated pre-installation, some have been factory painted pre-installation, some have been painted on-site post-installation, and some have been merely base primed awaiting painting but were never finished. These finishes have been applied on a seemingly random basis across the estate which is why the metal work is now all different colours even on the same blocks. At present this is an aesthetic issue and the surfaces are sound.

Finally some of the older blocks notably J, K1, K2 and L have reached a stage where work may have to be undertaken prior to 2012 to preserve the integrity of the building and the surveyors are concerned that delay beyond 2011 may not be feasible. We will have a firmer view on this after the May 2010 survey.
Lifts. Lifts generally have an engineered lifespan of twenty-five years, and require a major overhaul and refurbishment at year fifteen. All the lifts will need their fifteen year overhaul / refurbishment works in the next ten years and this has been included in the plan. Lift refurbishment is a very costly component, especially to blocks with smaller numbers of apartments in them. 
Roofs. The roof coverings used on the development have a lifespan of about twenty-five to thirty years at which point they will need complete renewal. The survey has revealed that the roofs are presently in a good state of repair and no money needs to be set aside in the next ten years. 
Some remedial roof work is required to remove the build up of debris and growth which may block drains and cause damage in the future and the managing agents will attend to this during 2010.
Some of the roof areas are finished with paving tiles and form residents’ patio areas. The survey has revealed that in a small minority of cases the patio areas are becoming overgrown with weeds, which is likely to lead to damage to the roof waterproofing, requiring the renewal of the roof covering at an earlier stage than would otherwise be necessary. The managing agents will take this up directly with the residents involved. 

Residents with paving tiled patio areas are advised that the tiles used are part of the drainage system for the roof, and they must be left with all the gaps (i.e they must not be bedded in with grout or cement) and most importantly plants and weeds must not be allowed to grow directly between the tiles or around the edges as this can lead to damage to the membrane seals and the drainage system.
Roadways / Pavements.  The roadways and pavements are the responsibility of the management company, as they have not been adopted by the council. They have a typical lifespan of twenty years before the roadways need to be resurfaced, and the pavements lifted and relaid. At present they are in a reasonable state of order, but some repairs are needed now to prevent further damage, which will be dealt with in 2010.  Some of the pavements are beginning to subside, particularly along the Poplar Dock waterside but they are have been assessed as not dangerous. The surveyors have planned for a complete renewal of the roadways and pavements in 2018/2019.
Various other areas require regular work (eg replacement of CCTV systems, satellite TV systems, lights, door entry systems, infrastructure such as water and electricity), and whilst these can be expected to need work over a ten year period the work tends to be required based on something failing or approaching the end of it’s life, rather than replacing for the sake of replacement. This makes it harder to budget, but a sensible view has been put into the plan. Other items will also occur over the years but cannot necessarily be budgeted in advance.
Other Costs. Remedial work is required to the underground car parks but this will be delayed until we can locate the source of the continued water leaks (which are damaging the fire protection and causing inconvenience to some residents). Whilst it has been discovered that some drains and pipes have been blocked for some time (probably years) and have contributed to the problem, these have now been cleared and put on a maintenance plan.  
The surveyors have lifted the paved areas in some of the garden spaces to locate the primary source of the leaks, and they believe they have pinpointed some membrane failures which will be rectified in dry weather. This will be done in summer 2010.
Budget and Reserve Fund Transfer Implications

The costs are at this time only very rough estimates but as they have been put together by independent surveyors expert in this area, they are the best we can get. The spreadsheets assume that the reserve fund transfers each year remain the same as they were in 2009/2010 financial year but it is clear that this simply is not feasible to cover the future costs from the plan. Therefore we will need increases in the reserve fund transfers in the future.
Very roughly the budgets suggest expenditure over the next ten years will be about £4.2m (at today’s costs) which would imply the reserve fund transfers should be about £420,000 per annum. This assumes costs are evenly spread across the zones but they are not – they vary considerably from block to block and zone to zone, due to the different requirements and funding arrangements of each block and zone. 
Reserve fund transfers in the 2009/2010 budget were £253,500 which gives an indication of the scale of underfunding we face. This is particularly critical as the next major expenditure is for external works due very soon. 

Two zones already have reserve fund transfers which are almost at the level they need to be (zones 4 and 5). Most of the other zones need to see the reserve fund transfers double if they are to meet the projected costs. Reserve funds account for roughly a fifth of the service charges billed out, but again the percentages vary zone by zone. 
The directors will need to consider what to do about this issue when looking at the 2010/2011 budget and beyond, but potential options include:-
· Delaying work until absolutely essential as this allows a longer period of time to collect cash. There is a trade off between longer-term damage to the buildings, capital value or rental income damage to the properties if the estate becomes too run down, and potentially having to pay more in the end;
· Plan for steadily increasing reserve fund transfers over the years, adjusting each year in light of the surveyors’ annual update;
· Levy additional one-off charges in particular zones to meet essential expenditure where the reserve funds are inadequate  - this will almost certainly be a need in some zones as realistically there will not be enough time to collect sufficient funds to meet the external refurbishments. It is likely that we may need to do this in financial years 2010/11 and 2011/12 in some zones.
The directors will make a decision after the surveyors’ next visit, but wanted to get this information to residents beforehand. We’d welcome any comments or input residents may have on this difficult subject. Please email these to the managing agents KFH (the estate web site www.boardwalkplace.org has full details).
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