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INTRODUCTION AND EXECUTIVE SUMMARY

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

1.

INTRODUCTION AND EXECUTIVE SUMMARY

The Planning Department retained the Matrix Consulting Group to undertake an
assessment of its existing business processes and staff capacity to implement a rapid
change management plan to improve its overall operational effectiveness. The analysis
was intended to:
•

Identify potential business practice improvements to enhance efficiency and
productivity;

•

Analyze staffing levels that would be required to meet the Department’s
performance targets;

•

Describe strategies to improve both quantitative and qualitative service delivery;
and

•

Identify cross-functional enhancements including an assessment of staffing
needs relative to workflow and their corresponding process improvements.

The Department intends to use the study, in part, to inform the budget process; thus,
study was designed to produce measures to meet both short and long-term
improvement strategies.
The section, which follows, describes the methodologies we utilized in this
assignment.
1.

DESCRIPTION OF STUDY METHODOLOGY
The Planning Department sought to conduct an independent review of existing

business processes and staff capacity, including, at a minimum:
•

Process flow, including formal and informal sequences of reviews by staff and
appointed and elected bodies;

•

Organization, including staffing, work schedules and environment and roles of
staff;

•

Information resources, including customer handouts, employee training, land
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entitlement codes and requirements and Internet information;
•

Performance targets, including ability to meet targets and comparisons with
“industry” standards; and

•

Employment of technology in support of processes.
The study was expected to 1) provide baseline status of the processes in

comparison to local expectations and industry standards; and 2) identify practical
recommendations for removing impediments to timely and consistent customer service.
2.

POSITIVE FEATURES
By its very nature, a study like this one tends to focus on the negative in

identifying and evaluating improvement opportunities. Before addressing those
opportunities, it is important to note that the study identified a number of significant
positive features about the Department. Examples of these positive features are
presented below.
•

In the budget document, the Planning Department has a section regarding
budget issues and details which provide summary description of general
progress on some projects, programs, etc..

•

The Permit Center is open to the public Monday through Friday 8:00 AM to 5:00
PM (including the lunch-hour).

•

The Planning Department can provide over-the-counter approvals at the PIC
without appointment, for the following building permits:

•

–

No active recorded planning violations;

–

No block book notations;

–

No active case or conditions of approval; and

–

No historic designations

The Planning Department has developed and uses, to an extent, an automated
permit information system to accept and issue permits. The system can be
utilized to assure the status of each permit submittal is visible during the permit
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review process. The system can be utilized to manage the processing time for
permits.
•

The Zoning Administrator is able to approve variances.

•

Planner IV positions in the Neighborhood Planning Division have weekly staff
meetings with their respective planners to assign cases, discuss any problems,
to communicate any important information from the Director, Commission, Board,
etc. to discuss upcoming Planning Commission cases, and other general issues.

•

The Citywide Planning and Analysis Division prepares an annual “Work Program”
for adoption. This document contains the work program identification number, the
project name, the budgeted and proposed FTEs, the names of the proposed
staff, and any associated consultant findings or notes.

There are clearly a number of positive aspects to the staffing, operations, and
management of the Planning Department.
3.

SIX-POINT AGENDA FOR CHANGE
The

assessment

of

the

Planning

Department

identified

over

200

recommendations for improvement that the Matrix Consulting Group believes should
provide the basis for change in the Planning Department in the coming years. These
recommendations fall into six (6) major improvement themes. These improvements are
presented below.
(1)

Updating the Land Use Policies and Regulations of the City and County.
Effective land use policies and regulations enable a local government to control

and regulate the uses and characteristics of buildings, structures, and land within its
boundaries. The authority for land use policies and regulations is broadly based on a
community's police power, allowing for the protection of the public's health, safety, and
general welfare. In 1867 San Francisco became one of the first communities in the
United States to use its zoning power to protect existing residences from noxious and
hazardous types of uses, such as soap making, fat rendering and dead carcass
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cremation.
The City’s Planning Code has become unwieldy and has not been
comprehensively updated for at least twenty (20) years. There are a number of
elements for the City’s general plan that have not been updated for ten to fifteen years
and the general plan itself has not been updated for twenty years.
The recommendations of the project team to address these challenges are
summarized below.
•

The Planning Department should institute a policy of incorporating interpretations
into the Planning Code as soon as practical after the issuance of the
interpretation.

•

The Planning Code should be reorganized, reformatted, and illustrated.

•

The Planning Department should initiate a program to update the elements of the
general plan and the Downtown and the Civic Center area plans over the next
five years.

•

The Planning Department should thoroughly review the General Plan once every
five years and revise the General Plan as necessary so that it remains a true
reflection of a community’s values and goals.

•

The Citywide Policy and Planning Analysis Division should prepare and submit to
the Planning Commission an annual progress report that reports the progress of
implementing the general plan and its elements.

The General Plan and the Planning Code need to be comprehensively updated to
provide an effective long-term policy guide for the physical, economic, and
environmental growth and renewal of the City and County.
(2)

Use of Technology To Better Manage the Planning Permit Processes
The planning profession has become increasingly reliant on technology. In fact,

the American Planning Association, for the first time, granted awards in 2006 for
outstanding uses of technology in planning.
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The report contains a number of recommendations intended to enable the
Planning Department to enhance technology. These recommendations are summarized
below.
•

The Planning Department should acquire an automated permit information
system

•

All of the divisions in the Planning Department should be required to utilize the
automated permit information system for all aspects of the permit process.

•

The training of staff of the Department in technology needs to be enhanced.
The use and application of technology is an essential tool that can, if properly

implemented and utilized, enable staff to better serve their customers and increase the
efficiency of their service delivery.
(3)

Establish Accountability For Managing the Permit Processes.
One of the most critical components of effective permit processes and is to

clearly define accountability in the permit process. This includes responsibility for
managing the process, for decision-making as it relates to that process, maintaining
process metrics at the desired levels, and improving the process. A number of
recommendations within the report propose that the Planning Department clarify
accountability in the Department’s organization for managing the processes in the
Neighborhood Planning Division and the Major Environmental Analysis Division. These
recommendations are portrayed below.
•

The Planner IV, responsible for managing the Public Information Counter, should
report to the Senior Manager in the Neighborhood Planning Division.

•

Establish cycle time objectives for all of the major types of permits.

•

The Planner IV’s should be held accountable for ensuring that the staff under
their supervision meet the processing requirements including timelines for
closure of the case, inactivating the case, and processing the case through to a
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determination.
•

The automated permit information system should be utilized to report monthly the
extent of compliance with processing requirements.

•

Department policy and procedure should be developed and adopted for the
timeline for closure of the case, inactivating the case, and processing the case
through to a determination.

•

Department policy and procedure should be developed and adopted for the
maintenance of case status information in the automated permit information
system by the Planner’s.

•

The Department should utilize the 30-day incomplete letter to inform the
applicant that, if the applicant does not correct the deficiencies within a specified
time period, the application will be closed.

•

The Neighborhood Planning Division should develop and utilize a case
management system.
The ability of the City in providing responsive customer service for the planning

permit processes depends on clearly defining accountability for managing and
delivering these processes.
(4)

Streamline the Planning Permit Process.
The Planning Department faces a number of challenges in the delivery of permit

services. The effective response to these challenges requires that the Department
transform the way it does its business. The Department should redesign and reengineer
the services it delivers to remove inefficiencies that impeded the Department’s ability to
serve its customers – the residents and businesses of San Francisco. The
recommendations intended to redesign and reengineer these services are summarized
below.
•

An interdepartmental review committee should established to review major land
entitlement applications.
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•

The responsibility for review and approval or disapproval of discretionary review
permit applications should be delegated to the Zoning Administrator. Appeals
from the decisions regarding discretionary review permit applications should be
made directly to the Board of Appeals.

•

The Neighborhood Planning Division should reduce the amount of staff hours
allocated to building permit review.

•

The Major Environmental Analysis Division should streamline the environmental
review process as allowed by the California Public Resources Code including the
use of a focused environmental impact report for multi-family and mixed-use
projects, limiting the application of CEQA effects of a project and providing partial
exemptions, exempting residential projects from preparation of an environmental
impact report or negative declaration, and infill housing.

•

The Major Environmental Analysis Division should streamline the process for
preparation of categorical exemption certificates of determination.

•

The environmental evaluation form should be submitted at the same time as the
submittal of any land entitlement permit to eliminate duplication and enhance
customer service..

•

Responsibility for preparation of initial studies and categorical exemptions should
be transferred from the Major Environmental Analysis Division to the
Neighborhood Planning Division. The Major Environmental Analysis Division
should continue to be responsible for managing the preparation of negative
declarations and environmental impact reports.
The Department faces challenges in terms of its available staff resources. These

challenges include fiscal limitations. The effective response of the Department to these
challenges requires that the Department transform the way it does its business.
(5)

Enhance the Management of the Code Enforcement Process
The level of service provided by the Code Enforcement Section needs significant

improvement.
The steps that should be taken to enhance the management of this process are
summarized below.
•

The Planning Department should seek the authorization of the Board of
Supervisors to adopt a citation-based administrative enforcement system.
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•

Authority to Issue Notices of Violation should be delegated to the Planner III’s in
the Code Enforcement Unit: signatures of the Zoning Administrator should not be
required.

•

The Planner III’s should respond to and handle all appeals of Notices of Violation
to the Board of Appeals: the Zoning Administrator should not be involved in these
appeals.

•

Authority to issue Cease and Desist Orders should be delegated to the Planner
III’s in the Code Enforcement Unit: signatures of the Zoning Administrator should
not be required.

•

The decision to refer cases to the City Attorney’s Code Enforcement Task Force
should be delegated to the Planner IV; the Zoning Administrator should not be
consulted.

•

The Planning Department should develop and install a case management system
for the Code Enforcement Unit.

•

The Planner IV should develop performance measures for the Code Enforcement
Unit, and report on actual performance on a monthly basis to the Planning
Director.

The processes in the Code Enforcement Section are more complex than its peers in
other cities. Other cities empower their code enforcement officers with the ability to
issue citations. Without this ability, some residents and businesses are unlikely to take
the staff of the Planning Department seriously. The City and County has already
granted the Department this ability for sign enforcement. It should be broadened to
include the Planning Code.
(6)

Improve the Management of Advanced Planning Projects within the
Citywide Planning and Analysis Division.
There are a number of challenges in effective project management in the

Citywide Policy and Planning Analysis Division. These challenges have impeded the
ability of the Division to deliver advanced planning projects on time and within the
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budget. The Division should take a number of steps to address these challenges. These
steps are summarized below.
•

The Citywide Policy and Planning Analysis Division should select smaller
projects with specific milestones. These projects should require no more than two
years to complete.

•

A summarized twenty-four to thirty-six month bar chart schedule should be
prepared for all projects being managed by the Citywide Policy and Planning
Analysis Division. This schedule should be updated not less than once every
three (3) months.

•

The Citywide Policy and Planning Analysis Division should expand its annual
work program.

•

A project scoping form should be completed before commencement of n
Advanced Planning project. The project scoping document should be approved
by the top management team of the Planning Department and the Planning
Commission.

•

The Citywide Policy and Planning Analysis Division should develop a standard
template for individual work projects including written instructions for completing
the template.

•

Formal processes should be developed to control scope changes for Advanced
Planning Projects.

•

The Citywide Policy and Planning Analysis Division should prepare a monthly
narrative statement regarding each project no later than the fifth working day of
the month.

•

The Citywide Policy and Planning Analysis Division should conduct formal
meetings to discuss the status of Advanced Planning projects with the project
team, Planning Director, and Planning Commission

•

The Planning Department should develop formal written policies and procedures
for project management of Advanced Planning projects by the Citywide Policy
and Planning Analysis Division.
The Citywide Policy and Planning Analysis Division should employ these

management systems to enable the Division to consistently meet its commitments for
delivery of Advanced Planning Projects on time and within budget.
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2.

ANALYSIS OF TECHNOLOGY

The effective use and application of technology is one of seven “building blocks”
to an effective and responsive permit process. In analyzing the use and application of
technology in the Planning Department, the project team evaluated the use and
application of best practices pertaining to information technology. The recommendations
contained within this chapter are summarized in the exhibit following this page.
1.

THE OFFICE OF ANALYSIS AND INFORMATION SYSTEMS HAS A NUMBER
OF STRENGTHS IN ITS INFORMATION TECHNOLOGY STRENGTHS AND A
NUMBER OF OPPORTUNITIES FOR IMPROVEMENT.
The project team, in evaluating the effectiveness of OASIS, evaluated the

practices of OASIS against best management practices. The Matrix Consulting Group
based these best practices upon a number of sources such as the Federal Chief
Information Officers Council, the Center for Digital Government, the Chief Information
Officer Executive Council, etc. This evaluation indicates a number of strengths and a
number of opportunities for improvement.
Important points to note regarding the opportunities for improvement for the
services delivered by OASIS are presented below.
•

OASIS has not developed an information technology master plan for the
Planning Department.

•

An information technology governing council has not been established to help
prioritize information technology initiatives and chart information technology
direction.

•

OASIS does not conduct an annual customer satisfaction survey.

•

The annual hours of training of OASIS employees is substantially less than 40
hours per employee per year.
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Summary of Recommendations Regarding Technology
Chapter /
Section

Recommendation

2.2

Two additional positions should be authorized for OASIS to enable the Department to
address the information technology interfaces. One of these positions should be a GIS
Analyst. The other position should be capable of providing the project and technology
management for the new e-permitting system.

2.3

OASIS should develop a full range of information technology policies and procedures.
Upon development of these policies, OASIS should publish these policies on the
Planning Department Intranet.

2.4

OASIS should develop technology standards in the full range of information technology
hardware and software.

2.5

The Department should acquire a commercial-off-the-shelf e-permitting information
system. The acquisition should be a joint effort with DBI.

2.6

All of the divisions in the Planning Department should utilize the e-permitting information
system for all aspects of the permit process.

2.7

The Planning Department should acquire and install a document imaging system.

2.8

The Planning Department should enhance its web site

2.9

OASIS should develop and deploy a strategic plan for information systems and
technologies for the Planning Department.

2.10

Initial and ongoing training should be provided to the staff in the Department in the use
and application of GIS.

2.10

Upon the acquisition and deployment of the e-permitting information system, the OASIS
GIS staff should work with the staff of the Neighborhood Planning Division to develop
customized training in the use of GIS in the analysis of permit applications and with the
staff of the Citywide Planning Division in the use of such products as CommunityViz to
help visualize, analyze and communicate about important land-use decisions.

2.10

The OASIS GIS staff should be integrated with the teams in Citywide Planning in longrange planning work projects.

2.10

The OASIS GIS staff should be responsible for the development and ongoing
maintenance of GIS databases unique to the Department.

2.10

The OASIS GIS staff should be responsible for GIS user help desk and general GIS
user support.

2.11

OASIS should test the adequacy of disaster recovery / business resumption plan for the
Department on an annual basis, and train key employees in the deployment of this plan.

2.12

OASIS should develop an information security policy.
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Chapter /
Section

Recommendation

2.12

All employees within the Department should be required to acknowledge the information
technology security policy.

2.12

An employee within OASIS should be assigned responsibility for information technology
security as one of the duties of the position.

2.12

A security risk assessment of the Department should be conducted.

2.13

OASIS should develop an information technology replacement plan.

2.14

OASIS should establish an information technology steering committee.

2.14

OASIS should develop service level agreements with the major divisions in the
Department.

2.15

OASIS should develop and deploy formal information technology training for the
employees of the Department.
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•

Comprehensive technology policies and procedures have not yet been
developed, although OASIS has begun to develop these policies and
procedures.

•

OASIS has not developed and adopted service level agreements with its
customers, the Divisions in the Department.

•

The extent of ongoing technology training of new Department employees and
existing Department employees is extremely limited.

•

OASIS and Department employees are not routinely provided ongoing training in
disaster recovery and contingency planning policies and procedures.

•

Contingency plans and policies are not routinely tested.

•

Security management and virus protection policies and procedures have not
been developed and implemented.

•

Security standards have not been developed and implemented.

•

OASIS and Department employees are not routinely provided training in security
procedures.

•

Security plans and policies are not tested routinely and regularly updated.

•

Criteria have not been developed in the job descriptions for the Planning
Department that identify the technology skills required by the profession such as
skills in the use and application of geographic information systems.

•

A policy regarding a personal computer refresh program has not been
developed. The age of personal computers could be as much as five years.

•

OASIS does not enforce password security in terms of periodic changes to
passwords.

•

The Department has developed a number of applications with limited functionality
including time accounting, case tracking / management, and the complaint
tracking system. These systems have problems with data integrity, difficulty in
use by end users in the Department, lack of integration (operating as stand-alone
information systems or “silos” that require entry of the same information into
different systems), limited ability for staff to extract data and develop ad hoc
reports with the use of software such as Crystal report writer, and the lack of online access by the public to these systems. One of the consequences of these
problems is the proliferation of shadow applications as Department work
arounds.
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•

These applications have been developed with a “bottom-up perspective without
overall coordination between, for example, the Department of Building Inspection
(DBI) and the Planning Department.

•

The Department makes extremely limited use of GIS for land use analysis and
planning. The Department does not have any in-house staff capacity to support
GIS and the training of Departmental staff in the use of GIS. GIS data sets,
unique to the Department, have not been developed such as a historic /
architectural landmarks layer. GIS has not been integrated with other
applications such as the case tracking / management, and the complaint tracking
system.

•

The Department has not deployed a document imaging system.

•

The Department’s web site is not customer centric, it is difficult or not possible to
find information such as code enforcement, and it offers no transactional
capabilities such as submitting a code enforcement complaint on-line.

•

The Department has not deployed wireless solutions for such staff as the
Planners assigned to code enforcement.

The strengths of the staff within OASIS, however, provide a foundation for addressing
these opportunities for improvement.
2.

OASIS IS UNDERSTAFFED AND TWO ADDITIONAL POSITIONS SHOULD
BE AUTHORIZED.
At present, OASIS is authorized five (5) positions. The positions, and their roles

and responsibilities, are presented in the table below.
Class Title
IT Manager

No. of
Positions
1

Roles and Responsibilities
•
•

Principal IS Programmer
Analyst

1

•

•

Matrix Consulting Group

This position is responsible for the management of
OASIS and the computer-based information resources of
the Department.
This position reports to the Chief Administrative Officer.
This position is responsible for the management of the
different information systems developed by the
Department including time accounting, parcel
information, case tracking / management, and the
complaint tracking system, and generation of ad hoc
reports..
This position reports to the IS Project Manager.
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Class Title
IS Business Analyst

No. of
Positions
1

Roles and Responsibilities
•

•
IS Engineer - Journey

IS Operator - Journey

1

1

•

This position is responsible for intranet and internet
development, creating software applications for
development processes, and in-house application
development (e.g., to assist planners, etc.).
This position reports to the Principal IS Programmer
Analyst

•

This position is primarily responsible for the maintenance
of the network (including the expansion of the inclusion
of new technologies to enhance the system), as well as
the management of the resources assigned to this
position.
This position reports to the IS Project Manager.

•
•

Responsible the Help Desk.
This position reports to the IS Engineer - Journey.

An industry leader – the Gartner Group – has developed benchmarks. These
benchmarks were applied to the Planning Department as a point of reference. Gartner
reported that the average ratio of staff to “users” for private and public organizations is
approximately 5 IT staff to 100 users (“Benchmarks can help determine staff sizes”,
February 2005). Gartner also indicated that IT staff are typically allocated amongst
functional assignments as follows:
•

Software application development averages 25% of total staff across all
industries;

•

Software application support and maintenance averages 15% of total staff across
all industries;

•

Database administration averages approximately 6% of total staff;

•

IT production/operations average 15% of total staff;

•

Network/Security average 15% of total staff;

•

Planning and architecture average approximately 4%;

•

Relationship management averages approximately 3%;
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•

IT administration averages approximately 9%; and

•

Help desk functions average 8% of total staffing.

It is important to note that the ratios and percentages above represent all industries (i.e.
private enterprises, government, and non-profit) and include IT contractors and external
service providers.
The Matrix Consulting Group also utilizes a separate benchmark based upon the
information technology staffing as a percentage of total departmental full-time
equivalents.
The table below compares current Departmental information technology staffing
levels to the benchmark ratios identified above.
Department Users / OASIS
Employees

Benchmark Ratio

Staffing Needs

160 / 5

Gartner Group: 5:100 users

8

160 / 5

Matrix CG: 3% to 5% of total fulltime equivalents

5 to 8

Important points to note regarding the benchmarks are presented below.
•

The staffing requirements based upon the Gartner Group benchmark would
amount to 8 personnel. Based on actual Departmental information technology
staffing, the Planning Department falls below this range by one position. It is
critical to note that the Gartner Group standard is a cross industry benchmark
and is not specific to local government. It is also critical that it is based upon
“users” or the staff that actually use the Department’s information system
hardware and software. The table above presumes that all of the staff of the
Department use the Department’s information system hardware and software.

•

The staffing requirements based upon the Matrix Consulting Group benchmark
would amount to 5 to 8 staff. The existing level of staffing for OASIS is on the low
side – although within a typical range for municipalities (3% to 5%).
Organizations that fall toward the lower end of this range often experience
service degradation. That is, in fact, the experience of the Planning Department;
its existing level of staffing hinders effective service delivery by the Department.
Adequate and efficient staffing levels ensure that information technology support
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is available for daily operating and maintenance needs, as well as for new capital
projects and ongoing research into emerging technologies.
•

While benchmarks are useful for gauging the relative staffing of information
technology organizations, staffing is largely a product of service level
commitments. For organizations that seek to provide a high level of service to its
customers, support a large number of products, and administer complex system
architecture, staffing needs will be higher.
Given that the information technology challenges Planning Department, the

Department should be authorized two additional positions. One of these positions
should be a GIS Analyst. The other position should be capable of providing the project
and technology management for the new e-permitting system.
One of these two positions should be dedicated to the deployment, support,
development of GIS layers or coverages, and the training of staff in the use of GIS in
the Department. The essential functions fulfilled by this position should include the
following:
•

Perform complex GIS analysis and mapping; analyze cartographic and statistical
data and prepare reports, charts, and tables, and coordinate with managers and
supervisors to address and respond to mapping, tabular, analytical, and report
needs;

•

Confer with divisions to coordinate system integration and define required output,
and work with clients to ensure specific requirements are met.

•

Provide quality assurance and control for map layers, seeking out appropriate
information for mapping purposes, and performing field checks to verify locations
of infrastructure.

•

Perform data entry and data conversion through tablet digitization, on-screen
digitization, keyboard data entry, scanning, GPS, remote sensing analysis,
portable data entry units, and field data collection, preparing, designing and
printing maps and related information, and communicating GIS related
information to Department staff and the public.

•

Research, collect, compile, evaluate, reconcile, integrate, and analyze complex
spatial data and attributes for mapping; edit geographic and tabular data;
maintain metadata and documentation, online and hard copy;

Matrix Consulting Group

Page 20

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

•

Analyze and manipulate databases to support a variety of Planning Department
applications; design and produce high quality cartographic output suitable for
publication and public display.

•

Present maps and data to Department staff; analyze and present demographic
and census data; respond to a variety of inquiries and requests for information
and resolves issues or complaints.

•

Train and assist the Department staff and clients in GIS applications and
software.
The Department lacks a vital staff resource necessary to deploy GIS including

updating and maintaining its mapping systems and GIS layers databases, coverages,
and linkages.
The other position should be dedicated as a project manager for the deployment
of the proposed e-permitting information system.
Recommendation: Two additional positions should be authorized for OASIS to
enable the Department to address the information technology interfaces. One of
these positions should be a GIS Analyst. The other position should be capable of
providing the project and technology management for the new e-permitting
system.
3.

THE PLANNING DEPARTMENT SHOULD DEVELOP AND ADOPT
INFORMATION TECHNOLOGY POLICIES AND PROCEDURES AND POST
THEM TO THE DEPARTMENT’S INTRANET
OASIS should develop technology policies and procedures. These should

include such policies as the following:
•

Information technology planning (such as the development and updating of the
information technology strategic plan);

•

Project justification (for new applications);

•

Web services including privacy, email use, Internet use, web site development;

•

Information technology enterprise architecture (network, platforms, software,
data/information); and
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•

Security including configuration management, encryption, backups, business
resumption planning, etc.

Recommendation: OASIS should develop a full range of information technology
policies and procedures. Upon development of these policies, OASIS should
publish these policies on the Planning Department Intranet.
4.

TECHNOLOGY STANDARDS NEED TO BE FULLY DEVELOPED AND
UTILIZED.
OASIS has developed technology standards for desktop hardware: it purchases

only Dell hardware. However, OASIS has not fully developed and is not utilizing
standards in other areas such as word processing software, standards for servers,
database applications, LAN/WAN devices, desktop software, etc.
The project team recommends that OASIS should adopt and enforce a
technology standard of using Microsoft applications whenever possible. This standard
should not be used blindly; the OASIS should consider the use of Linux for servers
although annual cost savings are not likely to be significant given the number of file
servers and the cost of conversion to data storage centers.
The OASIS needs to fully develop technology standards for the Department in
the full range of information technology hardware and software. These standards should
cover such areas as the following:
•

Groupware;

•

Geographic information systems;

•

Electronic document management;

•

Remote access;

•

Directory Services;

•

Video Streaming;
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•

Desktop platforms;

•

Network Operating System;

•

Office Automation;

•

Browser and Access Tools;

•

Development Language and Tools;

•

Operational database management Systems;

•

Security;

•

Data Network;

•

Voice Systems;

•

Video Systems;

•

Transmission Systems; and

•

Wireless Systems.

Some of these standards should be guided by standards already developed by the City
and County of San Francisco such as the use of Lotus Notes for groupware.
Nonetheless, the Planning Department should develop technology standards for those
technologies that it has the capacity to select independently.
Recommendation: OASIS should develop technology standards in the full range
of information technology hardware and software.
5.

THE PLANNING DEPARTMENT SHOULD ACQUIRE A COMMERCIAL-OFFTHE-SHELF E-PERMITTING SYSTEM.
The Planning Department utilizes three information systems to process permit

applications. This includes the Parcel Information Database, the Permit Tracking
System, and the Time Accounting and Work Program.
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There are a number of positive aspects with these systems. These include the
aspects presented below.
•

The Planning Department uses the internal e-permitting information system to
accept and issue permits.

•

The system can be utilized to assure the status of each permit submittal is visible
during the permit review process, and manage the processing time for permits.

•

OASIS staff provides support for the systems, which are internally built and
custom.
However, there are a number of problems with the use and application of these

systems. These problems can be summarized as lack of integration, lack of required
functionality, and lack of reliable data for management reporting and planning.
These problems are presented more specifically in the paragraphs below.
•

Staff of the Department does not enter and maintain case data within the system
that would enable the status of each permit submittal to be visible during the
permit review process, and would enable management of the cycle time for
planning permits.

•

The system cannot be utilized for automatic permit workflow. Effective epermitting systems can be set-up with pre-defined workflow and project tracking
that automatically routes plans and permits to staff without requiring human
intervention. Work is automatically routed via the network to the electronic in-box
of each staff that needs to review a permit. This will enable more efficient use of
staff time and less duplication of effort in processing the same paperwork for the
same permit by multiple staff.

•

The existing systems are limited in terms of their ability to provide effective
internal management tools for gauging Department efficiency and spotting
problems with levels of service, pending problems with cycle times for specific
permits, etc.

•

Internet access is not available for the public. These systems hinder the
Department’s ability to communicate with and serve the residents and
businesses of San Francisco. The problems with these information systems
include the following:
–

The system lacks the capacity for the public to access the system through
the Internet. This capacity would make information from the Department’s
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permit database accessible via the Internet. In this instance, the
Department’s web site would provide a search form where residents or
businesses enter a property address or permit number to receive current
information on that permit, 24 hours a day, seven days a week, from any
computer with Internet access. By placing information about proposed
developments on the Web, residents or businesses have increased
opportunity to participate in the extent and type of development occurring
in their neighborhood.
–

The system lacks the capacity for the applicants to check the status of
their permits. Giving applicants the ability to check the status using the
Internet reduces telephone and walk-in traffic and allows applicants to
review this information even when the Department is closed for business.

–

The lack of an Internet connection limits communication between
customer and staff that produces higher quality application submittals and
re-submittals, and customer service. The system could, for example, be
utilized to automatically e-mail the applicant the corrections to the initial
application submittal and re-submittals.

•

The three information systems utilized to process permit applications - the Parcel
Information Database, the Permit Tracking System, and the Time Accounting and
Work Program - are not fully integrated.

•

Department staff indicated the Parcel Tracking System is not user friendly and
not easy to navigate. This is clearly evident in the Department’s own policy and
procedure manual as indicated in the three examples below: the intake process,
the case closure process, and the miscellaneous permit process.
–

The intake process for a development review case initiated by the public is
portrayed below.
••

Select “Permit Tracking” icon on Novell system to open Permit
Tracking database.

••

When screen is opened, Select F7 button.

••

Go to “Application No.” and type in application number.

••

Select F8 Button. This will automatically fill in the form number and
address.

••

Go to “Routing/Addendum” (top tool bar).

••

Go to “Routing” (side tool bar).
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–

••

Go to No. 1 button on the bottom of the screen “Create New
Station”. A box will appear with the heading “Addenda Routing
Sequence”- Add a new step. Next to “Station name” enter CP-DR
and next to “After step number” enter the step number for CP-ZOC
or CP-NP if it is a 311/312 project. For example, if CP-ZOC is step
number 4, you would enter 4. This will automatically add CP-DR
under step number 5.

••

Go to “Plan checker” and press F9 button. Next to “Find” scroll up
or down until you see Planner’s name. Highlight appropriate
Planner’s name and enter “OK”.

••

Go to “Comments” and type in “DR filed on (date).

••

Go to the “Commit” icon on the top tool bar that is the yellow icon,
approximately 9 buttons from the right. This will save all of the new
information into the system.

••

Enter “OK”.

The problems with the systems not being user friendly and not being easy
to navigate are also apparent with case closeout policies and procedures
developed by the Department. The case closeout process, using the
Parcel Tracking System, is portrayed below.
••

Open Case Editing and Intake module.

••

In the find field, enter the case # and select find.

••

Be sure that the database has located the correct address.

••

Select “edit”

••

Enter the password.

••

Select next 4 times to move to the last screen.

••

Select whether the case was approved etc. (depending upon
information in the finalized motion)

••

Date of final action

••

In the Actions field fill in the following:
---
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--------••
–

Action is the decision of the commission;
Motion # (i.e. M16165);
Select “previous” screen;
Change docket location to team & 5th floor records center;
Select close;
Close date is today’s date;
Save; and
Under “Action of the City Planning Commission” on the
docket write the date, ruling and motion number.

`Under “Remarks” on the docket write closed and the date.

As a third example of the systems not being user friendly and not being
easy to navigate are also apparent with miscellaneous permit policies and
procedures developed by the Department. The miscellaneous permit
process is portrayed below.
••

Select “Parcel Information” Icon on Novell-Delivered Application

••

Enter Business Address or Block /Lot number

••

Select “Find” An arrow will point to an address and block and lot
number. Confirm that this is the correct address. If it isn’t, scroll
through the list for the correct address. If you cannot find the
correct address, write a note to the planner on a yellow post-it -note
that Parcel Information does not show the address. Place the
yellow post –it-note on the application.

••

If the arrow points to the correct address, write Block and Lot
number on application.

••

Select “Zoning” on the top tool bar.
Quadrant location.

••

Do the previous 5 steps for all the new Miscellaneous Permits.
When you are done, close parcel information and proceed to enter
information into Miscellaneous Permit program and get new
Miscellaneous Permit number.

••

Select “Miscellaneous Permit” icon on Novell-Delivered Application

••

Enter password. Select “OK”.

••

Enter last MB number in order to create a new MB number. TAC
support (Georgia P.) keeps a list of the MB numbers in a steno pad.

Matrix Consulting Group

Write Zoning information,

Page 27

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

••

Select “Find”. The previous MB number will appear with an arrow
next to it.

••

Select “New”-Enter address of business or block and lot number.
Usually the block and lot number is more accurate.

••

Select “Find” Arrow will point to address of business for the
Miscellaneous permit that you entering data on. If address is
correct, select “OK”. The next sequential MB number will appear
with an arrow next to it. Check address for accuracy. Write the
MB number on the application i.e., MB0300187 (MB number on
application (Miscellaneous Pemits begin with the letters MB, the
next two numbers are the year that the permit was filed—03 is for
the year 2003, and 00187 is for the 187th Miscellaneous Permit for
the year 2003)

••

Select “Full Display” on top tool bar

••

Enter the following information in the appropriate fields on the
screen as follows (Use the tab key to move from one field to
another field):
--------

“Received Date”—Enter the stamped date
Agency—Click the arrow for the list of agencies. Select the
appropriate agency.
DBA (name of business)
Floor—i.e., Street, 1st, 2nd etc, if available.
Size—square footage of space, if available.
Address—If address does not match, type in correct address
Staff—Enter Planner’s name.
You can determine the
Planner’s name by the geographic quadrant. NW—Jamilia
Vollman, NE—Dan Dibartolo, SW—Sarah Vellve, SE—Dan
Sider

••

Select “Pending”. Check for accuracy of data entry

••

Check Block and Lot number, Zoning information and Quadrant
location on bottom of screen. If these fields are blank, enter
information
Select “Save”

••
••

If you are finished inputting the data entry for the Miscellaneous
permits, go to the bottom of the screen and right click on the “MB2”
icon. Select “Close”.
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••

If you have more Miscellaneous permits to input, select “List” on the
top tool bar to obtain a new MB number for a new application

••

Erase previous MB number and enter current MB number. Select
“New”

••

Erase previous address and type in new address.

••

Select “Find”. An arrow will point to an address and block and lot
number. Confirm that this is the correct address.

••

Select “OK”

••

Select “New”-the next sequential MB number will appear. Write the
MB number on the application.

••

Select “Full Display” on top bar

••

Complete steps 12 to 17 until data entry for all the applications are
completed.

••

Complete step 18 when you are finished with all the data entry for
all the Miscellaneous permits

Many of these same problems were noted in the analysis of the Planning
Department conducted by the City and County Budget Analyst in June 2002. The
conclusions reached by that analysis are presented below.
•

The Department’s automated information systems had enormous technological
capability that was not fully developed, and was not appropriately integrated with
the DBI system.

•

Most important, the Department was not currently using any interactive
applications of its technology for public use or customer permit processing and
tracking. The Department was dependent upon the City’s Department of
Telecommunications and Information Services for interactive Internet access to
serve customers, although internal Web access was available for planning staff
through the wide-area network using the Department’s web browser. On-line
public access to planning and zoning information filing development applications
and permit tracking was the single most effective productivity improvement the
Department could make at that time.

•

Planning’s information systems technology was in place for limited internal use in
various applications, but there was none-to-little user documentation and even
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less in the way of management controls and oversight. OASIS had prepared
"Information Technology Present and Future Needs," a document that delineated
its near-term requirements, objectives and schedule, but needed more detailed
information on each of these areas and further updating to reflect prioritized
projects and needed resources.
Little progress has been made in resolving these problems.
The Planning Department should replace its “homegrown” information systems
with a “state-of-the-art” commercial-off-the-shelf system. The Department should issue
a Request for Proposal to acquire this system. The acquisition should be a joint effort
with DBI.
Recommendation: The Department should acquire a commercial-off-the-shelf epermitting information system. The acquisition should be a joint effort with DBI.
6.

ALL OF THE DIVISIONS THAT ARE INVOLVED IN THE ISSUANCE OF
PLANNING DEPARTMENT PERMITS SHOULD BE MANDATED TO UTILIZE
THE E-PERMITTING INFORMATION SYSTEM TO MEET ALL OF THEIR
PERMIT REQUIREMENTS.
It is apparent that the divisions involved in the permit processes in the

Department do not fully utilize the existing e-permitting information system. This is
clearly evident from the desk audits conducted by the project team.
The divisions involved in the issuance of permits in the Department need to fully
utilize the e-permitting information system for all aspects of the permit process. The fully
utilization and application of the e-permitting information system would enhance the
Department’s ability to:
•

Increase customer service and satisfaction level by providing a fast, accurate and
readily available (i.e. access via the Internet) information retrieval process;

•

Improve staff productivity by reducing the time required for processing
Department of Building Inspection (DBI), Planning and Public Works applications
or permits;

•

Enhance cost recovery through improved fee assessment and permit
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monitoring;
•

Increase management control and accountability by providing more accurate and
up-to-date data to other departments, management and public;

•

Track the location and status of work at any point within the project development
or violation process;

•

Provide an environment for the total automation of all aspects of the permit
process;

•

Provide the ability to produce management / staff reports in an effective and
efficient manner;

•

Optimize the use of technology by staff of the Department to include permit
tracking, permit issuance, inspection results, and all records in a multidepartmental, multi-team environment;

•

Improve productivity and coordination of operations between quadrants and
between Divisions of the Department;

•

Provide for the development of common processes and a shared database that
improves the efficiency and delivery of services among Departments;

•

Provide a system that can be integrated with other current and future automated
applications in the Cit and County, including but not limited to a Geographic
Information System (GIS), Interactive Voice Response (IVR), Internet, Image
storage and retrieval (Imaging), and financial systems;

•

Allow Internet capabilities for 24 hours a day, 7 days a week access to permit
records, checking status of submittals, obtaining permits etc.;

•

Allow updates and data migration from the Assessor rolls; and

•

Allow field personnel to access and update the database directly from the field.

Recommendation: All of the divisions in the Planning Department should utilize
the e-permitting information system for all aspects of the permit process.
7.

THE PLANNING DEPARTMENT SHOULD ACQUIRE AND DEPLOY A
DOCUMENT IMAGING SYSTEM.
One of the near-term goals of the Planning Department should be to acquire and

install a document imaging system. The document imaging system will resolve a
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number of problems in the Planning Department as indicated in the table below.
Problem/Issue

Document Imaging Impact

Missing or lost files/documents

Electronic files, if indexed and backed-up properly,
will not get lost.

Documents take a long time to get into the file
(loose documents)

The documents will be linked to permits as soon
as they are scanned and indexed. Available to
users immediately.

File available to only one user at a time

Electronic files are available to multiple users at
the same time.

Documents are copied to circulate

The need for extra copies will be eliminated

Pulling, transporting, and re-shelving permit files is
labor intensive

Electronic files could eliminate the labor to the
degree that staff are able to use electronic files as
a substitute. Currently, Planning Department files
are located throughout various building floors,
some are microfiche and others are hardcopy, etc.

Records storage space is at a premium

To the extent that document imaging would
eliminate the need for hard copy storage on site or
at all, the amount of records storage would be
reduced

Retrieving off-site records can take from 1 to 3
days

Records stored on-line should be accessible in
from 1 to 5 seconds

File shelving, and supplies are costly

Elimination or reduction of cost of equipment and
supplies to the degree that electronic documents
replace hard copy records

Using microfilm is cumbersome and time
consuming

If user-friendly retrieval methods are built into the
document imaging system, retrieval should be far
easier and faster. Integration of document imaging
and the automated permitting system is critical

The public must visit the Planning Department to
view records

Access over the Internet would alleviate many trips
and phone calls

In most cases, the large volume of content and continual updating overwhelms manual
processes. Current practices already stretch existing resources to maintain documents.
Document imaging provides greater control over the production, storage,
distribution, and archiving of Planning Department documents. Document imaging
yields greater efficiencies in the ability to reuse information, and reduces document
production time, provides improved security/access control.
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The City of Los Angeles Building and Safety Department uses a document
imaging system. The department indicates that the following benefits accrue from the
use of the system:
•

The Code Enforcement Bureau will save 2 minutes per complaint by using the
system;

•

The Inspection Bureau will save an estimated 3 minutes per inspection;

•

Customers will experience a shorter transaction time; and

•

By enabling customers to do their research at their own convenience and online,
the City office transactions will be reduced by 10%.

Overall, the Los Angeles Building and Safety Department estimated the annual savings
from the use of the system at approximately $800,000 annually.
The Department should contract with a firm to scan and index the historical
documents on behalf of the Planning Department. The Department should employ
temporary staff to cull through the Department’s files, plans, and permits before
scanning to assure that duplicates and other unessential documents are not scanned.
Recommendation: The Planning Department should acquire and install a
document imaging system.
8.

THE PLANNING DEPARTMENT SHOULD ENHANCE ITS WEB SITE.
Maintenance of the Planning Department’s web site is the responsibility of the

Planning Department. The Planning Department has a well-developed web site with a
significant amount of information available. The table below presents a list of items that
should be present on a web site.
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On Department’s Web Site
Features
Overview description of the
department
Main phone number
Automated e-mail contact feature
Staff names
Staff titles
Function of staff members
Direct phone lines for all staff
E-mail addresses for all staff
Pictures of staff
Ordinances
Application guides
Applications
Process flow charts
Tracking of permits
Access to e-permitting
information system
Zoning maps
E-government applications
Use of credit cards
Planning Commission agendas
Planning Commission actions
LPAB agendas
LPAB actions

Yes

No

√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√
√

The Department has already developed many items on its web site. Others, however,
should be added. These items are presented below.
•

An automated e-mail subscription feature should be developed that enables
residents to automatically be notified when a Planning Department permit is
submitted within their neighborhood, when Citywide Planning publishes longrange planning documents relevant to their neighborhood, etc.

•

Staff titles and staff functions should be noted on the same web page as their
names and phone numbers.

•

Pictures of staff should be published to the Department’s web site.

•

Process flow charts should be developed and published on the Department’s
web site.

•

Upon successful implementation of the e-permitting information system, the
Department should enable tracking of permits on-line, provide access to the epermitting information system, the ability to submit e-government applications for
simple administrative permits, and the ability to use credit cards over the Internet.
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Recommendation: The Planning Department should enhance its web site.
9.

A COMPREHENSIVE INFORMATION TECHNOLOGY STRATEGIC PLAN
SHOULD BE DEVELOPED
The Planning Department is an information-based organization. If the Planning

Department is to successfully respond to the challenges that lie ahead, support
business goals and objectives, improve programs, measure performance, make good
policy decisions, and respond to rapid changes in business requirements, it must
continue to improve the way that it uses its technology and information resources.
The improvement of the use of technology, given the scarce financial resources
available to the Planning Department, necessitates the development of a strategic plan
to address such areas as the integration of information from different databases, the
level of IT expenditures for application development and priorities over the next several
years, and managerial accountability for implementation and timeframes for
implementation of the plan.
The strategic plan should identify both a vision for information technology as well
as the specifics over the next three to five years that will be utilized to accomplish that
vision. Not all of the vision will be realized over the three to five years; the plan should
identify priorities for allocation of scarce financial resources and the costs of the
prioritized technological expenditures over the next three to five years.
For example, the vision of Maricopa County, Arizona for information technology,
as identified in their 2003 information strategic plan, states, “Information Technology will
champion Maricopa County into the Information Age by:
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Enhancing Business Models By Moving From  To:

County Personal Services
On-Line Citizen Self Sufficiency

Internal Department Services
Employee Self Sufficiency

Paper/Phone-based Services
Electronic Government

Varying Technical Skills
Full Technology Literacy

Solid Departmental Boundaries
Flexible Public/Private Boundaries

8 x 5 Service
7 x 24 Service
Converting to a Digital Medium By Moving From  To:

Silo-Bound Paper Processes
Horizontal Digital Workflow & Forms

Paper Archiving
Electronic Document Image Archives

Videoconference Rooms
Desktop Video

Serial Comment and Approval
Concurrent Collaboration

Group Classroom Training
Real-time on-Line/Video Training.
Enabling a Mobile Workforce By Moving From  To:

Dial – Up Services
Extensive Mobile Infrastructure

Discrete PDA/Pager/Cell Phone
Integrated Remote Device

Discrete Mail Systems
Integrated Voice, E-Mail and Publishing

Facsimile Machines
Interne-directed Retrieval and Printing
Increasing Efficiency By Moving From  To:

Departmental data Centers
Shared Service Bureaus

Insourced Technology Services
External Service Providers

Multiple Microcomputer Vendors
Consolidated Purchasing Portal
Integrating Systems By Moving From  To:

Discrete E-Mail/Web/GIS
Integrated Desktop Services

Discrete Resource Directories
Universal Resource Directory

Discrete Office Equipment
Networked Office Devices

The information strategic plan should include guiding principles for the
investment of scarce financial resources in information technology (such as utilizing
these investments to eliminate inefficient tasks and duplicate data). For example,
Maricopa County identified guiding principles that should be utilized in implementing
their information strategic plan. Examples of these guiding principles include the
following:
•

Significant investment in new technology will be integrated with process
improvements which eliminate inefficient tasks and duplicate data. Data will be
entered into the information system only once at the point of origin.

•

Common systems will be used for similar business functions unless verifiable
proof exists that some functions must remain different or unique. Shared systems
resources and common data repositories will be exploited wherever possible.

•

The preferred approach to new systems will be to integrate purchased
applications that are based upon recognized industry standards -- modification of
these systems should be kept to an absolute minimum. Custom development will
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be considered only as a last resort. New systems will be validated by the
business unit in pilot implementations prior to full-scale deployment.
•

Technology resources will be leveraged effectively and efficiently through the
adoption of common standards and shared information. Data, voice, video,
image, workflow and GIS information systems shall be standardized and
interoperable between County agencies. The IT infrastructure will define the
interfaces between systems.
The strategic plan should also include a number of other relevant topics including

the following:
•

The mission, goals and objectives of OASIS identifying the managers
responsible within OASIS responsible for implementation of the objective and the
time frame for implementation. For example an objective of the OASIS should be
to create and update enterprise security policies and procedures. The objective
should specify that OASIS will establish an internal policy security group that will
create and update enterprise security policies, that these policies will be based
upon needs identified by direct experience as well as requirements identified by
Planning Department users and advisory groups, and that OASIS will work
through the policy formation and adoption processes. The IS Senior Engineer for
this objective and a timeframe for implementation assigned.

•

A description of the current information technology environment – in terms
of file servers, desktops, operating systems, telephone network, data network,
video network, LAN support service, etc.;

•

A SWOT analysis that presents the strengths, weaknesses, opportunities, and
threats (such as technology obsolescence);

•

The planned information technology changes in response to the SWOT. For
example, acquisition of the e-permitting information system that will occur in the
next several fiscal years will provide the Planning Department with an opportunity
to streamline business processes. This opportunity develops as the e-permitting
information system architecture leverages the benefits of utilizing Internet
technology. Resident and applicant self-service may replace current processes
that are paper intensive and require numerous handoffs to complete.

•

A description of strategic issues. These strategic issues are the most
important technology challenges facing the Planning Department. One of the
strategic issues could be Information Technology governance and the use of an
Information Technology steering committee to guide the technology decisions in
the Planning Department. A second strategic issue could be the development
and installation of a client server based GIS. A third strategic issue could be the
lack of standard documentation such as an information technology policy and
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procedures manual, change management process, backup / recover / restoration
process, etc. A fifth issue could be the lack of an architected application portfolio
– investments being made from a bottom-up perspective without an overall
strategy and inadequate time has been dedicated to training and business
process improvement.
•

A work program for each strategic issue that identifies the following:
–

The title of the initiative;

–

The priority of the initiative;

–

The business requirement of the initiative;

–

The information technology goals and objectives supported by this
initiative;

–

A description of the initiative; and

–

Estimated resources or costs required by the initiative (broken down by
hardware, software, staffing costs, communication services, training,
software annual maintenance, and hardware annual maintenance.

The purpose of the information technology strategic plan is to provide a road map
for the Planning Department and identify how to best allocate scarce financial resources
given the inevitable competing demands.
Recommendation: OASIS should develop and deploy a strategic plan for
information systems and technologies for the Planning Department.
10.

THE PLANNING DEPARTMENT SHOULD ENHANCE THE EXTENT OF GIS
DATASETS AVAILABLE TO ITS STAFF AND PROVIDE ONGOING TRAINING
TO ITS STAFF IN THE USE AND APPLICATION OF GIS.
Defined broadly, geographic information systems are powerful computer-based

tools for the capture, storage, management, retrieval, query, analysis and presentation
of spatial data. Close to 85% of the information collected and used by local government
to support day-to-day operations, decision-making, and planning is geographically
referenced. Local governments need answers quickly to fundamental location questions
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that impact operations and decision-making
GIS should be a core information technology for the Planning Department to
provide its staff with capabilities to effectively collect, organize, access, and analyze
geographic information. This geographic information includes data and records
associated with the land and its natural and man-made features (e.g., street segments,
building and facility locations, property parcels, etc.).
To identify gaps in the GIS capability of the Planning Department, it was
necessary to establish a target level and to characterize the current technology status of
the Department against this target. The project team defined five categories of
technology access and use to support the analysis of gaps:
•

Level 1: Very Low Technology and GIS Access;

•

Level 2: Moderate Technology and GIS Access;

•

Level 3: Good Technology Infrastructure and In-house GIS;

•

Level 4: Very Good Technology Infrastructure and Integrated GIS; and

•

Level 5: Enterprise Technology and GIS Program.

These levels are a subjective judge based on an overall evaluation of the availability
and access to technology components including the following:
•

Computer Hardware: The level of use and user access to desktop
computers and servers supporting basic computing and capable of supporting
local GIS applications;

•

Network and Internet Access: Integration of local area networks connecting
users and computing resources within the organization and access to the
Internet and Web resources at sufficient speed to support GIS applications
and access to GIS Utility services;

•

GIS Software: Use of and access to desktop or server-based GIS software
for managing locally stored data and running local applications; and
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•

Organization-wide GIS Integration: The degree to which the GIS program in
an organization is coordinated on a multi-user, multi-organizational basis,
including the possible formalization of technology standards, centralized
system administration services, and other technology elements encouraging
organization-wide operations.
The project team believes that the Department is, overall, at a level 1 or 2. There

are planners in the Department that effectively utilize GIS, but the number of staff is
limited and reflects the initiatives of the staff and not the Department.
The Department faces a number of challenges as it regards GIS. These
challenges, based upon the five levels and the components, are presented below.
•

The Department’s computers / server are stable with a high level of support
capability with in-house staff. The Department has a GIS server, and is in the
process of migrating from ArcGIS 9.1 to ArcGIS 9.2. The Department has also
deployed ArcView to the desktop.

•

The Department has a robust WAN and LAN that is capable of supporting
distributed GIS. The LAN uses Cat 6 and fiber optic. The WAN is going to fiber
optic services. It is presently T-1. The desktop connection is 1 Gb / sec.

•

The Department has access to the enterprise GIS. GIS software – ArcView - is
installed on desktops, but few employees in the Department use or know how to
use ArcView on a regular basis.

•

There is not a Department-wide integration of GIS with other information systems
that are utilized by the Department on a day-to-day basis such as the permit
tracking information system. There is minimal awareness of GIS by staff of the
Department. The Department does not have any GIS professionals to provide
GIS support, training, and products for the rest of the Department and to develop
datasets unique t the Department’s needs.
The problem with the Department’s deployment of GIS is not the hardware. The

problem is not the network / Internet access. The problem is not the lack of framework
databases; those databases have already been developed by the City / County
enterprise GIS.
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The problem with deployment of GIS in the Department is the lack of integration
of GIS with other Department information systems such as the Permit Tracking System,
the lack of databases that reflect the unique services provided by the Department such
as a historical landmark database, the lack of GIS professionals to support the
deployment of the system in the Department, and the lack of knowledge regarding
geographic information and GIS technology by staff in the Department.
The Department, upon authorization of a GIS position for OASIS, should take a
number of steps to address these challenges. These steps are summarized below.
•

Training, initial and ongoing, should be provided to the staff in the Department in
the use and application of GIS. The OASIS GIS staff should provide this training
and develop training manuals and on-line training modules. This should include
the identification of training and education needs, specific offerings, and a basic
approach for seeing that staff participate in all types of professional development
activities such as seminars, computer-based training, workshops, training
courses, etc. Participation by staff should be monitored.

•

Upon the acquisition and deployment of the e-permitting information system, the
OASIS GIS staff should work with the staff of the Neighborhood Planning
Division to develop customized training in the use of GIS in the analysis of permit
applications.

•

The OASIS GIS staff should be integrated with the teams in Citywide Planning in
long-range planning work projects. This would include the participation in team
meetings, development of maps, development of datasets for the geographical
areas of the City / County that are being studied, etc.

•

The OASIS GIS staff should be responsible for the development and ongoing
maintenance of physical databases that reflect the unique spatial needs of the
Department such as a historical landmark database.

•

The OASIS GIS staff should be responsible for the GIS user help desk and
general GIS user support. The OASIS GIS staff should put in place a wellmanaged user support service to answer user questions about GIS, and use of
the GIS technology in general. User support should also include coordination of
resources outside the OASIS, including a network of user contacts and vendor
resources for technical support.
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GIS should be a core information technology for the Planning Department. The
Department should address the challenges it faces to deploy this technology.
Recommendation: Initial and ongoing training should be provided to the staff in
the Department in the use and application of GIS.
Recommendation: Upon the acquisition and deployment of the e-permitting
information system, the OASIS GIS staff should work with the staff of the
Neighborhood Planning Division to develop customized training in the use of GIS
in the analysis of permit applications and with the staff of the Citywide Planning
Division in the use of such products as CommunityViz to help visualize, analyze
and communicate about important land-use decisions.
Recommendation: The OASIS GIS staff should be integrated with the teams in
Citywide Planning in long-range planning work projects.
Recommendation: The OASIS GIS staff should be responsible for the
development and ongoing maintenance of GIS databases unique to the
Department.
Recommendation: The OASIS GIS staff should be responsible for GIS user help
desk and general GIS user support.
11.

OASIS SHOULD TEST THE EFFECTIVENESS OF ITS BUSINESS
RECOVERY PLAN AND TRAIN KEY EMPLOYEES IN ITS APPLICATION.
OASIS needs to take steps to ensure that information technology (IT) resource

investments made by the Department are protected against service interruptions,
including large scale disasters, by the development, implementation, and testing of
disaster recovery / business resumption (DR/BR) plans.
OASIS must develop the capacity within the Department to continue to provide
mission-critical, information technology-dependent services during recovery from a
business interruption or service outage.
OASIS should consider three goals in the testing of its disaster recovery /
business resumption plan and the training of key employees in the Department in its
application. These three goals include the following:
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•

Save data;

•

Save hardware, software, and facilities; and

•

Resume critical processes and restore data.
The steps that OASIS should take to test and train key employees in this disaster

recovery / business resumption plan include the following:
•

Test disaster recovery / business resumption plan at least annually and correct
any deficiencies revealed by the test to enable short-term recovery of information
technology services following a service outage; and

•

Train key employees in the Department to execute the recovery plans by making
employees aware of the need for a disaster recovery / business resumption plan,
informing all employees of the existence of the plan and providing procedures to
follow in the event of an emergency, training all personnel with responsibilities
identified in the plan to perform the disaster recovery/business resumption
procedures, and providing the opportunity for recovery teams to practice disaster
recovery/business resumption skills.

Recommendation: OASIS should test the adequacy of disaster recovery /
business resumption plan for the Department on an annual basis, and train key
employees in the deployment of this plan.
12.

INFORMATION TECHNOLOGY SECURITY PRACTICES NEED TO BE
ENHANCED.
OASIS should take steps to enhance the security of the information technology in

use in the Department. This involves several steps. First, develop an information
technology security policy. Second, identify an existing staff resource in OASIS to
assign responsibility for information technology security for the Department. Third,
conduct a security risk assessment and take corrective action to address problems
identified in the assessment. Each of these steps is presented in more detail in the
paragraphs below.
•

Develop an information technology security policy. The policy should
comprise a number of elements. These elements should include the following:
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–

Purpose statement. The purpose statement explains why the information
technology security policy is being established and the information
security goals. Examples of goals include protecting confidentiality of
personal data, maintaining system and data integrity, and maintaining
availability of service.

–

Scope. The scope section should state which resources—hardware,
software (operating systems, applications, and communications
packages), data, personnel, facilities, and peripheral equipment (including
telecommunications) - are to be covered by the security program.

–

Assignment of responsibilities. The policy should document responsibility
for information security program management to an assigned unit within
the OASIS and spell out supporting responsibilities of managers, users,
and the OASIS.

–

Compliance. The policy should describe how the Department will oversee
the creation and conduct of the information security program, and who will
be responsible for enforcing compliance with these policies. This section
may also establish a disciplinary process for dealing with infractions in
general terms.

–

Operational security rules. These rules may be implemented by setting
automated system controls (for example, access control), but should be
supplemented by written statements (for example, who is to be granted
access privileges).

–

Security standards for access control, network security, physical security
of OASIS, personal computer/laptop security, encryption, electronic
communication, etc.

OASIS should test and audit the adequacy of security and report problems
to the top management team of the Department annually.
•

All employees within the Department should be required to acknowledge
the information technology security policy. All employees within the
Department and all new hires should be required to formally acknowledge, before
being given access to the Department’s information systems, that he or she has
read and understood the security policy, and agrees to abide by its terms.
Historically, “insider” threats from disgruntled or dishonest employees constitute
one of the major risks to the security of information resources.

•

Allocate staff resources to information technology security. Within OASIS, a
position should be assigned responsibility for information technology security as
one of the duties of the position. The responsibilities of this position should
include the following:
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•

–

Develops and implements the overall information security strategy and
architecture to be used by OASIS;

–

Monitors compliance with security procedures and practices including the
review on a timely basis the various reports and log available and
investigating and reports on noted irregularities;

–

Monitors internal control systems to ensure that appropriate information
technology access levels and security clearances are maintained;

–

Performs information security risk assessments and serves as the internal
auditor for information security processes;

–

Develops and implements security policies for the information technology
of the Department including being aware of and reviewing the security
features of computing systems to ensure that they meet the security
requirements of the existing policies, and reviewing and proposing
changes to existing policy as conditions warrant;

–

Provides information regarding the Department’s security policies and
practices to its employees including the provision of training, prepares and
publishes guidelines and procedures on good security practice for use by
its employees, and ensures that information technology security training is
provided on an ongoing basis and that it conforms to existing policies;

–

Develops and updates annually the business resumption plan for the
Department’s computing systems including maintaining an awareness of
the requirements of the various Divisions in the event of a major disruption
of computing/networking services and developing plans to provide timely
business resumption if such an event occurs, publishing and presenting
these plans to the appropriate managers and providing for annual testing
of the plans; and

–

Ensures adequate security for information technology systems including
assisting in the development of scenarios of usage, test for abnormalities
or exposures, preparing documentation to augment vendor materials that
include local enhancements and implementations.

A security risk assessment should be conducted. Performing a risk
assessment involves finding and documenting the vulnerabilities in critical
information technologies. Pinpointing these vulnerabilities can be a timeconsuming task that will require the assistance of experts in the hardware and
software used (operating systems, communications, and applications). Briefly,
the assessment process examines the adequacy of current Department areas of
control to measure the effectiveness in protecting critical information systems.
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This comparison results in the identification of areas of potential compromise,
that serve as a comprehensive list of vulnerabilities and risks for which additional
security measures, modification of disaster recovery plans, modifications to
security policy, and/or acceptance of risk may be necessary.
The risk assessment would include an assessment of the Department’s
security planning and management (the framework for managing risk, developing
security policies, assigning information security responsibilities, and monitoring
compliance with physical and information system security controls), information
system access controls, segregation of duties, continuity of service and
operations, change control and life cycle management procedures and controls,
etc.
Recommendation: OASIS should develop an information security policy.
Recommendation: All employees within the Department should be required to
acknowledge the information technology security policy.
Recommendation: An employee within OASIS should be assigned responsibility
for information technology security as one of the duties of the position.
Recommendation: A security risk assessment of the Department should be
conducted.
13.

THE PLANNING DEPARTMENT SHOULD DEVELOP AN INFRASTRUCTURE
REPLACEMENT PLAN.
Information technology organizations need to plan for the routine maintenance

and replacement of hardware, software, and infrastructure to provide high levels of
service to customers. This requires organization to prepare near term and long-term
planning documents to estimate costs and equipment needs. Additional elements of an
effective technology plan include:
•

Developing replacement costs for network infrastructure including: application
and file servers, physical wiring, and communications equipment.

•

Developing replacement costs for PC hardware, software, peripherals, and other
equipment.

•

Developing appropriate replacement cycles to ensure advances in technology
can be leverage and system maintenance can be mitigated.

•

The development of timeframes and schedules for acquisitions.
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•

Prioritization of infrastructure replacement needs.
OASIS should develop an information technology infrastructure replacement plan

that includes the following elements:
•

•

Establish a intra-departmental committee to develop a 5 year architecture
replacement plan that includes:
--

Identification of hardware/software in need of replacement with cost
estimates;

--

Identification of communications and physical wiring in need of
replacement;

--

Identification of development technology needed to improve developed
systems;

--

Identification of additional functionality needed including network
maintenance and monitoring tools and other enhanced functionality; and

--

Prioritization of the plan.

Develop a PC refresh system that replaces desktops every 3 years, printers
every four years, and monitors every five years.

Recommendation: OASIS should develop an information technology replacement
plan.
14.

DEVELOP FORMAL MECHANISMS TO ENSURE HIGH LEVELS OF
CUSTOMER SERVICE.
High service level information technology operations utilize specific methods to

evaluate and ensure high levels of customer satisfaction. These elements include:
•

The use of an information technology steering committee comprised of key
customers and managers. This committee provides a forum for a discussion of
service level issues, identification of information technology needs, and
evaluation of technology plans and solutions. This committee also acts as an
accountability mechanism to ensure information technology service standards
are met.

•

The development of formal service level agreement which outline key service
provision elements including:
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–

A description of services provided to divisions;

–

A description of services not provided to divisions;

–

A description of standard business procedures including business hours,
methods for service requests, and dispute resolution procedures;

–

A description of service level objectives or requirements such as
identification of time frames for responding to work orders and service
requests based on urgency, how these objectives will be measured and
performance evaluated, etc.; and

–

A description of costs broken out by function / service type. This will also
include a description of the process utilized to develop the OASIS budget,
the factors utilized to allocated costs, and identification of the budget
review process; and

–

Identification of dispute resolution procedures and governance authority.

OASIS has not developed formal service level agreements with the divisions that
it serves.

In addition, the Department does not utilize an information technology

steering committee to allow users to have input on information technology service levels
and projects.
The project team believes that the Department should develop formal
mechanisms to ensure high levels of customer service including the development and
use of an information technology steering committee and formal service level
agreements.
Recommendation: OASIS should establish an information technology steering
committee.
Recommendation: OASIS should develop service level agreements with the major
divisions in the Department.
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15.

OASIS SHOULD DEVELOP AND IMPLEMENT FORMAL INFORMATION
TECHNOLOGY TRAINING PLANS FOR THE EMPLOYEES OF THE
DEPARTMENT.
Training is an integral part of the effective implementation of information

technology in the Department. Training in information technology in the Department
has, historically, been minimal.
OASIS should develop and deploy formal information technology training for the
employees of the Department. In the development and deployment of this training,
OASIS should utilize a number of practices as recommended in the paragraphs below.
•

Involve critical stakeholders, such as top management, section managers,
subject matter experts, and end users, in planning information technology
training.

•

Identify and document the competencies / skills required for each class
description. Consider the use of an employee advisory council that defines the
required skills for each class.

ß
•

Address overall career development issues as well as skill-specific training
issues .

•

Perform a gap analysis to determine where training is needed

•

Use self-directed tools, such as individual development plans, to give employees
responsibility in assessing their development needs

•

Use a single intranet web portal to give staff and managers access to on-line
training and career development information.

Recommendation: OASIS should develop and deploy formal information
technology training for the employees of the Department.
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3.

ANALYSIS OF CODE ENFORCEMENT

This chapter presents an analysis of code enforcement – part of the Tactical
(TAC) Team – of the Planning Department. This analysis includes the following:
•

The levels of service presently provided by code enforcement and comparisons to
the levels of service in other cities with a population in excess of 100,000 provided
by the International City/County Management Association Center for Performance
Measurement;

•

An analysis of the levels of code enforcement workload and staffing levels
necessary to provide a responsive level of service;

•

An analysis of the methods and work practices utilized by code enforcement to
provide these levels of service.
A summary of the recommendations contained within this chapter are presented

in the exhibit following this page.
1.

THE CODE ENFORCEMENT UNIT IS AUTHORIZED NINE FULL-TIME STAFF.
Section 4.105 of the City Charter states that “the Planning Department shall

administer and enforce the City Planning Code.”
Section 176 (b) of the Planning Code gives the Zoning Administrator the authority
to enforce the provisions and requirements of the Planning Code. Enforcement actions
which the Planning Code authorizes the Zoning Administrator to employ include: (1)
serving notice to require abatement of a Code violation on the owner or tenant of the
property subject of the violation or on the architect, builder, or contractor who commits
or assists in the violation; (2) the authority to call on the City Attorney to undertake legal
action against the violator including the recovering of civil penalties; (3) the authority to
call on the District Attorney to institute criminal proceedings against the violator; and (4)
the authority to call on the Chief of Police to provide assistance in enforcement.
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Summary of Recommendations
Chapter /
Section

Recommendations

3.4

The Planning Department should seek the authorization of the Board of Supervisors
to expand the administrative enforcement system utilized for general advertising
signs to all code enforcement cases.

3.5

Authority to Issue Notices of Violation should be delegated to a Planner in the Code
Enforcement Unit; signatures of the Zoning Administrator should not be required.

3.5

A Planner in the Code Enforcement Unit should respond to and handle all appeals
of Notices of Violation to the Board of Appeals; the Zoning Administrator should not
be involved in these appeals.

3.5

Authority to issue Cease and Desist Orders should be delegated to the Planners in
the Code Enforcement Unit; signatures of the Zoning Administrator should not be
required.

3.5

The decision to refer cases to the City Attorney’s Code Enforcement Task Force
should be delegated to the Planner IV; the Zoning Administrator should not be
consulted.

3.6

Centralize initial data entry for code enforcement cases and their status with the
Executive Secretary I in the Code Enforcement Unit.

3.6

Establish data integrity standards and goals for the code enforcement data in the
case editing and intake information system.

3.6

Data entry performance standards should be included in the Executive Secretary I’s
performance evaluation.

3.6

Establish procedures for the day-to-day maintenance and updating of the system by
the Executive Secretary I.

3.7

The Planning Department should develop and install a case management system
for the Code Enforcement Unit.

3.8

The Planner IV in the Code Enforcement Unit should generate monthly
management reports regarding caseload and service levels.

3.9

The Planning Department should develop and install a policy for the assignment of
cases by the Planner IV in the Code Enforcement Unit to a Planner in the Code
Enforcement Unit within three workdays of receipt of the case by the Planning
Department.

3.9

The Planner IV in the Code Enforcement Unit should be held accountable for
assuring the assignment of cases to a Planner in the Code Enforcement Unit within
three workdays of receipt.
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Chapter /
Section

Recommendations

3.10

The Planning Department should develop and install a procedure for the first site
visit of new cases by a Planner in the Code Enforcement Unit within five workdays
of receipt of the new case by the Planner. The policy should include a requirement
that the Notice of Alleged Violation is issued within two workdays following the site
visit or that the case is closed if no violation was found.

3.10

A Notice of Violation for new cases should be issued within two workdays following
the initial site visit or that the case should be closed if no violation was found within
two workdays following the initial site visit.

3.10

The issuance of Notices of Alleged Violation should be discontinued. The Code
Enforcement Unit should issue Notices of Violation after verification that a violation
actually exists.

3.10

The Planner IV in the Code Enforcement Unit should be held accountable for
assuring the first site visit of new case by a Planner in the Code Enforcement Unit
within five workdays of assignment of a new case to that Planner.

3.10

The Planner IV in the Code Enforcement Unit should be held accountable for
assuring the issuance of a Notice of Alleged Violation for new cases within two
workdays following the initial site visit or that the case is closed if no violation was
found within two workdays following the initial site visit.

3.11

The Planning Department should develop and adopt a policy and procedure
regarding the timing for closure of code enforcement cases.

3.11

The Planner IV in the Code Enforcement Unit should be held accountable for
assuring that Planners close cases within two working days of meeting the criteria.

3.12

The Planner IV in the Code Enforcement Unit should review and evaluate code
enforcement cases that have not yet been assigned to Planners in the Code
Enforcement Unit, and assign these cases to the appropriate Planner based upon
the geographical area in which the case originated. The Planner IV in the Code
Enforcement Unit should accomplish this review within one month of the case
assignment.

3.13

DBI referrals should be “banked” and not included in the count of “active” code
enforcement cases.

3.14

Temporary staff, such as Planning Interns, should be authorized for the Code
Enforcement Unit to address the backlog of code enforcement cases when the
effectiveness of the case management system has been improved, the
administrative remedies have been developed by the Department and adopted by
the Board of Supervisors, and sufficient vehicles are available.

3.14

Additional full-time staff should not be authorized for the Code Enforcement Unit
with the current mix of services and the current level of workload.

3.15

The Planner IV in the Code Enforcement Unit should develop work output
expectations for the Planners assigned to Code Enforcement.
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Chapter /
Section

Recommendations

3.16

A team approach should be utilized for code enforcement with a backup Planner III
assigned to each Planner III assigned to the quadrants.

3.16

The Planner III in the Northeast Quadrant should be assigned cases in the
Southwest Quadrant to balance the workload between the two quadrants.

3.17

Four vehicles should be acquired for the Code Enforcement Unit. One vehicle
should be assigned to each of the Planners assigned to code enforcement that are
responsible for the quadrants.

3.18

The Planner IV in the Code Enforcement Unit and the appropriate Planner III should
meet at least once per year with each neighborhood association to discuss code
enforcement efforts.

3.18

The Code Enforcement Unit should develop a web site that includes the ability to
submit an online request, the specific types of cases that are frequent causes of
code enforcement cases (such as abandoned and inoperable vehicles, illegal
garage conversions, exterior maintenance of property, etc.), the names, pictures,
phone number, and e-mail addresses of the code compliance inspectors, etc.

3.19

The Planner IV in the Code Enforcement Unit should enhance the performance
measures for the Code Enforcement Unit, and report on actual performance on a
monthly basis to the Planning Director.

3.20

The Planning Department should develop a web page for the Code Enforcement
Unit.

3.21

The Planner IV in the Code Enforcement Unit in the Code Enforcement Unit should
report to the Senior Manager responsible for managing the Neighborhood Planning
Division.
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The Code Enforcement Unit investigates complaints, verifies the violation, and
seeks to achieve voluntary compliance. Where the violation is not easily amenable to
reduction in scale, duration, size, height, etc. the property owner may need to seek a
variance or a modification in conditions of approval of a variance or conditional use. A
building permit may need to be filed. The approval process for seeking modification of
conditions of approval or filing of a building permit allows input by the public.
The Code Enforcement process described below applies to alleged violations of
the Planning Code, except that it is not applicable to violations regarding General
Advertising Signs whose enforcement is governed by special provisions of the Planning
Code.
•

A Planning Code violation complaint enters the enforcement process once the
Planning Department receives or prepares a Violation Complaint form. Once the
Code Enforcement Unit receives a complaint, it is logged into the automated
complaint tracking system and a search undertaken to see if there have been
prior complaints filed regarding the same or associated violations. The violation
complaint routed to the appropriate Planner III within the unit.

•

The Planner III assigns the complaint a priority ranking based on the criteria of its
relative importance as a violation issue and of its relative impact.

•

The Planner III may send an Acknowledgment of Complaint letter to the
complainant to inform them that the complaint has been officially logged into the
computerized complaint tracking system and the assigned Planner III.

•

After receiving the file for a complaint, the Planner III determines whether or not
the alleged violation is a violation of the Planning Code or violation of another
City code. Following the determination, the Planner III may send a Response to
Complaint to the complainant informing them of the determination and its
proposed disposition.

•

Based on the type of violation, the Planner III mau refer the complaint to another
department, do a drive-by investigation, or request an interior site visit. The
Planner III then sends the appropriate notice.

•

The Planner III makes site visit to verify alleged violation
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•

If the Planner III planner determines after a site visit that there is no violation of
the Planning Code, the Planner III sends the complainant a Response to
Complaint informing the complainant of the determination and that the
enforcement process is completed.
If the inspection confirms that a violation of the Planning Code has occurred, then
the violator will be sent a Notice of Violation signed by the Zoning Administrator
via certified mail. The Notice of Violation requires the violator to provide
documentation that the violation has been abated within 15 days from date of the
Notice of Violation. A Notice of Violation can be appealed to the Board of
Appeals within 15 days of issuance. If the notice is appealed to the Board of
Appeals, the enforcement process is held in abeyance until the Board had made
a final determination.

•

If in response to the Notice of Violation the violation is abated, then the violator
and the complainant are sent a letter of notification confirming that the violation
has been abated.

•

If the violation is not abated in response to the Notice of Violation, then a Cease
and Desist Order may be sent by certified mail by the Zoning Administrator to the
owner of the property where the violation is located. The violator has 20 days
from the date of issuance of the notice to bring the violation into compliance.
The Cease and Desist Order may also be appealed to the Board of Appeals
within 15 days.

•

If the violator fails to abate the violation or to file an application to correct or
legalize the violation with the Planning Department or Building Inspection
Department, then depending on the nature of the violation one of the following
actions is taken:
–

If the violation is a failure to comply with conditions of approval, then, the
Director, the Zoning Administrator or the Planning Commission may
initiate a revocation hearing, but only for conditional use authorizations.

–

If the violation is a violation of the Planning Code and not conditions of
approval, the violation may be referred to the City Attorney’s Code
Enforcement Task Force for further action. The City Attorney may seek a
Temporary Restraining Order and/or penalties and/or further legal
proceedings. The penalties for violation of the Planning Code (excepting
violations of Planning Code provisions concerning General Advertising
Signs) may be either a civil penalty of up to $500 per day or a
misdemeanor with a fine of up to $500 per day or imprisonment as
determined in a court proceeding.
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The nature of the violation is the first factor considered in establishing
enforcement priorities. Code violations that are life threatening or could lead to a loss of
housing are considered most critical while issues relating to illegal dwelling units are
less critical. This factor combines the priorities of the 1999 Planning Commission memo
with those of the Neighborhood Planning quadrant specific priorities. These priorities
are summarized in the table below.
Priority
Rank

Type

Description

1

Life Threatening

Any complaint involving life safety has highest priority regardless of the
level of impact.

2

Loss of Housing

Avoidance of loss of dwelling unit, even if only one unit/person affected.

3

Neighborhood
Livability,
Loss of Jobs and
Business

A neighborhood livability issue or loss of job situation that impacts a
significant number of persons. These are linked in this way to reflect the
fact that the two issues often arise from the same complaint, particularly
if the complaint involves commercial uses in residential districts or nonpermitted uses in commercial districts.

4

Neighborhood
Livability

Neighborhood livability issues that impact a moderate number of
persons.

5

Permit/Conditional
Use/Variance
Compliance

Complaints regarding violation of conditions of approval, or approved
building permits with significant numbers of persons affected.

6

Permit/Conditional
Use/Variance
Compliance

7

Neighborhood
Livability

Neighborhood livability issues that impact few people.

8

Loss of Jobs and
Business

A loss of jobs complaint from one to a moderate number of persons.

9

Permit/Conditional
Use/Variance
Compliance

Complaints regarding violation of conditions of approval or approved
building permits that impact few people.

10

Residential
Density Violations

Any complaint involving density issues has low priority regardless of the
level of impact, unless the complaint includes neighborhood livability
concerns (at which time it may be considered a quality of life case.
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There are priorities that are specific to each quadrant: illegal signs in the
northeast quadrant, and non-permitted commercial uses in residential zones in the
southwest, northwest and southeast quadrants.
The Code Enforcement Unit is complaint driven; it does not proactively identify
violations. The unit has two primary sources of complaints – residents and the
Department of Building Inspection.
The chart, which follows, provides the plan of organization for these code
enforcement staff. A Planner IV supervises this section. The Planner IV reports to the
Zoning Administrator. The Code Enforcement Unit is authorized four Planner III’s, each
assigned to a quadrant, that function as code enforcement officers. Another Planner III is
assigned to special projects. A fifth Planner III is assigned to the sign enforcement
program, and supervises a Planner II and four trainees. This unit is supported by an
Executive Secretary I.
Zoning
Administrator

Planner IV
(1)
Executive
Secretary I
(1)

Southwest
Quadrant
Planner III
(1)

Southeast
Quadrant
Planner III
(1)

Northwest
Quadrant
Planner III
(1)

Northeast
Quadrant
Planner III
(1)

Special
Projects
Planner III
(1)

Sign
Enforcement
Planner III
(1)

Planner II
(1)

GA Sign
Program
Trainee (4)

The Code Enforcement Unit was re-established in spring 2001.
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2.

THE CODE ENFORCEMENT UNIT HAS A NUMBER OF STRENGTHS AS
WELL AS OPPORTUNITIES FOR IMPROVEMENT.
There are a number of strengths in the manner that the Code Enforcement Unit

delivers its services. These strengths are portrayed below.
•

The Planners are assigned to geographic areas in the City (excluding the general
advertising staff). Code enforcement services are best delivered on a geographic
basis based upon a number of factors:
–

It allows staff to develop an understanding of the dynamics shaping each
neighborhood and to develop a working relationship with neighborhood
leaders. Neighbors are the level at which code issues impact quality of life.
This means that neighbors are code enforcement’s customers.

–

Improved accountability. A defined area would have a single point of
contact for code issues.

–

Better performance. Geographic assignments, in other local governments,
have experienced a higher rate of closure per full-time equivalent code
enforcement officer.

–

Improved work management.

•

The Code Enforcement Unit utilizes a generalist approach for code enforcement
and not specialists like some large cities such as Los Angeles.

•

On a shared computer drive, the Code Enforcement Unit has a folder that
includes policies and procedures, and applicable forms for use by its staff.

•

The Code Enforcement Unit may utilize “Acknowledgement of Complaint” and
“Response to Complaint” forms for cases.

•

The Unit uses a case editing and intake information system to track cases.

•

The Planners utilize the various information systems to identify issues with the
various properties that are subject of complaints.

•

The Code Enforcement Unit has developed a prioritization system for complaints.
There are a number of opportunities for improvement. These opportunities are

presented below.
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•

482 calendar days were required, at the average, to close a complaint. This is a
lengthy amount of calendar days when compared to other cities with a population
in excess of 100,000 provided by the International City/County Management
Association Center for Performance Measurement. The Center for Performance
Measurement reports that the average number of calendar days required from
case initiation to voluntary compliance for local governments with a population
100,000 and above was 37, and for average number of calendar days required
from case initiation to transfer to administrative / judicial process was 52.1
calendar days.

•

112 calendar days were required, at the average, to assign a case to a Code
Enforcement Officer. This is a lengthy amount of calendar days when compared
to other cities with a population in excess of 100,000 provided by the International
City/County Management Association Center for Performance Measurement. The
Center for Performance Measurement reports that the average number of
calendar days required from case initiation to the first non-inspection response
(phone calls, postcards, door hangers, drive-by / windshield visual survey) for
local governments with a population 100,000 and above ranged from 1 calendar
day for nuisance complaints to 2.5 calendar days for housing complaints. Both of
these results are significantly shorter than the amount of time required to assign a
case to a Code Enforcement Officer in the Planning Department.

•

The Planner III’s are not effectively utilizing the department’s case editing and
intake information system to track information regarding complaints. For example,
for the 629 complaints filed between 2002 and May 2006, only 221 indicated a
“visit date.” A key service level benchmark is the amount of calendar days
between the date the complaint was received and the date of the first site visit by
a Planner III to ascertain the nature of the violation. It is not possible to ascertain
the level of service provided by the Code Enforcement Unit for the full range of its
complaints given the absence of this information.

•

The case management system for code enforcement is ineffective. This is
indicated by a number of factors as portrayed below.
–

There are 805 cases, as of June 2007, that had not been assigned to the
Planner III’s. In many cases, these cases still indicate assignments to staff
that are not employed by the Planning Department. In some cases, the
Department has not employed this staff for several years.

–

As noted previously, the average number of calendar days required to
assign a case to a Planner III amounted to 112.

–

There is a significant number of backlogged active cases that are not being
investigated. Action has not been taken on these cases for a number of
years.
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–

There are a number of active cases, based upon a desk audit conducted
by the project team, that should be closed or “banked.”

•

The productivity of the staff of the Code Enforcement Unit does not meet
reasonable expectations in terms of the number of notices of alleged violation,
notices of violation, etc.

•

A monthly report is not generated by the Code Enforcement Program to identify
actual performance by each Planner III in closing cases and the cycle time for
closing those cases and whether violations are abated and the means utilized to
abate these violations.

•

The Unit has developed a significant backlog of complaints. The backlog of cases
in June 2007 was 2,427 cases (excluding DBI violation referrals).

•

There is only one vehicle for the staff assigned to the Code Enforcement unit.
Actually, this vehicle is shared with a number of other units in the Department.
This results in an inability of these staff to provide effective and timely responses
to complaints.

•

Code Enforcement does not effectively utilize its web site to enable submittal of
complaints on-line, identify the enforcement methods utilized, identify the top 10
code violations, identify the Planner III’s and the areas these are assigned to, the
staff phone numbers and e-mail addresses, etc.

•

The Code Enforcement Unit does not utilize an administrative abatement process
to address complaints that cannot be resolved through voluntary compliance.

•

The Planner IV responsible for supervising the Code Enforcement Unit reports to
the Zoning Administrator. This hinders the essential linkage between the Code
Enforcement Unit and Neighborhood Planning, which has the same approach of
assigning its staff to quadrants. The linkage of these two units, under one
manager, would enable a number of efficiencies such as a centralized intake
program, enhance the working relationship between the staff of these two units
assigned to the same geographical areas, and the coordination of city-wide
policies and priorities regarding code enforcement.

•

The Code Enforcement Unit does not utilize outcome-based performance
measurement.

There are a number of strengths in the Code Enforcement Unit. These strengths serve
as the basis for improvements necessary to address the backlog of complaints and the
timeliness of the resolution of these complaints.
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3.

THE CODE ENFORCEMENT UNIT HAS A THREE YEAR BACKLOG OF
ACTIVE CASES EXCLUDING DEPARTMENT OF BUILDING INSPECTION
REFERRALS FOR CONSTRUCTION WITHOUT A PERMIT.
The project team evaluated the workload experienced by the Code Enforcement

Unit. The findings and conclusions developed by the project team based upon this data
are presented below.
(1)

The Number Of Code Enforcement Cases Received By The Planning
Department Annually Ranged From A Low Of 799 In 2006 To A High Of 863
In 2004.
The Planning Department provided a sample of the code enforcement cases

received by the department for a period from 2002 through 2007. The table below
presents the number of cases filed with the Unit by calendar year.
Calendar Year
2002
2003
2004
2005
2006
2007

Number of Cases
800
801
863
841
799
848

The greatest number of number of code enforcement cases were received in 2004, but
the volume did not vary much from calendar year to calendar year.
(2)

The Existing Number Of Active Cases Ranges From A Low Of 347 In The
Northeastern Quadrant To A High Of 986 In Southwestern Quadrant.
The number of active cases, as of June 2007, was broken down by quadrants in

order to determine the areas of the City that receive the highest proportion of cases.
This excludes DBI cases that represent violations of DBI codes (e.g., construction
without a permit) in which the only code enforcement action required is to assure that a
building permit has been submitted. At the end of 2006, the following cases were open:
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Quadrant

Total

% of Total
347
785
758
986

Northeast
Northwest
Southeast
Southwest
TOTAL

2,876

12.07%
27.29%
26.36%
34.28%
100.00%

The highest proportion of active cases is in the southwest quadrant. The southeast and
northwest quadrant have almost an equal number of cases. The northeast quadrant has
far fewer active cases than the other three quadrants.
The number of active cases represents a three and one-half year backlog.
4.

THE PLANNING DEPARTMENT SHOULD SEEK THE AUTHORIZATION OF
THE BOARD OF SUPERVISORS TO ADOPT A CITATION-BASED
ADMINISTRATIVE ENFORCEMENT SYSTEM.
The process of code enforcement, under ideal circumstances, can be easy. Step

one, receive complaint, step two, field check the property to confirm the violation, step
three, issue a notice of violation, step four, wait for compliance. As long as everyone
cooperates the process works pretty well. When someone does not, the other option was
to take the case to the City Attorney’s Office for resolution. With this option, the result
could be high costs, backlogged cases and frustrated complainants since proving
Planning Code cases can be difficult.
This is, in fact, the process available to the Code Enforcement Unit. The result
has been a significant growth in backlogged cases since the Unit was reestablished in
2001.
The Planning Department should work with the City Attorney’s Office to develop a
set of administrative remedies for consideration of the Board of Supervisors. The
remedies included abatements, civil penalties, administrative citations, recorded notices
of violation, and mediation. These administrative remedies should be designed to allow
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code enforcement officers more flexibility in gaining compliance and give code
enforcement a chance to pursue certain cases without having to submit them to the City
Attorney for prosecution.
The use and application of these administrative remedies in other cities have
been a success. The City of San Diego, for example, implemented these administrative
remedies in 1990. The remedies have been an integral part of San Diego's code
enforcement efforts ever since. San Diego has indicated that these administrative
remedies have been an outstanding success. Hundreds of old backlogged cases have
been closed out that would otherwise still be there, draining energy and resources.
Penalties and costs have been recovered and provided funding for new technology and
equipment. Overall case submission to the City Attorney has been reduced, allowing the
City Attorney’s Office Code Enforcement Unit staff to give more attention to the high
priority cases they still receive.
This approach is not unique to San Diego. Other cities have adopted these same
administrative remedies including Sacramento, Santa Ana, San Jose, Minneapolis,
Buffalo, Portland, etc.
The use and application of administrative remedies will represent a shift in the
existing code enforcement “culture” within the Planning Department, which currently has
a focus on gaining voluntary compliance rather than implementing penalties. The
Department has noted that while the citation program would be more efficient, some
members of the public may object to what could be viewed as “heavy handed” approach.
While there is truth to this observation, an enhanced citation based program is justified
not simply on economic and efficiency grounds. The use of administrative citations in
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code enforcement is a very common practice in municipalities nationwide and, therefore,
would not put San Francisco at a disadvantage in terms of public opinion.
The Planning Department already has some administrative enforcement
mechanism in place. Section 610 of the Planning Code identifies the penalties and
methods of enforcement for violation of general advertising sign requirements. These
methods are summarized below.
•

Notice of Violation. Upon the Planning Department's determination that a general
advertising sign has been erected, installed, expanded, intensified, relocated, or
otherwise operated in violation of the requirements of this Code or has been
denied an in-lieu identifying number, the Director shall send a written notice of
violation to the Responsible Party..

•

Accrual of Penalties. If a Responsible Party fails to respond to the notice of
violation, penalties shall accrue beginning on the forty-sixth day and the Director
shall refer the matter to the City Attorney for further action.

•

Amount of Penalties. The administrative penalties that the Director or
administrative law judge assesses against the Responsible Parties shall be
related to the square footage of the general advertising sign found to be in
violation of the Planning Code, as shown below:
–

100 square feet or less– $100.00 per day per violation;

–

101– 300 square feet– $1,000.00 per day per violation;

–

301– 500 square feet– $1,750.00 per day per violation; and

–

Over 500 square feet– $2,500.00 per day per violation.

•

Collection. The Director may request that the Tax Collector pursue collection of
any penalty, from the Responsible Party including imposition of a special
assessment lien. The Director may also request that the City Attorney pursue
collection of the penalty against the Responsible Party in a civil action to enforce
the provisions of this Code.

•

Reconsideration Hearing By An Administrative Law Judge. A Responsible Party
may seek reconsideration of the issuance of the notice of violation or any
administrative penalty. Upon receipt of a request for reconsideration, the
Planning Department shall schedule a reconsideration hearing before an
administrative law judge. The administrative law judge shall hold a hearing to
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reconsider the director's notice of violation or administrative penalty. The final
written decision cannot be appealed to the Board of Appeals. All final written
decisions shall inform the Responsible Party of its right to seek judicial review.
The Planning Department should seek the authorization of the Board of
Supervisors to adopt a similar system for all types of code enforcement cases, not just
general advertising signs.
The administrative remedies that the Code Enforcement Unit should be
authorized to utilize would consist of three main tools: (1) recording a notice of violation,
(2) issuing an administrative citation, or (3) issuing an administrative abatement order.
The approach used should be based on the severity of the violation, and start with the
recording of a notice of violation for the most minor violations.
This administrative process, modeled on San Diego, should take a maximum of
about 90 days after the initial site inspection is made to resolve. The proposed
administrative remedies process is presented below.
•

General Provisions. Because all of the remedies are administrative and involve
a fine or financial detriment, appeal rights must be provided. General provisions
have been drafted which detail noticing and service requirements and outline the
appeal hearing process.

•

Noticing and Service. Generally, all administrative remedy notices should be
received by the responsible party via personal delivery, certified mail, or posting
of a notice on the affected property. In most cases, responsible parties should be
given ten (10) days in which to file an appeal of the notice with the Planning
Department. The reasons for which a person may appeal should be limited to a
lack of proper notice or a review of evidence refuting the existence of the
violation. Appeals cannot be made for reasons such as "it just isn't fair" or
"everybody else is doing it".

•

Administrative Citations. Administrative Citations would be the mainstay code
enforcement efforts. These citations are used where a Notice of Violation,
previously issued by the Code Enforcement Unit, has failed to have any effect.
The system of administrative citations should encourage compliance. First a
warning is issued threatening a fine for non-compliance. Failure to comply results
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in a $100 citation, further non-compliance can result in a second citation of $250
or even a third citation for $500. The citations are similar to parking citations and
do not go to court. They can be appealed to an administrative hearing officer of
the Planning Department who may affirm, waive, or conditionally reduce the
amount of fine.
The advantages of administrative citations are similar to those gained using civil
penalties. Most people comply after receiving the first citation. In addition,
citations bring in revenue. The disadvantages are also the same as in a civil
penalty action. If a person fails to comply or pay, another remedy, such as
seeking a remedy through the courts, must be chosen and cost recovery must be
initiated.
•

Recording Notices of Violation. In minor cases, the Planning Department could
elect to close a case after recording a copy of the notice of violation with the
Assessor-Recorder's Office. This remedy can be used where minor accessory
structures have been built without permits. The City sends a letter of intent to the
property owner giving the owner ten days in which to appeal the action. If no
appeal is received, the notice of violation is recorded and the case is closed.
In order to remove the recorded notice the property owner must correct the
violation and then pay the city a cost recovery fee based upon the average cost
of investigating the case. It has been San Diego’s experience that most of these
cases are brought into compliance just prior to a property transfer or sale.
Lending institutions have refused to lend on properties in violation and require
compliance before the close of escrow. In this sense recorded cases have been
somewhat "self-policing".
This self-policing aspect is one of the big advantages of recordation, the Planning
Department can close the case with some assurance that the violation will not
last forever. In certain cases, building permits can also be withheld from recorded
properties, adding an extra measure of confidence. Recordation also puts new
owners on notice that a violation exists, allowing code enforcement to avoid the
"revolving case syndrome" common to some rental properties.
The disadvantage in recording a notice is the uncertainty of time. The violation
will be corrected at some time, but it cannot be pinpointed and in some cases
may be years away. It is for this reason that the remedy should used only in
minor cases.

•

Hearings. Once an appeal has been made and accepted, a hearing is scheduled
with an independent hearing officer. The City of San Diego maintains a pool of
hearing officers specifically for these administrative appeals. Most hearing
officers are attorneys with a background in land use or construction. They receive
a stipend per hearing that varies depending upon the type of case.
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Hearing notices are sent to all persons responsible for the violation with a copy to
the hearing officer. Evidence packets containing copies of the administrative
notice (i.e. citation, civil penalty notice and order) as well as a case chronology,
photographs and other correspondence are included with the hearing notice.
At the hearing, administrative hearing officers review the enclosed evidence
packets and any other evidence provided by the responsible party(ies).
Testimony is heard from both sides. If required the hearing officer may subpoena
witnesses, documents or other necessary evidence. The hearing can then be
closed. The hearing officer can issue an administrative enforcement order within
ten (10) days. The administrative enforcement order may affirm, dismiss or
modify the administrative notice issued by the Planning Department. No further
administrative appeals are allowed. Appeals of administrative enforcement
orders, however, may be made to the Superior Court.
•

Abatement. Abatements allow the Planning Department to remove a public
nuisance. Usually this means boarding and securing vacant structures or
removing large amounts of junk and waste from a property. Occasionally these
abatements will also include the demolition of unsafe dilapidated buildings. There
are two types of abatements typically utilized under administrative remedies:
administrative and summary abatements.
–

The majority of abatements are administrative. Here the property owner is
given a notice with a time frame (usually ten days) for compliance. If the
property owner does not abate the nuisance within the specified time
frame a hearing is scheduled. If the hearing officer confirms the violations
a city crew could then go in and abate the nuisance.

–

Whenever the Planning Department determines that conditions on a
property constitute an imminent threat to public health and safety, the
department could order a summary abatement. City crews then take
minimal steps to abate the threat without giving prior notice to the owner.
No hearing is required.

The great advantage in using abatement orders is the speed with which the
Planning Department could correct the problem. Administrative abatements can
be accomplished with a single notice and hearing. Court ordered abatements
generally require much more time and paperwork. The disadvantage in using
abatements is the initial outlay in cost. The average abatement costs between
$3,000 and $4000. The City must pay this to its crew and then place a lien on the
property to recover the cost of the abatement. The experience of other larger
cities is that abatements are utilized selectively. San Diego issues approximately
100 abatements annually.
•

Civil Penalties. This remedy should be used in serious cases involving violations
of zoning codes. Examples might include illegal businesses or dwelling units. The
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responsible parties in these cases receive a Civil Penalty Notice and Order
demanding compliance within a specified time frame. Failure to comply within the
time-frame can result in a daily fine of up to $2,500 per violation, not to exceed a
total fine of $100,000. A hearing is automatically scheduled when parties fail to
comply.
At the hearing, the hearing officer can affirm, dismiss, or modify the penalty
amount and set a schedule for compliance. Often, staff representatives will
suggest a "carrot and stick" approach in modifying the notice and order by
requesting the hearing officer to suspend a large portion of the penalty if the
responsible parties comply within a short time-frame. This approach has proven
to be very successful and is popular with most hearing officers.
The advantage of using civil penalty notices is usually a quick response from the
violator. The penalties can be quite large and the notices command attention.
Statistics have varied over the years but we have achieved compliance rates of
better than 80% after issuing a notice. Hearings average about 35 per year and
penalties are awarded in almost all cases. Penalty awards range from $2000 to
$35,000.
Appeal of civil penalty awards to Superior Court have been minimal in the
experience of San Diego. The disadvantage in using civil penalties occurs when
someone fails to pay and the Planning Department must initiate a collection
action.
•

Mediation. Dispute resolution is another effective way obtaining compliance in
relatively minor violation cases. Mediation provides a neutral setting where
parties can sit down and try to resolve their differences with the help of an
independent mediator. The mediator is not a decision maker but helps facilitate
discussion between the parties. Mediation has been used to resolve disputes
between the Planning Department and property or business owners over zoning
and building issues, however, it has enjoyed its greatest success in bringing
together neighbors to resolve noise related disputes such as barking dogs, rooftop air blowers, or after hours businesses.
The advantage of mediation is that it allows the resolution of cases that are not
always appropriate for court. The disadvantage is that the mediation agreements
are non-binding. If a mediation agreement fails to hold up, another remedy must
be chosen.
San Diego reported that in 1997 they have issued 1,000 administrative citation

warnings. Of these cases, 350 resulted in the issuance of a penalty citation. The City
reported that 25% of the citations issued were appealed, which requires an
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administrative hearing; thus, of the 1,000 original cases, 913 were resolved at the code
enforcement officer level without need any further administrative processing. San Jose
also has an administrative citation program and they report issuing about 300 citations a
month.
Most cities have a three-step, tiered penalty system as part of their administrative
remedies for code enforcement, and there is usually a warning citation before the first
monetary penalty. A typical setup for the Planning Department would make failure to
comply with the warning citation grounds for issuing a $100 citation, further noncompliance can result in a second citation of $250 or even a third citation for $500.
These citations are able to be appealed to an administrative hearing officer who may
affirm, waiver, or conditionally reduce the amount of the fine.
If the citation approach does not result in compliance and recording of a notice of
violation is not appropriate as a way to close the case, the Planning Department could
then proceed to an administrative abatement order. Here the property owner is given a
notice with a timeframe, (usually 10 days) for compliance. If the property owner does
not abate the nuisance within the specified time frame a hearing is scheduled.
If this approach does not work or if there is a serious violation, the Planning
Department could pursue a civil action. The responsible parties in these cases receive a
Civil Penalty Notice and Order demanding compliance within a specified time frame.
Failure to comply within the time frame can result in a daily fine of up to $2,500 per
violation, not to exceed a total fine of $100,000. A hearing is automatically scheduled
when parties fail to comply. About 35 hearings are held per year.
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To summarize, the compliance steps utilized by the Planning Department for a
typical case would be:
•

Issuance of notice of violation/warning;

•

Upon re-inspections, issuance of a citation;

•

If violator appeals, hearing before an Administrative Appeals Officer;

•

If no compliance after repeated citations, an Administrative Hearing would be
scheduled;

•

If still no compliance, a decision by Code Enforcement Group Manager as to
criminal, civil, or other remedy.
Throughout this process the City Attorney’s Office would be involved and would

aid in achieving compliance by separately notifying violators of the potential for criminal
penalties.
Violators would be allowed to appeal only once per violation; if the appeal is
denied, the violator would lose the right to subsequent notices/citations and the violation
would be corrected or the process would be proceed directly to criminal, civil, or other
remedy. If a violator does not appear for an appeal or hearing, financial penalties would
be imposed. Any citations, fees or fines that are not paid could be collected by the
Planning Department through a judgment lien to recover these costs. A recent California
case (Santa Paula v. Narula [2003] 114CA4th485) upheld on appeal (and denied for
hearing by the State Supreme Court) found that a city could not only collect its judgment
lien, but also related attorneys’ fees from code enforcement violators.
As a first step, the Planning Department should consider amending section 610
of the Planning Code to broaden its application beyond signs. Section 610 provides for
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administrative penalties for violations of the regulations governing general advertising
signs.
Recommendation: The Planning Department should seek the authorization of the
Board of Supervisors to expand the administrative enforcement system utilized for
general advertising signs to all code enforcement cases.
5.

THE AUTHORITY FOR MANAGEMENT OF CASES SHOULD BE
DELEGATED TO THE CODE ENFORCEMENT UNIT FROM THE ZONING
ADMINISTRATOR.
At present, the Planners in the Code Enforcement Unit must obtain the signature

of the Zoning Administrator for the issuance of any Notices of Violation. The procedures
established for the Code Enforcement Unit specify this process as noted below.
“If the violation is confirmed in a drive by and/or interior site visit, the planner writes
findings from the visit for the fact portion of complaint form and prepares Notice of
Violation for signature by the Zoning Administrator. When it is signed by the Zoning
Administrator, it is mailed to the Property owner, lessees if applicable, and interested
parties, if applicable. This Notice of Violation can be appealed to the Board of Appeals
within 15 days.”
Similarly, if there is an appeal, the Planner III is expected to assist the Zoning
Administrator in responding to the appeal as noted below. The procedures established
for the Code Enforcement Unit specify this process as noted below.
“If there is an appeal, the Code Enforcement Planner assists the Zoning Administrator
in preparing for the appeal case by preparing a standard memo for the Zoning
Administrator.”
If the resident or business owner does not respond to the Notice of Violation and
does not appeal, the Code Enforcement Unit, a Cease and Desist order is issued.
Again, the Zoning Administrator must sign this document. The procedures established
for the Code Enforcement Unit specify this process as noted below.
“If no response to the Notice of Violation prepares/sends Cease and Desist Order,
signed by Zoning Administrator and also allowing 15 day appeal period.”
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If the resident of business owner does not respond to the Cease and Desist
Order, the procedures for the Unit require the Planner III and Planner IV to confer with
the Zoning Administrator regarding whether the matter will be referred to the City
Attorney’s Code Enforcement Task Force. The procedures established for the Code
Enforcement Unit specify this process as noted below.
“If no response to the Cease and Desist order, the planner and team leader confer with
Zoning Administrator to determine if Department will refer matter to City Attorney’s Code
Enforcement Task Force (Form 13). If there is a referral the planner will provide
documentation and assist the assigned Attorney as needed, including depositions,
and/or testimony in court case.”
These processes require the involvement of the Zoning Administrator at each
step of the process. This is an unusual practice, This authority, in other cities, to issue
Notices of Violation are typically delegated to the code enforcement officer (or Planner
III in this instance), with training provided regarding the issuance of these Notices of
Violation before the delegation of authority, if necessary. Similarly, the appeals and
representation before the Board of Appeals should be delegated to the Planner IV. The
Zoning Administrator should not be involved in either of these actions – signature of
Notices of Violation or appeals of those notices to the Board of Appeals. And the
decision to refer the case to the City Attorney’s Code Enforcement Task Force should
be a decision of the Planner IV, and not the Zoning Administrator.
The Planner IV and the Planners in the Code Enforcement Unit should be
delegated authority to manage their caseload including issuance of Notices of Violation,
Cease and Desist orders, and referral of cases to the City Attorney’s Code Enforcement
Task Force. These same staff should be held accountable for quality and timeliness of
their work.
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Recommendation: Authority to Issue Notices of Violation should be delegated to
a Planner in the Code Enforcement Unit; signatures of the Zoning Administrator
should not be required.
Recommendation: A Planner in the Code Enforcement Unit should respond to
and handle all appeals of Notices of Violation to the Board of Appeals; the Zoning
Administrator should not be involved in these appeals.
Recommendation: Authority to issue Cease and Desist Orders should be
delegated to a Planner in the Code Enforcement Unit; signatures of the Zoning
Administrator should not be required.
Recommendation: The decision to refer cases to the City Attorney’s Code
Enforcement Task Force should be delegated to the Planner IV; the Zoning
Administrator should not be consulted.
6.

THE CODE ENFORCEMENT UNIT SHOULD CONSISTENTLY ENTER DATA
INTO THE CASE EDITING AND INTAKE INFORMATION SYSTEM SO THAT
CASE ASSIGNMENT AND CASE STATUS CAN BE MONITORED.
A review of code enforcement data within the case editing and intake information

system indicated that a number of fields for these cases had not been completed.
While the existing case editing and intake information system is not perfect, this
system does provide a methodology for tracking information essential to managing the
code enforcement caseload. While the Department is beginning to pursue replacement
of this system, the replacement of the existing system is likely several years away, As a
consequence, the existing system should be utilized to the maximum of its capability to
enable effective service level management and productivity monitoring.
It is not possible to manage the caseload and to manage service levels without
information regarding these cases such as the date the case was assigned to a Planner
III, the date of the fret site visit, etc.
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The Planner IV should be held accountable for the complete entry of data
required for monitoring case assignment and case status. At a minimum, the following
data should be consistently captured in the case editing and intake information system:
•

All of the information in the Planning Department Complaint Record including
date filed, street address, violation type, a description of the complaint, the name
of the complainant, phone number and address;

•

The priority rating;

•

The assigned Planner III;

•

The date of each case activity including date of assignment to a Planner III, date
of the first site visit, date of verbal warning, date of issuance of the notice of
violation, the date the citation was issued, etc.;

•

All civil fines imposed and administrative costs assessed by the date of the
action;

•

The liens attached to the property; and

•

The final disposition of the case at closure.
If the appropriate data is not entered into the case editing and intake information

system, the reports produced will be worthless regardless of how cautiously the system
was developed. Based on our findings regarding data entry of code enforcement case
data, the project team recommends the following to establish and maintain the level of
integrity necessary to support performance monitoring:
•

Centralize data entry with the Executive Secretary I in the Code
Enforcement Unit. Provide access to case information on the system for
necessary parties, but restrict entry and updating the data to the Executive
Secretary I. This will isolate and establish responsibility for data integrity.
Centralization will require procedural adjustments to the existing process, but
these adjustments can be constructed to increase efficiency. For example, bar
coding is a data entry technology that reduces the chance of error, reduces turn
around time of documents, and streamlines indexing and file management. This
data entry should not include updating of case information; that should be the
responsibility of the Planners.
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•

Establish data integrity standards and goals. The Executive Secretary I
should be charged with the responsibility of ensuring the completeness and
accuracy of the data needed to be able to measure the effectiveness of the Code
Enforcement Unit. Simple statistics such as percent of fields completed, percent
of errors, and number of files processed can increase the Executive Secretary’s
involvement and interest in maintaining the integrity of the database, while giving
management a tool for gauging performance.

•

Perform regular monitoring of data entry performance. Performance
monitoring for data entry usually needs to be monitored once a week at the start.
Once data integrity standards reach a comfortable level, monitoring can ease to
monthly or random checks. This should be the responsibility of the Planner IV.

•

Include data entry performance standards in the Executive Secretary I’s
performance evaluation. This will reinforce the understanding that accuracy
and completeness of data entry in this area is a criterion of job evaluation.

•

Systems Operations and Maintenance Procedures. Procedures need to be
established for the day-to-day maintenance and updating of the system by the
Executive Secretary I. For each activity, responsibilities and timing must be
defined. Some of the areas to be concerned with include the data entry,
database management, updating if the data, etc..

•

Report Production. Procedures must be established for report production,
report modification, report distribution, user requests submittal, ad hoc reporting,
etc.

Procedures should be documented for the various support activities involved in
operating, maintaining, and modifying the case editing and intake information system by
the Code Enforcement Unit..
Recommendation: Centralize initial data entry for code enforcement cases and
their status with the Executive Secretary I in the Code Enforcement Unit.
Recommendation: Establish data integrity standards and goals for the code
enforcement data in the case editing and intake information system.
Recommendation: Data entry performance standards should be included in the
Executive Secretary I’s performance evaluation.
Recommendation: Establish procedures for the day-to-day maintenance and
updating of the system by the Executive Secretary I.
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7.

ESTABLISH A FORMAL CASE MANAGEMENT SYSTEM FOR CODE
ENFORCEMENT AND UTILIZE THE CASE EDITING AND INTAKE
INFORMATION SYSTEM TO MANAGE THE CASELOAD.
Based upon our analysis of code enforcement workload and management

systems, the project team identified opportunities to enhance the case management
system, including:
•

Code enforcement cases are not evenly balanced among quadrants;

•

Cases that should be closed (e.g., no violation found) were not closed and cases
that should have been “banked” (e.g., the responsible party has agreed to
comply, but compliance will require several months) were not “banked”; and

•

Processing times are lengthy.
The Code Enforcement Unit should develop and install a case management

system. The purpose of the case management system is to make visible the amount of
calendar days required to analyze and reach a decision for each code enforcement
case and manage the productivity of staff. The specific objectives of the system are
presented below.
•

To establish a process whereby specific calendar day targets are set for each
code enforcement case.

•

To utilize the proposed automated permitting systems to ease the tracking of the
timeliness of the processing of the code enforcement cases and enable the
Planner IV to hold the Planners accountable.

•

To generate data sufficient to assist in the assessment of the performance of
both Planners as well as the Planner IV in comparison to those targets.

Major elements of the system include the following:
•

The Planner IV would review incoming code enforcement cases and analyze
case characteristics, focusing in particular on potential processing difficulties.
Once difficulties are identified, the Planner IV would (1) set calendar day targets
for completing the initial site visit, and (2) set calendar day targets for issuance of
the Notice of Alleged Violation and Notice of Violation by the Planner (or a finding
that the complaint is unfounded). The Planner IV would review the most recent
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open case inventory report and note the workload of staff members. Cases would
then be assigned as appropriate considering the geographical location of the
case. The Planner IV would then enter the target dates and the name of the
Planner III on the cases in the automated permitting system.
•

When projects are first assigned, the Planner III to whom the case is assigned
would review the calendar day target established for the case. If the Planner III
feels that the targets are unreasonable, the Planner III should discuss them with
the Planner IV and negotiate appropriate changes.

•

The automated permitting system should be utilized to track the extent to which
the specific timelines are met, and to ‘red flag’ cases that exceed these
guidelines.
Benchmarks should be established for the length of time -- in calendar days --

required to process case from the date of submittal to voluntary compliance or transfer
to administrative or judicial process. Possible calendar date benchmarks for processing
code enforcement cases are presented in the table below.
Code Enforcement Complaint Process
From file date to assign date
First on site visit
From case initiation to voluntary compliance
From case initiation to its transfer to administrative
or judicial process

Median Number of Calendar Days
3
3-5 days after assignment
35
49

Important points to note concerning the data in the table is presented below.
•

The objectives proposed for the Code Enforcement Unit – the median number of
calendar days to the first site visit and to voluntary compliance or transfer to an
administrative/judicial process - are based upon the International City/County
Management Association reported in its Fiscal Year 2005 Data Report for cities
with a population of 100,000 or greater.

•

The proposed objective for the elapsed calendar days for assignment of a case
to a Planner III is three (3) calendar days.

•

The proposed objective for the elapsed calendar days for the site visit is five (5)
calendar days.

•

The proposed objective for the elapsed calendar days for a case from case
initiation to voluntary compliance is 35 calendar days.
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•

The proposed objective for the elapsed calendar days for a case from case
initiation to its transfer to administrative or judicial process is forty-nine (49)
calendar days

•

The Planner IV should be held accountable for maintenance of the open case
inventory in the case editing and intake information system, with the support of
the Executive Secretary I, and the closure of cases in accordance with the
objectives noted above.

•

The case management system should be utilized to:
–

Evaluate employee performance;

–

Balance workload among different Planners in the Code Enforcement
Unit; and

–

Quantify the anticipated completion date of various cases given all the
code enforcement work in progress.

This system is designed to manage the workload including reviewing actual
progress versus scheduled deadlines and facilitate the shifting of work assignment and
schedules in the face of changing priorities or workload.
Recommendation: The Planning Department should develop and install a case
management system for the Code Enforcement Unit.
8.

THE CODE ENFORCEMENT UNIT SHOULD EXPAND THE NUMBER OF
MONTHLY REPORTS GENERATED REGARDING ITS CASELOAD AND
SERVICE LEVELS.
Management information reports capture the detailed information about staff

productivity and Code Enforcement Unit performance to monitor workload, balance
assignments and evaluate internal operations. At present, Department managers are not
receiving information on Unit workload, quadrant workload, and individual Planner
workload to use in monitoring the performance of the Unit. In addition, overall information
on staff efficiency and productivity is not maintained or used for staff evaluation.
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The Planner IV should generate monthly performance and workload reports doe
the Code Enforcement Unit. The data generated by the case editing and intake
information system should be utilized to generate these management reports. These
reports should include each of the following for any user-defined date or period:
•

Active (open) case count;

•

Cases assigned and unassigned;

•

Distribution of active cases by priority status level for each Planner III;

•

The age of each case in the active caseload by priority status level for each
Planner III;

•

The average age and oldest/newest ages of active caseload by priority status
level for each Planner III;

•

Distribution of active caseload by type of violation for each Planner III;

•

Closed case count;

•

The age of each case at closure by priority status level for each Planner III;

•

The average age and oldest/newest ages of cases at closure by priority status
level for each Planner III;

•

The distribution of closed cases by type of violation for each Planner III;

•

The average time and minimum/maximum times from complaint to first site visit by
priority status level for each Planner III, from complaint to issuance of the notice of
violation, from complaint to issuance of a citation, etc.
The project team recommends the system track and report the following

information on a monthly basis:
•

New cases – information by Planner III including date complaint submitted, date
assigned, and last milestone;

•

Open cases – information by planner including date complaint submitted, date
assigned, and last milestone;

Matrix Consulting Group

Page 79

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

•

Cases under adjudication - information by planner including date complaint
submitted, date assigned, and last milestone;

•

Closed cases - information by planner including date complaint submitted and
date closed;

•

Elapsed processing time for open cases- information by planner including date
complaint submitted, processing standard, total days in process, and last
milestone;

•

Elapsed processing time for closed cases - information by planner including date
complaint submitted, processing standard, completion date, and total days; and

•

Planner III productivity report - information by planner including elapsed
processing time by type of case including new cases, open cases, cases under
adjudication, open cases that exceed processing standards, and percentage of
cases processed within the processing standards.

Recommendation: The Planner IV in the Code Enforcement Unit should generate
monthly management reports regarding caseload and service levels.
9.

THE ASSIGNMENT AND DISTRIBUTION OF NEW CASES TO A PLANNER IN
THE CODE ENFORCEMENT UNIT SHOULD OCCUR WITHIN THREE WORK
DAYS.
As noted earlier, the project team evaluated the amount of calendar days from

receipt of the complaint to assignment of the case to a Planner. Overall, the average
amount of time required to assign a complaint was 112 calendar days. A complaint
should be assigned within three workdays of receipt.
Delays in project assignment and distribution create a rippling effect of extending
elapsed processing times. The time lapse while cases are waiting to be assigned and
distributed to the Planner III is "dead time". During this waiting time, no review or
analysis can be done on the case. This significantly lengthens the amount of time
Planner III’s have to conduct necessary analysis.
The Planning Department should develop and install formalized procedures and
backup procedures in case the Planner IV is unable to meet assignment deadlines. In
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most cases, assignments should have a three workday turnaround allowing the Planners
in the Code Enforcement Unit the time needed for careful analysis and the development
of methods to abate the violations.
Recommendation: The Planning Department should develop and install a policy
for the assignment of cases by the Planner IV in the Code Enforcement Unit to a
Planner in the Code Enforcement Unit within three workdays of receipt of the case
by the Planning Department.
Recommendation: The Planner IV in the Code Enforcement Unit should be held
accountable for assuring the assignment of cases to a Planner in the Code
Enforcement Unit within three workdays of receipt.
10.

THE FIRST SITE VISIT TO THE SITE OF THE COMPLAINT SHOULD OCCUR
WITHIN FIVE WORK DAYS AFTER ASSIGNMENT OF THE CASE TO A
PLANNER.
Another key service level for code enforcement is the number of calendar days

required for the first site visit by a Planner assigned to Code Enforcement from the date
filed. To document this service level, the project team utilized data provided by the
OASIS Unit of the Planning Department for the period from January 2002 through May
2006.
To document this service level for the Planning Department, the project team
separated the code enforcement cases by complaint type and prepared an overall
summary. The table below presents a summary of the data.
Type of Case
Overall
General Advertising
Sign
Illegal Commercial Use
Other Violation

Median
110

25th Percentile
23

75th Percentile
314

158
104
54

58
25
16

498
314
238

The paragraphs, below, present important points to note regarding the data presented
in the preceding table.
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•

Overall, the median number of calendar days from case initiation to the first site
visit by a Planner assigned to code enforcement was 110 calendar days. The
25th percentile and the 75th percentile of the visit cycle time were 23 and 314
calendar days respectively.

•

The median number of calendar days from case initiation to the first site visit by a
Planner assigned to code enforcement for general advertising signs was 158
calendar days. The 25th percentile was 58 calendar days, while the 75th
percentile is 498 calendar days.

•

The median number of calendar days from case initiation to the first site visit by a
Planner assigned to code enforcement for illegal commercial use cases was 104
calendar days. The 25th percentile was 25 calendar days, while the 75th
percentile was 314 calendar days.

•

The median number of calendar days from case initiation to the first site visit by a
Planner assigned to code enforcement for other violation cases was 54 calendar
days. The 25th percentile was 16 calendar days, while the 75th percentile was 238
calendar days.
In comparison, the International City/County Management Association reported

in its Fiscal Year 2005 Data Report that the median number of calendar days required
for first site visit from case initiation for cities with a population above 100,000 ranged
from a low of 3 calendar days for nuisance cases to a high of 4.8 calendar days for
housing cases.
The Department should establish, by a written policy and procedure, a policy that
Planners conduct their first site visit for a new case within five workdays of the case
being assigned to the Planner. The policy should include a requirement that the Notice
of Alleged Violation is issued within two workdays following the site visit or that the case
is closed if no violation was found.
Recommendation: The Planning Department should develop and install a
procedure for the first site visit of new cases by a Planner in the Code
Enforcement Unit within five workdays of receipt of the new case by the Planner.
The policy should include a requirement that the Notice of Alleged Violation is
issued within two workdays following the site visit or that the case is closed if no
violation was found.
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Recommendation: A Notice of Violation for new cases should be issued within two
workdays following the initial site visit or that the case should be closed if no
violation was found within two workdays following the initial site visit.
Recommendation: The issuance of Notices of Alleged Violation should be
discontinued. The Code Enforcement Unit should issue Notices of Violation after
verification that a violation actually exists.
Recommendation: The Planner IV in the Code Enforcement Unit should be held
accountable for assuring the first site visit of new case by a Planner in the Code
Enforcement Unit within five workdays of assignment of a new case to that
Planner.
Recommendation: The Planner IV in the Code Enforcement Unit should be held
accountable for assuring the issuance of a Notice of Alleged Violation for new
cases within two workdays following the initial site visit or that the case is closed
if no violation was found within two workdays following the initial site visit.
11.

DEVELOP AND ADOPT A POLICY AND PROCEDURE REGARDING WHEN
CASES SHOULD BE CLOSED.
A “desk audit” of the “active” caseload assigned to Planners indicates that a

number of these cases should be closed or “banked.” For example:
•

Complaint ID 8455. This complaint was received on November 7, 2006. The
complaint involved a restaurant alleged to not be complying with its conditions of
approval of operation as a full-service restaurant, and not maintaining an entry
and sidewalk in a clean condition. A Notice of Alleged Violation was issued on
November 13, 2006. On January 8, 2007, a site visit conformed that the use was
consistent with a full-service restaurant. The case has not yet been closed.

•

Complaint ID 8118. This complaint was received on July 23, 2006. The compliant
involved the alleged violation of failure to provide the required public art in
accordance with Planning Code section 149. A Notice of Alleged Violation was
issued on May 15, 2006. The responsible party agreed to honor the original
contract with the artist on August 22, 2006, and placed funds in a joint bank
account dedicated to art installation on August 28, 2006.
The caseload of the Code Enforcement Unit includes cases that should have

been closed. The existence of these cases in the Units caseload creates a number of
problems:
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•

The Planner IV is unable to predict and plan workload for each Planner in the
Code Enforcement Unit;

•

Cases that have been inactive for a lengthy period of time may suddenly become
active;

•

Planners must relearn case specifics after this interim inactive period; and

•

The cycle time for case closure exceeds actual practice.
The Department should develop and adopt a written policy and procedure

regarding when code enforcement cases should be closed. This policy should state that
cases shall be closed within two working days:
•

When the responsible party has successfully and voluntarily abated the violation
(as indicated by a site visit by the Planner to whom the case was assigned);

•

When no code violation was found after the initial site visit;

•

When the responsible party has been convicted of an infraction and has
corrected the violation; or

•

When the Code Enforcement Unit has abated the violation and a lien has been
placed on the property.

Recommendation: The Planning Department should develop and adopt a policy
and procedure regarding the timing for closure of code enforcement cases.
Recommendation: The Planner IV in the Code Enforcement Unit should be held
accountable for assuring that Planners close cases within two working days of
meeting the criteria.
12.

THE CODE ENFORCEMENT CASES NOT YET ASSIGNED TO EXISTING
PLANNERS IN THE CODE ENFORCEMENT UNIT SHOULD BE REASSIGNED
BY THE PLANNER IV.
There were 805 cases, as of June 2007, that had not been assigned to the

Planners in the Code Enforcement Unit. In many cases, these cases still indicate
assignments to staff that are not employed by the Planning Department. In some cases,
the Department has not employed this staff for several years.
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The Planner IV should review and evaluate each of these cases, and assign
these cases to the appropriate Planner based upon the geographical area in which the
case originated. The Planner IV should accomplish this review within one month of the
case assignment.
Recommendation: The Planner IV in the Code Enforcement Unit should review
and evaluate code enforcement cases that have not yet been assigned to
Planners in the Code Enforcement Unit, and assign these cases to the
appropriate Planner based upon the geographical area in which the case
originated. The Planner IV in the Code Enforcement Unit should accomplish this
review within one month of the case assignment.
13.

THE PLANNER IV IN THE CODE ENFORCEMENT UNIT SHOULD DEVELOP
A BACKLOG ELIMINATION PLAN.
There is a significant number of backlogged active cases that are not being

investigated. Action has not been taken on these cases for a number of years. The
backlog of cases in June 2007 was 2,441 cases (excluding DBI violation referrals).
The Planner IV should develop a backlog elimination plan for consideration of the
management of the Planning Department. At a minimum, the backlog elimination plan
should include the aspects below.
•

The selection of ten (10) backlogged cases from each quadrant each week by
the Planner IV, a preliminary review by the Planner IV regarding the case
(priority, nature of the case, should the case be referred to another department
for resolution such as instances of illegal housing, etc.), and their assignment to
the appropriate Planner based upon the quadrant in which the case originated.

•

The processing of that case by the Planner based upon the timelines previously
recommended in this chapter in terms of first site visit, issuance of the Notice of
Alleged Violation, etc.

•

The closure of the case by Planner based upon the initial site visit if no violation
exists or if the responsible party voluntarily complies.

•

The referral of the case to the City Attorney’s Office is the responsible party
refuses to abate the violation.
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•

The use of Planning Interns to assist the Planners assigned to quadrants to
resolve these cases.

•

DBI referrals should be “banked.” With the DBI referrals, the Code Enforcement
Unit is waiting for verification that the resident of business that is the subject of
the referral has applied for a Planning Department permit to resolve the illegal
use, etc.
There is a significant backlog of cases. The Code Enforcement Unit does not

appear to be working this backlog to eliminate the backlog. The Planner IV should be
held accountable for developing and installing a backlog elimination plan including the
use of Interns as appropriate.
Recommendation: The Planner IV in the Code Enforcement Unit should develop
and install a backlog elimination plan for the backlogged code enforcement
cases.
Recommendation: DBI referrals should be “banked” and not included in the
count of “active” code enforcement cases.
14.

THE AUTHORIZED NUMBER OF STAFF IS ADEQUATE TO HANDLE THE
ANNUAL CODE ENFORCEMENT CASELOAD.
Over the course of the four years from calendar year 2000 to calendar year 2007,

the Code Enforcement Unit opened 4,952 cases. Overall, 20% of these cases were DBI
referrals. The table below presents the number of cases that were received by the Unit
by calendar year.
Calendar Year
2002
2003
2004
2005
2006
2007

Number of Cases
800
801
863
841
799
848

In June 2007, the Code Enforcement Unit had a backlog of 2,876 cases – the equivalent
of a three- and one-half year backlog.
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This data would suggest that the Code Enforcement Unit is understaffed. This is
not the case. The level of staffing for the Code Enforcement Unit, in relation to the
number Planning cases opened each year. The benchmark utilized by the project team
is 300 new Planning cases annually per code enforcement officer (or Planner III). The
Code Enforcement Unit has never exceeded this benchmark, and, in fact has never
approached this benchmark in the calendar years from 2002 to 2007 as indicated in the
table below.
Calendar
Year
Ratio of New
Cases Per
Planner III

2002

2003

2004

2005

2006

2007

200

200

216

210

200

212

Important points to note regarding the data in the table above is presented below.
•

The ratio of new Planning cases per Planner III is based upon four Planner III
positions. Each of these positions must be filed for this caseload to be effectively
managed.

•

The number of new Planning cases per Planner III ranged from a low of 184 in
2002 to a high of 213 in 2004.

•

Excluding DBI cases, the workload for each of the four Planners assigned to the
quadrants to handle code enforcement service requests would approximate 160
per Planner to 172 per Planner.

At no time, has the workload capacity of the Code Enforcement Unit approached the
benchmark. The problem with the growth in the backlog, from the project team’s
perspective, is not of insufficient staff. The problem lies with an insufficient number of
vehicles that limits the amount of time that the Planners can spend in the field, ineffective
case management, and the lack of set of administrative remedies for including
abatements, civil penalties, administrative citations, recorded notices of violation, and
mediation.
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Temporary staff should be considered, such as Planning Interns, but not until the
effectiveness of the case management system has been improved, the administrative
remedies have been developed by the Department and adopted by the Board of
Supervisors, and sufficient vehicles are available for each Planner III.
Recommendation: Temporary staff, such as Planning Interns, should be
authorized for the Code Enforcement Unit to address the backlog of code
enforcement cases when the effectiveness of the case management system has
been improved, the administrative remedies have been developed by the
Department and adopted by the Board of Supervisors, and sufficient vehicles are
available.
Recommendation: Additional full-time staff should not be authorized for the Code
Enforcement Unit with the current mix of services and the current level of
workload.
15.

THE PRODUCTIVITY OF THE PLANNER III’S SHOULD BE IMPROVED.
A review of the code enforcement work output for the time period from February

1, 2007 through May 30, 2007 indicates opportunities for improvement.
Planner
Planner #1
Planner #2
Planner #3
Planner #4
Planner #5

Closed
46
9
40
15
18

NAV
7 (4)
1
9
1
72 (68)

NOV
6 (5)
0
2
9
1 (0)

As the table indicates, the workload varies significantly from Planner to Planner in terms
of the number of cases closed, the number of Notices of Alleged Violation issued, and
the number of Notices of Violation issued. Largely, the productivity of the Planners does
not meet reasonable expectations. These staff, given existing workload, should be
capable of issuing a far greater number of Notices of Alleged Violation issued and
Notices of Violation.
The Planner IV, in a collaborative environment with the Planners, should develop
work output expectations for these staff that includes the number of Notices of Alleged
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Violation issued and Notices of Violation issued each month, the number of cases
closed, etc.
Recommendation: The Planner IV in the Code Enforcement Unit should develop
work output expectations for the Planners assigned to Code Enforcement.
16.

EACH OF THE PLANNER III’S ASSIGNED TO QUADRANTS SHOULD BE
ASSIGNED BACKUP PLANNER III’S.
The table below represents the number of active cases in each of the quadrants

as of June 2007. As the table indicates, there is uneven workload among the four
quadrants. The workload in the northeast quadrant is significantly less than the other
three quadrants. Only 12.07% of the active cases originate from within this quadrant.
Workload is heaviest in the southwest quadrant; 34.28% of the workload originated
within this quadrant. The workload within the northwest and the southeast quadrants
was evenly balanced at 27.29% in the northwest quadrant and 26.36% southeast
quadrant.
Quadrant

Total

% of Total
347
785
758
986

Northeast
Northwest
Southeast
Southwest
TOTAL

2,876

12.07%
27.29%
26.36%
34.28%
100.00%

The imbalance of workload among these four quadrants results in uneven
workload distribution between the four Planner IIII’s assigned to these quadrants.
To resole imbalances in workload, a team approach should be utilized to facilitate
backup in the event of leave or vacancies. Developing a team approach provides a
framework for Planners to work together and provide greater responsiveness when one
of the Planners assigned to a quadrant is on leave or the position is vacant.
Recommendation: A team approach should be utilized for code enforcement with
a backup Planner III assigned to each Planner III assigned to the quadrants.
Matrix Consulting Group
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Recommendation: The Planner III in the Northeast Quadrant should be assigned
cases in the Southwest Quadrant to balance the workload between the two
quadrants.
17.

FOUR VEHICLES SHOULD BE ACQUIRED FOR THE CODE ENFORCEMENT
UNIT.
The Planners assigned to code enforcement should be expected to spend

approximately six and one-half hours each day in the field conducting site inspections,
discussing possible Planning Code violations with residents or business owners and how
to bring these residents or business owners into compliance with the Planning Code, etc.
At present, the Code Enforcement Unit shares one City vehicle with the Planning
Department. This significantly limits the ability of the Planners to spend the appropriate
amount of time in the field performing their responsibilities.
Recommendation: Four vehicles should be acquired for the Code Enforcement
Unit. One vehicle should be assigned to each of the Planners assigned to code
enforcement that are responsible for the quadrants.
18.

THE CODE ENFORCEMENT UNIT SHOULD TAKE A NUMBER OF STEPS TO
CONNECT THE CODE ENFORCEMENT UNIT IN THE UNIT TO
NEIGHBORHOOD ASSOCIATIONS.
The Code Enforcement Unit can play a critical role of connecting the Planning

Department to the neighborhood associations in the San Francisco. Working with these
neighborhood associations to shape code enforcement to respond to the needs of the
residents and businesses of each neighborhood would provide these communities with
a sense of ownership of this program. This would require the Code Enforcement Unit to
solicit the input of each neighborhood association, often. That means taking time to find
out how the neighborhood residents and businesses really feel about what is working in
their neighborhoods and what is not in regards to code enforcement by the Planning
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Department.
Engaging and getting neighborhood association input should take on a variety of
forms: focus groups, individual interviews, and open forums. These forums should bring
together all sectors of a neighborhood association to identify problems, evaluate
changing conditions and build collective approaches to address code enforcement
challenges. These neighborhood associations should participate in the development of
a common agenda for code enforcement. Key points critical to successful neighborhood
association code enforcement initiatives are that:
•

Neighborhood associations can be powerful allies for engagement and
information dissemination regarding code enforcement;

•

Cooperation with these associations in code enforcement can pay big dividends;

•

Data and the mapping of code enforcement cases can paint a picture of
neighborhood challenges and opportunities unimagined in these neighborhood
associations; and

•

The interaction by the Code Enforcement Unit encourages positive citizen
participation and keeps fresh ongoing neighborhood revitalization efforts.
Among the most important early tasks in developing the initiative is clarity about

the priorities of code enforcement work and neighborhoods that needs attention and the
role the Code Enforcement Unit will play. The reality is that there is not enough funding
and staff resources to eradicate every ill. There are certain neighborhood conditions that
demand greater attention and resources. Therefore, selecting and targeting certain
neighborhoods, and taking a public position about what neighborhoods need particular
attention, should be a priority. The selection process requires both internal and external
discussions based on the goal of the initiative and available resources.
A critical component of creating a relevant, widely supported Code Enforcement
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Unit is an active, effective two-way communication plan that hosts dialogue between the
Unit and these neighborhood associations. It is important that these associations be
kept informed through use of annual reports, newsletters, brochures, progress reports,
and participation in neighborhood association special events such as street fairs. In
addition, use of the Internet should be a major tool used to improve information sharing
and communication with these neighborhood associations. The City of Glendale,
California, for example has developed a robust site for their code compliance program
that includes the ability to submit an online request, the specific types of cases that are
frequent causes of code enforcement cases (such as abandoned and inoperable
vehicles, illegal garage conversions, exterior maintenance of property, etc.), the names,
pictures, phone number, and e-mail addresses of the code compliance inspectors, etc.
Recommendation: The Planner IV in the Code Enforcement Unit and the
appropriate Planner III should at least once per year with each neighborhood
association to discuss code enforcement efforts.
Recommendation: The Code Enforcement Unit should develop a web site that
includes the ability to submit an online request, the specific types of cases that
are frequent causes of code enforcement cases (such as abandoned and
inoperable vehicles, illegal garage conversions, exterior maintenance of property,
etc.), the names, pictures, phone number, and e-mail addresses of the code
compliance inspectors, etc.
19.

THE CODE ENFORCEMENT UNIT SHOULD ENAHNCE THE PERFORMANCE
MEASURES AND STANDARDS THAT REFLECT THE PLANNING
DEPARTMENT’S EXPECTATIONS FOR THE PROGRAM.
How an organization marshals its resources depends on what expectations it has

for desired outcomes. The Code Enforcement Unit faces a number of challenges in
terms of case closure rates and the amount of calendar days required from complaint to
closure. The Planner IV should enhance the existing standards that represent concrete
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performance standards to be measured, monitored, and reported back to the Planning
Director.
At a minimum, specific measures should be developed regarding Planning cases
opened and closed, target response times from complaint to first site visit, complaint to
issuance of a Notice of Violation, and complaint to voluntary compliance or referral of
the complaint to the judicial process. The monthly report should depict that month, yearto-date, a comparison to the same month last year, and last year-to-date. Other
measures that should be included are the number of cases referred to the City
Attorney’s Office, a breakdown on the cases received and closed that month by type
(signs, junk and debris removal, etc.), how cases were closed that month (e.g.,
voluntary compliance, no violation found, etc.), workload data such as the number of
notices of alleged violation issued, number of notices of violation issued, numbers of
citations issued, the number of site visits in the filed, etc., the number of community
presentations and public appearances.
Once measures are in place and data can be accumulated, the issue of levels of
service can be re-evaluated taking into account not only total caseload numbers, but
also the performance expectations and service levels as well.
Recommendation: The Planner IV in the Code Enforcement Unit should enhance
the performance measures for the Code Enforcement Unit, and report on actual
performance on a monthly basis to the Planning Director.
20.

A WEB SITE FOR THE CODE ENFORCEMENT UNIT SHOULD BE
DEVELOPED.
The Code Enforcement Unit does not have a web page on the Planning

Department’s web site. The Department should develop this web page. This web page
should contain a number of features including the following:
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•

An “about us” description that includes the goals of the Unit, what regulations the
Unit enforces, the types of complaints routinely handled by the Unit provided by
the Unit (trash, junk, illegal fences, illegal signs, etc.), and the priorities of
enforcement (e.g., the highest priority are health and safety hazards);

•

A web connection to the codes that are enforced by the Unit;

•

An on-line code enforcement service request form that would enable businesses
and residents to submit complaints on-line;

•

Frequently asked questions and answers to these questions;

•

Code enforcement brochures in PDF format;

•

How to contact the Code Enforcement Unit including phone numbers and e-mail
addresses for each of the staff;

•

A portrayal of the geographical areas served by each Planner, with their picture,
phone number, and e-mail address; and

•

The process or actions that will be taken to abate violations.

OASIS should work with the staff of the Code Enforcement Unit in the development of a
web site.
Recommendation: The Planning Department should develop a web page for the
Code Enforcement Unit.
21.

THE CODE ENFORCEMENT UNIT SHOULD BE INTEGRATED INTO THE
NEIGHBORHOOD PLANNING DIVISION.
At present, the Code Enforcement Unit reports to the Zoning Administrator. This

reporting relationship is based upon the responsibilities of the Zoning Administrator as
defined in the Section 176 (b) of the Planning Code This section of the code states that
the Zoning Administrator shall have authority to enforce this Code against violations
thereof.
The Code does not, however, require that the Code Enforcement Unit report to
the Zoning Administrator.
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In evaluating the organizational structure for the Code Enforcement Unit, the
project team used the following principles:
•

The organizational structure should be clearly aligned with strategy. How the
“organization” is organized should make sense in terms of the vision, mission,
and strategic plans of the Planning Department. This reflects a form follows
function approach to the plan of organization.

•

The organizational structure should be minimally bureaucratic in terms of the
complexity of reporting relationships and the managerial accountability for the
delivery of services.

•

The organizational structure should be systemic. The Planning Code
administration and interpretation units of the Department need to be clearly
linked and support each other. Otherwise the “silo” framework can result in lost
opportunities for serving customer.

•

The organizational structure is designed to enhance customer service.
Customers are the hub – with the Department’s organization designed around
them. This necessitates the Department to increasingly spend more time
considering how to reach constituents, its impact on the organization structure of
the Department, and being more aggressive in getting their customers involved.

•

There is a high degree of integration of like services in order to facilitate
seamless – often virtual – decision making and service delivery Services are not
fragmented. Overlaps, redundant efforts, and territorial disputes are minimized.
The reporting relationship for the Code Enforcement Unit should be modified.

The Planner IV in the Code Enforcement Unit should report to the Senior Manager
responsible for managing the Neighborhood Planning Division. There are a number of
advantages to placing this Unit within this Division. These advantages are presented
below.
•

Enforcement of Conditions of Approval. As will be noted in the chapter
regarding the Neighborhood Planning Division, the project team is
recommending that the Code Enforcement Unit assume responsibility for
ensuring compliance with conditions attached to Conditional Use Permits,
Variances, and Design Review through site inspections conducted by Code
Enforcement Unit Staff.
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•

Enhanced Coordination of the Enforcement and Interpretation of the
Planning Code. Effective enforcement of the Planning Code necessitates an
integrated approach between the staff that process applications for conditional
use permits, variances, etc., and the staff that are responsible for enforcing the
Planning Code. These activities are interconnected. By placing both units in the
same Division, the manager of the Division – the Senior Manager – can develop
and implement meetings with the staff of the quadrants and the Code
Enforcement Unit to discuss enforcement problems, interpretations of the Code,
etc. The Senior Manager can also assure training of the staff of these two units to
assure consistency in code interpretations.

•

Accountability for the administration of the Planning Code will be clarified.
The Planning Code indicates that zoning procedures of the Planning Code are
administered by the Zoning Administrator and other staff members of the
Department of City Planning by means of public information, review of permit
applications, keeping of records, interpretation of the meaning and intent of the
Code, and enforcement actions against violations. There are a number of
managers in the Department responsible for administration of the Code.
Assigning the responsibility for management of the Code Enforcement Unit with
the Senior Manager that also manages the Neighborhood Planning Division will
clarify accountability for administration of the Planning Code and reduce
confusion regarding responsibility.
The Code Enforcement Unit should be integrated into the Neighborhood

Planning Division.
Recommendation: The Planner IV in the Code Enforcement Unit in the Code
Enforcement Unit should report to the Senior Manager responsible for managing
the Neighborhood Planning Division.
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4.

ANALYSIS OF CITYWIDE POLICY AND ANALYSIS
DIVISION
This chapter presents an analysis of Citywide Policy and Analysis Division of the

Planning Department. This analysis includes the following:
•

The level of clerical support for the Division;

•

The City and County’s general plan, area plans, and the implementation
measures contained within the general plan and area plans;

•

Project management by the Division;

•

The zoning code in terms its ease of use, ease of interpretation etc,; and

•

Rotation of staff between this Division and the Neighborhood Planning Division.
The exhibit following this page presents a summary of the recommendations

contained in this table.
1.

THE CITYWIDE POLICY AND ANALYSIS DIVISION IS AUTHORIZED 34.09
FULL-TIME EQUIVALENT POSITIONS.
The Citywide Policy and Analysis Division is responsible for the administration of

long-range planning projects such as the Eastern Neighborhoods, Glen Park, and
Markey and Octavia Community Planning projects. This Division develops the policies
and programs that guide where and how the City will grow in future years through
changes to zoning and land use regulations. The Division also analyzes the availability
of

infrastructure

and

services given future growth and

recommends

public

improvements that allow neighborhoods to grow while maintaining character and
livability.
The plan of organization for the Division is presented below. This reflects actual
30 positions and two temporary positions.
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Summary of Recommendations
Chapter / Section

Recommendation

4.3 (1)

The Citywide Policy and Analysis Division should select smaller projects with
specific milestones. These projects should require no more than two years to
complete.

4.3 (2)

A summarized twenty-four to thirty-six month bar chart schedule should be
prepared for all projects that will be assigned to the Citywide Policy and Analysis
Division.

4.3 (3)

The Citywide Policy and Analysis Division should expand the annual work
program.

4.3 (4)

A project scoping form should be completed before commencement of the
project.

4.3 (4)

The project scoping document should be approved by the top management team
of the Planning Department and the Planning Commission.

4.3 (5)

The Citywide Policy and Analysis Division should develop a standard template for
individual work projects including written instructions for completing the template.

4.3 (6)

The Planning Department should formally identify in a written departmental policy
and procedure the roles and responsibilities of the project manager for the
Division’s projects.

4.3 (7)

A project report should be completed for each project when the project is no more
than 10% complete.

4.3 (8)

Develop formal processes to control scope changes.

4.3 (9)

The Citywide Policy and Analysis Division should prepare a monthly narrative
statement regarding each project no later than the fifth working day of the month.

4.3 (9)

The Citywide Policy and Analysis Division should publish these reports monthly,
on-line on the Internet.

4.3 (10)

The Citywide Policy and Analysis Division should conduct formal meetings to
discuss project status with the project team, Planning Director, and Planning
Commission.

4.3 (11)

The Planning Department should develop formal written policies and procedures
for project management of projects by the Citywide Policy and Analysis Division.

4.3 (11)

The Planning Department should provide training to its staff in these procedures
on an ongoing basis.

4.4 (3)

The Planning Department Should Institute a Policy of Incorporating Interpretations
into the Planning Code as Soon as Practical After the Issuance of the
Interpretation.
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Chapter / Section

Recommendation

4.4 (4)

The Planning Code should be comprehensively updated, reorganized, rewritten,
and illustrated.

4.5

The Planning Department should initiate a program to update the elements of the
general plan and the Downtown and the Civic Center area plans over the next five
years

4.5

The Planning Department should thoroughly review its general plan once every
five years and revise the general plan as necessary so that it remains a true
reflection of a community’s values and goals.

4.6

The Citywide Policy and Analysis Division should prepare and submit to the
Planning Commission an annual progress report that reports the progress of
implementing the general plan and its elements.

4.7

The Planning Department should develop a program to rotate staff between
current planning (Neighborhood Planning Division) and long range planning
(Citywide Policy and Analysis Division).

4.8

The roles of the Planner III’s, Planner IVs, and the Senior Manager in the
Citywide Policy and Analysis division should be clarified in a formal written policy

4.9

Authorize an additional four clerical positions for the Citywide Policy and Analysis
Division.

4.10

Do not modify the present authorized levels of staffing for the Citywide Planning
and Analysis Division unless the work program is modified.
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Citywide Policy
and Analysis
Division
Senior Manager
Executive
Secretary II

Graphic
Artist

Clerk
Typist

City Design
and Programs
Planner IV

Better
Neighborhoods and
Southeastern Areas
Planner IV

General Planning
Planner IV

Downtown and
Eastern
Neighborhoods
Planner IV

Information and
Analysis
Planner IV

Planner III
(3)

Planner III
(4)

Planner III
(2)

Planner III
(2)

Planner III
(1)

Planner II
(1)

Planner II
(1)

Transit
Planner III
(1)

Planner II
(3)

Planner II
(2)

Planner II
(1)

Planner III
(1)
Temporary

GIS
Analyst
(1)
Temporary

These personnel have responsibility for the following areas:
•

Development and maintenance of the General Plan;

•

Collection and analysis of demographic, land use, and other data to support
planning the Department’s planning projects, as well as in support of other City
departments and outside agencies, when necessary;

•

Formulate area plans based on the community planning process and General
Plan principles to change the zoning and land use controls to guide growth and
development; and

•

Develop planning policies and standards for neighborhood planning; and

•

Coordinate housing, transportation, and land use planning polices with other
agencies.
The staff in the Citywide Planning and Analysis Division charge their time to

projects. The table below presents a summary of these time charges for fiscal year
2006-007.
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Project
Better Neighborhoods 2002/Hayes Valley EIR
Better Neighborhoods Plus Legislation
Better Neighborhoods: Central Waterfront - Area Plan
Better Neighborhoods: Market &Octavia - Area Plan
BN: Balboa - Adoption/Implementation
BN: Balboa - Cmty Outreach
BN: Balboa - Project Mgmt
BN: Balboa- EIR
BN: Central Waterfront - Cmty Outreach
BN: Central Waterfront - Project Mgmt
BN: Geary Blvd - Area Plan
BN: Geary Blvd - Project Mgmt
BN: Geary Blvd- Cmty Outreach
BN: Market &Octavia - Cmty Outreach
BN: Market &Octavia - Adoption/Implementation
BN: Market &Octavia- Project Mgmt
Board of Supervisors and Analyst's Requests
CITYWIDE- Meetings and Coordination
CITYWIDE- Personnel
CITYWIDE POLICY OVERHEAD (With Authorization)
Commerce & Industry - Analysis
Commerce & Industry Inventory - Report
Demographic Analysis - Census
Departmental/Amit's Requests
Eastern Neighborhoods Coordination & Project Mgmt
Eastern Neighborhoods EIR
Eastern Ngbds Interim Rules
Eastern Ngbds: Bayview - EIR
Eastern Ngbds: Bayview - Zoning and Implementation
Eastern Ngbds: Health Impact Assessment Study
Eastern Ngbds: Bayview - Area Plan
Eastern Ngbds: Bayview - India Basin
Eastern Ngbds: Mission - Cmty Outreach
Eastern Ngbds: Mission Area Plan
Eastern Ngbds: Showplace Sq Area Plan
Eastern Ngbds: Showplace Sq- Cmty Outreach
Eastern Ngbds: Socio-Economic Study
Eastern Ngbds: SOMA - Adoption/Implementation
Eastern Ngbds: SOMA - Cmty Outreach
Eastern Ngbds: SOMA -Design Guidelines Area Plan
General Plan
General Plan Maintenance
General Plan Policy & Programs-BOS-Initiated Legis
General Plan Updates
Glen Park - Cmty Outreach
Glen Park - Project Mgmt
Glen Park- EIR
Graphics
Housing Inventory - Report
Housing Inventory- Analysis
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Staff Hours
45
8
96
1,054
5
5
109
34
3
2
116
268
43
112
3,736
506
679
897
58
1,561
183
125
47
229
3,734
59
3
6
687
34
26
51
399
1,023
633
78
122
19
451
1,055
2
84
11
201
7
54
20
687
170
159

% of Total
0.14%
0.03%
0.31%
3.39%
0.02%
0.02%
0.35%
0.11%
0.01%
0.00%
0.37%
0.86%
0.14%
0.36%
12.00%
1.62%
2.18%
2.88%
0.19%
5.01%
0.59%
0.40%
0.15%
0.74%
12.00%
0.19%
0.01%
0.02%
2.21%
0.11%
0.08%
0.16%
1.28%
3.29%
2.03%
0.25%
0.39%
0.06%
1.45%
3.39%
0.00%
0.27%
0.04%
0.64%
0.02%
0.17%
0.06%
2.21%
0.54%
0.51%
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Project
Housing Inventory- Public Information
Inclusionary Affordable Housing
Inclusionary Housing Study
Institutional Master Plans
Interdep Agency Coordination - Better Streets Program
Interdep Agency Coordination - TMA General Transportation
Interdep Agency Coordination - TMA General Transportation
Interdep Agency Coordination - Transit Preferential Streets
Interdep Agency Coordination - Transit Preferential Streets
Interdep Agency Coordination: TDM
Interdep Agency Coordination-Port
Interdep Agency Coordination-Rec Park Referral
Land Use Allocation Tool
Landuse/Business Database Development
Leland Avenue Urban Design Srvs
New Downtown Ngbds: Rincon Hill & Ballpark
New Downtown Ngbds: SFRA Transbay & Midarket
Other Database Development
Other Neighborhoods & Nodes-Visitacion Valley - Redev Plan
Pipeline Database
Planning Information Center
Planning Information System development
Rezoning Proposals
Training - In House (ADD REMARKS)
Transit Corridors
UDAT
Van Ness (TA/DCP Grant)
Visitacion Valley - Adoption/Implementation
Visitacion Valley - Cmty Outreach
Visitacion Valley - Project Mgmt
Visitor Presentations
Better Neighborhoods 2002/Hayes Valley EIR
TOTAL

Staff Hours
67
109
169
72
2,899
621
621
17
17
666
19
17
86
676
52
652
318
520
52
187
702
17
1,441
110
2
67
6
13
522
453
25
45
31,125

% of Total
0.21%
0.35%
0.54%
0.23%
9.31%
1.99%
1.99%
0.05%
0.05%
2.14%
0.06%
0.05%
0.28%
2.17%
0.17%
2.09%
1.02%
1.67%
0.17%
0.60%
2.26%
0.05%
4.63%
0.35%
0.01%
0.22%
0.02%
0.04%
1.68%
1.46%
0.08%
0.14%
100%

Important points to note concerning the exhibit are presented below.
•

27% of the available work hours was allocated to the Eastern Neighborhoods
projects.

•

20% of their available work hours was allocated to Better Neighborhoods
projects.

•

16% of their available work hours were allocated to interdepartmental
coordination.

•

5% of their available work hours were allocated to Citywide Policy Overhead.

•

4.6% of their available work hours were allocated to rezoning proposals.
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These five areas comprise 73% of the available work hours for the Citywide
Policy and Analysis Division.
2.

THERE ARE A NUMBER OF STRENGTHS AND OPPORTUNITIES FOR
IMPROVEMENT IN THE CITYWIDE POLICY AND ANALYSIS DIVISION.
There are a number of strengths in the manner that the Citywide Policy and

Analysis Division deliver its services. These strengths are portrayed below.
•

The Planning Department has prepared a comprehensive long-term general plan
consisting of all the elements required by law, and is available to the public via
the Department website.

•

The Division prepares an annual “Work Program” for adoption. This document
contains the project name, the budgeted and proposed full-time equivalent
positions to be assigned to the project, the names of the proposed staff, and any
associated consultant funding or notes.

•

The Division does develop individual work programs for projects that show
schedule and work tasks.

•

Division personnel utilize a project accounting system and charge their labor
hours to the various projects to which they are assigned.

•

The Division personnel utilize community meetings to obtain input on their plans
and programs during various points of the project process (which may include
handouts and other visualization tools). These tasks are identified within the
Community Outreach task of the individual work programs. The Division works to
ensure that the community meetings are accessible to those with disabilities.
Handouts are available in large print. People needing assistive listening devices,
materials in other alternative formats, American Sign Language interpreters etc.
can call at least 72 hours ahead to ensure their fair participation.
There are a number of opportunities for improvement. These opportunities are

presented below.
•

The general plan was not drafted with a specific time horizon in mind.

•

Many of the elements within the general plan are as much as twenty years old.
The table below presents the elements and the year in which these elements
were last updated. As the table indicates, seven of the twelve elements were last
updated twenty years ago.
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General Plan Element

•

Housing

2004

Urban Design

1986

Recreation and Open Space

1986

Commerce and Industry

1986

Environmental Protection

1986

Community Facilities

1986

Transportation

1995

Community Safety

1997

Arts

1990

Air Quality

1997

Some of the area plans are as much as twenty years old (see the table below).
This includes the Downtown area plan and the western Shoreline area plan. The
Civic Center area plan is seventeen years old.
Area Plan

Last Update

Downtown

September 1985

Chinatown

September 1995

Rincon Hill

September 2005

Civic Center

June 1989

Van Ness Avenue

July 1995

Western Shoreline

April 1985

Northern Waterfront

June 1998

Central Waterfront

•

Estimated Year Last Updated

September 1998

Bayview Hunters Point

May 2006

South of Market

July 1995

There are no clearly defined implementation measures discussed within each of
planning elements.
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•

The annual work program that is adopted by the Planning Commission does not
identify the specific work tasks to be accomplished during the upcoming fiscal
year, the schedule for each work task and activity, the staff months, nor the lineitem budget for each work task.

•

The project management by the Division is not one of its strengths. There are a
number of challenges with its approach to project management. Examples of
these challenges are portrayed below.
–

The format of the project work plans (such as updating the Glen Park
Community Plan) is not standardized and consistent. These project work
plans do not utilize effective project management tools for managing
projects including project scope statements, project charter, etc.

–

There is not a regular and formal system in place to monitor and track
actual performance for these project work plans to the objectives dd
eveloped, and these work plans are not regularly updated to ensure staff
are meeting the budget or timeline objectives.

–

There is a lack of accountability in the development of project\ budgets
and staffing requirements. Currently, the Division basically divides the
number of staff they have into the number of current projects. Staffing
numbers will just change over time with little understanding of the number
of staff that are actually required to accomplish the project.

Almost all of the staff in the Division interviewed by the project team identified the
depth and extent of project management by the Division as one of its primary
problems.
•

An annual report is not submitted to the Planning Commission that specifies the
Division’s actual performance in meeting the adopted goals and objectives
regarding the implementation of the general plan elements.

•

The staff hours of the Citywide Policy and Analysis Division are fragmented
among a multitude of projects.

•

Staff under the administrative supervision of one of the two Planner IV’s assigned
supervisory duties in the Division could (and often do) work on projects under the
supervision of the other Planner IV. This only accentuates the confusion of
accountability.

•

A common theme in interviews in the Citywide Policy and Analysis Division was
that the authority, roles, and responsibilities of the Planner IV’s and Planner III’s
was ill defined. The structure was often defined as “murky.”
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•

There is insufficient clerical support for the Division. Excluding the Executive
Secretary II that supports the Senior Manager, there is only one Clerk Typist to
support the remaining twenty-six Planner IV’s Planner III’s and Planner II’s. A
ratio of twenty-six professional staff to one clerical position inevitably results in
professional staff allocating a large proportion of their available time to duties that
could be more efficiently accomplished by clerical staff.

•

The Planning Code has not had a comprehensive update for at least 20 years.
In the past, various committees have been dedicated to the task. However, no
complete update has been accomplished.

•

Staff are not rotated between the Neighborhood Planning Division and the
Citywide Policy and Analysis Division to enable professional and career
development for staff.
The management audit of the Planning Department, published by the Budget

Analyst in June 2002, identified a number of similar opportunities. These opportunities
are presented below.
•

The Citywide Policy and Analysis Division does not complete projects on
schedule. Delays ranging from five months to more than three years were found
in ten projects. The Division carries some projects forward from year-to-year and
submits new deferred completion dates in its subsequent annual work program.
For ongoing projects, the Division does not always dedicate sufficient resources
to accomplish the projects in the annual work program.

•

Several factors lie behind the Divisions’ inability to consistently complete these
projects on schedule. These include:

•

–

Priorities can change during the course of a year causing the department
to substitute or delay projects with longer timelines for projects with
shorter timelines;

–

The workload demand represented by the annual work program is not
balanced to staff resources; and

–

The Division does not consistently develop project work plans and
timelines.

General Plan elements that underpin the long-range planning process remain
unfinished.

Matrix Consulting Group

Page 106

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

The opportunities identified by the project team have been long standing
challenges to the effectiveness of the Citywide Policy and Analysis Division.
3.

THE CITYWIDE POLICY AND ANALYSIS DIVISION SHOULD IMPROVE ITS
PROJECT MANAGEMENT PRACTICES.
There are a number of challenges in effective project management in the

Citywide Policy and Analysis Division. These challenges are summarized below.
•

The Division has, in some instances, chosen projects that are too large to be
completed readily in a short time-frame (one to two years at the maximum). The
Eastern Neighborhoods is a good example. This project began in 1998.

•

The Division does develop an annual work program. A sample of one of the
projects contained in the work program developed for fiscal year 2005-06 is
presented below for the Geary Boulevard Better Neighborhood Plan. The work
program does identify the estimated staff years proposed to be assigned to the
project for that fiscal year, the proposed staff to be assigned to the project, the
consultant funding, and whether an individual work program has been developed.
Project Name
Geary Boulevard BN
Plan
Street Design/BRT
Support
Project Management
Plan
Community Outreach
Adoption/Implementation
EIR

Staffing FTE’s
05-06
06-07
2.00
2.00

Proposed
Staffing
Ken
Josh
Aksel

Consultant
Funding
$385,000
carry
forward

Notes
Geary schedule
revised 2-27-06

There are a number of limitations to this annual work program including that it
does not identify:
–

The overall priorities of the work to be performed;

–

The allocation of staff hours per Planner to the various projects;

–

The month-by-month allocation of staff hours by Planner;

–

A month-by-month Gantt chart for the following year that provides an
overall summary of the tasks to be performed for each project;

–

The milestone dates for each project; and
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–

The name of the project manager.

•

The Division does develop individual project work programs. These individual
work programs do not complete project scoping documents that define the
project, the estimated costs of the project in terms of staff hours and consultants
by project component, the responsibility for completing various project
components, the extent of coordination necessary with other departments or
agencies, the community relations and public information requirements, the
proposed project manager, etc.

•

A preliminary project report is not prepared at 10% completion to enable the
Division and its top management team to review and approve the proposed
project approach and any modifications to that approach, schedule, staffing
requirements, etc..

•

The Division has not developed a standardized approach to project management
in terms of defining in a policy and procedure how each project is to be planned
to assure consistency in project planning and scheduling. In fact, the
Department’s policy and procedures manual does not define this standardized
approach.

•

The Division does not generate clear, easily read project status reports on a
monthly basis that report actual versus planned progress, actual versus planned
staff hours, actual versus planned consulting expenditures.

•

The roles and responsibilities for managing and executing each project have not
been formally defined.

•

The Division does not conduct a project closeout to evaluate successes and
failures in completing the project and lessons to be learned.

•

The Planning Department has not developed formal written policies and
procedures for project management by the Citywide Policy and Analysis Division.
Recommendations to address these opportunities for improvement are presented

below.
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(1)

The Citywide Policy and Analysis Division Should Select Smaller Projects
With Specific Milestones.
With the Eastern Neighborhoods, the Planning Department selected to deploy a

multi-year project. This lengthy project poses significant dangers. For instance, it takes
a significantly larger amount of money to put such a project back on track if a problem
occurs due to the larger initial investment of time and money. Also, it tends to take
longer to acknowledge fatal problems on a lengthy project because it is difficult to walk
away from an investment of years and “sunk costs” of potentially millions of dollars. In
some cases, it is better to simply cancel a troubled project rather than try to fix it.
On the other hand, smaller projects with predetermined milestones - where
decisions are required to be made at each milestone—make difficult decisions a little
easier. For example, it is easier for Division staff to tell top management after three
months of initial problem solving on a yearlong project to modify or abandon the project
than it would be after investing three years.
Smaller projects with established milestones reduce the risks.. Additionally, long
project life cycles make it difficult to respond to new business needs or community
changes. For instance, a decade-long project like the Eastern Neighborhoods may need
significant changes to reflect changes in policy and shifts in community interests. A
smaller project with more discrete components can incorporate such changes easier.
Recommendation: The Citywide Policy and Analysis Division should select
smaller projects with specific milestones. These projects should require no more
than two years to complete.
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(2)

A Summarized Twenty-Four Month to Thirty-Six Bar Chart Schedule Should
Be Prepared for the Divisions’ Projects.
This schedule should portray start and finish dates for each project by simple

activity descriptions for such as draft work plan for the project, develop neighborhood
plan, prepare general plan amendments, prepare planning code amendments, etc. This
schedule should be prepared for all projects that will be assigned to the Division during
the next twenty-four to thirty-six months.
Recommendation: A summarized twenty-four to thirty-six month bar chart
schedule should be prepared for all projects that will be assigned to the Citywide
Policy and Analysis Division.
(3)

The Annual Work Program Should be Expanded.
The Citywide Policy and Analysis Division has developed an annual work

program. It is four pages long. The work program does identify the staffing requirements
for the project in terms of full-time equivalent staff to be assigned to that project for that
fiscal year, the proposed staff to be assigned to the project, the consultant funding, and
whether an individual work program has been developed.
The annual work program should be expanded. The program should be include
such information as the following:
•

A description of the project;

•

The priority of the project;

•

A summary of previous work performed on the project;

•

The tasks to be performed for the project in the next fiscal year;

•

The milestone dates for each project;

•

The name of the project manager;

•

The allocation of staff hours per Planner per month to the various projects;
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•

The month-by-month allocation of staff hours by Planner;

•

The proposed budget for the project in the next fiscal year including the source of
funding, appropriation status, and proposed expenditures by major component;

•

A summary month-by-month Gantt chart for the year that provides an overall
summary of the tasks to be performed for each project.

This expanded annual work program will likely require one to two pages per project.
The process for development of this annual work program should fundamentally
change the focus of Planner IV’s from their current roles of day-to-day supervision to
that of management of resources in order to ensure conformance with the annual work
program.
One of the Planner IV’s prepared a template for a work program individual
projects and suggested that these could be compiled into an annual work program. The
template is presented later in this chapter. The template is a solid beginning in the
development of a template for individual projects, but includes too much detail for the
annual work program. The level of detail included in the annual work program needs to
consider its audience – the Planning Director, Planning Commission, Mayor’s Office,
and the Board of Supervisors. The existing annual work program presents too little
detail, and should be expanded. The level of detail should not be overwhelming,
however.
Recommendation: The Citywide Policy and Analysis Division should expand the
annual work program.
(4)

A Project Scoping Document Should Be Completed Before Commencement
of the Project.
There are a number of key success factors in the completion of a project

including the following:
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•

Identification of a project manager;

•

Ensure that key resources are available as identified in the project scoping
document;

•

Ensure that milestones are identified for major functional deliverables;

•

Identification of the project results or what will be created in terms of deliverables
(and their characteristics) and/or what constitutes a successful completion at
each phase of the project;

•

The approach to be used - what type of process and technology will be used
(such as ArcGIS and CommunityViz to develop area plans and increase public
involvement.);

•

Content of the project: what is and is not included in the work to be done; and

•

Approval by the top management team of the Planning Department, and by the
Planning Commission.
A project should not be initiated until the resources required (staff hours and

consultant funding) for completing the project, the schedule, and other key aspects of a
project have been identified using the project scoping document, and the Planning
Department’s top management team has approved the project based upon the project
scoping document. The project scoping document should include the components
enumerated below:
•

The project title, including the phase of the project, if relevant;

•

A general project description, including a narrative summary description of the
project ad a statement of what the project will accomplish, what it will try to
accomplish and, if appropriate, not try to accomplish;

•

The project number (as noted in the annual work program);

•

The proposed project manager and project team;

•

The cost, including the source of funds and appropriation status;

•

A budget covering the staffing hours required by major project task and
consulting;
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•

The responsibility for completing the various components of the project, including
the role of consultants in the project;

•

The extent of coordination necessary, listing the inter-agency coordination by
division, department, or outside agency with whom coordination will be required
in the project, the nature of the coordination, and the key contacts;

•

The preliminary schedule for completing the project by major project task;

•

Milestones with clearly defined dates of delivery to measure progress to enable
top management to approve the completion of a phase or milestone and as
go/no-go decision points to proceed with the project;

•

A scope change procedure that includes a documented, systematic approach to
the handling of the change in the scope of the project;

•

Staffing levels required throughout the project, including the estimated staffing
required on a month-by-month basis and the staff proposed to be assigned;

•

Project reporting requirements, including cost and schedule control procedures;
and

•

Community relation and public information requirements including public
hearings or meetings and how the public will be informed and involved in the
project and informed about progress of the project.
The intent of the project scoping document is to define the project before it

begins, with sufficient detail to assure that the necessary resources are available for the
completion of the project, that the risks of the project have been identified, the schedule
is realistic, that milestones and the objectives are clearly identified, and that community
relations and public information requirements are clear. The next document, the
template for the individual work project, is designed to lay out how the project will be
completed once the project scoping document has been approved by top management
of the Planning Department and the Planning Commission.
Recommendation: A project scoping form should be completed before
commencement of the project.
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Recommendation: The project scoping document should be approved by the top
management team of the Planning Department and the Planning Commission.
(5)

Develop A Standard Template For Individual Work Programs.
A work program for a project is a blueprint of how the project will be

administered. It includes many components that enable a project manager to administer
and track progress on a project. Although some would consider the development of
work programs for projects as common sense, many Planning Departments view them
as a distraction from making progress on a project. Unfortunately, without a rigorous
work program, it is difficult to track the progress and success of a project. Without
establishing a strong and effective work program structure, the Division risks losing
control of the project.
One of the Planner IV’s in the Division developed a template for work programs
(see the following page). This template contains a number of elements as noted below.
•

The tasks to be performed and the time accounting code to be charged when
staff are performing work associated with the task. The template already contains
a number of standard tasks such as identify / draft general plan amendments,
draft planning code and zoning map changes, etc.

•

The staff to be assigned to the project.

•

A bar that indicates when the task will be performed, shaded by the week in
which the task will be performed.

•

The identification of the week in which milestones will be delivered.

This template is a solid beginning in the development of a standard template for
individual projects. The template should be expanded to include
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Exhibit 7 (1)
Draft Work Program Template For Citywide
Policy and Planning Analysis Division Projects
TA3 Code
Per Code
category

TASK

Staff

Hours

Primary Task
Subtask 1
Subtask 2
Subtask 3
Subtask 4

MF/AR
MF/AR
MF/AR
MF/AR
MF/AR

56
10
10
16
20

PLAN

BN: M&O - General Plan Amendments
Identify/Draft GP Amendments
Draft final GP amendment packet

MF/AR
MF/AR
JB/MF/AR

40
20
20

PLAN

BN: M&O - Planning Code Amendments
Draft Planning Code and Zoning Map Changes
Review with City Attorney, SFRA, ZA
Prepare final adoption packet

MF/AR
MF/AR
MF/AR
MF/AR

50
10
30
10

PLAN

BN: M&O - Public Presentation
Prepare presentation for PC hearing 1
Packet to PC
PC hearing 1 (informational)
Internal review (1 week JB/AKG)
Internal review (1 week AKG/DLM/LBB/ city atty)

JB/MF/AR
MF/AR
MF/AR
JB/MF/AR

82
4
2
4

Public Notice of Intent to Initiate (10 + 2 days prior to PC hearing 2)
Newspaper Ad language
Newspaper Ad placed
Preprare staff report for PC hearing 2
Packet to PC

MF/AR
MF/AR
MF/AR
MF/AR
MF/AR

2
2
32
2
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Exhibit 7 (2)
TA3 Code

TASK

Staff

Hours

PC hearing 2 (intent to initiate GP amendment and zoning changes)

JB/MF/AR

4

Public Notice of PC Action (20 + 2 days prior to PC hearing 3)
Newspaper Ad language
Newspaper Ad placed
Preprare packet for PC hearing 3
Packet to PC
PC hearing 3 (Adoption of GP amendment and zoning changes EIR
certification)
Prep for BofS Hearings (approval packet to Board)
First Hearing @ BofS Land Use Committee
Second Hearing @ BofS Land Use Committee
First read at full BofS
2nd read at full BofS (approv EIR cert, GP, Planning Code & zoning
Map)
Mayor signs

MF/AR
MF/AR
MF/AR
MF/AR
MF/AR

2
2
4
2

JB/MF/AR
MF/AR
JB/MF/AR

4
8
8

SE/MF/AR
SE
SE
SE
MF/AR
MF/AR
JB/SE
SE
JB/SE

94
30
20
10
10
20
2

WK 1

WK 2

WK 3

WK 4

GP, Code & Zoning Map take effect (30 days after BoS action)

EIR

BN: M/O - EIR Support
General MEA Support & Coordination
Consultant Contract Mgmt
General Information & Public contact
Project Description support
Draft Section Review
Draft EIR Hearing
Public Comment & Response on DEIR
FEIR Hearing
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Exhibit 7 (3)
TA3 Code
CMTY OUTREACH

TASK
BN: M&O - Community Outreach
City Agencies/Elected Officials
Public
Stakeholders
General Q & A

IMPLEMENTATION

BN: M/O - Public Information/Project Review
UC Campus
Poject Review (private projects)
Public Agency Projects
Freeway Parcels
Central Freeway/Octavia Blvd
TOTAL STAFF HOURS TO COMPLETE
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Hours

MF/AR
JB
AR
AR
AR

45
10
15
10
10

MF/AR
MF
MF/AR

130
40
10

AR
MF/AR

40
40
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WK 3

WK 4
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•

The name of the project manager;

•

The allocation of staff hours by Planner to the project;

•

The month-by-month allocation of staff hours to the project by Planner;

•

A budget for the project for the covering the staffing hours required by major
project task and consulting funding; and

•

The responsibility for completing the various components of the project,
including the role of consultants in the project.

The template should specify how the project will be completed – milestones, staff
hours, the project manager, etc. The Citywide Policy and Analysis Division should
review and modify the proposed template for the individual work projects, and develop
written instructions for completing the template.
Recommendation: The Citywide Policy and Analysis Division should develop a
standard template for individual work projects including written instructions for
completing the template.
(6)

Clarify and Formalize the Role of the Project Manager.
A common theme, as identified previously, is the lack of clarity in the role and

responsibilities of the project manager. The Planning Department should formally
identify in a written departmental policy and procedure the roles and responsibilities of
the project manager for the Division’s projects. These roles and responsibilities should
include the following:
•

Provide day-to-day decision-making on critical project issues as they pertain to
project scope, schedule, budget, methodology, and resources;

•

Providing direction, leadership and support to project team members in a
professional manner at the project, functional and task levels;

•

Ensure project documentation is complete and communicated, e.g., project
scope statement, project schedule, project budget requirements, etc.;

•

Identify funding sources and facilitate the prioritization of project requirements;

Matrix Consulting Group

Page 118

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

•

Manage the planning and control of project activities and resources;

•

Develop and manage project contracts with vendors;

•

Report project components status and issues to the top management of the
Department and the Planning Commission;

•

Using, developing and improving upon the project management methodology
within the Department;

•

Providing teams with advice and input on tasks throughout the project, including
documentation, creation of plans, schedules and reports;

•

Resolving conflicts within the project between resources, schedules, etc.;

•

Influencing stakeholders and team members in order to get buy-in on decisions
that will lead to the success of projects; and

•

Delegating responsibility to team members.

Recommendation: The Planning Department should formally identify in a written
departmental policy and procedure the roles and responsibilities of the project
manager for the Division’s projects.
(7)

A Preliminary Project Report Should Be Prepared At 10% Completion.
The project manager assigned to the project should be responsible for preparing

a report at 10% completion.
This report should be prepared when the project is not more than 10% complete
(in terms of actual staff hours versus planned staff hours). The purpose of the report is
to serve as a preliminary review to enable the project manager, managers of the
Division, and top management of the Department to review and approve the proposed
approach and potential changes in scope, staff hours, tasks, etc. More specifically, the
report should:
•

Briefly identify the project and describe the project;
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•

Provide a background to the project, including project history, whether the
project has any outside support or opposition, and whether any commitments
regarding the project have been made;

•

Define the goals and objectives of the project;

•

Outline the detailed scope of the project and the reasoning behind any proposed
changes in scope, work tasks, work activities, schedule, etc.;

•

Outline in detail the criteria used for the scope of the project and the rationale for
those criteria; and

•

Set forth the detailed costs and staff hours for the project on a task-by-task
basis based upon a detailed review of expected problems, the completion of
10% of the project.
The project manager assigned to the project should schedule a project review

meeting with the managers of the Division, and top management of the Department.
At this meeting, the project manager should briefly review the project, the
alternatives considered, the selected alternative and why this alternative was selected,
the project cost estimate, special problems not resolved, the project schedule, and the
staffing requirements (or consultants) needed to complete the project.
Recommendation: A project report should be completed for each project when
the project is no more than 10% complete.
(8)

Develop Formal Processes To Control Scope Changes.
The Planning Department did not intend to take more than ten (10) years to near

closure in the development of the Eastern Neighborhoods. The length of time required
for this project reflects a cope that was too broadly defined as well as changes in scope
during the project.
For the timely completion of projects by the Citywide Policy and Analysis
Division, it is essential that formal processes be developed for changes in scope.
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Scope control is a straightforward concept. The intent of implementing a scope
control process is to identify and manage all elements (e.g., people and requirements)
inside and outside of the project that increase or decrease the project scope beyond
the required or defined need of the original, agreed-upon project scoping document
that was developed before the project began. The methodology to manage these
changes in scope is presented below.
•

A meeting should be conducted to discus significant changes in project
scope. A scope change most likely will require additional staff hours and
possibly consulting funds, and calendar time for the schedule. Therefore, the
project manager, the project team, the Planner IV that supervises the project
manager, the Senior Manager that manages the Division, and the Planning
Director should be meet discuss the potential change and its anticipated impact
on the project and the Planning Department. Significant changes would be those
that materially affect the staff hours and consulting funds required for the
project, resources and calendar time required for completion of the project.

•

Changes in project scope should be reflected in changes in the project
work program. Once a formal decision is made to increase or reduce scope,
the change must be memorialized in a change to the individual work program.
The work program should be re-evaluated and updated to include the scope
change impacts. Any changes that are agreed upon must be documented and
signed as a matter of formal scope control. The Senior Manager for the Division
should authorize scope changes.

•

Scope changes need to be communicated. The impact of material changes to
the scope of a project may be felt throughout the Planning Department. Scope
changes need to be communicated clearly and effectively to the project team by
the project manager. Team members will want, and need, to understand how
the scope change affects their area of responsibility. These scope changes
should also be communicated externally to the Director and the Planning
Commission, depending on the extent of the scope change. This should include
the implication of these scope changes such as lengthening the schedule,
increasing costs, diverting staff from other projects that will results in delays to
those projects.
Scope control is extremely important within the projects assigned to the Citywide

Policy and Analysis Division. Doing any work that is outside or beyond the stated work,

Matrix Consulting Group

Page 121

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

as called out in the original requirements, is considered “scope creep” or “expansion of
scope.”
The additional scope of work has a tremendous impact on other control
mechanisms within the project. The scope creep (unnoticed additions or changes to
the project from the agreed-upon requirements or specifications that increase the
scope of the project) will most likely not be budgeted or scheduled, which means that
any small scope change could have a large cost and schedule effect.
Recommendation: Develop formal processes to control scope changes.
(9)

Prepare a Monthly Project Status Report.
The Citywide Policy and Analysis Division should prepare a monthly narrative

statement regarding each project no later than the fifth working day of the month. The
project status report should be used to communicate the following key information:
•

Current activity status versus the schedule including milestones accomplished /
missed;

•

Significant accomplishments for the current reporting period;

•

Planned activities for the next reporting period;

•

Financial status – actual versus planned in terms of staff hours and consulting
expenditures; and

•

Present Issues, concerns, risks.

Along with the status report form, the following should be attached:
•
Updated Gantt charts for the projects;
•

Recovery plans for activities not on schedule - defined by the project team as
being late (e.g., slippage in the critical path activities);

•

Corrective action plans for expected problems;

•

Resolution to assigned action items (including the issues and action process);
and
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•

Issues Log
These should be simple reports. The Citywide Policy and Analysis Division

should publish these reports monthly, on-line on the Internet.
Recommendation: The Citywide Policy and Analysis Division should prepare a
monthly narrative statement regarding each project no later than the fifth
working day of the month.
Recommendation: The Citywide Policy and Analysis Division should publish
these reports monthly, on-line on the Internet.
(10)

Conduct Regular Review Meetings With the Project Team, Planning
Director, and the Planning Commission.
While the Division does conduct meetings to discuss the status of projects,

management is often diverted from these meetings, and follow-up to actions agreed
upon in these meetings is haphazard.
These meetings should be conducted at the project team level, with the project
team, the Planner IV that supervises the project manager, the Senior Manager that
manages the Division, and the Planning Director (for larger and politically significant
projects) attending. The frequency of these meetings will depend on the participants.
Status meetings with the Planning Director and the Senior Manager should occur
monthly, while project team meetings should be held once a week.
These status meetings should be conducted to discuss project status and to set
direction and priorities for the project. The level of detail and objective of status
meetings would vary based upon the audience, project size and impact, and the risk
associated with a project. The three primary status audiences are:
•

Project team status meeting includes the lowest level of detail. This is a forum
for the project manager to discuss project progress and status with the team and
to implement project direction and priorities as set by the Planning Director,
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Senior Manager and Planner IV. These project status meetings are typically
conducted every week.
•

Planning Director meetings are a venue for the project manager to discuss key
project issues. The Planning Director and the Senior Manager would assist the
project manager in resolving key issues and help set project direction and
priorities. At a minimum, these meetings should be conducted once a month.
Typically, these meetings will occur more frequently for large complex projects
with high risks.

•

Meetings with the Planning Commission to discuss project status are intended
to be a forum for the Commission to evaluate the overall progress of the project.
In addition, the Commission sets strategic direction and project priorities. A
Status Report, which discusses high-level status, issues and risks, should be
provided to the Commission and serve as the basis for the meeting discussion.
These meetings should be conducted as part of the agendas once a quarter.

Each of these meetings should be based upon a formal written agenda developed by
the project manager. The meeting should be formally scheduled, with all of the
participants formally invited.
Recommendation: The Citywide Policy and Analysis Division should conduct
formal meetings to discuss project status with the project team, Planning
Director, and Planning Commission.
(11)

Require the Use of Project Management Methodology By the Citywide
Policy and Analysis Division.
The Planning Department lacks formal, written project management policies and

procedures. Yet, the annual budget for the Division amounts to $4.2 million. This is a
significant amount of resources that require a more formalized approach to
management of projects.
The Planning Department should develop formal, written policies and
procedures for project management, and train its staff in the application of these
procedures. The primary purpose of these policies and procedures should be to
describe the project management framework that is used by the Division in initiating,
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planning, managing, and closing projects. This would include description s of the
methodology, documents, templates, and outlines that are used in support of the
project management methodology. The policies and procedures, by defining the
methodology, should be intended to provide a common point of reference for the
practice of project management for the Division’s projects. This common basis is
intended to increase the awareness and professionalism of those charged with the
project management responsibilities. A common understanding of the requirements
and the rationale behind those requirements are key factors for improving project
results.
Recommendation: The Planning Department should develop formal written
policies and procedures for project management of projects by the Citywide
Policy and Analysis Division.
Recommendation: The Planning Department should provide training to its staff
in these procedures on an ongoing basis.
4.

THE PLANNING CODE SHOULD BE COMPREHENSIVELY UPDATED,
REORGANIZED, REWRITTEN, AND ILLUSTRATED.
During interviews with the staff of the Planning Department, staff indicated that

the Planning Code was difficult to administer given its length, complexity, organization
and clarity. The project team reviewed the Planning Code to identify shortcomings and
opportunities for refinement. The focus of this review was to document usability and
clarity, rather than an analysis of the effectiveness of its development standards in
producing the desired character and quality of development.
Successful Planning Codes must ensure that a community obtains the type,
character, and quality of development it desires by:
•

Providing standards that adequately and precisely define acceptable
development types, character and quality. In other words, the standards
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should allow the land uses and site development, the building types, form, and
mass that the City and County wants, where the City and County wants them,
and prevent those that the City and County does not want.
•

Presenting standards in a manner that clearly and unambiguously
communicates City and County requirements and expectations to all
Planning Code users. Those users range from architects, contractors, and
applicants, to Planning Department staff and decision-makers responsible for
administering the Planning Code, to citizens interested in the basis for City and
County land use and development decisions and how specific property within
the city and county may be used. The standards should be organized and
presented in a logical and intuitive sequence, written in clear, simple language,
and illustrated wherever images may assist in explaining and/or understanding
technical concepts.

•

Configuring efficient and effective procedures for the City and County's
review, and approval or disapproval of proposed development and new
land uses. The procedures must allow the City and County to efficiently
determine the extent of project compliance with applicable requirements, allow
prompt decisions for approval or disapproval while ensuring thoroughness and
quality in the review process, and effectively balance the competing objectives
of certainty and flexibility in the administration of Planning Code standards.
A Planning Code that does not reflect the above principles is likely to be difficult

to understand, use, and administer. The type, character, and quality of the
development that is allowed or emerges from the public review process under such a
Planning Code is likely to be of inconsistent quality, controversial, and/or disliked by
significant segments of the community. And both the public and applicant perception of
the development review process, and development decisions rendered under such a
zoning ordinance are likely to be that the process is arbitrary, unpredictable, and
excessively time consuming.
The following sections review various components of the current Planning Code
administered by the Planning Department in terms of the above principles, and provide
recommendations on how the City and County should pursue changes to the Planning
Code.
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(1)

Overview of Planning Code
The Planning Code, as of its October 11, 2006 revision, includes twelve articles

as noted below. Two of these articles are reserved for future use. The Planning Code
also includes temporary land use controls that were adopted in 2002.
•

Article 1: General Zoning Provisions

•

Article 1.2: Dimensions, Areas, and Open Spaces

•

Article 1.5: Off-Street Parking And Loading

•

Article 1.7: Compliance

•

Article 2: Use Districts

•

Article 2.5: Height And Bulk Districts

•

Article 3: Zoning Procedures

•

Article 3.5: Fees

•

Article 4: [Reserved]

•

Article 5: [Reserved]

•

Article 6: Signs

•

Article 7: Neighborhood Commercial Districts

•

Article 8: Mixed Use Districts

•

Article 9: Mission Bay Districts

•

Article 10: Preservation Of Historical

•

Article 11: Preservation Of Buildings And Districts Of Architectural, Historical,
And Aesthetic Importance In The C-3 Districts

•

Article 12: Oil And Gas Facilities

•

Temporary Land Use Controls
The Planning Code consists of three volumes that exceeds 1,000 pages.
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There are, in addition, some 127 Planning Code Interpretations. The
interpretations and opinions cover a wide range of the topics within the Planning Code.
The interpretations date back to 1967.
(2)

Issues Regarding the Planning Code
The following discussion identifies issues with the usability and effectiveness of

the current Planning Code, and provides recommendations for changes to the current
provisions. The obvious conclusion to be drawn from the comments and
recommendations is that the Planning Code should be comprehensively reorganized,
rewritten, and illustrated as suggested below, and as outlined in the first exhibit
presented at the end of this chapter.
(2.1) Organization, Codification, and Format
The codification system for numbering articles, sections, subsections and
paragraphs within twelve articles is unnecessarily cumbersome. The overall
organization of the twelve articles is counter-intuitive, and confusing. The organization
is not sufficiently intuitive to meet the needs of staff, let alone the public, who do not
know what information is most important or, for, that matter, know how to find it even if
they know its important. Important information is not always located where experienced
Planning Code users would expect it to be. Moreover, many of the Planning Code’s
provisions are repetitive that contributes to the bulk of the document and makes it more
cumbersome to administer, use and to maintain.
Other examples of problems with the organization, codification and format of the
Planning Code are presented below.
•

The numbering system of the Planning Code makes it difficult for staff to
cite. The numbering system used in the Planning Code is complicated to cite in

Matrix Consulting Group

Page 128

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

writing or orally, and therefore easy to cite in error. For example, citing the rules
for calculation of dwelling unit densities, where permitted by the provisions of
sections 207.5, 209.1 and 209.2 of the Code, would require citing Article 2,
Section 207.1, subsection (b). Most planning codes instead use a seven-digit
coding system (e.g., 19.10.020, etc.) that provides section numbers that are
easier to work with.
•

The sequence of articles within the Planning Code are not organized in a
logical sequence. The overall organization of a Planning Code and the internal
structure of chapters should be organized to reflect the sequence in which code
users most commonly need to find specific information. The current Planning
Code is an accretion of zoning amendments spanning a period of nearly 30
years (the last comprehensive update of the Planning Code was in 1978).
During this time, several important additions have occurred, including: Article 11
(Preservation of Buildings and Districts of Architectural, Historical, and Aesthetic
Importance in the C-3 Districts) in 1985; Articles 7 & 8 (Neighborhood
Commercial and Mixed-Use Zoning Districts) in 1987, and Article 9 (Mission
Bay) in 1991. These Planning Code amendments, in particular Articles 7 to 9,
were a revolutionary, rather than evolutionary, development of the Planning
Code, and represent a dramatic format shift from the use controls contained in
Article 2. As such, integration of the use controls in Articles 2, 7, 8 and 9 would
require a reorganization of the entire Planning Code.
A primary question to ask in deciding how to organize the Planning Code
is "Where will users most intuitively expect to find specific information?" People
working with Planning Codes tend to be interested in first finding whether
particular land uses are allowed in particular zones, then the regulations and
standards that apply to the design and development of a use, and finally the
details of the required approval process. The code should be organized to
reflect these procedural sequences and the order in which decisions about the
applicability of provisions must be made.
Some examples of how the current Zoning Ordinance does not have its
provisions organized in logical sequence include the following.
–

The placement of the definitions of technical terms and phrases at the
beginning of the document. This is an obsolete organizational approach,
implying that users will read the definitions before any other text; which is
rarely the case. Because the Planning Code is a reference work, most
users would intuitively expect its glossary to be at the end of the
document, to be reviewed when specific interpretive questions come up.

–

Standards for specific land use types are scattered in several locations
within the Planning Code, and there are no cross references from the
zoning district allowable use lists to alert an inexperienced user that the
specific rules exist. There are standards in Article 2 for Use Districts,
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Article 2.5 for Height and Bulk Districts, Article 7 for Neighborhood
Commercial Districts, Article 8 for Mixed Use Districts, and Article 9 for
Mission Bay Districts. For example, Section 703.1 for Neighborhood
Commercial refers to building standards located in Section 121.11 for lot
size, and residential density for group housing in section 208.
•

The writing within the Planning Code is complex and legalistic. Sentences
and paragraphs are generally too long to be easily understood. The Planning
Code should instead be organized into tables whenever possible, and long,
dense subsections should be broken down into shorter paragraphs.

•

The Planning Code is characterized by complex standards for
development project design, which are often presented in lengthy
paragraph form. This requires repeatedly re-reading provisions to attempt
understanding them. There are numerous instances where complicated
development standards could be more easily understood with an accompanying
illustration. It is also possible that the exercise of illustrating a development
standard may reveal problems or shortcomings with the standard itself,
highlighting provisions that may need to be refined to achieve their intended
effect.

(2.2) Zoning Districts and Standards
Zoning districts are the mechanism for applying land use and development
regulations to property throughout the City and County and differentiating areas of the
City and County in terms of allowable land uses, and the regulations that define the
form and character of desired development. In most Planning Codes, the differentiation
is primarily in the distribution of land use types throughout the city, with an emphasis
on segregating similar uses into zones that limit the potential mixture of uses, and with
the only attention to form being through setback requirements, height limits, floor area
ratios, and site coverage limitations.
•

The Planning Code uses what would otherwise be an excessive number of
zones to address fine-grained urban form and design details in many
discrete neighborhoods and non-residential areas. The problem with this
approach is that dense language, the limited use of tables, the absence of
illustrations, and the document's other formatting limitations cited above make
the detailed zoning district standards difficult to understand and apply. For
example, the Planning Code contains districts for neighborhood commercial
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cluster districts, small-scale neighborhood commercial districts, moderate scale
neighborhood commercial districts, neighborhood commercial shopping center
districts, seventeen distinct neighborhood commercial districts (e.g., HayesGough neighborhood commercial districts), and neighborhood commercial
districts in the article pertaining to the Mission Bay and Chinatown.
As an alternative, the current zoning district provisions could be consolidated
into tables where appropriate, illustrated, and equally importantly, supplemented
with more graphic standards for how proposed structures must address their
streets, coupled with including the City's streetscape standards being developed
as part of the Better Streets Program in the Planning Code. This "form-based"
approach would more clearly present the City and County's intentions for the
form and character of its streets, highlighting pedestrian-oriented areas, and
more reliably ensure that regulations for individual projects will produce
buildings that effectively relate to adjacent structures, and those across the
street, to shape the public space of the street as the City and County desires.
•

A second major issue with the zoning district is the approach used to
identify and differentiate the land use types allowed by zone. For each
zone, the Planning Code provides separate lists of principal uses and
conditional permitted uses and, in some cases, prohibited uses. Overall, this
also is an obsolete approach to Planning Code drafting. In most cases, it is not
useful to provide extensive lists of allowable land use types because many listed
uses will have similar performance and compatibility issues. And in some zones,
if the form and design of a building are "correct," there may be less concern
about the use of the building.
A more effective approach to listing principal and conditional land uses is
to:
–

Rely on generic types as much as possible (e.g., "general retail");

–

List more specific use types only where the City and County has
particular concerns about compatibility or other performance issues such
as traffic, or economic development objectives for particular areas of the
City and County;

–

Include a definition of each use type in the Planning Code glossary that
identifies the overall nature and performance of the use, and includes
several examples of the specific uses that are included under the generic
type; and

–

Organize the use types into tables that cover groups of zones, so that
each use type can be listed only once for each group of zones, and the
user can readily determine from the table which uses are permitted,
which are conditional, and which are not allowed in a particular zone.
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The exhibit following this page presents a sample land use table from
another community that illustrates the above suggestions.
•

Development standards. A final, and key question regarding the standards of
the Planning Code is whether they "work," in terms of producing the character
and quality of development that the City and County wants. While analysis to
answer that question is beyond the scope of this report, an approach to
evaluating the effectiveness of current development standards is suggested
below, under "Updating the Planning Code."

(2.3) Usability
Not everyone is a land-use and Planning Code expert, and user-friendly
Planning Codes should recognize this. A user’s guide needs to be located at the
beginning of the Planning Code, inside the front cover, to provide a basic roadmap
directing users to the information they need. In order to be really useful, such a user’s
guide should be supplemented with detailed information such as handouts and other
explanatory materials. Although geared toward basic questions, these guides go a long
way toward addressing the needs of the casual Planning Code users.
The existing City and County Planning Code lacks such a users guide.
(2.4) Planning Code Index
Long complex documents, such as the Planning Code, should have a good
index. Unlike a table of contents, the index will help the user find all references to a
subject or a term. The index should include reference page numbers rather than
sections. Subcategories should be used for terms like “dwelling” to include “unit,”
“single-family,” and “multi-family.”
A good index can help direct users to the most important terms and concepts,
and relevant examples of their use.
The existing Planning Code lacks an index.
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(2.5) Tables, Charts and Illustrations.
Many new codes are simplifying the way zoning districts and standards are
presented. Most are converting text into tables, and combining separate but similar
zoning districts into single tables. This substantially reduces the number of pages and
makes it easier to answer questions. Tables also make it easier to include information
such as the type of permit required for each use in each zoning district. This tends to
eliminate redundancies and the inevitable inconsistencies and conflicts that occur
when the same standards are presented in multiple sections of the Planning Code. The
Planning Code does not effectively utilize tables in Article 7 to consolidate the building
standards for neighborhood commercial cluster districts, small-scale neighborhood
commercial districts, moderate scale neighborhood commercial districts, and
neighborhood commercial shopping center districts.
Tables should be employed whenever possible. Illustrations and graphics
should be employed whenever possible to convey the Planning Code’s regulatory
concepts. These could include illustrations of the City and the County where mixed use
development is required, fence heights, location and measurement of setbacks,
examples of allowed projections into setbacks, etc. The Planning Code does not utilize
illustrations to any significant extent.
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Exhibit 8
Example of Land Use Table
ARTICLE 2 - URBAN STANDARDS
CHAPTER 2. 20 - ALLOWABLE LAND USES
P
Permitted Use, Zoning Clearance required
MUP
TABLE 2-3 - Allowed Land Uses and Permit
Requirements for Corridors

UP
S
—

Minor Use Permit required
Use Permit required
Permit requirement set by Specific Use
Regulations
Use not allowed

PERMIT REQUIRED BY ZONE
LAND USE TYPE (1)

CAZ

RETAIL SALES
Auto and vehicle sales and rental
—
Bar/tavern
UP
Building and landscape materials sales —
Outdoor
Furniture, furnishings and appliance store
—
General retail, except with any of the following
P
features
Alcoholic beverage sales
MUP
Drive-through facilities
—
Floor area over 50,000 sf
—
On-site production of items sold
MUP
Operating between 9:00 pm and 7:00 am MUP
Selling used merchandise
—
Groceries, specialty foods
P
Floor area over 50,000 sf
—
Neighborhood market
P
Night club
—
Outdoor displays and sales
—
Restaurant, café, coffee shop
P
Service station
—
SERVICES - BUSINESS, FINANCIAL, PROFESSIONAL
ATM
P
Bank, financial services
P
Business support service
P
Medical services - Clinic, urgent care
MUP
Medical services - Doctor office
P
Medical services - Extended care
MUP
Office - Accessory
P
Office - Business/service, government,
P
processing, professional
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CSG

CSA

CAH

CFB

—
—

—
UP

MUP
UP

—
UP

—

—

MUP

—

—

—

MUP

—

—

P

P

P

—
—
—
—
—
—
—
—
—
—
—
—
—

MUP
—
—
MUP
MUP
—
P
MUP
P
UP
—
P
UP

—
—
—
—
—
MUP
P

P
P
P
MUP
P
—
P

P
P
P
—
—
—
P

P
P
P
MUP
P
MUP
P

—

P

P

P

Specific Use
Regulations

MUP MUP
MUP
—
MUP
—
MUP MUP
MUP MUP
MUP
—
P
P
MUP
—
P
P
UP
—
MUP
—
P
P
UP
—
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Key to Zone Symbols
CAH
Azusa Avenue Corridor

CAZ
CSG

San
Gabriel
Corridor

CSA

Avenue

CFB

Arrow Highway Corridor
Foothill Boulevard
Corridor

South Azusa Avenue
Corridor

Notes:
(1) A definition of each listed use type is in Article 6 (Glossary).
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Procedures should be illustrated with flow charts. The Planning Code does not
illustrate procedures with flow charts.
(2.6) Cross References.
One of the most critical usability issues that must be confronted by the Planning
Department in updating the Planning Code is how best to point people in the direction
of the types and regulations and guidelines that will affect them. Cross references are
an essential tool to accomplish that. Cross references help the user locate all of the
applicable requirements that pertain to a specific issue. Cross referencing binds those
parts of the Planning Code that depend on one another, thus avoiding redundancy.
The Planning Code lacks a cross reference.
(3)

The Planning Department Should Institute a Policy of Incorporating
Interpretations into the Planning Code as Soon as Practical After the
Issuance of the Interpretation.
In general, the fact that the Planning Department maintains an extensive

collection of interpretations dating from 1967 organized separately from the Planning
Code means that there is no institutional commitment to the effective maintenance of
the Planning Code.
Each event of an official interpretation indicates that the applicable code
provision is either unclear, or inadequately addresses a regulatory issue. In both
instances an interpretation should be used only as interim support for daily Planning
Code administration until a prompt "cleanup" amendment can be processed. The
Planning Department should institute a policy of incorporating interpretations into the
Planning Code as soon as practical after the issuance of the interpretation.
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Recommendation: The Planning Department Should Institute a Policy of
Incorporating Interpretations into the Planning Code as Soon as Practical After
the Issuance of the Interpretation.
(4)

The Planning Code Should Be Comprehensively Updated, Reorganized,
and Illustrated.
A comprehensive Planning Code update is necessary. The scope of substantive

changes should be defined through several means, each of which will contribute
important additional insights into the adequacies and inadequacies of the existing
Planning Code.
•

First, regular users of the code should be consulted for input about their
experiences working with the current standards and procedures. This
feedback can provide valuable perspectives on how users with different
objectives experience the effectiveness, clarity, and ease of use of the current
code. These participants should include staff who administer the existing
provisions, decision-makers, project designers, developers and other planning
permit applicants and the general public.

•

A thorough, multi-part analysis should then examine the details of the
Planning Code. One part of the analysis should review the current code in
relation to the policies of the general plan, current state law and case law
requirements. This review will determine whether all applicable plan policies
and legal requirements are effectively addressed by the current code.
The analysis should also evaluate current Planning Code provisions by
comparing them with a sample of existing development projects. The projects
should be chosen to represent both those regarded by the community as
desirable and successful, and others that are generally seen as undesirable, no
longer appropriate, or otherwise problematic. This component of the analysis
will highlight current standards that have been ineffective in producing desirable
development, and also those that are working well.

•

Finally, because a Planning Code update will deal almost entirely with new
or revised standards for infill development within existing neighborhoods,
the analysis should include a detailed inventory of existing conditions
within the areas to be affected. The "existing conditions" should include the
quantifiable features of existing development that define neighborhood
character.
An example of this could be where the City and County intends to
reconsider its building setback requirements and height limits as they affect an
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existing neighborhood, or where citizens have noted that new homes in an older
area are insensitive to neighborhood character. In this case, the inventory
should measure, document, and analyze existing development to identify the
"on-the-ground" patterns and rhythms of street setbacks, separations between
buildings, and heights from one lot to the next; or at least should document
those features from a sample of representative lots within the neighborhood.
Then, as new standards are considered, their effectiveness in replicating
existing neighborhood character, and hence their desirability, can be assessed.
The results of the above analysis should provide an understanding of:
•

How well existing zoning requirements are working;

•

Whether new land use issues have emerged in the community that are not
addressed by existing requirements and need new standards; and

•

What existing standards and procedures need to be changed, augmented, or
discarded.
The actual updating of the Planning Code can then begin.

A variety of

resources can then be drawn upon to provide source material for revisions. These
include:
•

Reviewing the planning codes of other communities;

•

Using planning code consultants experienced in drafting standards to address
local issues that have not been covered by other communities; and

•

Taking advantage of insights and inputs from Planning Department staff on how
to address land use regulatory issues in ways that will work within the
community's social and political framework.

Recommendation: The Planning Code should be comprehensively updated,
reorganized, rewritten, and illustrated.
5.

THE PLANNING DEPARTMENT SHOULD INITIATE A MULTI-YEAR
PROGRAM TO UPDATE THE ELEMENTS OF THE GENERAL PLAN AND
SOME OF ITS AREA PLANS.
As indicated earlier, a number of the elements of the general plan are more than

twenty years old, while one area plan is twenty-one years old (the Downtown area
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plan) and another is seventeen years old (the Civic Center area plan). The elements
that are more than twenty years old include the Recreation and Open Space element,
the Commerce and Industry element, the Urban Design element, the Environmental
Protection element, the Commerce and Industry element, and the Community Facilities
element.
While the State does not provide legal requirements regarding when these
elements need to be updates (excluding the housing element that must be updated
every five years), the State does provide suggestions. For example, the State Office of
Planning and Research is required to notify a city or county when its general plan has
not been revised within eight years. If a city or county has not revised its general plan
within ten years, the Office of Planning and Research must also notify the Attorney
General. This notification does not necessarily mean the plan is out of date, but may
serve as a reminder to comprehensively review the general plan if the city or county
has not already done so. The Office of Planning and Research does recommend that
at least once every five years, each local planning agency should thoroughly review its
entire general plan and revise the document as necessary, so that it remains a true
reflection of a community’s values and goals.
Five of the ten general plan elements for the City and County are twenty years
old. Two area plans are more than fifteen years old. The City and County has
continued to grow and evolve since these elements and area plans were prepared,
much of the data, analyses, and policies in these elements do not reflect the current
conditions and priorities in the City and County. Thus, a comprehensive update of
these elements and area plans is necessary to reflect current conditions as well as the
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community’s vision for development within San Francisco over the next 20 years.
Recommendation: The Planning Department should initiate a program to update
the elements of the general plan and the Downtown and the Civic Center area
plan over the next five years.
Recommendation: The Planning Department should thoroughly review its
general plan once every five years and revise the general plan as necessary so
that it remains a true reflection of a community’s values and goals.
6.

THE PLANNING DEPARTMENT SHOULD PREPARE AND SUBMIT AN
ANNUAL REPORT TO THE PLANNING COMMISSION REGARDING
IMPLEMENTATION OF THE GENERAL PLAN.
After the general plan has been adopted, Government Code section §65400(b)

(1) requires the planning agency to provide an annual report to their legislative body,
on the status of the plan and progress in its implementation. Charter cities are exempt
from this requirement, but it is still a best management practice to keep the Planning
Commission aware of the status of implementation and to force the Citywide Policy and
Analysis Division to report the progress of implementation.
The purpose of the Report is to provide enough information to allow local
legislative bodies to:
•

Assess how the general plan is being implemented in accordance with adopted
goals, policies, and implementation measures;

•

Provide enough information to identify necessary course adjustments or
modifications to the general plan as a means to improve local implementation;

•

Provide a clear correlation between land use decisions that have been made
during the 12- month reporting period and the goals, policies, and
implementation measures contained in the general plan; and

•

Provide information regarding local agency progress in meeting its share of
regional housing needs and local efforts to remove governmental constraints to
the development of housing.

The suggested format of the annual progress report is presented below.
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•

Focus on individual policies and implementation measures. Provide a
comprehensive listing of all general plan policies, categorized by element, with a
commentary on how each policy was implemented during the reporting period
(i.e., a description of the activities underway or completed for implementation of
each policy). This listing can most easily be accomplished by using a table
format.

•

Focus on development activities and projects approved. Provide a
comprehensive listing of all development applications that the planning agency
received and processed with commentary on how the agency’s actions on these
development applications further the goals, policies, and/ or implementation
measures of the general plan. Link the major projects, including public projects,
to the general plan using policy numbers or by element.

•

Focus on general plan elements. Provide a general summary of each of the
mandatory and optional elements of the general plan with a brief description of
various actions taken by the agency (e.g., development application approvals,
adoption of ordinances or plans, agency-initiated planning studies, etc.) that
advanced specific goals and policies of each element.

•

Broad annual report format. Incorporate the annual progress report into a
broadly focused annual report on all of the activities and programs of the
jurisdiction, drawing upon data and sources such as an annual performance
report on budgeting, processing of land use entitlements, redevelopment
activities, housing construction, or other programs or “state of the city/county”
reports.

Reporting the progress of implementing the general plan and its elements requires that
the Citywide Policy and Analysis Division think through and evaluate the progress in
implementation of this key policy document. It brings to life the policies and procedures
developed in this key policy document.
The project team estimates the staff hours required annually to develop this
report at approximately one staff month. These reports are generally about ten to
fifteen pages long.
Recommendation: The Citywide Policy and Analysis Division should prepare and
submit to the Planning Commission an annual progress report that reports the
progress of implementing the general plan and its elements.
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7.

THE PROFESSIONAL STAFF OF THE NEIGHBORHOOD PLANNING
DIVISION AND THE CITYWIDE POLICY AND ANALYSIS DIVISION SHOULD
BE PERIODICALLY ROTATED.
At present, the Planning Department does not rotate staff between the current

planning (Neighborhood Planning Division) and long range planning (Citywide Policy
and Analysis Division).
The rotation of staff between these divisions would have significant benefits for
the staff assigned to these two divisions. Rotation widens the experience and
knowledge base of a Planner to the mutual benefit of the Planner and the Planning
Department. There are benefits for both individuals and department, and the two are
intertwined.
Rotations are an opportunity for the staff in these two divisions to develop new
skills and experience, provide these two staff with exposure to new tasks and, more
specifically, develop new skills. Staff assigned to organizations with formal rotation
programs has supported this view. These staff commented on the skills they acquired,
and on the new ways of working that they learned. In turn, such development builds
both personal and institutional knowledge, and is beneficial in keeping staff motivated
and thus in retaining their skills within the Planning Department.
Rotation of staff also contributes to network and relationship building within the
Planning Department. Staff assigned to organizations with formal rotation programs
described them as "a good networking opportunity" for individuals.
The risks of this rotation program relate primarily to training costs and managing
the rotation process adequately.
However, the rotation of staff between current planning (Neighborhood Planning
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Division) and long range planning (Citywide Policy and Analysis Division) is essential to
“ground” staff assigned to advanced planning in the “real world” of processing planning
and ministerial permits and of increasing the depth of knowledge of staff assigned to
current planning of the general plan, the elements of the general plan, the area plans,
and the Planning Code.
Recommendation: The Planning Department should develop a program to rotate
staff between current planning (Neighborhood Planning Division) and long range
planning (Citywide Policy and Analysis Division).
8.

THE ROLES OF THE PLANNER III’S, SENIOR MANAGERS, AND THE
MANAGER OF THE CITYWIDE POLICY AND ANALYSIS DIVISION SHOULD
BE CLARIFIED IN A FORMAL WRITTEN POLICY.
One of the common concerns expressed by the staff of the Citywide Policy and

Analysis Division was that the roles of the Planner III’s Planner IV’s and the Senior
Manager.
This is an important issue that the division should address. This should be
addressed in a meeting with the Planning Director, the Senior Manager, and all of the
staff of the Division. The meeting should be utilized to clarify the roles and
responsibilities of the Planner III’s Planner IV’s and the Senior Manager. An example of
the possible role and responsibility of the Senior Manager is presented below.
•

General Functions
–

Articulate Division requirements in terms of resources necessary to
accomplish the annual work program;

–

Ensure that annual work program requirements are met;

–

Champion the annual work program and associated projects to provide
exposure and buy-in from the City and County government and officials;
and
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–
•

•

•

Communicate the Division’s views on project progress and success
factors to the Division and the City and County government and officials.

Project Initiation Stage
–

Provide guidance to correctly identify the relevance and value of the
project;

–

Assure that project needs in terms of staff resource and consulting needs
have been realistically defined;

–

Obtain funding for project when necessary;

–

Assure that project management for the project has been defined; and

–

Approve project scope document.

Project Planning Stage
–

Attend the project kick-off meeting;

–

Participate in planning meetings;

–

Review and approve the individual work program for the project;

Project Managing Stage
–

Attend project status meetings;

–

Provide input and guidance on scope changes;

–

Help resolve problems with meeting the schedule and budget frn the
project; and

–

Help resolve issues, as appropriate.

These roles and responsibilities should be defined by the staff of the Division in
consultation with the Planning Director, and formally clarified in a written policy.
Recommendation: The roles of the Planner III’s, Planner IVs, and the Senior
Manager in the Citywide Policy and Analysis division should be clarified in a
formal written policy.
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9..

FOUR ADDITIONAL CLERICAL STAFF SHOULD BE AUTHORIZED FOR
THE CITYWIDE POLICY AND ANALYSIS DIVISION.
There are a total of twenty-six Planner II, Planner III, and Planner IV positions in

the Division and only one clerical support position.
This is an inappropriate level of clerical support and has resulted in professional
staff performing clerical tasks. The level of clerical support observed in other planning
departments is typically in the range of one clerical position for each six professional
level staff. At the current level of professional level staffing, that would indicate a need
for five clerical positions or one for each of the five teams. This would necessitate the
addition of four clerical positions – Clerk Typists.
Recommendation: Authorize an additional four clerical positions for the Citywide
Policy and Analysis Division.
10.

THE PROPOSED WORK PROGRAM FOR THE CITYWIDE PLANNING AND
ANALYSIS DIVISION FOR FISCAL YEAR 2008-09 EXCEEDS EXISTING
STAFF CAPACITY.
The exhibit presented at the end of this chapter presents the proposed work

program for the Citywide Planning and Analysis Division for fiscal year 2008-09.
Important points to note concerning the proposed work program are presented below.
•

A total of 36.09 full-time equivalent staff would be required to accomplish the
work program, This exceeds the existing amount of staff by 6 positions,
excluding the existing temporary positions, but does not consider the position
reassigned from administration for the “greening” program or the 2 grant-funded
positions for the Eastern Neighborhoods Mission MPR project, or the 1.5 grantfunded positions for the Streetscape Master Plan. When considering those
grant-funded positions and the reallocated “greening” position, the work program
exceeds staffing levels by 1.5 positions.

•

The work program continues forward a number of existing projects in Area Plans
of the General Plan such as the Markey and Octavia Better Neighborhood Plan,
Eastern Neighborhoods, the Southeast Planning projects, the Glen park
Community Plan, etc. Overall, 42% of the total staffing proposed for the work
program is allocated to area plans.
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•

The work program initiates a number of important efforts such as the Japantown
Planning Effort, the Community Safety Element update, the Recreation and
Open Space Element update, etc.

•

The work program allocates 6.19 positions to the development of various design
guidelines such as the streetscape master plan, urban forest plan, Mission
Public Realm Plan, etc. This represents 17% of the total staffing allocated to the
work program.

•

A total of 9.68 positions would be allocated to management and support. This
represents a total of 27% of the total staff allocated to the work program. This
includes the graphics program, staffing the PIC, project and staff management,
support for the Mayor’s Office, Board of Supervisors and other City agencies,
and performance evaluations.

The staffing requirements are based upon the estimates of the managers of the
Citywide Planning and Analysis Division. Without reductions in the scope and breadth
of the work program, the authorized levels of staffing in the Division will be necessary.
Recommendation: Do not modify the present authorized levels of staffing for the
Citywide Planning and Analysis Division unless the work program is modified.
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FY 2008-09 Work Program for the
Citywide Planning and Analysis Division
Staffing Requirements
General Plan Elements
A. Housing Element: Begin data analysis and community outreach.
B.
C.
D.
E.

1.50

Community Safety Element: Complete update, review and adopt.
Recreation and Open Space Element: Initiate update, establish Rec &
Open Space Task Force with Mayor's Office
General Plan Application: General Plan Referrals, Coordination with
other Departments, Commission Coordination and Project Approvals
Continued maintenance: Update and maintain the General Plan.

Area Plans of the General Plan
A. Market & Octavia Better Neighborhood Plan. Complete historic
survey work, certify final EIR, and adopt final area plan (including UC
Extension). October 2007
B. Eastern Neighborhoods. Certify Eastern Neighborhoods EIR with
concurrent adoption of final area plan and permanent zoning controls.
December 2008.
(1)
East SoMa.
(2)
Showplace Square, Potrero Hill.
(3)
Mission. Includes two grant funded positions for
the MPR project.
(4)
Central Waterfront.
C. Southeast Planning Projects. Continue participation in Visitacion
Valley redevelopment plan, adopt and implement industrial controls for
Bayview, initiate India Basin community planning process, and
implement Executive Park plan. Varied timelines
(1)
Visitacion Valley Plan.
(2)
Bayview Hunters Point Area Plan.
(3)
India Basin.
(4)
Executive Park.
D. Balboa Park. Publish draft EIR, certify and adopt area plan. October
2007.
E. Japantown Planning Effort (revised from Geary Boulevard Plan.)
Initiate focused planning effort, with concurrent initiation of
environmental review. Ongoing. Project funded position.
F. Glen Park Community Plan. Initiate environmental review and
detailed transportation improvement analysis, certify EIR and adopt
area plan and zoning controls. Ongoing.
G. Western SoMa Planning Support. Ongoing. Reassigned from
Administration.
H. Fisherman's Wharf. Planning effort
City Design Group. Direct streetscape work including Streetscape Master
Plan, Mission Pubic Realm Plan and SoMa Transportation Plan; perform
urban design planning and project review including Transbay Terminal,
Mission Bay and Treasure Island; and initiate Urban Forest Plan. Ongoing.
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Staffing Requirements
A.

Streetscape Master Plan. Includes 1.50 FTE grant funded positions

B.
C.
D.
E.
F.
G.

Street Design & Implementation.
Transbay Terminal, other downtown efforts.
Urban Forest Plan.
Mission Public Realm Plan.
SoMa Transportation Plan.
Greening Director. Ongoing. Reassigned from Administration.

Data Information and Analysis. Develop, analyze and maintain Citywide
data, including development projects pipeline, housing production trends,
socio-economic data, land use and growth forecasts, and report on
findings; perform data and analysis support for area plan projects and
general plan updates; respond to inter-agency and public requests for
demographic and land use information; prepare policy analysis reports on
planning issues. Ongoing. Includes 1FTE project funded position
A. Area Plan/ Project Specific data analysis.
B.
C.
D.
E.
F.
G.

3.47

Housing Element update data analysis.
Quarterly Pipeline.
Land Use and Growth Forecast.
Housing Inventory.
Commerce & Industry Inventory.
Census Bureau local data center.

Other. Management and Support.
A. Graphics Program. Ongoing.

9.68
1.00

B.
C.

0.68
2.00

D.

Provide staffing for 9 shifts per week at the PIC. Ongoing.
Strategic Planning Services. Provide support for Board of
Supervisors, Mayor's Office and other City agencies, and respond to
interagency requests. Ongoing.
Performance Evaluations for all Citywide Policy staff. Ongoing.

E. Project and staff management. Ongoing.
Total staffing required
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5.

ANALYSIS OF THE NEIGHBORHOOD PLANNING
DIVISION
This chapter presents an analysis of the Neighborhood Planning Division. This

analysis includes the following:
•

The plan of organization for the Division;

•

The extent to which the City and County utilizes a “one stop” Permit Center;

•

The “user friendliness” of the process utilized by the Neighborhood Planning
Division in terms of the ease of submitting permit applications, the provision of
easy-to-understand application guides, etc.;

•

The extent to which authority to approve / disapprove permit applications has
been placed at the appropriate level;

•

The timeliness of processing permit applications;

•

The efficient and effective use of existing staff;

•

The adequacy of staffing;

•

The effective balancing of workload among the quadrants; and

•

The use of a case management system by the Division.
A summary of the recommendations contained in this chapter are summarized in

the exhibit following this page.
1.

THE NEIGHBORHOOD PLANNING DIVISION IS AUTHORIZED 66.5
POSITIONS AND IS RESPONSIBLE FOR PROCESSING PLANNING AND
ADMINISTRATIVE PERMITS.
The Neighborhood Planning Division is responsible for managing the processing

of planning permit applications. The Division administers a variety of City regulations
relating to physical development.
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Summary of the Recommendations for the
Neighborhood Planning Division
Chapter /
Section

Recommendation

5.3

The City and County of San Francisco should authorize a Chief Clerk responsible for
managing support staff in the Neighborhood Planning Division.

5.3

The Senior Manager position presently responsible for supervising three full-time
clerical staff and one part-time clerical staff should be eliminated through attrition.

5.3

The Senior Manager, responsible for managing the Public Information Counter, should
report to the Senior Manager in the Neighborhood Planning Division.

5.3

One of the two Senior Manager positions assigned to the Public Information Counter
should be reclassified as a Planner III through attrition.

5.3

The Senior Manager position responsible for the supervision of Code Enforcement
should report to the Deputy Director for Neighborhood Planning.

5.4

The Planning Department should develop and adopt an inter-departmental review
committee to review land use permit applications. The inter-departmental review
committee should meet on a bi-weekly basis.

5.5 (7)

The Department should adopt procedures and policies that require compliance by staff
with the processing requirements of the Permit Streamlining Act.

5.5 (7)

The Senior Managers assigned to the quadrants should be held accountable for
ensuring that the staff under their supervision meet the processing requirements of the
Permit Streamlining Act.

5.5 (7)

The automated permit information system should be utilized to report monthly the extent
of compliance with processing requirements of the Permit Streamlining Act.

5.5 (7)

The Department should adopt performance measures regarding the actual time
required for processing of cases and compare this to the requirements of the Permit
Streamlining Act.

5.5 (8)

Develop and adopt a written Department policy and procedure for the timeline for case
assignment and distribution after case intake.

5.5 (8)

Establish a timeline objective for distribution of the case to the appropriate Senior
Manager one (1) workday after intake by the Public Information Counter and
assignment to the appropriate Planner by the Senior Manager two (2) workdays after
intake.

5.5 (8)

Hold the proposed Chief Clerk position accountable for meeting the timeline for case
distribution to the quadrant.

5.5 (8)

Hold the Senior Managers accountable for meeting the timeline for case assignment to
the Planners within the quadrants.
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Chapter /
Section

Recommendation

5.5 (9)

Develop and adopt a written Department policy and procedure standards for the
maintenance of case status information in the automated permit information system by
the Planner’s assigned to the quadrants.

5.5 (9)

Develop and adopt a Department written policy and procedure that assigns
responsibility to the Planner II’s and Planner III’s for ongoing maintenance of case
status information in the automated permit information system and that requires the
Senior Managers to audit the caseload assigned to each of the Planners under their
supervision to determine whether the case is active, is inactive as a result of applicant
inaction and should be terminated, or has been closed and the case should be updated
in the automated permit information system.

5.5 (10)

Develop and adopt a policy and procedure regarding the timing for closure of permit
cases as a result of inactivity by the applicant.

5.5 (10)

The 30-day incomplete letter should inform the applicant that, if the applicant does not
correct the deficiencies within a specified time period, the application will be closed. The
30-day incompleteness letter should also inform the applicant that the permit fee will not
be refunded if the case is closed due to failure to respond to the 30-day incompleteness
letter within the specified time period, and a new re-submittal fee will be required as
well.

5.5 (11)

Establish cycle time objectives for all of the major types of permits.

5.5 (11)

The development of these cycle time objectives should be a collaborative effort by
representative Planner II’s, Planner III’s and Senior Managers assigned to the
quadrants.

5.5 (11)

These cycle time objectives should be posted on the Department website and identified
in the Department’s application materials.

5.5 (12)

Track and monitor the success or failure of planners in meeting cycle time objectives
through regular management information reports generated on a monthly basis by
OASIS.

5.5 (13)

Senior Managers should be able to override the cycle time objectives for complex
cases.

5.5 (13)

The extent of cases for which cycle time objectives are overridden should amount to no
more than 20% of all permit cases processed by the Neighborhood Planning Division.

5.5 (14)

The Senior Managers in each quadrant should formally plan and schedule the permits
processed by their staff using the automated permit information system.

5.5 (14)

The Senior Managers in each quadrant should be held accountable for the ongoing
maintenance of this open case inventory and the completion of the processing of
permits by their staff in accordance with the cycle time objectives.

5.5 (15)

Generate ongoing monthly management information reports using the automated permit
information system to track performance against cycle time objectives and monitor the
case workload and performance for Planners in each quadrant.
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Chapter /
Section

Recommendation

5.5 (16)

The Senior Managers in each quadrant should conduct a desk audit of the open case
inventory of each Planner in the quadrant to update the cases that are currently open
and assigned to each of the Planners in their quadrant, to close those cases that are
either inactive or can be closed since a determination has been reached on the case,
and update the status of these cases in the automated permit information system.

5.5 (16)

On a monthly basis, once the status of open cases for each Planner has been updated,
the Senior Managers should meet monthly with each of the Planners in their quadrant to
review the status of all open cases and assure that the open case inventory is accurate
and that these cases are proceeding to closure in accordance with the adopted cycle
time objectives.

5.6

Update the application guides to clearly identify the information required to achieve a
complete submittal.

5.6

The updating of these guides should be based upon the use of a team of Planners from
PIC and from the quadrants.

5.7

The Neighborhood Planning Division should develop and utilize a case management
system.

5.7

The roles and responsibilities of the case manager in the Neighborhood Planning
Division should be clearly identified in a Departmental policy and procedure.

5.8

The intake for the land use permit application and the environmental aspects of the
application should be consolidated into a single intake application process.

5.9

The case planner in the Neighborhood Planning Division should be responsible for
processing all of the aspects of a land use permit including environmental review and
historical review.

5.9

OASIS should develop automated programs to automate the environmental clearance
and the historical review.

5.10

The Neighborhood Planning Division should notify the applicant of the name of the
project planner assigned to the processing of their application including the telephone
number, fax number, and e-mail address of the case manager within five (5) workdays
after the application has been assigned to a case manager.

5.10

Once the application is deemed complete, the case manager notify the applicant of the
tentative schedule for processing their application to a determination within five (5)
workdays after the application has been deemed complete.

5.11

The Department should eliminate the requirement for customers to make appointments
before submitting a variance and conditional use permit application.

5.12 (1)

The Neighborhood Planning Division should revise the application guides to specify the
criteria that must be satisfied to obtain a complete submittal for a land use entitlement
permit applications.

5.12.(1)

The land use entitlement permit applications that do not meet these criteria at submittal
should be rejected as incomplete based upon the Permit Streamlining Act.
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Chapter /
Section

Recommendation

5.12 (2)

The responsibility for review and approval or disapproval of simple land use entitlement
permit applications should be delegated to the Zoning Administrator.

5.12 (2)

Appeals from the decisions regarding discretionary review permit applications should be
made directly to the Board of Appeals.

5.12 (3)

Simple discretionary review permit applications should be processed with a one-page
cover sheet.

5.13

The staffing allocated to the quadrants should be adjusted annually to adjust for
differences in workload.

5.14

The Neighborhood Planning Division should establish a policy and procedure committee
consisting of five to seven staff that includes a representation of staff from all sections.

5.14

The Neighborhood Planning Division should update the policies and procedures manual
working with the committee.

5.14

The completed policies and procedures manual should be published to the
Department’s Intranet.

5.15

The mix of Planner I’s, Planner II’s and Planner III’s in the Neighborhood Planning
Division should be adjusted to reflect the significant proportion of available work hours
allocated to building permits.

5.16

The Neighborhood Planning Division should reduce the amount of work hours allocated
building permit plan checking.

5.16

The Neighborhood Planning Division should increase the amount of work hours
allocated to planning permit applications including environmental clearances and
historical review.
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The Division is responsible for reviewing building permit applications for
compliance with the Planning Code; reviewing land use applications such as
conditional use, variance, planning review, and condominium conversion permits; and
preparing staff reports with findings and conditions to present before the Zoning
Administrator, Planning Commission.
The plan of organization for the Neighborhood Planning Division is presented
below.
Neighborhood Planning
Division
Senior
Manager (1)

Northeast
Quadrant
Planner IV (1)

Senior
Clerk
Typist
(1)

Northwest
Quadrant
Planner IV (1)

Senior
Clerk
Typist
(1)

Planner
i / II / III
(6.5)

Planner
II / III
(7)

Southwest
Quadrant
Planner IV (1)

Senior
Clerk
Typist
(1)

Planner IV
(1)

Southeast
Quadrant
Planner IV (1)

Senior
Clerk
Typist
(1)

Planner
i / II / III
(8)

Landmark
Preservation
Advisory Board
Planner IV (1)
Executive
Secretary
(1)

Planner
i / II / III
(9)

Senior
Clerk
Typist
(1)

Planner
II / III
(3)

The following points summarize the responsibilities of these teams:
•

The staff assigned to the four quadrants process various types of planning
permits. These include such land use permits as conditional use, variance,
residential demolitions, condominium conversions, shadow analysis,
transferable development rights, historic preservation, cell phone antennas, etc.
In addition, the staff assigned to these four quadrants review building permit
applications for compliance with the Planning Code. The staffing for the four
quadrants varies somewhat as noted below.
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–

The Northeast Quadrant was allocated eight and one-half (8.5) staff;

–

The Southwest Quadrant was allocated ten (10) staff;

–

The Northwest Quadrant was allocated ten (10) staff; and

–

The Southeast Quadrant was allocated eleven (11) staff.

•

The Landmarks Preservation Team provides support for the Landmarks
Preservation Advisory Board and planning and managing consultants that are
conducting the historic resource analysis of the City. This historic resource
analysis will require approximately five years. The team is allocated six 96) staff
including a Planner IV, an Executive Secretary I, a Senior Clerk Typist, and
three (3) Planer Ii / III’s.

•

Four positions are allocated to providing support to the Neighborhood Planning
Division including a Planner IV, a Senior Clerk Typist and two Clerk’s.
There are sixteen other positions, budgeted in the Neighborhood Planning

Division, that do not report to the Senior Manager managing this division. These
positions report to the Zoning Administrator. This includes the following positions.
•

Six positions assigned to the Public Information Counter. This unit is the
Division’s front line for face-to-face public interaction and receipt of applications,
interpretation of the Planning Code, etc. These personnel guide the public
through the process, answer questions relating to Planning Code and
regulations, reviews and routes permits, etc. These positions include two
Planner IV’s, and four Planner II / III’s.

•

Nine positions assigned to Code Enforcement. This team is responsible for
investigating and resolving complaints regarding violations of the Planning
Code. The team includes a Planner IV, an Executive Secretary, and seven (7)
Planner II / III’s.

•

One Planner IV positions assigned special duties.

In reviewing the allocation of these positions, it is important to note that only 59% of the
positions authorized and budgeted in the Neighborhood Planning Division are actually
assigned to the four quadrants with responsibility for processing the land use,
administrative, and building permits.
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2.

THERE ARE A NUMBER OF STRENGTHS AND OPPORTUNITIES FOR
IMPROVEMENT IN THE NEIGHBORHOOD PLANNING DIVISION.
There are a number of strengths in the manner that the Neighborhood Planning

Division delivers its services. These strengths are portrayed below.
•

The Permit Information Center (PIC) is open to the public Monday through
Friday 8:00 AM to 5:00 PM (including the lunch-hour).

•

The Planning Department can provide over-the-counter approvals (at the PIC
without appointment), for the following building permits, if the following
conditions are met:
–

No active recorded planning violations;

–

No block book notations;

–

Categorically exempt from CEQA;

–

No active case or conditions of approval;

–

No historic designations;

–

No required entitlements, conditional uses, downtown review, etc.; and

–

Minor alterations are only required.

•

Historical resource data is included in the parcel information database allowing
Permit Information Center (PIC) and other departmental staff to identify whether
a property has been designated as historic, requiring technical review.

•

The Planning Department has developed application guides include a
description of the process, as well as discussion of the minimum submittal
requirements.

•

The Planning Department has published a number of application guides to the
Planning Department’s website including the following:
–

Environmental Exemption;

–

Environmental Evaluation;

–

Conditional Use;

–

Medical Cannabis Dispensaries;
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–

Variance;

–

Project Review Meeting Request;

–

Section 311 / 312 Notification;

–

Planning Review; and

–

Certification of Appropriateness.

•

The Zoning Administrator approves variances.

•

The Planning Department has established cycle time objectives for itself in the
processing of planning and administrative permits. These objectives include the
following:
–

90% of all building permits involving new construction and major
alterations reviewed within 60 days;

–

65% of all building permits in which review started within 14 days;

–

40% of all variance applications decided within 120 days;

–

50% of conditional use applications requiring Commission action brought
to hearing within 90 days;

–

60% of all planning review applications brought to hearing within 120
days.

•

The Planner IV’s in the four quadrants have weekly staff meetings with their staff
to assign cases, discuss any problems, to communicate any important
information from the Director, Planning Commission, Board of Supervisors, etc.,
to discuss upcoming Planning Commission cases, etc.

•

Building permit cases are being assigned to staff in the four quadrants for plan
checking within the same day as the case is received by the quadrant staff
based upon analysis of cases by the project team.

•

Spans of control for the Planner IV’s assigned to the quadrants are not narrow
ranging between eight to nine staff.
There are a number of opportunities for improvement. These opportunities are

presented below.
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•

The planning permit application guides are not up to date and easy to
understand for project applications. Clear submittal checklists are not included
within the application that can be used by both the applicant and departmental
staff in quickly identifying the minimum submittal requirements.

•

The Planning Commission reviews and approves discretionary reviews and
conditional use permits.

•

The cycle time objectives adopted by the Planning Department for the
processing of planning and administrative permits are lengthy in terms of the
amount of calendar days to process these permits. These cycle time objectives
are not posted on the Department’s website or identified in the application
materials. Although the Department has identified performance measures, these
measures are not monitored on an ongoing basis, and not monitored by the
Planner IV’s assigned to the quadrants.

•

The Department is not meeting the objectives that it set for the processing of
land use permits.
–

Based on data obtained by the project team, the median number of
calendar days it takes to process a conditional use permit was 107 days,
but the 75th percentile for conditional use permits was 154 calendar days.
This compares to the cycle time objective set by the Department of 50%
of conditional use applications requiring Commission action brought to
hearing within 90 days.

–

Based on data obtained by the project team, the median number of
calendar days it takes to process a variance application was 170, but the
75th percentile for variance applications was 223 calendar days. This
compares to the cycle time objective set by the Department of 40% of all
variance applications decided within 120 days.

•

The Department appears to be violating the Permit Streamlining Act as it
pertains to determination of whether a land use application is complete / not
complete within thirty (3) calendar days of submittal. Based on workload data
showing the number planning cases received by the Division since 1999, the
“first action” was taken on these cases within thirty (30) calendar days for
approximately 3,742 cases (out of 10,827) or 35% of the cases. Action was
taken on the remaining 65% of the cases in a period of time that exceeded thirty
(30) calendar days.

•

The Neighborhood Planning Division does not utilize a case management
system to manage (or monitor) the length of time planners are processing land
use permits. The applicant is not informed in writing or e-mail regarding the
name of their assigned case manager including the phone number, e-mail
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address, etc. A formal written notice is not provided regarding the expected time
frame once applications are deemed complete
•

Most planning permit cases are “handed off” between multiple planners
including intake, environmental, processing the case, historical, etc. The type of
process utilized by the Department requires multiple planning staff that must
become familiar with each case, and does not provide a single point of contact
for the customer. The Department does not utilize a “case manager” approach
for the delivery of services. The Division is utilizing various specialists to process
different aspects of each application (i.e., a “silo” approach). This includes
different personnel reviewing conducting environmental review personnel,
archeologist review, technical specialists for historic review, etc.

•

A significant proportion of cases assigned to the staff in the quadrants were
actually inactive or closed based upon “desk audits” conducted by the project
team. The Division does not have clear policies and procedures in regards to
closing cases that are inactive or closed. Based upon desk audits conducted by
the project team, 15% of the “active” cases (per the information system)
assigned to the staff in the quadrants were actually inactive and 22% of the
“active” cases (per the information system) assigned to the planner were
actually closed.

•

In some instances, the number of calendar days required to assign a planning or
administrative permit to staff in the quadrants was lengthy. A total of 25% of the
planning and administrative permits assigned to staff in the quadrants in 2005
required 15 days or more after the file date to assign.
•

A backlog has developed for the plan checking of building permits. Further, the
Division had a number of “unassigned” building permits.

•

A backlog has developed for land use permits. Further, the Division had a
number of “unassigned” land use permits.

•

Workload is not effectively balanced among quadrants. The caseload among the
Planner II / III’s in the quadrants varies by 40%.

•

Workload within the quadrants was not effectively balanced. For planning cases,
the project team collected the number of “active” cases per planner (based on
the permit information system), there were significant workload variations
among the Planner II / III’s in each Quadrant.

•

Planner III’s assigned to the quadrants were being underutilized by processing
building permits. In the calendar year evaluated by the project team, Planner
III’s each spent an average of 409 hours processing building permits (with a
median of 421 hours). In addition, the four Planner IV positions assigned to the
quadrants billed a total of 3,006 hours to building permits, as follows:
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•

–

869 hours;

–

870 hours;

–

990.5 hours; and

–

276.75 hours

The available work hours of staff assigned to the quadrants does not appear to
be effectively utilized. The project team analyzed project accounting data that
indicated how the planners in the quadrants accounted for their time during
2005. The results are portrayed below.
–

17,571 hours for the processing of planning cases (divided among 28 fulltime positions, this equals approximately 628 hours each for planning
cases);

–

14,040 hours for the processing of building permits (divided among 28
full-time positions, this equals approximately 501 hours each for building
permit processing). In total, these personnel are spending approximately
30% of their available time processing building permits.

–

In total, the project team estimates that the full-time planning personnel
accounted for 1,129 hours of their available time in these primary work
tasks.

With an annual availability of 1,648 hours (based on San Francisco data), there
are 519 hours per planner (or approximately 30% of available work hours
utilized for other activities (e.g., administrative meetings, project reviews, PIC
staffing, etc.).
The management audit of the Planning Department, published by the Budget
Analyst in June 2002, identified a number of similar opportunities. These opportunities
are presented below.
•

The Planning Department was not operating in compliance with State time limits
on development project applications contained in the Permit Streamlining Act.
The process for determining completeness was unclear and often consumed
more than 30 days. Median processing time for a sample of 19 cases approved
in 2001 that did not require environmental impact reports was 80 days, which
was 20 days more, or 33 percent, than the 60 maximum days allowed by State
law.
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•

The Department did not have a system in place for tracking compliance with
Permit Streamlining Act time limits.

•

Application forms and materials were confusing and did not provide written
information to applicants required by State law. The State required disclosure of
Permit Streamlining Act time limits for determination of application completeness
and case processing, a list of materials required for each type of application to
be determined complete and the criteria by which the Department determined if
applications are complete.

•

Unlike many other California cities, conditional use and planning review
applications comprise the majority of items considered by the Planning
Commission in San Francisco. A total of 60% of all cases heard by the Planning
Commission in 2001 were conditional use and planning review cases. This was
an indication of Planning Code shortcomings, adds significant cost and time
requirements to the approval process and lends to the perception of an arbitrary
and political approval process.
The opportunities identified by the project team have been long standing

challenges to the effectiveness of the Neighborhood Planning Division.
3.

THE PLAN OF ORGANIZATION FOR THE NEIGHBORHOOD PLANNING
DIVISION SHOULD BE MODIFIED.
In evaluating the administrative plan of organization for the Neighborhood

Planning Division, the project team utilized a number of principles for organizational
structure. These principles are presented in the paragraphs below.
•

Each unit in the Planning Department has been placed at a level in
accordance with its importance in achieving Department-wide goals. Units
in the Department have not been placed too high in the organizational structure
or too low relative to their importance.

•

The span of control for any manager or supervisor does not exceed the
number which can be feasibly and effectively supervised. The trend is to
widen span of control. In the last decade, the introduction of information
technology spurred the trend toward wider spans of control.

•

The number of layers of management does not result in a tall, narrow
configuration for the Department. Organizations with many layers are
associated with centralized decision-making. Flatter organizations tend to have
decentralized decision-making, as authority for making decisions is given to the
front line employees.
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•

There is a high degree of integration of like services in order to facilitate
seamless decision making and service delivery. Services are not
fragmented. Overlaps, redundant efforts, and territorial disputes are minimized.

•

Accountability for the management of services are clear and wellunderstood. Managers understand what they are responsible for in achieving
the Department’s goals.

These principles were utilized to evaluate the current plan of organization for the
Neighborhood Planning Division, and to identify alternatives.
While the current plan of organization for the Neighborhood Planning Division
has a number of strengths, it also has a number of weaknesses. These weaknesses
are presented below.
•

The Public Information Counter (PIC) does not report to the Senior
Manager responsible for managing Neighborhood Planning. The Public
Information Counter, located on the ground floor of the 1660 Mission Street
facility, is the Planning Department’s primary point of contact with the public and
applicants for permits issued by the Department. The staff assigned to the PIC
guide the public through the permit process, answer questions relating to
Planning Code and regulations, review and route building and planning permits,
etc.

•

Two Planner IV positions are underutilized. These two positions are not
utilized to supervise the teams assigned to the quadrants. The roles and
responsibilities of the two Planner IV’s are summarized below.

•

–

One of these two Planner IV positions is used as a supervisory “filler” on
an as needed basis, represents the Department at the Board of Appeals,
and works on policies and procedures to streamline the planning permit
process such as planning review, the dwelling unit merger policy, etc.

–

The other Planner IV position supervises the three clerical staff assigned
to providing clerical support, plan checks building permit applications,
planning permit applications such as variances, provides design review
advice and counsel to other Planners in the Neighborhood Planning
Division, etc.

Code Enforcement does not report to the Planner IV responsible for
Neighborhood Planning. Code Enforcement should, however, be utilized to
monitor compliance with conditions of approval for land entitlement permits and
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CEQA mitigation measures, all of which are promulgated by neighborhood
Planning. In addition, it is essential that the Code Enforcement and
Neighborhood Planning work together more effectively in the delivery of services
in each quadrant.
The existing plan of organization for delivery of permit services by the Department
inhibits the ability of the Director to hold the Senior Manager for the Neighborhood
Planning Division accountable.
The administrative plan of organization for the Neighborhood Planning Division
should be modified. The proposed modification is presented below.
Neighborhood Planning
Division
Deputy Director

Northeast
Quadrant
Planner IV

Northwest
Quadrant
Planner IV

Southeast
Quadrant
Planner IV

Public Information
Counter
Planner IV

Support
Services
Chief
Clerk

Code
Enforcement
Planner IV (1)

Southwest
Quadrant
Planner IV

Important points to note concerning the proposed plan of organization are presented
below.
•

The Planner IV position would be reclassified as Deputy Director. The
importance of this top management position needs to be recognized by
classifying the position as a Deputy Director.

•

A Chief Clerk would be responsible for managing support staff. This would
be a new position. This would include all of the support staff within the Division
including the four Senior Clerk Typists assigned to the quadrants. The Chief
Clerk would supervise four Senior Clerk Typists, the Senior Clerk Typist
assigned to TAC and two Clerks assigned to TAC.
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•

A Planner IV, responsible for managing the Public Information Counter,
would report to the Deputy Director. This would enhance the accountability of
the Deputy Director. The position would be responsible for managing the entire
permit process from intake at the Public Information Counter to the approval of
the permit by the Zoning Administrator or the Planning Commission.

•

One of the two Planner IV positions assigned to the Public Information
County should be reallocated to a Planner III through attrition. The Public
Information Counter is authorized two Planner IV’s. This merely serves to
confuse accountability for managing this function. One of these two Planner IV
positions should be reallocated to Planner III through attrition.

•

The Planner IV responsible for supervising Code Enforcement would
report to the Deputy Director. This would enable a closer working relationship
between Neighborhood Planning and Code Enforcement, particularly in the
enforcement of conditions of approval for land entitlement permits and CEQA
mitigation measures.

Recommendation: The City and County of San Francisco should authorize a
Chief Clerk responsible for managing support staff in the Neighborhood
Planning Division.
Recommendation: The Senior Manager position presently responsible for
supervising three full-time clerical staff and one part-time clerical staff should be
eliminated through attrition.
Recommendation: The Senior Manager, responsible for managing the Public
Information Counter, should report to the Senior Manager in the Neighborhood
Planning Division.
Recommendation: One of the two Senior Manager positions assigned to the
Public Information Counter should be reclassified as a Planner III through
attrition.
Recommendation: The Senior Manager position responsible for the supervision
of Code Enforcement should report to the Deputy Director for Neighborhood
Planning.
4.

THE
PLANNING
DEPARTMENT
SHOULD
UTILIZE
INTERDEPARTMENTAL DEVELOPMENT REVIEW COMMITTEE.

AN

The City and County can increase the effectiveness and efficiency of its land
use review-permitting program by breaking down the formal and informal walls that
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exist between the departments involved (or that should be involved) in the land use
permitting process. Instituting a highly focused and well-disciplined interdepartmental
Development Review Team will accomplish this objective quickly. Most, if not all, cities
have them. It is a “best practice.” At a minimum, representatives from the Planning,
Public Works, Building Inspection, Municipal Transportation Agency, Fire and Public
Utilities Commission should be participants in the DR-Team.
The DR-Team has ten (10) basic functions, which include the following:
•

Placing conditions of approval on land use permit applications

•

Holding pre-application conferences with applicants, and institutionalizing a
“Red Team” concept for priority projects

•

Monitoring for consistent application of standards and conditions of approval
adopted by the various departments that are member of the DR-team.

•

Identifying and resolving land use permitting problems

•

Disseminating information regarding development review policies and
procedures to other staff members in the City, and provide training as needed

•

Monitoring customer service through all aspects of the development review
permitting program (Reminder: customers are internal and external)

A mature DR-Team will continually heighten awareness of time frames, and produce
consistent and clear development standards. In a word, the DR-Team would
institutionalize highly effective and efficient communication throughout the land use
permitting process.
The DR-Team should be lead by the Deputy Director for Neighborhood
Planning. This will facilitate interdepartmental coordination and team building.
The DR-Team should immediately begin work on formulating its agenda for its
bi-weekly meetings, identifying categories of land use permits that should be
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considered by the DR-Team, and processes to facilitate the inter-departmental review.
The DR-Team meetings should include technical discussions reviewing active land use
applications and policy discussions regarding the policy implications of land use
applications. Attendance should be mandatory. In short, the DR-Team should become
the center stage for development coordination in the City and County.
Recommendation: The Planning Department should develop and adopt an interdepartmental review committee to review land use permit applications. The interdepartmental review committee should meet on a bi-weekly basis.
5.

THE EFFECTIVENESS OF CASE MANAGEMENT PRACTICES IN THE
NEIGHBORHOOD PLANNING DIVISION SHOULD BE IMPROVED.
The project team utilized a number of tools to evaluate the effectiveness of case

management by the Planner IV’s responsible for managing the Quadrant teams. This
included (1) a “desk audit” of cases assigned to the Division to determine the
proportion of cases that were active, inactive, closed, etc.; (2) the amount of calendar
days it requires to process permit cases assigned to the Division versus objectives set
for the amount of calendar days; (3) the amount of calendar days required to close
cases after a determination regarding the case has been made; (4) the amount of
calendar days required to assign cases to Planners after initial receipt or intake of the
case; (5) the balancing of cases among the Planners in the quadrants to level out
workload; (6) the assignment of cases bases upon the complexity of the cases with
more complex cases assigned to Planner III’s and less complex cases assigned to
Planner II’s; and (7) a significant proportion of the available work hours of Planners in
the Neighborhood Planning Division is utilized for activities other than the processing of
permits.
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(1)

The “Desk Audit” of a Sample of Cases Assigned to Planners in the
Quadrants Indicates That Case Management Practices Are Ineffective.
To assess the effectiveness of case management practices in the Neighborhood

Planning Division, the project team conducted a number of “desk audits” of Planner
positions in the Neighborhood Planning Division to provide a more clear depiction of
actual workload. This involved identifying the number of “active cases” based upon the
Department’s automated permit information system, and then comparing that to the
actual caseload for a sample of Planners. This “desk audit” considered the following:
•

Was the case actually “active,” with the Planner providing actual follow up,
review, etc. on that case within the past 30, 60, or 90 days?

•

Was the case “inactive,” and the Planner has not worked on the respective case
for longer than 90 days and in some cases, years (e.g., pending applicant
information, pending neighbors to resolve an issue, etc.)?

•

Was the case pending at Major Environmental Analysis or for some other
special study?

•

Was the case actually closed (e.g., went to hearing and not properly updated in
the system, case withdrawn, etc.), but the case closure was not reflected in the
Department’s database?
The exhibit on the following page provides the results of these “desk audits” for

Planners in the Neighborhood Planning Division (primarily for planning reviews,
variances, and / or conditional uses). Important points to note concerning the exhibit
are presented below.
•

The “desk audit” was conducted of twelve (12) Planners (Planner II’s and
Planner III’s). This represents a 43% sample.
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Exhibit 10 (1)
Results of Desk Audit
Of Planners in the
Neighborhood Planning Division
Planner

Percentage of Total System
Cases

Cases

Planner III – Northwest
Quadrant

•
•
•
•
•

Planner II,
Southeast Quadrant

• 8 active cases.
• 3 inactive cases.
• 11 total active cases per the
automated permit information
system.

• 73% active
• 27% inactive

Planner I,
Southeast Quadrant

•
•
•
•
•

2 active cases
2 inactive cases
1 case pending at MEA
2 closed cases
7 total active cases per the
automated permit information
system

•
•
•
•

29% active
29% inactive
14% pending at MEA
29% closed

Planer III,
Northeast Quadrant

•
•
•
•
•

11 active cases
7 inactive cases
4 cases pending at MEA
14 closed cases
36 total active cases
(excluding condo conversions
and subdivisions)

•
•
•
•

31% active
19% inactive
11% pending at MEA
39% closed

Planner III,
Southwest Quadrant

•
•
•
•
•

8 active cases
7 inactive cases
3 cases pending at MEA
12 closed or reassigned cases
30 total active cases per the
automated permit information
system

•
•
•
•

27% active
23% inactive
10% pending at MEA
40% closed
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15 active cases.
2 “inactive” cases.
2 cases pending at MEA
5 cases actually closed
24 total active cases per the
automated permit information
system.

•
•
•
•

63% active
8% inactive
8% pending at MEA
21% closed
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Exhibit 10 (2)
Planner

Percentage of Total System
Cases

Cases

Planner III,
Southwest Quadrant

•
•
•
•
•

Planner II,
Southwest Quadrant

• 7 active cases
• 1 closed case
• 8 total active cases per the i
automated permit information
system

• 88% active
• 12% closed

Planner II,
Northwest Quadrant

• 5 active cases
• 5 total active cases per the
automated permit information
system

• 100% active

Planner III,
Northwest Quadrant

•
•
•
•

14 active cases
2 inactive cases
4 cases pending at MEA
20 total active cases per the
automated permit information
system

• 70% active
• 10% inactive
• 20% pending at MEA

Planner III,
Southeast Quadrant

•
•
•
•
•

25 active cases
3 inactive cases
4 cases pending
1 closed case
33 total active cases per the
automated permit information
system.

•
•
•
•

76% active
9% inactive
12% cases pending at MEA
3% closed case

Planner II,
Northeast Quadrant

•
•
•
•
•

14 active cases (C, D, V)
3 inactive cases
5 cases pending at MEA
6 closed cases
73 total active cases per the
automated permit information
system

•
•
•
•

15% active
11% inactive
18% pending at MEA
21% closed
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16 active cases
8 inactive cases
1 pending for historical
16 closed cases
41 total active cases per the
automated permit information
system

•
•
•
•

39% active
20% inactive
2% pending
39% closed
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Exhibit 10 (3)
Planner
Planner III,
Northwest Quadrant

TOTAL

AVERAGE / PLANNER
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Cases
•
•
•
•
•

Percentage of Total System
Cases

12 active cases
2 inactive cases
2 cases pending at MEA
1 closed case
17 total active cases per the
automated permit information
system

• 71% active
• 12% inactive
• 12% pending
studies.
• 6% closed

for

other

• 137 active cases
• 39 inactive cases
• 26 pending cases at MEA, or
historic, etc.
• 58 closed cases

• 53% active
• 15% inactive
• 10% pending
studies.
• 22% closed

for

other

•
•
•
•

11.4 active cases
3.3 inactive cases
2.1 pending cases
4.8 closed cases
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•

These Planners were assigned a total of two hundred sixty (260) cases.

•

A total of one hundred thirty seven (137) cases, or 53%, were active. On
average, these Planners were assigned 11.4 “active” cases that were being
worked (53% of cases). However, the number of “active” cases ranged from two
(2) cases to twenty-five (25) cases.

•

A total of fifty-eight (58) cases or 22% were closed. On average, these Planners
had 4.8 closed cases. However, the number of closed cases ranged from none
(0) for three Planners to sixteen (16) closed cases for another Planner.

•

A total of thirty-nine (39) cases or 15% were inactive and should have been
closed due to inactivity on the part of the applicant. On average, these Planners
had 3.3 inactive cases. However, the number of inactive cases ranged from
none (0) for one Planner to fourteen (14) cases for another Planner.

•

A total of twenty-one (21) cases or 8% were pending California Environmental
Quality Act processing at Major Environmental Analysis. The number of cases
pending at Major Environmental Analysis, on average, amounted to 3.3 for each
Planner.

•

Five (5) cases were pending historical preservation review.
Overall, the Departments automated permit information system indicated an

average of 21.7 active cases for these twelve Planners. However, the “desk audits”
indicated that these Planners actually averaged 11.4 “active” cases. In addition, there
was a significant range in the number of “active” cases from a low of two (2) cases to a
high of twenty-five (25) cases. This indicates a significant opportunity to improve case
management of the permit cases assigned to the Neighborhood Planning Division.
(2)

The Neighborhood Planning Division Is Not Meeting the Cycle Time
Objectives Set For Processing of Permits By the Department and Appears
To Be In Violation of the Permit Streamlining Act.
In the annual budget, the Planning Department identified cycle time objectives

for the processing of permits by the Department.
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To assess the consistency with which the Neighborhood Planning Division met
these cycle time objectives, the project team evaluated case processing time for cases.
The results of this analysis are presented below.
•

The median number of calendar days it takes to process a conditional use
permit was 107 days, but the 75th percentile for conditional use permits was 154
calendar days. This compares to the cycle time objective set by the Department
of 50% of conditional use applications requiring Commission action brought to
hearing within 90 days.

•

The median number of calendar days it takes to process a variance application
was 170, but the 75th percentile for variance applications was 223 calendar
days. This compares to the cycle time objective set by the Department of 40% of
all variance applications decided within 120 days.
While the Department has not established objectives for other types of

applications, the experience of the project team is that the processing tine by the
Department is lengthy for these types of permits in comparison to other local
governments in California. The results of this analysis are presented below.
•

Based on data obtained by the project team for 2005, the median number of
calendar days it takes to process a certificate of appropriateness permit was 91
calendar days, but the 75th percentile for certificate of appropriateness permit
applications was 122 calendar days.

•

The median number of calendar days it takes to process a discretionary review
permit was 118 calendar days, but the 75th percentile for discretionary review
permit applications was 196 calendar days.

•

The median number of calendar days it takes to process a shadow study permit
was 12 calendar days, but the 75th percentile for shadow study permit
applications was 126 calendar days.

•

The median number of calendar days it takes to process a condominium (new or
conversion) permit was 9 calendar days, but the 75th percentile for condominium
(new or conversion) permit applications was 38 calendar days.

•

The median number of calendar days it takes to process a subdivision of land
permit was 12 calendar days, but the 75th percentile for subdivision of land
permit applications was 55 calendar days.
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In addition, there are other measures of cycle time that indicate that there are
significant challenges in the effectiveness of case management practices by the
Neighborhood Planning Division. These challenges are presented below.
•

The Division appears to be violating the Permit Streamlining Act. The Division
does not actively monitor or track this requirement to ensure that Planners are
deeming applications complete or incomplete within 30 days as required by the
Permit Streamlining Act. However, for the cases received by the Division since
1999, the “first action” was taken on these cases within 30 days for only
approximately 3,742 cases (out of 10,827) or 35% of the cases.

•

The Department does not set cycle time objectives for planning permits.
However, the number of calendar days it takes to process a planning permit is
115 days (median), with 25% of total permits being processed in 175 or more
days.

The Neighborhood Planning Division does not meet the cycle time objectives set by the
Department and appears to be in violation of the Permit Streamlining Act.
(3)

The Amount of Calendar Days Required To Close Permit Cases After A
Determination Has Been Made For the Case Is Significant In Some
Instances.
The Division has not established objectives regarding the number of calendar

days required to close out permit cases once the case has received a determination.
The cases that received a determination, the median number of days between
that determination and closing out the case was four (4) calendar days, but 25% of the
cases were closed out in nineteen (19) calendar days or longer.
(4)

The Amount of Calendar Days Required To Assign Cases To Planners
After Intake Is Significant In Some Instances.
The Division has not established objectives regarding the number of calendar

days required to assign permit cases to a Planner after intake of the case.
The median number of calendar days for a case to be assigned was 2 days, but
25% of the cases were assigned fifteen (15) days or more later than the date the
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application was filed. This has not resulted in a significant backlog of planning permit
cases. This issue contributes to the backlog for “unassigned” planning cases.
However, a significant backlog had developed in the Division for building
permits. Although personnel are assigning and / or processing building permits in a
timely manner, there exists a backlog. Further, the Division shows a number of
“unassigned” building permits. The amount of calendar days required for the
assignment of planning or building permit cases is significant in some instances.
(5)

The Number of Cases Assigned To Planners In Each Quadrant Is Not
Effectively Balanced.
For planning permit cases, the project team collected the number of “active”

cases per planner (based on the permit information system). There were significant
variations in caseload within each quadrant. There were clear imbalances in the
number of cases assigned to Planners within each quadrant.
(6)

Cases Are Not Assigned To Planners Based Upon Complexity.
Planner III’s are underutilized. The Planner III’s were assigned responsibility for

the processing of building permits. Planner III’s spent an average of 409 hours
processing building permits (with a median of 421 hours) or an average of 15% of their
available work hours in the twelve-month period sampled by the project team.
*

*

*

*

*

*

The project team recommends that the Neighborhood Planning Division take a
number of steps to address these problems by enhancing case management of
permits. These proposed steps are presented below.
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(7)

Process Permits In A Timeline That Complies With The Permit
Streamlining Act.
The Permit Streamlining Act contains specific requirements for public notice,

circulation, and review. The Permit Streamlining Act (§65920 et. seq.) requires public
agencies including charter cities per §65921 to adhere to standardized time limits and
procedures for some, but not all, types of land use decisions. For the purposes of the
Act, "development projects" apply only to adjudicatory approvals such as tentative
maps, conditional use permits, and variances (Landi v. County of Monterey (1983) 139
Cal.App. 3d 934). Ministerial projects such as building permits, lot line adjustments,
and certificates of compliance are not subject to the time limits established under the
Act (Findleton v. El Dorado Co. Board of Supervisors (1993) 12 Cal. App. 4th 709). The
Permit Streamlining Act includes time limit provisions for taking action on a project after
the environmental determination is made. When an EIR is certified for a project, the
public agency shall approve or deny the project within 180 days from the date of
certification. When a project is found to be exempt from CEQA or a negative
declaration is adopted for a project, the public agency shall approve or deny the project
within 60 days from the date of the determination or adoption (§65950 and Public
Resources Code §21151.5). If no action is taken within the allotted time, the project
may be deemed approved by action of the Act.
The previous audit of the Planning Department, completed by the Budget
Analyst in 2002, noted that the Planning Department was not operating in compliance
with State time limits on development project applications. The report noted problems
with adherence to the Permit Streamlining Act as noted below.
•

The process for determining completeness was unclear and often consumed
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more than 30 days.
•

Median processing time for a sample of 19 cases approved in 2001 that did not
require environmental impact reports was 80 days, which is 20 days more, or
33% than the 60 maximum days allowed by State law.

•

A similar analysis of environmental review case processing time was not
possible because the Department did not keep records of when applications are
determined complete, the starting point for State environmental review time
limits. However, median processing time for a sample of 56 environmental
review cases was 211 days, or 31 more than the 180-day maximum allowed by
State law. Even if staff took the full 30 days allowed by State law to determine
application completeness on all these cases before beginning their evaluation,
28 cases, or half of the cases reviewed, still exceeded the State time limits.
The project team analyzed available data to determine whether this problem has

been addressed. The Division does not actively monitor or track this requirement to
ensure that Planners are deeming applications complete or incomplete within 30
calendar days as required by the Permit Streamlining Act. However, for the cases
received by the Division since 1999, the “first action” was taken on these cases within
30 days for only approximately 3,742 cases (out of 10,827) or 35% of the cases.
The Department should adopt procedures and policies to enable it to regularly
process permits within defined legal frameworks and, therefore, avoid legal
consequences. This should include the use and application of the automated permit
information system to monitor compliance with the Permit Streamlining Act.
Recommendation: The Department should adopt procedures and policies that
require compliance by staff with the processing requirements of the Permit
Streamlining Act.
Recommendation: The Senior Managers assigned to the quadrants should be
held accountable for ensuring that the staff under their supervision meet the
processing requirements of the Permit Streamlining Act.
Recommendation: The automated permit information system should be utilized
to report monthly the extent of compliance with processing requirements of the
Permit Streamlining Act.
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Recommendation: The Department should adopt performance measures
regarding the actual time required for processing of cases and compare this to
the requirements of the Permit Streamlining Act.
(8)

Establish And
Distribution.

Implement

Standards

For

Case

Assignment

And

Delays in project assignment and distribution create a rippling effect of
extending elapsed processing times. The time lapse while cases are waiting to be
assigned and distributed to the Planner is "dead time". During this waiting time, no
review or analysis can be done on the application. As noted previously, 25% of the
cases in 2005 were assigned fifteen (15) days or more later than the date the
application was filed. This significantly reduced the time Planners have to conduct
necessary analysis prior to required deadlines of the Permit Streamlining Act.
Formalized procedures and backup procedures, in case Planners are unable to
meet assignment deadlines of the Permit Streamlining Act, would significantly reduce
project processing delays. In most cases, assignments should have a one-day
turnaround allowing Planners the time needed for careful analysis and the
development of recommendations.
Recommendation: Develop and adopt a written Department policy and procedure
for the timeline for case assignment and distribution after case intake.
Recommendation: Establish a timeline objective for distribution of the case to
the appropriate Senior Manager one (1) workday after intake by the Public
Information Counter and assignment to the appropriate Planner by the Senior
Manager two (2) workdays after intake.
Recommendation: Hold the proposed Chief Clerk position accountable for
meeting the timeline for case distribution to the quadrant.
Recommendation: Hold the Senior Managers accountable for meeting the
timeline for case assignment to the Planners within the quadrants.
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(9)

Monitor And Maintain Case Assignment And Case Status Information In
the Automated Permit information System.
The current approach to monitoring and maintenance of data could be improved

by case management, supervision, and monitoring including:
•

Improving the Planner IV’s ability to track project staffs progress;

•

Improving the Planners’ ability to track concurrent project developments; and

•

Improving Planner IV’s ability to manage workload within their quadrant.
Accurate data on workload, by permit type, cyclical variances in activity, and

workload activity by quadrant and by planner are all essential management tools. With
this information, management can make informed, logical decisions regarding staffing,
budgeting, procedures, and organizational structure.
Two possible options for maintaining case tracking data include:
•

Centralize all data input for TAC clerical support staff. Under this method,
Planners assigned to the quadrants would regularly inform TAC clerical support
staff of case status through a weekly update sheet. These forms would then be
forwarded to TAC clerical support staff for data entry. Under this option,
additional staffing for TAC clerical support staff would be required.

•

Assign case status and data entry to Planners in the quadrants. Under this
option, Planners would be responsible for regularly updating case file
information in the automated permit information system. Resources for training
of staff may be necessary.
The use of TAC clerical support staff to enter this data would be both an

expensive option and an option that misplaces responsibility for updating the case
information in the case tracking information system. This should clearly be placed with
the Planner to whom the case is assigned. This responsibility should be clarified in a
written policy and procedure, and integrated into the Department’s performance
appraisal system for those Planners assigned to the quadrants.
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On a monthly basis, the Planner IV’s assigned to the quadrants should be
required to audit the caseload assigned to each of the Planners under their supervision
to determine whether the case is active, is inactive as a result of applicant inaction and
should be terminated, or has been closed and the case should be updated in the
automated permit information system.
Recommendation: Develop and adopt a written Department policy and procedure
standards for the maintenance of case status information in the automated
permit information system by the Planner’s assigned to the quadrants.
Recommendation: Develop and adopt a Department written policy and procedure
that assigns responsibility to the Planner II’s and Planner III’s for ongoing
maintenance of case status information in the automated permit information
system and that requires the Senior Managers to audit the caseload assigned to
each of the Planners under their supervision to determine whether the case is
active, is inactive as a result of applicant inaction and should be terminated, or
has been closed and the case should be updated in the automated permit
information system.
(10)

Develop and Adopt A Policy and Procedure Regarding When Permit Cases
Should Be Closed As A Result of Inactivity By the Applicant.
As noted previously, a significant proportion of the caseload assigned to

Planners in the quadrants was “inactive.” A total of 15% of the cases assigned to
Planners included in the “desk audit” were inactive and should have been closed due
to inactivity on the part of the applicant. On average, these Planners had 3.3 inactive
cases. However, the number of inactive cases ranged from none (0) for one Planner to
fourteen (14) cases for another Planner. Cases that were deemed to be inactive by the
project team included those cases that the Planner has not worked on for longer than
90 days and in some cases, years (e.g., pending applicant information, pending
neighbors to resolve an issue, etc.)
While it is difficult to establish firm dates for submission, the current practice
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creates the following operational delays:
•

Planners are unable to predict and plan workload;

•

Cases which have been inactive for a lengthy period of time may suddenly
become active;

•

Planners must relearn case specifics after this interim inactive period; and

•

Planners workload can fluctuate suddenly without warning.
The Department should develop and adopt a written policy and procedure

regarding when “inactive” cases should be closed. This policy should be integrated into
the Department’s 30-day incompleteness letter. The Planning Department, by the
terms of the Permit Streamlining Act, has 30 calendar days to notify the applicant, in
writing, of whether or not a planning permit application is complete enough for
processing. When rejected as incomplete, the Department must identify where
deficiencies exist and how they can be remedied – the additional information required.
This is an opportune time to inform the applicant that if the applicant does not
correct the deficiencies within a specified time period, the application will be closed.
The information provided to the applicant should include the following:
•

At the time of the request for additional information, staff should specify the
timeframe in which information must be submitted, i.e. 30,45 or 60 days;

•

Maintain a “tickler system” using the automated permit information system to
remind staff of upcoming applicant deadlines;

•

Send a form letter reminder to applicants;

•

Inform applicants that if additional information or a time extension request is not
submitted by the deadline, the application will become inactive or project will be
closed; and

•

Charge applicants a fee to reactivate files after deadline submission dates. This
may require an amendment to the fee schedule.
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These methods should encourage applicants to submit information within defined time
frames and create a system for staff to regularly review the status of cases. By
developing and implementing internal and external standards, overall processing
should flow more efficiently.
Recommendation: Develop and adopt a policy and procedure regarding the
timing for closure of permit cases as a result of inactivity by the applicant.
Recommendation: The 30-day incomplete letter should inform the applicant that,
if the applicant does not correct the deficiencies within a specified time period,
the application will be closed. The 30-day incompleteness letter should also
inform the applicant that the permit fee will not be refunded if the case is closed
due to failure to respond to the 30-day incompleteness letter within the specified
time period, and a new re-submittal fee will be required as well.
(11)

Develop and Adopt Formal Cycle Time Objectives For Permit Cases
Processed By the Neighborhood Planning Division.
The Neighborhood Planning Division operates in a complex work environment

that is procedure and labor intensive. Given this environment, it is imperative that
management be able to monitor the performance of Planners including elapsed
processing times. Historical average data has shown that elapsed processing times
often exceeded statutory limitations defined in the Permit Streamlining Act, and that
management does not currently have the tools to manage or monitor processing
timelines.
The cycle time objectives designed by the project team should be adopted and
implemented. The cycle time objectives are beneficial to the Neighborhood Planning
Division for the following reasons, as they should:
•

Validate timelines and quickly identify projects which are experiencing
processing delays;

•

Identify complex cases early in the process to allow for processing adjustments,
such as staffing;
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•

Present staff with a direction and goal for productivity

•

Create an effective management tool to measure and monitor staff performance;
and

•

Provide a justifiable and accurate source for fee schedules, staffing and
budgetary decisions.

A possible cycle time objective for a variance is presented in the table below.
Milestone

Calendar Day

Application accepted at Public Information Counter

0

Application processed by Neighborhood Planning Division support staff, and
routed to the appropriate Planner IV in the appropriate quadrant

1

Planner IV assigns case to Planner II / III.

2

Planner II / III reviews application and Planning Code

8

Planner II / III contacts applicant for additional information, if necessary

10

Planner II / III field checks the application

16

Planner II / III prepares advertisement and noticing and Neighborhood Planning
Division support staff mail out
Planner II / III consults with Planner IV if necessary
Planner II / III prepares staff report

20 to 25
20
20 to 25

Neighborhood Planning Division support staff mail staff report to applicant 3
working days prior to hearing

29

Zoning Administrator Hearing

36

Applicant notified of hearing decision within 7 calendar days by Neighborhood
Planning Division support staff

38

Zoning Administrator signs decision

40

Planner II / III enters the decision into automated permit information system

40

Planner II / III closes the file and forwards to the Neighborhood Planning
Division support staff

40
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These cycle time objectives should be developed for all of the major types of permits.
The development of these objectives should be a collaborative effort by representative
Planner II’s, Planner III’s and Planner IV’s assigned to the quadrants.
Recommendation: Establish cycle time objectives for all of the major types of
permits.
Recommendation: The development of these cycle time objectives should be a
collaborative effort by representative Planner II’s, Planner III’s and Senior
Managers assigned to the quadrants.
Recommendation: These cycle time objectives should be posted on the
Department website and identified in the Department’s application materials.
(12)

Track and Monitor the Success Or Failure of Planners In Meeting Cycle
Time Objectives.
Currently, the Neighborhood Planning Division has limited means to measure

and monitor staff performance. It is important for management to have quantifiable
tools to: regulate performance, identify training, staffing needs, and detect
organizational deficiencies. The cycle time objectives can serve as fair and accurate
means to gauge staff performance for the following reasons:
•

Staff will know and be familiar with the standards;

•

Standards are easily understandable;

•

Standards are flexible;

•

Standards have been created through their input.

The management reports defined and discussed in a later section of this chapter, if
generated on a regular basis, would track both individual and overall staff performance.
Recommendation: Track and monitor the success or failure of planners in
meeting cycle time objectives through regular management information reports
generated on a monthly basis by OASIS.
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(13)

Empower Senior Managers With The Responsibility To Override The Cycle
Time Objectives For Complex Cases
The cycle time objectives developed should be applicable in 80% of all cases

the Neighborhood Planning Division processes. The remaining 20% consist of cases
that will be processed outside the standard range. However, access to overriding the
cycle time objectives must be regulated and a planning decision of management. If the
cycle time objectives can easily be over-ridden or ignored, they cannot fulfill their
objective of regulating permit processing.
Land development proposals can range from a relatively simple variance to a
proposed housing complex requiring several planning permits. Thus, the system must
also be flexible to account for these variations. The project team recommends the
following procedures to implement these cycle time objectives:
•

Planner IV’s should review permit applications before case assignment to
identify any potential issues that would impact processing the application within
the defined standards;

•

Specific issues should be communicated to Planners by the Planner IV and the
Planner IV’s should communicate extended processing times and establish new
milestone dates in the automated permit information system;

•

Cases should be assigned to the most appropriate staff and skill level; and

•

Case progress should be regularly reviewed and re-evaluated by the Planner IV.
This policy should emphasize three key qualities of the cycle time objectives, in

that they are: (1) easy to manage; (2) flexible; and, (3) applicable to 80% of all cases
Recommendation: Senior Managers should be able to override the cycle time
objectives for complex cases.
Recommendation: The extent of cases for which cycle time objectives are
overridden should amount to no more than 20% of all permit cases processed by
the Neighborhood Planning Division.
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(14)

The Senior Managers In Each Quadrant Should Be Held Accountable For
Formally Planning and Scheduling The Permits Processed By Their Staff
Using the Automated Permit Information System.
The Planner IV should prepare and maintain a schedule for processing of permit

applications by his / her team of Planners. The purpose of the schedule is to make
visible the amount of calendar days required to analyze and reach a decision on the
permit application. The specific objectives related to the design and development of
this system should be as follows:
•

To establish a process whereby specific calendar day targets are set for each
application based upon cycle time objectives established by the Division;

•

To utilize the proposed automated permitting systems to ease the tracking of the
timeliness of the processing of planning permit applications and enable the
Senior Manager to hold Planner IV’s accountable, and, in turn, to enable the
Planer IV’s to hold the Planner II’s and Planner III’s accountable; and

•

To generate data sufficient to assist in the assessment of the performance of
both I Planner II’s and Planner III’s and the Planner IV’s in comparison to those
cycle time objectives;
Major elements of the system are presented below.

•

The Planner IV would review incoming applications and analyze application
characteristics, focusing in particular on potential processing difficulties. Once
difficulties are identified, the Planner IV would (1) set calendar day targets for
completing the analysis of the application, and (2) set overall staff hours
allocated to the Planner II or Planner III for processing the application. The
Planner IV would review the most recent open case inventory report and note
the workload of Planner II’s and Planner III’s. Cases would then be assigned as
appropriate. The Planner IV would then enter the target dates and the name of
the Planner II or Planner III in the automated permitting system.

•

When projects are first assigned, the Planner II or Planner III to whom the
application is assigned would review the calendar day and staff hour target
established for the case. If the Planner II or Planner III feels that the targets are
unreasonable after a review of the application, the case manager should discuss
them with the Planner IV and negotiate appropriate changes.
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•

The automated permitting system should be utilized to track the extent to which
the specific cycle time objectives are met, and to ‘red flag’ permits that exceed
these guidelines.
The Planner IV’s should be held accountable for the ongoing maintenance of

this open case inventory and the completion of the processing of permits in accordance
with the cycle time objectives. The planning and scheduling system should be utilized
to:
•

Evaluate employee performance;

•

Balance workload among different Planner II’s and Planner III’s; and

•

Quantify the anticipated completion date of various applications given all work in
progress.
The planning and scheduling system should be designed to manage the

workload including reviewing actual progress versus scheduled deadlines and facilitate
the shifting of work assignment and schedules in the face of changing priorities or
workload.
Recommendation: The Senior Managers in each quadrant should formally plan
and schedule the permits processed by their staff using the automated permit
information system.
Recommendation: The Senior Managers in each quadrant should be held
accountable for the ongoing maintenance of this open case inventory and the
completion of the processing of permits by their staff in accordance with the
cycle time objectives.
(15)

Generate Ongoing Monthly Management Information Reports Using the
Automated Permit Information System To Track Performance Against
Cycle Time Objectives and Monitor the Case Workload and Performance
For Planners In Each Quadrant.
In the course of our study, the project team requested existing management

information reports and discussed with management the types of information it needs
for better operation of the Division. Our study revealed that management information
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reports are not currently being generated for several reasons, including: (1) the existing
database does not have the capability to generate reports easily; (2) the accuracy of
the data is questionable; and, (3) prior to this study, management had not requested
this information. The Planner IV’s and the Senior Manager in Neighborhood Planning
Division are not receiving reliable information on quadrant workload, division workload,
and individual Planner workload to use in scheduling. In addition, overall information on
staff efficiency and productivity is not maintained or used for staff evaluation.
Management information reports capture the detailed information about staff
productivity and Division performance to monitor workload, balance assignments and
evaluate internal operations. After several discussions with management and staff, we
recommend the automated permit information system be utilized to track and report the
following information:
•

Quadrant Workload;

•

Case Tracking;

•

Elapsed Processing Times;

•

Work in Backlog;

•

Personnel Productivity; and

•

Project Management Measures.
The exhibit on the following page represents the corresponding management

reports the Division needs to generate on a regular basis. The matrix includes the
report name / source, frequency / distribution, and report data.
The Neighborhood Planning Division is currently not provided with the type of
reliable information necessary to manage the processing of permits. The project team
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Exhibit 11 (1)
Recommended Management Reports
For the Neighborhood Planning Division
Report Name

Frequency / Distribution

Report Data

Workload distribution by
quadrant

Monthly to the Senior Manager
and Planner IV’s

Monthly frequency counts of
incoming permit applications by
type and by quadrant

Quadrant Workload Report –
New Cases

Monthly to Planner IV’s in each
quadrant

Information By Planner including
date submitted, date assigned,
and last milestone

Quadrant Workload Report –
Open Cases

Monthly to Planner IV’s in each
quadrant

Information By Planner including
date submitted, date assigned,
date deemed complete, and last
milestone

Quadrant Workload Report –
Inactive Cases

Monthly to Planner IV’s in each
quadrant

Information By Planner including
date submitted, date information
requested from the applicant,
and the nature of the outstanding
information requested

Quadrant Workload Report –
Closed Cases

Monthly to Planner IV’s in each
quadrant

Information by Planner including
date submitted and date the
permit was approved / denied

Case Status Report

Weekly to Planner IV’s and
Senior Manager

Case information by case
number, due date, Planner
assigned, required action, and
last milestone

Elapsed Processing Time Report
– Open Cases

Monthly to Senior Manager,
Zoning Administrator, and
Planning Director

Information by Planner and
quadrant including date
submitted, cycle time objective,
days in process and last
milestone

Elapsed Processing Time Report
– Closed Cases

Monthly to Senior Manager,
Zoning Administrator, and
Planning Director

Information by Planner and
quadrant including date
submitted, cycle time objective,
completion date, total days, and
date of approval or denial

Elapsed Processing Time Report
–Cases Overdue

Monthly to Senior Manager,
Zoning Administrator, and
Planning Director

Information by Planner and
quadrant including date
submitted, cycle time objective,
days into process and last
milestone
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Exhibit 11 (2)
Report Name

Frequency / Distribution

Report Data

Caseload Assignment and
Distribution Report

Monthly to Planner IV’s

All caseload information and
Planners assigned by Planner
name and permit type

Planner Performance Report

Monthly to Planner IV’s, Senior
Manager, Zoning Administrator,
and Planning Director

Elapsed processing time by
quadrant and Planner, including
new cases, open cases, inactive
cases, closed cases, overdue
cases, and % processed within
cycle time objectives.
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feels it is imperative that management utilizes reliable case information to manage,
direct and enhance Division operations. The management reports that the project team
has outlined in this report are a beginning to better understanding the productivity and
workload volume in the Division. The Division may wish to generate additional reports
or receive more detail once these initial management information reports are
implemented and used routinely. These management reports focus more on staff
performance and workload monitoring necessary for management to evaluate the
efficiency and effectiveness of the Division.
Recommendation: Generate ongoing monthly management information reports
using the automated permit information system to track performance against
cycle time objectives and monitor the case workload and performance for
Planners in each quadrant.
(16)

The Senior Managers In Each Quadrant Should Conduct A Desk Audit of
Each Planner’s Existing Case Inventory To Update the Case Inventory.
The project team conducted desk audits of twelve (12) Planners (Planner II’s

and Planner III’s). This represented a 43% sample. A significant proportion of the
cases assigned to this staff were not active.
•

A total of one hundred thirty seven (137) cases, or 53%, were active. On
average, these Planners were assigned 11.4 “active” cases that were being
worked (53% of cases). However, the number of “active” cases ranged from two
(2) cases to twenty-five (25) cases.

•

A total of fifty-eight (58) cases or 22% were closed. On average, these Planners
had 4.8 closed cases. However, the number of closed cases ranged from none
(0) for three Planners to sixteen (16) closed cases for another Planner.

•

A total of thirty-nine (39) cases or 15% were inactive and should have been
closed due to inactivity on the part of the applicant. On average, these Planners
had 3.3 inactive cases. However, the number of inactive cases ranged from
none (0) for one Planner to fourteen (14) cases for another Planner.

•

A total of twenty-one (21) cases or 8% were pending California Environmental
Quality Act processing at Major Environmental Analysis. The number of cases
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pending at Major Environmental Analysis, on average, amounted to 3.3 for each
Planner.
•

Five (5) cases were pending historical preservation review.
The Planner IV’s in each quadrant should conduct desk audits for each of the

Planners assigned to the quadrant to update the cases that are currently open and
assigned to each of the Planners in their quadrant, and to close those cases that are
either inactive or can be closed since a determination has been reached on the case
(the case has been approved or denied). On a monthly basis, once the status of open
cases for each Planner has been updated, the Planner IV’s should meet monthly with
each of the Planners in their quadrant to review the status of all open cases and assure
that the open case inventory is accurate and that these cases are proceeding to
closure in accordance with the adopted cycle time objectives.
Recommendation: The Senior Managers in each quadrant should conduct a desk
audit of the open case inventory of each Planner in the quadrant to update the
cases that are currently open and assigned to each of the Planners in their
quadrant, to close those cases that are either inactive or can be closed since a
determination has been reached on the case, and update the status of these
cases in the automated permit information system.
Recommendation: On a monthly basis, once the status of open cases for each
Planner has been updated, the Senior Managers should meet monthly with each
of the Planners in their quadrant to review the status of all open cases and
assure that the open case inventory is accurate and that these cases are
proceeding to closure in accordance with the adopted cycle time objectives.
6.

UPDATE THE APPLICATION GUIDES
The Planning Department has developed application guides for its major

application types such as planning permits, conditional use permits, variances, etc.
These application guides need to be updated. The guides do not provide sufficient
information to the applicant to aid in the development of a complete application.
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Examples of these problems, using the conditional use permit as an example, are
provided below.
•

The guide does not identify the specific information necessary for a
complete submittal. The existing guide states that:
“In all cases the application must be accompanied by plans sufficient for proper
determination of the case. In most cases a plot plan will be required, showing
accurately the subject lot and adjacent lots, and existing and proposed
structures, on both the subject property and on immediately adjoining properties,
open spaces, driveways, parking areas, trees, and land contours where
relevant. Where the size or use of floor areas is material to the case, floor plans
will also be required. Drawings of building elevations must be provided in cases
in which new construction will occur. All signs and all landscaping calling out
species must be specifically shown. Certain types of conditional uses have
additional special requirements under the Code. The Department staff will assist
in determining what plans are required. A north arrow and scale shall be shown
on each plan, and unless an exception is specifically granted by the Zoning
Administrator the scale shall be not less than 1" = 20' for plot plans, 1/8" = 1' 0"
for floor plans, and 1/4" = 1' 0" for plans showing layout of parking and loading.”
The guide does not specify a requirement or does not specify in detail a
requirement for:
–

A vicinity map showing a one-half mile radius of the site;

–

Accurately dimensioned site plan showing:
••

Property lines.

••

Location, configuration and setbacks of all existing and proposed
buildings and intended uses for the buildings and site, including
occupancy classification and type of construction as defined in the
Building Code.

••

Parking, vehicle circulation areas and driveways.

••

Pedestrian ways and recreation areas, existing and proposed.

••

Ridgeline, where applicable.

••

Fencing.

•

Easements on the property.
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••

All fire hydrants within 300 feet of the project site.

••

All land uses surrounding the project site (may be listed on a
separate sheet).

–

Floor plans, indicating all intended uses of each area.

–

Two copies of a current preliminary title report for projects that involve
construction of a new building or expansion of an existing building
footprint and/or new site improvements such as landscaping, special
paving, utilities and accessory structures.

–

The number of plans to be submitted with the application.

–

Building floor area for projects that involve construction of a new building
or expansion of an existing building footprint (measured from the exterior
faces of the walls less any areas within the buildings devoted to
parking/circulation, malls and similar areas).

–

Floor Area Ratio (FAR) calculations, for commercial or industrial projects
for projects that involve construction of a new building or expansion of an
existing building footprint. When the FAR is proposed to exceed the
threshold provided in the General Plan, the applicant shall include
information to support the findings required.

–

Building coverage of site for projects that involve construction of a new
building or expansion of an existing building footprint.

–

Number of parking spaces, specifying the number of full size,
handicapped, and compact spaces for projects that involve construction
of a new building or expansion of an existing building footprint.

–

A statement of proposed operations, the hours and days of operation, a
detailed description of the activities proposed under this project, and a
description of the proposal for projects that involve construction of a new
building or expansion of an existing building footprint.

–

A material and color sample board for projects that involve construction of
a new building or expansion of an existing building footprint.

•

Schedule time line. The application guide should contain cycle time objectives
for the processing of applications.

•

Incomplete applications. The application guide should indicate that an
application will be considered incomplete if any of the items identified on the
application guide have not been included, and that processing of the application
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will be delayed until the submittal is determined to be complete.
The application guides utilized by the Planning Department should be updated. The
updating of these guides should be based upon the use of a team of Planners from PIC
and from the quadrants.
Recommendation: Update the application guides to clearly identify the
information required to achieve a complete submittal.
Recommendation: The updating of these guides should be based upon the use
of a team of Planners from PIC and from the quadrants.
7.

THE PLANNERS ASSIGNED TO THE QUADRANTS SHOULD FUNCTION AS
CASE MANAGERS FOR LAND USE ENTITLEMENT PERMITS.
The Neighborhood Planning Division does not utilize a case manager for its land

use permit applications. The case manager should act as a single point of contact for
the applicant for the review of the permit by all of the staff and the divisions within the
Department including the land use permit, the environmental review, and the historical
review.
The Planner I’s, Planner II’s and Planer III’s within the Neighborhood Planning
Division should be empowered to manage the review of land use permits to assure the
review by all disciplines is timely, predictable, coordinated, and that the application gets
to a public hearing or permit action. The case manager, empowered as a team leader
of a multi-discipline review team, should be a critical feature the Planning Department’s
land use permit process. Case managers should make the land use permit review
process seamless to the applicant.
The case manager would not be an advocate for a land use permit application,
but someone the applicant can always contact in the Department to find out their
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application’s progress, to ensure disputes between codes and regulations are settled,
and to keep their project on a predictable review schedule.
More specifics regarding the role of the case manager are presented in the
paragraphs below.
(1)

The Case Manager Is There To Make Sure Reviews Of Land Use Permit
Applications Are Timely, That The Review Process Is Predictable, And
That The Application Gets To A Decision Point In A Timely Manner.
The case manager should accomplish this by monitoring a schedule for both

staff reviews and the applicant.
(2)

The Case Manager Would Serve As The Applicant’s Single Point Of
Contact.
The applicant should be able to call a case manager at any time. The applicant

should still be able to call any member of the planning permit review team directly -they'll still have to answer questions concerning plan review on specific items such as
Uniform Building Code, environmental or public improvement requirements -- but the
case manager should be responsible for managing these reviews and always be there
to handle complex issues and pulling these comments from the team together.
(3)

The Case Manager Is Not An Advocate For A Land Use Permit Application,
But He Or She Will Make Sure The Applicant Gets To A Clear Decision
Point In A Timely Basis.
The case manager is not an advocate for an application, and cannot design it for

the applicant. The case manager, however, will make sure the applicant fully
understands the Department’s requirements.
For example, the applicants property may not be able to handle a child care
center project proposed by the applicant due to zoning restrictions limiting the size of a
child care center in a residential neighborhood, environmental, hillside slope, fire
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regulations, height limits or other regulations. The case manager should make sure the
applicant understands this in a timely fashion. The case manager should also ensure
that issues are identified early in the process, so the City can suggest ways to modify
the applicants project to achieve a complete application.
If an issue arises with the review of the planning permit application with which
the applicant doesn’t agree, the case manager is the applicant’s contact to get the
issue resolved. The case manager should take the applicants concerns with the
appropriate staff level, up to and including the Senior Manager.
The case manager is there to ensure the planning permit application review
proceeds in a timely and predictable fashion. The case manager should not be
expected to always give the applicant the answer the applicant wants -- the City's
codes and regulations don't allow everything. So, the answer may be "no, you can't
build that, but, we will give you an option as to what you can build.”
(4)

The Case Manager Should Be Responsible For Complete And Timely
Communication Among The Multi-Disciplinary Team.
Each member of the inter-departmental review team, from Public Works to

Public Utilities Commission will still be there. The case manager makes sure
communications occurs on the multi-disciplinary team, the schedule set by the
quadrant’s Planner IV is met and complex issues are resolved, such as when
conditions of approval conflict.
The case manager should lead any discussions that focus on resolving
conflicting conditions of approval or competing code requirements. His or her job is to
keep the review of the planning permit application coordinated and predictable.
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(5)

The Role Of The Case Manager Should Be Clarified In A Written Policy.
The responsibility and the authority of the case manager should be clearly

spelled out in a written policy by the Department. The responsibility and authority, in
addition to that previously identified, should include:
•

Determining application completeness for all of the City’s requirements;

•

Collecting and integrating comments from other divisions;

•

inter-division problems such as conflicting conditions;

•

Assuring that the conditions of approval suggested by other divisions are
reasonable;

•

Analyzing the application;

•

Coordinating citizen input and comments;

•

Working with the applicant to resolve problems and revise the project as
appropriate;

•

Changing from a regulator and collector of other’s opinions to a problem solver
that is focused on how to get the job done and build a better community;

•

Functioning as an advocate for the process (maintaining timelines and seeing
that the schedule set by the Planner IV is met);

•

Promptly reviewing and issuing notifications of omissions or problems with the
project;

•

Making presentations at public meetings;

•

Coordinating with key decision makers; and

•

Signing the staff reports; and following up on enforcement of conditions.
In summary, the case manager is a team leader for a multi-disciplinary team

who is responsible for keeping the review of a planning permit application on track,
makes sure issues involving conflicting code or regulatory issues are resolved, charts a
clear course for the applicant through the review process, and makes sure issues
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regarding the application are identified early in the review process. The case manager
is not an advocate for a planning permit application, nor are they responsible for the
design or redesign of an application
Recommendation: The Neighborhood Planning Division should develop and
utilize a case management system.
Recommendation: The roles and responsibilities of the case manager in the
Neighborhood Planning Division should be clearly identified in a Departmental
policy and procedure.
8.

THE INTAKE FOR THE LAND USE PERMIT APPLICATION AND THE
ENVIRONMENTAL ASPECTS OF THE APPLICATION SHOULD BE
CONSOLIDATED.
There is a significant intake bottleneck for the land use permit applicant. Land

use permit cases are subject to two intakes: one intake for the land use permit
application and a second intake for the environmental aspects of the application.
Multiple intakes of a land use permit application contribute to inefficiencies by
delaying when the case can be processed by the Planning Department. The intake
process should be restructured to ensure that public counter staff requires all
necessary documents to be submitted prior to accepting the case; this should include
all of the aspects of the case including environmental.
Recommendation: The intake for the land use permit application and the
environmental aspects of the application should be consolidated into a single
intake application process.
9.

THE CASE PLANNER IN THE NEIGHBORHOOD PLANNING DIVISION
SHOULD BE RESPONSIBLE FOR PROCESSING ALL OF THE ASPECTS OF
A LAND USE PERMIT INCLUDING ENVIRONMENTAL REVIEW AND
HISTORICAL REVIEW.
At present, an applicant for a land use permit will need to work with three

different case planners in the Planning Department. These include the case planner in
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the Neighborhood Planning Division responsible for processing the land use permit, a
second case planner in the Neighborhood Planning Division responsible for processing
the historical review for the application, and a third case planner in the MEA
responsible for processing the environmental aspects of the application.
Significant efficiencies could be realized in processing land use permit
applications if the assigned case planner in the Neighborhood Planning Division
conducted historical clearance and the environmental clearance for their cases
including Categorical Exemptions, Negative Declarations, and Mitigated Negative
Declarations, but excluding the Environmental Impact Reports.
To facilitate the exercise of this responsibility, OASIS should construct an
automated program that guides a user, through system prompts, through all steps
necessary to complete an environmental clearance. The system should eliminate
redundant data entry and automatically generate the clearance form. A similar
automated program should be generated for historical review.
The MEA staff currently responsible for conducting the environmental review
should be an important resource in providing the initial and ongoing training to the case
planners in Neighborhood Planning to prepare environmental clearances. The staff
allocated to historical review in the Neighborhood Planning Division should be an
important resource in providing the initial and ongoing training to the case planners in
Neighborhood Planning to prepare historical clearances
Recommendation: The case planner in the Neighborhood Planning Division
should be responsible for processing all of the aspects of a land use permit
including environmental review and historical review.
Recommendation: OASIS should develop automated programs to automate the
environmental clearance and the historical review.
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10.

THE NEIGHBORHOOD PLANNING DIVISION SHOULD FORMALLY NOTIFY
THE APPLICANT OF THE NAME OF THE PLANNER ASSIGNED THE
APPLICATION FOR PROCESSING AND THE SCHEDULE FOR THE
PROCESSING OF THEIR PERMIT.
The Neighborhood Planning Division should notify the applicant of the name of

the project planner assigned to the processing of their application including the
telephone number, fax number, and e-mail address of the project planner. This
notification should occur within five (5) workdays after the application has been
assigned to the project planner. The project planner should enter this milestone into the
automated permit information system.
Once the application is deemed complete, the project planner should set
processing deadlines for the review of the application based upon the cycle time
objectives, and notify the applicant of this tentative schedule within five (5) workdays
after the application has been deemed complete.
Recommendation: The Neighborhood Planning Division should notify the
applicant of the name of the project planner assigned to the processing of their
application including the telephone number, fax number, and e-mail address of
the case manager within five (5) workdays after the application has been
assigned to a case manager.
Recommendation: Once the application is deemed complete, the case manager
notify the applicant of the tentative schedule for processing their application to a
determination within five (5) workdays after the application has been deemed
complete.
11.

APPLICANTS SHOULD NOT BE REQUIRED TO MAKE APPOINTMENTS TO
SUBMIT CONDITIONAL USE AND VARIANCE PERMIT APPLICATIONS TO
THE NEIGHBORHOOD PLANNING DIVISION.
Applicants need to make an intake appointment to submit conditional use and

variance permit applications. Based on calendar schedule information collected by the
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project team, the following is the number of weeks an applicant must wait to submit an
application:
•

Northwest: 7 weeks;

•

Northeast: 1 week;

•

Southeast: 5 weeks; and

•

Southwest: 1 week.

The quadrants have 3 time slots per day to conduct an application intake for
conditional use and variance permit applications. Variance and conditional use permit
applications represent only 30% of the workload experienced by the Neighborhood
Planning Division. On average, a little more than one and one-half conditional use or
variance permit applications are submitted each workday.
The extent to which other cities require that applicants make appointments
before submitting applications is mixed. Anaheim, Sacramento, and San Diego do not
require applicants to make appointments before submitting an application. Oakland
and San Jose do require appointments.
Requiring customers to male appointments before submitting a variance and
conditional use permit application and wait as much as seven (7) weeks does not
provide responsive customer service or enhance the Department’s customer service
reputation. The Department should eliminate the requirement for customers to make
appointments before submitting a variance and conditional use permit application.
Recommendation: The Department should eliminate the requirement for
customers to make appointments before submitting a variance and conditional
use permit application.
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12.

THE AUTHORITY TO MAKE A DETERMINATION REGARDING
DISCRETIONARY REVIEW PERMITS SHOULD BE DELEGATED TO THE
ZONING ADMINISTRATOR.
The Planning Commission derives its planning review authority from San

Francisco’s Municipal Code under the Business & Tax Regulations Code, Article 1
Permit Procedures, Section 26. This section states as follows:
“Subject to Subsection (b) below, in the granting or denying of any permit, or the
revoking or the refusing to revoke any permit, the granting or revoking power may take
into consideration the effect of the proposed business or calling upon surrounding
property and upon its residents, and inhabitants thereof; and in granting or denying
said permit, or revoking or refusing to revoke a permit, may exercise its sound
discretion as to whether said permit should be granted, transferred, denied or revoked.”
This section was first interpreted in 1954 by the City Attorney’s Office in City
Attorney Opinion No. 845. Opinion No. 845 cited the California Supreme Court case
Lindell Co. v. Board of Permit Appeals (1943), 23 Cal. 2d 303 as the basis for its
decision. In that opinion, the City Attorney cautioned that the authority granted to the
Commission by this Section is a sensitive discretion and one that must be exercised with the
utmost restraint.

This Opinion was reaffirmed on April 30, 1979 by City Attorney Opinion

No. 79-29.
The workload associated with planning review is significant both for the staff of
the Planning Department and the Planning Commission as indicated below.
•

In fiscal year 2004-05, a total of 3,725 hours were allocated to the processing of
discretionary review permits. This is equivalent to a little more than two staff
years.

•

The number of discretionary review permits has increased from 199 in 2001 to
243 in 2005.

•

Based upon a review of Planning Commission agendas and minutes by the
project team, it appears that the Planning Commission considers an average of
a almost (5) discretionary review permit applications at each meeting with a
range from a low of one (1) application to a high of seven (7) applications.
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Currently, anyone can file a discretionary review permit application on any
building permit application. Generally, discretionary review permit applications are filed
on residential projects after Section 311 notification to the neighbors within 150 feet
expires. With the addition of Section 312, notification to the neighbors has expanded to
Neighborhood Commercial Districts for use changes and building expansion, in so
doing, including them in the realm of discretionary review permit applications. There
are four ways to file a planning review permit application.
•

Planning Commission Policies. The Commission has adopted policy resolutions
that require mandatory discretionary review of building permit application under
certain circumstances such as the Dwelling Unit Merger Policy or the
Residential Demolition Policy.

•

Staff Initiated: Staff may initiate a discretionary review permit application when
the letter of the law is not sufficient to further the intent of public policy.

•

Neighborhood Concerns. An individual, group, or community organization may
have an issue or concern of the physical impact a project may have on their
property and/or neighborhood.

•

Project Sponsor Initiated. The applicant of a building permit application
disagrees with Staff’s interpretation of the Design Guidelines, Planning Code,
and/or General Plan and is not willing to make the requested modifications to
the project, then they too can initiate a discretionary review and bring the
project before the Commission.
The Planning Commission, generally, conducts a hearing every application filed

for discretionary review.
Indeed, almost all discretionary review permit applications are filed against Code
complying projects. The average person with plans to expand their home within the
parameters established by the Planning Code and Residential Design Guidelines must
undergo additional, often costly, delays associated with a discretionary review permit
application hearing before the Commission.
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In almost all instances, the Planning Commission does not take discretionary
review and approves the project as proposed.
To begin grappling with this issue, the Planning Commission in May 2004
created a “Simple vs. Complex” discretionary review Policy in an attempt to reduce the
number of discretionary reviews that appear before them and “simplify” or reduce the
amount of work expended on certain discretionary review permit application by the
Department. Under this policy, simple” discretionary review permit applications are
processed with a one-page cover sheet identifying the issues with the Department’s
recommendation and attached to the discretionary review permit applicant and project
sponsor briefs and forwarded to the Planning Commission. Simple applications include
the following:
•

Projects where the concerns are not Planning related issues under the purview
of another City Agency or Department, such as construction noise, foundation
excavation and color;

•

Issues of residents not located on the same block or directly across the street
from the project;

•

Light and air to rear yards and/or windows facing the rear yard;

•

Light and air to a light well or side setback for a proposal that matches the
effected light well or setback;

•

Light and air restricted by a new firewall required by the Building Code;

•

Private views;

•

Principally permitted uses;

•

Principally permitted uses in neighborhood commercial districts;

•

Horizontal additions that do not exceed the average depth of the of the two
adjacent buildings; or

•

Vertical additions that do not exceed the average height of the two adjacent
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buildings.
The project team recommends that the process be further streamlined.
(1)

The Planning Department Should Develop Specific Criteria That Must Be
Met For Submittal of Discretionary Review Permit Applications To Be
Deemed Complete.
Applications for discretionary review permit applications do not require much in

the way of justification for submittal. The discretionary review application indicates that
the applicant must complete the application answer all questions fully and provide a
mailing list.
While the application guide for discretionary review permit applications indicates
that the Planning Commission exercise control over a project that meets the zoning
standards applicable to the subject site where exceptional and extraordinary
circumstances exist. The application guide indicates that the burden of showing why a
project that meets the minimum standards should be modified or denied rests with the
applicant.
However, the criteria for accepting or rejecting a discretionary review permit
application are not defined within the application guide. The application guide only
requires the applicant to answer the following questions:
•

What are the reasons for requesting discretionary review? The project meets the
minimum standards of the Planning Code. What are the exceptional and
extraordinary circumstances that justify discretionary review of the project? How
does the project conflict with the City's General Plan or the Planning Code's
Priority Policies?

•

If you believe your property, the property of others or the neighborhood would
be adversely affected, please state who would be affected, and how.

•

What alternatives or changes to the proposed project, beyond the changes (if
any) already made would respond to the exceptional and extraordinary
circumstances and reduce the adverse effects noted above?
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Applications cannot be rejected for failure to meet or satisfy these criteria given
the general nature of the criteria. These criteria should be further refined based upon
guidelines that have been developed by the Neighborhood Planning Division in their
staff reports regarding planning review permit applications. Examples of these criteria
are presented below.
Siting
Does the site draw attention to itself because of its topography or position in the block?
Will the project be competing for attention with neighboring structures?
Does the project respect the topography of the site and the footprint of adjacent structures; therefore,
preserving light and air to adjacent structures and their yards?
Front Setback
Is there an existing pattern of building setbacks?
Will changing the pattern of setbacks have a significant affect on the block-face?
Do the proposed setbacks create new building corners along the block face?(page 19)
Is the site adjacent to a historic building?
Rear Yards
Is there a pattern of rear yard depths creating a common mid-block space?
Will changing the pattern of rear yards have a significant negative effect on the mid-block open space?
Are light and air to adjacent properties significantly diminished by the proposed project?
Are finish materials used on the exposed facades facing the neighboring (adjacent) rear yards?

These criteria should be included in the application guide for discretionary
review permit applications. Those planning review permit applications that do not
satisfy these criteria should be rejected as incomplete based upon the Permit
Streamlining Act.
Recommendation: The Neighborhood Planning Division should revise the
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application guides to specify the criteria that must be satisfied to obtain a
complete submittal for a land use entitlement permit applications.
Recommendation: The land use entitlement permit applications that do not meet
these criteria at submittal should be rejected as incomplete based upon the
Permit Streamlining Act.
(2)

Authority to Approve or Disapprove Simple Land Use Entitlement Permit
Applications Should Be Delegated To the Zoning Administrator.
As noted previously, the Planning Commission in 2004 adopted a policy that

differentiated land use entitlement permit applications into simple and complex. Simple
applications include the following:
•

Projects where the concerns are not Planning related issues under the purview
of another City Agency or Department, such as construction noise, foundation
excavation and color;

•

Issues of residents not located on the same block or directly across the street
from the project;

•

Light and air to rear yards and/or windows facing the rear yard;

•

Light and air to a light well or side setback for a proposal that matches the
effected light well or setback;

•

Light and air restricted by a new firewall required by the Building Code;

•

Private views;

•

Principally permitted uses;

•

Principally permitted uses in neighborhood commercial districts;

•

Horizontal additions that do not exceed the average depth of the of the two
adjacent buildings; or

•

Vertical additions that do not exceed the average height of the two adjacent
buildings.
The responsibility for review and approval or disapproval of simple discretionary
review permit applications should be delegated to the Zoning Administrator. The
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discretionary review permit application, from the applicant’s perspective, is viewed
much like a variance. The Zoning Administrator already considers a variance.
Recommendation: The responsibility for review and approval or disapproval of
simple permit applications should be delegated to the Zoning Administrator.
Recommendation: Appeals from the decisions regarding discretionary review
permit applications should be made directly to the Board of Appeals.
(3)

Simple Discretionary Review Permit Applications Should Only Require A
One-Page Summary Report.
The policy adopted by the Planning Commission in May 2004 regarding

discretionary review applications included a policy statement that “simple” discretionary
review permit applications shall be processed with a one-page cover sheet identifying
the issues with the Department’s recommendation and attached to the planning review
applicant and project sponsor briefs.
This policy, at the timer of initial interviews with the staff of the Planning
Department, had not yet been implemented. The Department should implement this
aspect of the policy adopted by the Planning Commission.
Recommendation: Simple discretionary review permit applications should be
processed with a one-page cover sheet.
13.

THE STAFFING ALLOCATED TO THE QUADRANTS SHOULD
ADJUSTED ANNUALLY TO REFLECT DIFFERENCES IN WORKLOAD.

BE

Workload is not evenly balanced among the quadrants. Based on the total
number of planning cases and building permits assigned to the quadrants during the
twelve-month period reviewed by the project team, the average number of planning
cases assigned to each planner was as follows:
•

Northwest: 43 cases / planner;

•

Northeast: 37 cases / planner;
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•

Southeast: 52 cases / planner; and

•

Southwest: 47 cases / planner.

The following shows the number of total building permits per planner:
•

Northwest: 218 permits / planner;

•

Northeast: 120 permits / planner;

•

Southeast: 213 permits / planner; and

•

Southwest: 378 permits / planner.
The workload among the quadrants is clearly not balanced. That is not

surprising. Levels of development will vary among the different neighborhoods of the
City depending on the mix of uses in the neighborhood and the economic interests in
each neighborhood.
It should be recognized that not all cases are equal in terms of the workload that
these cases represent. The project team evaluated the total number of land use permit
cases since 2000. The results of that workload analysis are presented in the table
below.
Quadrant
Northwest
Northeast
Southeast
Southwest

Number of Planning
Cases
633
427
477
589

Staff Hours Charged
to Cases
12,679
8,832
10,669
9,940

% of Total Hours
Charged to Cases
30.1%
21.0%
25.3%
23.6%

As the table indicates, the Northwest quadrant had more cases and more staff hours
charged to cases than any other quadrant. The Southeast quadrant, the quadrant with
the second highest workload in any quadrant, had 25% fewer planning cases and 16%
fewer hours charged to those cases. Yet the Southeast quadrant is allocated the same
number of Planner positions as the Northwest quadrant. The Southwest quadrant is
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allocated only one less Planner position than the Northwest quadrant, yet has 7%
fewer cases and 22% fewer staff hours charged to planning cases.
Recommendation: The staffing allocated to the quadrants should be adjusted
annually to adjust for differences in workload.
14.

THE POLICIES AND PROCEDURES FOR THE NEIGHBORHOOD PLANNING
DIVISION SHOULD BE UPDATED AND PLACED ON THE PLANNING
DEPARTMENT’S INTRANET.
The Neighborhood Planning Division has developed an extensive policies and

procedures manual. This manual includes an extensive array of policies and
procedures. These include such policies and procedures as the following:
•

Board of Appeals;

•

Board of Supervisor legislation;

•

Building permits;

•

Case closeout;

•

CEQA exemption;

•

City Attorney;

•

Coastal Permits;

•

Code enforcement;

•

Conditional use permits; and

•

Condominium conversions.

An effort to update and expand these procedures began in 2004, but appears to have
dissipated in late 2005.
In developing policies and procedures for the Neighborhood Planning Division,
the following approach should be utilized.
•

Minimize. The policies and procedures should be kept to a minimum.
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•

Best Methods. Make certain the procedure represents the “bet method”. This
means the procedure has undergone detailed analysis and is continually
challenged.

•

Review and Revise. All policies and procedures should be reviewed annually.

•

Keep Current. The problem with many policies and procedures is that they have
long ago outlived their usefulness. No one remembers why the policies and
procedures were created in the first place. Sometimes they contradict each
other and create even more confusion. Responsibility for updating these policies
and procedures should be clear.

•

Short is better than long. It is not the quantity, but the quality of information that
is the essential problem of the information age.

•

Be ready to change. The key to organizational effectiveness and efficiency is
finding a better way. The department must always be ready to challenge current
policy - throw it out – change it.

•

The policies should be available on the Department’s intranet site. This should
facilitate easy updating.
The Neighborhood Planning Division should strive to achieve the best practices

presented below in developing the policies and procedures manual.
The Division has developed written policies and procedures to guide managers, supervisors, and
employees.
The Division has established a committee to develop, update, and evaluate its policies.
The committee annually recommends changes to the Division’s policies and procedures that are
needed to reflect changes in law, city or department action.
The committee periodically (once every four or five years) comprehensively evaluates and
recommends changes to the Division’s policies to ensure that they are complete and relevant.
The Senior Manager reviews, changes (if necessary), and adopts the committee’s recommended
changes to district policies.
The Division has a process to annually update the procedures to reflect changes in law or Board of
Supervisors action that affect administrative matters.
The Division has a process to periodically (every four to five years) evaluate and revise the procedures
to ensure that they are complete, relevant, and provide for the efficient operation of the Division.
The Division’s policies and procedures are readily accessible to all Division staff, and staff uses them to
guide their activities.
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The project team previously recommended that the Planner IV position assigned
to training should be reclassified as a Training Officer and reassigned to the
Administration Division. This position should be responsible for the provision of training
services for the entire department including the development of a training needs
assessment for the Department and the staff in the Department. The Administration
Division should be responsible for development and updating of the policies and
procedures of the Department including the development of policies and procedures for
processing of permits by the Neighborhood Planning Division.
Recommendation: The Neighborhood Planning Division should establish a
policy and procedure committee consisting of five to seven staff that includes a
representation of staff from all sections.
Recommendation: The Neighborhood Planning Division should update the
policies and procedures manual working with the committee.
Recommendation: The completed policies and procedures manual should be
published to the Department’s Intranet.
15.

THE MIX OF PLANNER I’S PLANNER II’S, AND PLANNER III’S IN THE
NEIGHBORHOOD PLANNING DIVISION SHOULD BE ADJUSTED.
The table below presents the allocation of staff hours for the Neighborhood

Planning Division.
Program Name
Building/Sign/Demo/Grading
Permits
Administration
Information Services (PIC)
Conditional Uses
Planning Review
Variances
Preservation Administration
Zoning Administration
Project Review Meetings
Police, Fire, Health Permits
Sec. 309 (Downtown)
Matrix Consulting Group

Estimated FTE’s (At
1,648)

Hours
14,971
13,994
11,657
5,707
3,725
3,615
3,351
1,587
1,360
1,194
1,060

9.08
8.49
7.07
3.46
2.26
2.19
2.03
0.96
0.83
0.72
0.64

Percent
22.53%
21.06%
17.54%
8.59%
5.61%
5.44%
5.04%
2.39%
2.05%
1.80%
1.60%
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Program Name
Environmental Review
Cert. Of Appropriateness
Text Amendments
Landmark Designation
Community Planning
Map Amendments
General Plan Implementation
Prop K Review
Condominiums
Misc. Cases (Mills Act)
Other
Total

Hours
892
663
476
390
326
206
174
170
158
129
646
66,451

Estimated FTE’s (At
1,648)
0.54
0.4
0.29
0.24
0.2
0.13
0.11
0.1
0.1
0.08
0.39
40.31

Percent
1.34%
1.00%
0.72%
0.59%
0.49%
0.31%
0.26%
0.26%
0.24%
0.19%
0.97%
100%

In total, the Division staff are allocating the majority of their available work hours on the
processing of building permits (over nine full-time equivalent staff), Administration,
Public Information Counter services, conditional use permits, planning review permits
and variance permits). The Neighborhood Planning Division is allocating almost onehalf of its available work hours to building permits, administration, and planning review.
However, 64% of the Planners in the four quadrants are Planner III’s; only 36%
are Planner I’s and Planner II’s. Much of the work regarding the processing of building
permits and planning review permits are being accomplished by Planner III’s. This staff
is being underutilized when performing these services. The Neighborhood Planning
Division and the Planning Department should evaluate the mix of cases processed and
the mix of Planners, and assess whether a greater proportion of Planner I’s and
Planner II’s should be utilized given the large proportion of building and planning
review permits.
Recommendation: The mix of Planner I’s, Planner II’s and Planner III’s in the
Neighborhood Planning Division should be adjusted to reflect the significant
proportion of available work hours allocated to building permits.

Matrix Consulting Group

Page 213

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

16.

THE STAFF OF THE NEIGHBORHOOD PLANNING DIVISION SHOULD
REDUCE THE AMOUNT OF STAFF HOURS ALLOCATED TO BUILDING
PERMIT PLAN CHECKING.
The exhibit following this page presented the allocation of staff hours by the

Neighborhood Planning Division based upon the user fee study. Important points to
note regarding the table are presented below.
•

50.6% of the work hours of the staff allocated to the Neighborhood Planning
Division are allocated to the processing of building permits;

•

On average, the staff are allocating four (4) hours per building permit plan check
(all valuations); and

•

Only 26.6% of the work hours of the staff were allocated to processing of land
use permits such as discretionary review requests, conditional use permits, etc.
The experience of the project team in the analysis of other Planning

Departments and in the development of user fees for Planning Departments indicates
that the Neighborhood Planning Division is allocating significantly more work hours to
building permit plan checking than appropriate, and too few hours to the processing of
land use permit applications.
Recommendation: The Neighborhood Planning Division should reduce the
amount of work hours allocated building permit plan checking.
Recommendation: The Neighborhood Planning Division should increase the
amount of work hours allocated to planning permit applications including
environmental clearances and historical review.
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Exhibit 14 (1)
Allocation of Staff Hours for the
Neighborhood Planning Division
Service Name
Discretionary Review Request
Mandatory Discretionary Review
Planning Code Text Amendment Request
Zoning Map Change
Setback Change
Institutional Master plan - Abbreviated
General Plan Referral
Conditional Use (Including PUD)
Section 321 (Annual Limit) Review
Variance
Section 309 Review
Application for 1 or More Exceptions Under 309
Landmark Designation - Applicant Initiated
Historic District designation
Certificate of Appropriateness-$0 to $999
Certificate of Appropriateness-$1,000 to $9,999
Certificate of Appropriateness-$10,000 or More
Miles Act Historical Properties Contract
Article 11-Designation or Change of Designation
Article 11-Alteration of Sig/Contrib Building
Article 11-Demolition of Sig/Contrib Building
Article 11-Statement of Eligibility
Article 11-Certiicate of Transfer, Execution of
Article 11-RDR (Notice of Use)
Land Subdivision - 2-4 Units
Land Subdivision - 5-9 Units
Land Subdivision - 10-19 Units
Land Subdivision - 20-49 Units
Land Subdivision - 50-99 Units
Land Subdivision - 100+ Units
New Condominium - 2-4 Units
New Condominium - 5-9 Units
New Condominium - 10-19 Units
New Condominium - 20-49 Units
New Condominium - 50-99 Units
New Condominium - 100+ Units
Condo Conversion 2-4 Units
Condo Conversion 5-6 Units
Project Review (Policy / Code Interpretation)
Project Notofication (BBN)
Written Determination By Zoning Administrator
Temporary Use Permit Review
Building Permit (all valuations)
Matrix Consulting Group

Annual
Volume
185
37
1
6
1
1
33
143
2
247
14
1
1
1
4
5
31
1
1
3
1
1
15
1
12
1
1
1
1
1
1
1
1
1
2
1
13
3
491
110
397
12
8,278

Number
of Hours
4,024
629
51
162
14
11
545
7,967
35
4,323
910
7
60
465
64
80
496
95
25
78
6
7
30
6
60
5
5
5
5
5
5
5
5
5
10
5
65
27
1,637
56
1,026
24
35,894

% of Total
5.3%
0.8%
0.1%
0.2%
0.0%
0.0%
0.7%
10.5%
0.0%
5.7%
1.2%
0.0%
0.1%
0.6%
0.1%
0.1%
0.7%
0.1%
0.0%
0.1%
0.0%
0.0%
0.0%
0.0%
0.1%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.1%
0.0%
2.1%
0.1%
1.3%
0.0%
47.1%
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Service Name
Building Permit-Shadow Request - No Impact
Building Permit - Shadow Request - Potential Impact
Building Permit Review - Shadow Review - Impact
Building Permit - Public Notification
Building Permit - Fire, Police, and Health Permit Fees
Code Enf. Gen'l Adv. Signs
Gen'l Advertising Signs Appeal
Board of Appeals
Board of Supervisor's Appeal
Code Enf. Cases referred by DBI
"F" Cases for Mayor's Office of Community Devel
"F" Cases for other lead agencies
Board of Supervisor's Cases
Inclusionary Housing Working Committee
SF Biz for small business
Nominations to Nat'l Reg of Historic Places
Landmark Designations - City Initiated
Citywide Survey of Cultural Resources
Neighborhood Planning Overhead
Training - In-House
Holding Account for Payroll
Hearing Waiting Time
Administration and Department Wide Support
Independent Professional Support
Training Off-Site
Management labor Relations
Forms Committee
Procedures Manual
Board of Supervisors and Analysts Requests
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Annual
Volume
44
1
1
1,117
933
40
28
342
164
450
40
1
68
1
1
10
10
1
1
1
1
1
1
1
1
1
1
1
1

Number
of Hours
110
12
25
1,862
700
450
140
765
1,353
525
89
33
3,468
18
36
230
1,650
2,070
2,708
442
437
51
34
30
24
6
18
3
1
76,228

% of Total
0.1%
0.0%
0.0%
2.4%
0.9%
0.6%
0.2%
1.0%
1.8%
0.7%
0.1%
0.0%
4.5%
0.0%
0.0%
0.3%
2.2%
2.7%
3.6%
0.6%
0.6%
0.1%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
0.0%
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6.

ANALYSIS OF THE MAJOR ENVIRONMENTAL
ANALYSIS DIVISION
This chapter presents an analysis of the Major Environmental Analysis Division.

This analysis includes the following:
•

The plan of organization for the Division;

•

The extent to which the Department utilizes a “one stop” Permit Center for the
processing of land entitlement permit applications including environmental
applications;

•

The “user friendliness” of the process utilized by the Major Environmental
Analysis Division in terms of the ease of submitting applications, the provision of
easy-to-understand application guides, etc.;

•

The timeliness of processing permit applications;

•

The efficient and effective use of existing staff;

•

The adequacy of staffing;

•

The use of a case management system by the Division.
A summary of the recommendations contained in this chapter are presented in the

exhibit on the following page.
1.

THE MAJOR ENVIRONMENTAL ANALYSIS DIVISION IS AUTHORIZED 30
POSITIONS AND IS RESPONSIBLE THE ADMINISTRATION OF
ENVIRONMENTAL REVIEW OF PLANNING PERMITS.
The Major Environmental Analysis Division is responsible for the administration

of the environmental review under the California Environmental Quality Act for all
departments and agencies of the City and County of San Francisco. The staff are not
organized into specific teams; rather, all of these staff could and do receive supervision
from any Planner IV position depending on the type of project assigned to these staff.
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Summary of the Recommendations for the
Neighborhood Planning Division
Chapter /
Section

Recommendation

6.3

The Major Environmental Analysis Division should establish a policy and procedure
committee consisting of five to seven staff that includes a representation of staff from all
sections.

6.3

The Major Environmental Analysis Division should update the policies and procedures
manual working with the committee.

6.3

The completed policies and procedures manual should be published to the
Department’s Intranet.

6.4 (4)

The Senior Manager responsible for supervising the Planner III’s and Planner II’s in the
processing of environmental applications should be held accountable for ensuring that
the staff under their supervision meet the processing requirements of the State’s
Guidelines for implementation of the California Environmental Quality Act.

6.4 (4)

The automated permit information system should be utilized to report monthly the extent
of compliance with processing requirements of the State’s Guidelines for
implementation of the California Environmental Quality Act.

6.4 (4)

The Division should adopt performance measures regarding the actual time required for
processing of cases and compare this to the requirements of the State’s Guidelines for
implementation of the California Environmental Quality Act.

6.4 (5)

Develop and adopt a written Department policy and procedure for the timeline for case
assignment and distribution after case intake.

6.4 (5)

Establish a timeline objective for distribution of the case to the appropriate Senior
Managers one (1) workday after intake assignment to the appropriate Planner.

6.4 (5)

Hold the Senior Managers accountable for meeting the timeline for case assignment to
the Planners.

6.4 (6)

Develop and adopt a written Division policy and procedure standards for the
maintenance of case status information in the automated permit information system by
the Planner’s.

6.4 (6)

Develop and adopt a Division written policy and procedure that assigns responsibility to
the Planners for ongoing maintenance of case status information in the automated
permit information system and that requires the Planner IV’s to audit the caseload
assigned to each of the Planners under their supervision to determine whether the case
is active, is inactive as a result of applicant inaction and should be terminated, or has
been closed and the case should be updated in the automated permit information
system.

6.4 (7)

Develop and adopt a policy and procedure regarding the timing for closure of permit
cases as a result of inactivity by the applicant.

Matrix Consulting Group

Page 219

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

Chapter /
Section

Recommendation

6.4 (7)

The 30-day incomplete letter should inform the applicant that, if the applicant does not
correct the deficiencies within a specified time period, the application will be closed. The
30-day incompleteness letter should also inform the applicant that the permit fee will not
be refunded if the case is closed due to failure to respond to the 30-day incompleteness
letter within the specified time period, and a new re-submittal fee will be required as
well.

6.4 (8)

Establish cycle time objectives for the initial study, categorical exemptions, negative
declarations and mitigated negative declarations, and environmental impact reports.

6.4 (8)

The development of these cycle time objectives should be a collaborative effort by
representative Planner II’s, Planner III’s and Planner IV’s.

6.4 (8)

These cycle time objectives should be posted on the Department website and identified
in the Department’s application materials.

6.4 (9)

Track and monitor the success or failure of planners in meeting cycle time objectives
through regular management information reports generated on a monthly basis by
OASIS.

6.4 (10)

Planner IV’s should formally plan and schedule the permits processed by their staff
using the automated permit information system.

6.4 (10)

The Planner IV’s should be held accountable for the ongoing maintenance of this open
case inventory and the completion of the processing of permits by their staff in
accordance with the cycle time objectives.

6.4 (11)

Generate ongoing monthly management information reports using the automated permit
information system to track performance against cycle time objectives and monitor the
case workload and performance for Planners.

6.4 (11)

The Planner IV’s should conduct a desk audit of the open case inventory of each
Planner under their supervision to update the cases that are currently open and
assigned to each of the Planners, to close those cases that are either inactive or can be
closed since a determination has been reached on the case, and update the status of
these cases in the automated permit information system.

6.4 (11)

On a monthly basis, once the status of open cases for each Planner has been updated,
the Planner IV’s should meet monthly with each of the Planners under their supervision
to review the status of all open cases and assure that the open case inventory is
accurate and that these cases are proceeding to closure in accordance with the
adopted cycle time objectives.

6.5

The Major Environmental Analysis Division should streamline the environmental review
process as allowed by the California Public Resources Code including the use of a
focused environmental impact report for multi-family and mixed-use projects, limiting the
application of CEQA effects of a project and providing partial exemptions, exempting
residential projects from preparation of an environmental impact report or negative
declaration, and infill housing.
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Chapter /
Section

Recommendation

6.5

As the Division proceeds with the updating of the Division’s policies and procedures
manual, it should integrate these opportunities to streamline the environmental review
process into the manual.

6.6

The Division should develop an Environmental Assessment Form including instructions
regarding how applicants should prepare the form.

6.6

The Environmental Assessment Form should be required as part of the submittal of any
land entitlement permit.

6.6

Staff assigned responsibility for determining the completeness of an land entitlement
permit application should also be responsible for quality control / completeness
assessment of the Environmental Assessment Form.

6.7

The Major Environmental Analysis Division should develop and install a mitigation
monitoring program.

6.7

The Department should develop and adopt a fee to recover the costs associated with
the mitigation monitoring program.

6.7

The Major Environmental Analysis Division should meets its responsibility for mitigation
monitoring through the use of the Code Enforcement Unit.

6.8

Responsibility for preparation of initial studies and categorical exemptions should be
transferred to the Neighborhood Planning Division.

6.8

The Planners within the Neighborhood Planning Division should be provided with
training in the methods and procedures for preparing environmental clearances.

6.8

The Major Environmental Analysis Division should continue to be responsible for
preparation of negative declarations and environmental impact reports.

6.8

Responsibility for preparation of initial studies and categorical exemptions should not be
transferred to the Neighborhood Planning Division until the Major Environmental
Analysis Division updates the environmental clearance policies and procedures.

6.9

The Planning Department should insource the responsibility for management of the
preparation of environmental impact reports by environmental consultants.

6.10

The Planning Department should streamline the categorical exemption certificates of
determination documents and the amount of staff hours required for preparation of
these documents.

6.11

The Planner IV’s in the Major Environmental Analysis Division should not routinely be
assigned environmental cases (e.g., categorical exemptions, initial studies, etc.)

6.12

The level of staffing in the Major Environmental Analysis Division should not be
adjusted; the level of staffing is more than sufficient if the preparation of the categorical
exemption certificates of determination is streamlined. However, as responsibility for
preparation of initial studies and categorical exemptions are reallocated to the
Neighborhood Planning Division, staff should be reallocated from the Major
Environmental Analysis Division to the Neighborhood Planning Division.
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From a personnel standpoint, each of the personnel has a designated Planner
IV for administrative supervision such as vacation scheduling, personnel issues, etc.
The Division is organized as presented in the chart below.
Senior
Manager
(1)
Senior
Clerk
Typist
(1)

Planner IV
(1)

Planner IV
(1)

Planner IV
(1)

Planner III
(1)

Planner III
(2)

Planner III
(2)

Planner II
(2)

Planner II
(1)

Planner II
(1)

Planner IV
(1)

Transit
Planner IV
(1)

Env.
Planner III
(3)

Env.
Planner III
(3)

Planner IV
(1)

PUC
Planner IV
(1)

Env.
Planner III
(5)

Planner IV
(1)

Projects subject to CEQA are those which could result in a physical impact on the
environment and which require a planning decision by the City, including the following
types of projects:
•

Public Works construction and related activities;

•

Development requiring a building permit;

•

Conditional Use permits;

•

Enactment and amendment of zoning ordinances; and

•

Adoption or amendment of the general plan elements.
Division staff will research the potential environmental impacts of a planning

permit application after an Environmental Evaluation application is completed and filed
with the Division, and will notify the applicant if any special studies are needed (such as
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a transportation study, geotechnical study, shadow study, historic/architectural resource
study, etc). The Planning Department does not issue permits, allocate funds or
implement policies without environmental review.
The Division charged a total of 30,383 staff hours in the Departments’ project
accounting system in FY 2007 to various activities and projects. The largest proportion
of the work performed by the Division, for FY 2007, consists of the following:
•

CEQA initial studies to determine whether the proposed project will have a
significant effect on the environment – 8,893 staff hours or 29% of the total;

•

Preparation of categorical exemption determination document – 2,455 staff hours
or 8% of the total;

•

Preparation of categorical exemption determination document that includes a
historical resource evaluation review – 813 staff hours or 3% of the total;

•

Preparation of negative declaration reports– 153 staff hours or 0.5% of the total;

•

Preparation of environmental impact reports -1,100 staff hours or 4% of the total;

•

Appeals of environmental determinations – 818 staff hours or 3% of the total;

•

Transportation studies – 1,232 staff hours or 4% of the total;

•

Staffing the Public Information Counter – 770 staff hours or 3% of the total;

•

Environmental review overhead – 9,638 staff hours or 32% of the total; and

•

Training – 308 staff hours or 1% of the total.

These ten activities and projects comprise almost 88% of the total hours. There were in
addition, 1,977 staff hours charged to environmental review of projects in which the type
of environmental review (initial study, categorical exemption determination, etc.) was not
identified.
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2.

THERE ARE A NUMBER OF STRENGTHS AND OPPORTUNITIES FOR
IMPROVEMENT IN THE MAJOR ENVIRONMENTAL ANALYSIS DIVISION.
There are a number of strengths in the manner that the Major Environmental

Analysis Division delivers its services. These strengths are portrayed below.
•

The Division conducts initial studies to provide more detailed information
regarding the impacts of the proposed project and to identify the environmental
issues to be considered in the draft Environmental Impact Reports. Further, the
Division conducts “initial studies” to determine negative declarations.

•

The Division has published to their website documents and announcements
related to their work, including Environmental Impact Reports, and Negative
Declarations / Initial Studies.

•

Little of the environmental analysis completed by the Division is being appealed
to the Board of Supervisors. In fiscal year 2007, there were a total of fourteen
(14) appeals. Ten of these appeals were for categorical exemption
determinations.

•

The Division is moving towards a “triage” system at intake to quickly determine
the type of environmental determination required and assign the application to a
Planner for environmental analysis.
There are a number of opportunities for improvement. These opportunities are

presented below.
•

The Division has not developed a consistent approach for determining the
significance of environmental impacts under CEQA. There are no formal and
updated policies and procedures that guide personnel in this regard to promote
consistency among personnel.

•

The Division has not formally adopted cycle guideline objectives to manage the
timeliness of environmental review.

•

The Division does not effectively manage the amount of calendar days required
to determine whether a project has been deemed complete to enable the
environmental analysis by the Division. The Division has 30 calendar days to
determine the application is complete.

•

The Division does not effectively manage the meeting of the cycle time
requirements of Title 14 of the California Code of Regulations, Chapter 3
Guidelines for Implementation of CEQA, Article 8 for completing the categorical
exemption determination. The lead agency has 30 calendar days, after deeming
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the application complete, to complete the categorical exemption determination. In
fiscal year 2007, the Department required 209 days to the categorical exemption
determination from the date of application, including those applications that
required historical review.
•

The Division does not effectively manage meeting of the cycle time requirements
of Title 14 of the California Code of Regulations, Chapter 3 Guidelines for
Implementation of CEQA, Article 8 for completing the initial study. Section 15102
in Article 8 states that the lead agency shall determine within 30 days after
accepting an application as complete whether it intends to prepare an EIR or a
Negative Declaration.

•

A cycle guideline objective - complete and adopt a negative declarations within
180 calendar days from the date when the Division deemed the application as
complete - is not effectively manage by the Division. The internal tracking system
being utilized by the Division does not consistently record this information.

•

A cycle guideline objective - complete and certify the final environmental impact
report within one year after the date when the Division accepted the application
as complete - is not effectively manage by the Division. The internal tracking
document utilized by the Division does not include dates that indicated when the
application was deemed complete, or a date for which the project was certified.

•

Historical preservation analysis for CEQA seems to be an issue as being a
contributing factor to the backlog. This was mentioned by several of the staff in
the Division, citing the months required for completion of the analysis by the
Planners dedicated to historical preservation analysis in the Neighborhood
Planning Division. A review of the MEA review log maintained by the Division
confirms that this is a consistent problem.

•

The Division does not utilize Major Environmental Impact Reports, Program
Environmental Impact Reports or Specific or Community Plan Environmental
Impact Reports to provide opportunities for streamlining the environmental review
process.

•

The Division is not managing the caseload assigned to staff. This was
substantiated by desk audits of six (6) Planners in the Division. The desk audits
indicated that a Planner had an average of 7.8 active cases being worked (51%
of cases), 4 cases which were inactive (26% of cases), and 3.7 closed cases
(24% of cases). In addition, the Planner was working on an average of 2.8
categorical exemption cases (25% of open cases), 4 negative declaration cases
(35% of open cases), and 4.7 environmental review reports (41% of open cases).

•

Workload is not evenly balanced among the staff of the Division.
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•

Applicants are submitting a separate application to the Division in addition to the
applications submitted to the Public Information Counter for the Neighborhood
Planning Division.

•

There are a significant number of Planner IV positions in this Division (some with
heavy caseloads).

•

The Division lacks GIS tools to support its analysis of environmental impacts of
“E” environmental applications.

•

The Division is not monitoring mitigation measures as required by AB 3180.

•

The categorical exemption analysis completed by the Division is much more
labor intensive and lengthy than required by Title 14 of the California Code of
Regulations, Chapter 3 Guidelines for Implementation of CEQA and the level of
its peers in the State.
The opportunities identified by the project team have been long standing

challenges to the effectiveness of the Division.
3.

THE MAJOR ENVIRONMENTAL ANALYSIS DIVISION SHOULD UPDATE ITS
POLICIES AND PROCEDURES MANUAL.
The Major Environmental Analysis Division developed an extensive policies and

procedures manual. This manual includes an extensive array of policies and
procedures. It was, however, developed in 1988. A number of staff in the Division cited
this as a problem including having to ask other staff in the Division for guidance
regarding the processing of “E” environmental applications.
The policies and procedures for the Division need to be updated. The process
that should be utilized is presented below.
•

Minimize. The policies and procedures should be kept to a minimum.

•

Best Methods. Make certain the procedure represents the “bet method”. This
means the procedure has undergone detailed analysis and is continually
challenged.

•

Review and Revise. All policies and procedures should be reviewed annually.
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•

Keep Current. The problem with many policies and procedures is that they have
long ago outlived their usefulness. No one remembers why the policies and
procedures were created in the first place. Sometimes they contradict each other
and create even more confusion. Responsibility for updating these policies and
procedures should be clear.

•

Short is better than long. It is not the quantity, but the quality of information that
is the essential problem of the information age.

•

Be ready to change. The key to organizational effectiveness and efficiency is
finding a better way. The department must always be ready to challenge current
policy - throw it out – change it.

•

The policies should be published to the Department’s intranet site.
The Division should strive to achieve the best practices presented below in

developing the policies and procedures manual.
The Division has developed written policies and procedures to guide managers, supervisors, and
employees.
The Division has established a committee to develop, update, and evaluate its policies.
The committee annually recommends changes to the Division’s policies and procedures that are
needed to reflect changes in law, city or department action.
The committee periodically (once every four or five years) comprehensively evaluates and
recommends changes to the Division’s policies to ensure that they are complete and relevant.
The Planner V reviews, changes (if necessary), and adopts the committee’s recommended changes to
departmental policies.
The Division has a process to annually update the procedures to reflect changes in law or Board of
Supervisors action that affect administrative matters.
The Division has a process to periodically (every four to five years) evaluate and revise the procedures
to ensure that they are complete, relevant, and provide for the efficient operation of the Division.
The Division’s policies and procedures are readily accessible to all Division staff, and staff uses them to
guide their activities.

The Division should update its policies and procedures including the
development of policies and procedures for processing of permits by the Major
Environmental Analysis Division.
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Recommendation: The Major Environmental Analysis Division should establish a
policy and procedure committee consisting of five to seven staff that includes a
representation of staff from all sections.
Recommendation: The Major Environmental Analysis Division should update the
policies and procedures manual working with the committee.
Recommendation: The completed policies and procedures manual should be
published to the Department’s Intranet.
4.

THE EFFECTIVENESS OF CASE MANAGEMENT PRACTICES IN THE
MAJOR ENVIRONMENTAL ANALYSIS DIVISION SHOULD BE IMPROVED.
The project team utilized a number of tools to evaluate the effectiveness of case

management by the Major Environmental Analysis Division. This included (1) a “desk
audit” of cases assigned to the Division to determine the proportion of cases that were
active, inactive, closed, etc.; (2) the amount of calendar days it required to process
environmental applications assigned to the Division versus the requirements set by Title
14 of the California Code of Regulations, Chapter 3 Guidelines for Implementation of
CEQA, Article 8; (3) the amount of calendar days required to assign cases to Planners
after initial receipt or intake of the case; (4) the balancing of cases among the Planners
in the Division to level out workload; and (5) a significant proportion of the available
work hours of Planners in the Major Environmental Analysis Division is utilized for
activities other than the processing of environmental applications.
(1)

The “Desk Audit” of a Sample of Cases Assigned to Planners in the
Division Indicates That Case Management Practices Are Ineffective.
To assess the effectiveness of case management practices of the Division, the

project team conducted a number of “desk audits” of Planner positions in the Division to
provide a more clear depiction of actual workload. This involved identifying the number
of “active cases” based upon the Department’s automated permit information system
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(as of March 2006 and subsequently updated by case audits in October 2007), and then
comparing that to the actual caseload for a sample of Planners. This “desk audit”
considered the following:
•

Was the case actually “active,” with the Planner providing actual follow up,
review, etc. on that case within the past 30, 60, or 90 days?

•

Was the case “inactive,” and the Planner has not worked on the respective case
for longer than 90 days and in some cases, years (e.g., pending applicant
information, pending neighbors to resolve an issue, etc.)?

•

Was the case pending at historical preservation?

•

Was the case actually closed (e.g., went to hearing and not properly updated in
the system, case withdrawn, etc.), but the case closure was not reflected in the
Department’s database?
Overall, the Departments automated permit information system indicated an

average of 15.5 active cases for the Planners included in the “desk audit.” However, the
“desk audits” indicated that these Planners actually averaged 7.8 “active” cases. In
addition, there was a significant range in the number of “active” cases from a low of two
(2) cases to a high of twelve (12) cases. This indicates a significant opportunity to
improve case management of the permit cases assigned to the Major Environmental
Analysis Division.
(2)

The Number of Environmental Cases Assigned To Planners Is Not
Effectively Balanced.
For environmental cases, the project team collected the number of “active” cases

per planner (based on the automated permit information system). There were significant
variations in caseload among the Planners in the Major Environmental Analysis
Division. Important points to note regarding the balance of workload among Planners is
presented below.
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•

The automated permit information system indicated that cases were still
assigned to staff that had resigned and no longer worked for the Planning
Department.

•

The number of environmental cases assigned to Planners still employed by the
Division ranged significantly from Planner to Planner with some assigned fewer
than ten (10) cases and others with twenty or more.

There were clear imbalances in the number of cases assigned to Planners in the Major
Environmental Analysis Division.
(3)

A Significant Proportion of the Available Work Hours of Planners in the
Division Is Utilized For Activities Other Than the Environmental Review.
The project team collected the number of hours charged by Planners in the Major

Environmental Analysis Division. A total of 9,638 staff hours or 32% of the total, were
charged to environmental review overhead.
*

*

*

*

*

*

The project team recommends that the Major Environmental Analysis Division
take a number of steps to address these problems by enhancing case management of
environmental permits. These proposed steps are presented below.
(4)

Process Permits In A Timeline That Complies With Title 14 of the California
Code of Regulations, Chapter 3 Guidelines for Implementation of CEQA,
Article 8.
Time limits for Environmental Impact Reports, negative declarations, and report

preparation contracts are identified in the State’s Guidelines for implementation of the
California Environmental Quality Act (Title 14 of the California Code of Regulations,
Chapter 3, Article 8) and the California Government Code Sections 65950. These time
limits are presented below.
•

Lead Agency or Responsible Agency shall determine whether an application for
a permit or other entitlement for use is complete within 30 days from the receipt
of the application except as provided in Section 15111. If no written
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determination of the completeness of the application is made within that period,
the application will be deemed complete on the 30th day.
•

The Lead Agency shall determine within 30 days after accepting an application
as complete whether it intends to prepare an EIR or a Negative Declaration [the
Initial Study] or use a previously prepared EIR or Negative Declaration except as
provided in Section 15111 (Projects with Short Time Periods for Approval). The
30-day period may be extended 15 days upon the consent of the lead agency
and the project applicant.

•

With private projects involving the issuance of a lease, permit, license, certificate,
or other entitlement for use by one or more public agencies, the negative
declaration must be completed and approved within 180 days from the date
when the lead agency accepted the application as complete.

•

With a private project, the Lead Agency shall complete and certify the final EIR
as provided in Section 15090 within one year after the date when the Lead
Agency accepted the application as complete. Lead Agency procedures may
provide that the one-year time limit may be extended once for a period of not
more than 90 days upon consent of the Lead Agency and the applicant.

•

Any public agency that is the lead agency for a development project shall
approve or disapprove the project within sixty days from the determination by the
lead agency that the project is exempt from the California Environmental Quality
Act (Division 13 (commencing with Section 21000) of the Public Resources
Code) if the project is exempt from the California Environmental Quality Act.
Based on the limited available data, the Major Environmental Analysis Division

does not appear to comply with these timelines.
The previous audit of the Planning Department, completed by the Budget Analyst
in 2002, also noted that the Planning Department was not operating in compliance with
State time limits for environmental permits. The report noted problems with adherence
to the State’s Guidelines for implementation of the California Environmental Quality Act
as noted below.
•

The Planning Department is not operating in compliance with several key State
laws designed to expedite the development project application review process
and to inform applicants of process requirements and timelines, including:
–

Time limits on determining application completeness;
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–

Notifying applicants in writing if their applications are complete;

–

Time limits for analysis of and decision making on proposed projects;

–

Time limits for environmental review; and,

–

Disclosure to applicants about these time limits and certain aspects of the
application review process.

•

Application forms and materials are confusing and the process for determining
application completeness is not clear. A review of a sample of cases found that:
determinations of application completeness often exceed the State time limit;
case processing and decision-making often exceed the State time limit;
environmental review often exceeds the State time limit; and, many of the State
required disclosures are not provided to applicants.

•

The Department does not have systems in place to track compliance with State
mandated time limits on case processing. The Department’s primary computer
system does not record the key dates needed to determine compliance with
State time limits or to identify backlogs in application review. The Major
Environmental Analysis division keeps its own log of cases but without the key
dates needed to track compliance with environmental review time limits.
Management reports are not produced documenting actual application
processing or environmental review processing time.
The project team analyzed available data to determine whether this problem has

been addressed. The Division is still violating the State’s Guidelines for implementation
of the California Environmental Quality Act.
The Department should adopt procedures and policies to enable it to regularly
process permits within defined legal frameworks and, therefore, avoid legal
consequences. This should include the use and application of the automated permit
information

system

to

monitor

compliance

with

the

State’s

Guidelines

for

implementation of the California Environmental Quality Act.
Recommendation: The Division should adopt procedures and policies that
require compliance by staff with the processing requirements of the State’s
Guidelines for implementation of the California Environmental Quality Act.
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Recommendation: The Senior Manager responsible for supervising the Planner
III’s and Planner II’s in the processing of environmental applications should be
held accountable for ensuring that the staff under their supervision meet the
processing requirements of the State’s Guidelines for implementation of the
California Environmental Quality Act.
Recommendation: The automated permit information system should be utilized to
report monthly the extent of compliance with processing requirements of the
State’s Guidelines for implementation of the California Environmental Quality Act.
Recommendation: The Division should adopt performance measures regarding
the actual time required for processing of cases and compare this to the
requirements of the State’s Guidelines for implementation of the California
Environmental Quality Act.
(5)

Establish And
Distribution.

Implement

Standards

For

Case

Assignment

And

Delays in project assignment and distribution create a rippling effect of extending
elapsed processing times. The time lapse while cases are waiting to be assigned and
distributed to the Planner is "dead time". During this waiting time, no review or analysis
can be done on the application.
As noted previously, the project team evaluated the “E” environmental cases
maintained by the Division for those applications received. Thirty-four (or 37%) of the
applications were assigned in six to twelve months after submittal. Twenty-four (or 26%)
of the applications were not assigned at all.
These cases should be assigned to Planners upon receipt based upon an
analysis of workload by the Planner IV that function as their supervisor.
Formalized procedures and backup procedures, in case Planners are unable to
meet assignment deadlines of the State’s Guidelines for implementation of the
California Environmental Quality Act, would significantly reduce project processing
delays. In most cases, assignments should have a one-day turnaround allowing
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Planners

the

time

needed

for

careful

analysis

and

the

development

of

recommendations.
Recommendation: Develop and adopt a written Department policy and procedure
for the timeline for case assignment and distribution after case intake.
Recommendation: Establish a timeline objective for distribution of the case to the
appropriate Senior Managers one (1) workday after intake assignment to the
appropriate Planner.
Recommendation: Hold the Senior Managers accountable for meeting the
timeline for case assignment to the Planners.
(6)

Monitor And Maintain Case Assignment And Case Status Information In the
Automated Permit information system.
The current approach to monitoring and maintenance of data could be improved

by case management, supervision, and monitoring including:
•

Improving the Planner IV’s ability to track project staffs progress in processing
environmental permits;

•

Improving the Planners’ ability to track their own processing of environmental
permits relative to the requirements of the State’s Guidelines for implementation
of the California Environmental Quality Act; and

•

Improving Planner IV’s ability to manage workload for the staff assigned to their
supervision.
Accurate data on workload, by permit type (categorical exemption, negative

declaration, mitigated negative declaration, environmental impact report), cyclical
variances in activity, and workload activity by planner are all essential management
tools. With this information, management can make informed, logical decisions
regarding staffing, budgeting, procedures, and organizational structure.
The Planners should be responsible for case status and data entry for
environmental permits assigned to these Planners. Planners would be responsible for
regularly updating case file information in the automated permit information system.
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Resources for training of staff may be necessary. This should clearly be placed with the
Planner to whom the case is assigned. This responsibility should be clarified in a written
policy and procedure, and integrated into the Department’s performance appraisal
system for those Planners.
On a monthly basis, the Planner IV’s should be required to audit the caseload
assigned to each of the Planners under their supervision to determine whether the case
is active, is inactive as a result of applicant inaction and should be terminated, or has
been closed and the case should be updated in the automated permit information
system.
Recommendation: Develop and adopt a written Division policy and procedure
standards for the maintenance of case status information in the automated permit
information system by the Planner’s.
Recommendation: Develop and adopt a Division written policy and procedure
that assigns responsibility to the Planners for ongoing maintenance of case
status information in the automated permit information system and that requires
the Planner IV’s to audit the caseload assigned to each of the Planners under
their supervision to determine whether the case is active, is inactive as a result of
applicant inaction and should be terminated, or has been closed and the case
should be updated in the automated permit information system.
(7)

Develop and Adopt A Policy and Procedure Regarding When Cases Should
Be Closed As A Result of Inactivity By the Applicant.
As noted previously regarding the desk audits of Planners assigned to the Major

Environmental Analysis Division, a significant proportion of the caseload assigned to
Planners in the Division was “inactive.” A total of 26% of the cases included in the desk
audit were inactive and should have been closed due to inactivity on the part of the
applicant. On average, these Planners had 4 inactive cases. However, the number of
inactive cases ranged from one (1) for one Planner to six (6) cases for another Planner.
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Cases that were deemed to be inactive by the project team included those cases
that the Planner has not worked on for longer than 90 days and in some cases, years
(e.g., pending applicant information, etc.)
While it is difficult to establish firm dates for submission, the current practice
creates the following operational delays:
•

Planners are unable to predict and plan workload;

•

Cases which have been inactive for a lengthy period of time may suddenly
become active;

•

Planners must relearn case specifics after this interim inactive period; and

•

Planners workload can fluctuate suddenly without warning.
The Department should develop and adopt a written policy and procedure

regarding when “inactive” cases should be closed. This policy should be integrated into
the Department’s 30-day incompleteness letter. The Planning Department, by the terms
of the State’s Guidelines for implementation of the California Environmental Quality Act,
has 30 calendar days to notify the applicant, in writing, of whether or not a planning
permit application is complete enough for processing. When rejected as incomplete, the
Department must identify where deficiencies exist and how they can be remedied – the
additional information required.
This is an opportune time to inform the applicant that if the applicant does not
correct the deficiencies within a specified time period, the application will be closed. The
information provided to the applicant should include the following:
•

At the time of the request for additional information, staff should specify the
timeframe in which information must be submitted, i.e. 30,45 or 60 days;

•

Maintain a “tickler system” using the automated permit information system to
remind staff of upcoming applicant deadlines;
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•

Send a form letter reminder to applicants;

•

Inform applicants that if additional information or a time extension request is not
submitted by the deadline, the application will become inactive or project will be
closed; and

•

Charge applicants a fee to reactivate files after deadline submission dates. This
may require an amendment to the fee schedule.

These methods should encourage applicants to submit information within defined time
frames and create a system for staff to regularly review the status of cases. By
developing and implementing internal and external standards, overall processing should
flow more efficiently.
Recommendation: Develop and adopt a policy and procedure regarding the
timing for closure of permit cases as a result of inactivity by the applicant.
Recommendation: The 30-day incomplete letter should inform the applicant that,
if the applicant does not correct the deficiencies within a specified time period,
the application will be closed. The 30-day incompleteness letter should also
inform the applicant that the permit fee will not be refunded if the case is closed
due to failure to respond to the 30-day incompleteness letter within the specified
time period, and a new re-submittal fee will be required as well.
(8)

Develop and Adopt Formal Cycle Time Objectives For Permit Cases
Processed By the Major Environmental Analysis Division.
The Major Environmental Analysis Division operates in a complex work

environment that is procedure and labor intensive. Given this environment, it is
imperative that management be able to monitor the performance of Planners including
elapsed processing times. Historical average data has shown that elapsed processing
times often exceeded statutory limitations defined in the State’s Guidelines for
implementation of the California Environmental Quality Act, and that management does
not currently have the tools to manage or monitor processing timelines.
The cycle time objectives designed by the project team should be adopted and
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implemented. The cycle time objectives are beneficial to the Major Environmental
Analysis Division for the following reasons, as they should:
•

Validate timelines and quickly identify projects which are experiencing processing
delays;

•

Identify complex cases early in the process to allow for processing adjustments,
such as staffing;

•

Present staff with a direction and goal for productivity

•

Create an effective management tool to measure and monitor staff performance;
and

•

Provide a justifiable and accurate source for fee schedules, staffing and
budgetary decisions.

These cycle time objectives should be developed for the initial study, categorical
exemptions,

negative

declarations

and

mitigated

negative

declarations,

and

environmental impact reports. The development of these objectives should be a
collaborative effort by representative Planner II’s, Planner III’s and Planner IV’s.
Recommendation: Establish cycle time objectives for the initial study, categorical
exemptions, negative declarations and mitigated negative declarations, and
environmental impact reports.
Recommendation: The development of these cycle time objectives should be a
collaborative effort by representative Planner II’s, Planner III’s and Planner IV’s.
Recommendation: These cycle time objectives should be posted on the
Department website and identified in the Department’s application materials.
(9)

Track and Monitor the Success Or Failure of Planners In Meeting Cycle
Time Objectives.
Currently, the Major Environmental Analysis Division has limited means to

measure and monitor staff performance. It is important for management to have
quantifiable tools to: regulate performance, identify training, staffing needs, and detect
organizational deficiencies. The cycle time objectives can serve as fair and accurate
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means to gauge staff performance for the following reasons:
•

Staff will know and be familiar with the standards;

•

Standards are easily understandable;

•

Standards are flexible;

•

Standards have been created through their input.

The management reports defined and discussed in a later section of this chapter, if
generated on a regular basis, would track both individual and overall staff performance.
Recommendation: Track and monitor the success or failure of planners in
meeting cycle time objectives through regular management information reports
generated on a monthly basis by OASIS.
(10)

The Planner IV’s Should Be Held Accountable For Formally Planning and
Scheduling The Permits Processed By Their Staff Using the Automated
Permit Information System.
The Planner IV’s should prepare and maintain a schedule for processing of

environmental permit applications by his / her team of Planners. The purpose of the
schedule is to make visible the amount of calendar days required to analyze and reach
a decision on the permit application. The specific objectives related to the design and
development of this system should be as follows:
•

to establish a process whereby specific calendar day targets are set for each
application based upon cycle time objectives established by the Division;

•

To utilize the proposed automated permitting systems to ease the tracking of the
timeliness of the processing of environmental permit applications and enable the
Planner V to hold Planner IV’s accountable, and, in turn, to enable the Planer
IV’s to hold the Planner II’s and Planner III’s accountable; and

•

To generate data sufficient to assist in the assessment of the performance of
both I Planner II’s and Planner III’s and the Planner IV’s in comparison to those
cycle time objectives;
Major elements of the system are presented below.

Matrix Consulting Group

Page 239

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

•

The Planner IV would review incoming applications and analyze application
characteristics, focusing in particular on potential processing difficulties. Once
difficulties are identified, the Planner IV would (1) set calendar day targets for
completing the analysis of the application, and (2) set overall staff hours
allocated to the Planner II or Planner III for processing the application. The
Planner IV would review the most recent open case inventory report and note the
workload of Planner II’s and Planner III’s. Cases would then be assigned as
appropriate. The Planner IV would then enter the target dates and the name of
the Planner II or Planner III in the automated permitting system.

•

When projects are first assigned, the Planner II or Planner III to whom the
application is assigned would review the calendar day and staff hour target
established for the case. If the Planner II or Planner III feels that the targets are
unreasonable after a review of the application, the case manager should discuss
them with the Planner IV and negotiate appropriate changes.

•

The automated permitting system should be utilized to track the extent to which
the specific cycle time objectives are met, and to ‘red flag’ permits that exceed
these guidelines.
The Planner IV’s should be held accountable for the ongoing maintenance of this

open case inventory and the completion of the processing of environmental permit
applications in accordance with the cycle time objectives. The planning and scheduling
system should be utilized to:
•

Evaluate employee performance;

•

Balance workload among different Planner II’s and Planner III’s; and

•

Quantify the anticipated completion date of various applications given all work in
progress.
The planning and scheduling system should be designed to manage the

workload including reviewing actual progress versus scheduled deadlines and facilitate
the shifting of work assignment and schedules in the face of changing priorities or
workload.
Recommendation: Planner IV’s should formally plan and schedule the permits
processed by their staff using the automated permit information system.

Matrix Consulting Group

Page 240

CITY AND COUNTY OF SAN FRANCISCO, CALIFORNIA
Management Study of the Planning Department

Recommendation: The Planner IV’s should be held accountable for the ongoing
maintenance of this open case inventory and the completion of the processing of
permits by their staff in accordance with the cycle time objectives.
(11)

Generate Ongoing Monthly Management Information Reports Using the
Automated Permit Information System To Track Performance Against Cycle
Time Objectives and Monitor the Case Workload and Performance For
Planners.
In the course of our study, the project team requested existing management

information reports and discussed with management the types of information it needs
for better operation of the Division. Our study revealed that management information
reports are not currently being generated for several reasons, including: (1) the existing
database does not have the capability to generate reports easily; (2) the accuracy of the
data is questionable; and, (3) prior to this study, management had not requested this
information. The Planner IV’s and the Planner V in Major Environmental Analysis
Division are not receiving reliable information on division workload and individual
Planner workload to use in scheduling. In addition, overall information on staff efficiency
and productivity is not maintained or used for staff evaluation.
Management information reports capture the detailed information about staff
productivity and Division performance to monitor workload, balance assignments and
evaluate internal operations. After several discussions with management and staff, we
recommend the automated permit information system be utilized to track and report the
following information:
•

Planner Workload;

•

Case Tracking;

•

Elapsed Processing Times;

•

Work in Backlog;
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•

Personnel Productivity; and

•

Project Management Measures.
The Major Environmental Analysis Division is currently not provided with the type

of reliable information necessary to manage the processing of permits. The project team
feels it is imperative that management utilizes reliable case information to manage,
direct and enhance Division operations. These management reports focus more on staff
performance and workload monitoring necessary for management to evaluate the
efficiency and effectiveness of the Division.
Recommendation: Generate ongoing monthly management information reports
using the automated permit information system to track performance against
cycle time objectives and monitor the case workload and performance for
Planners.
(12)

Planner IV’s Should Conduct A Desk Audit of Each Planner’s Existing Case
Inventory To Update the Case Inventory On An Ongoing Basis.
The project team conducted desk audits of twelve (12) Planners (Planner II’s and

Planner III’s). This represented a 43% sample. A significant proportion of the cases
assigned to this staff were not active.
•

A total of forty seven (47) cases, or 51%, were active. On average, these
Planners were assigned 7.8 “active” cases that were being worked (51% of
cases). However, the number of “active” cases ranged from two (2) cases to
twelve (12) cases.

•

A total of twenty-eight (28) cases or 24% were closed. On average, these
Planners had 3.7 closed cases. However, the number of closed cases ranged
from none (0) for two Planners to nine (9) closed cases for another Planner.

•

A total of twenty-four (24) cases or 26% were inactive and should have been
closed due to inactivity on the part of the applicant. On average, these Planners
had 4 inactive cases. However, the number of inactive cases ranged from one (1)
for one Planner to six (6) cases for another Planner.
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The Planner IV’s should conduct desk audits for each of the Planners assigned
to their supervision to update the cases that are currently open and assigned to each of
the Planners under their supervision, and to close those cases that are either inactive or
can be closed since a determination has been reached on the case (the case has been
approved or denied). On a monthly basis, once the status of open cases for each
Planner has been updated, the Planner IV’s should meet monthly with each of the
Planners under their supervision to review the status of all open cases and assure that
the open case inventory is accurate and that these cases are proceeding to closure.
Recommendation: The Planner IV’s should conduct a desk audit of the open case
inventory of each Planner under their supervision to update the cases that are
currently open and assigned to each of the Planners, to close those cases that
are either inactive or can be closed since a determination has been reached on
the case, and update the status of these cases in the automated permit
information system.
Recommendation: On a monthly basis, once the status of open cases for each
Planner has been updated, the Planner IV’s should meet monthly with each of the
Planners under their supervision to review the status of all open cases and
assure that the open case inventory is accurate and that these cases are
proceeding to closure in accordance with the adopted cycle time objectives.
5.

THE
MAJOR
ENVIRONMENTAL
ANALYSIS
DIVISION
SHOULD
STREAMLINE THE PROCESSES UTILIZED FOR ENVIRONMENTAL
PERMITS AS ALLOWED BY THE CALIFORNIA PUBLIC RESOURCES CODE.
The Division should consider the opportunities identified in the California Public

Resources Code for streamlining the extent and breadth of environmental impact
reports.
Several provisions of CEQA currently address affordable and infill housing
projects. These provisions allow the use of a streamlined process for environmental
impact reports to reduce the costs of permit processing and enable the development of
affordable housing. The specific provisions are presented below.
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•

Public Resources Code 21158.5 enables the use of a focused
environmental impact report for multi-family and mixed-use projects. The
Public Resources Code establishes specific criteria for the use of a focused
environmental impact report for multi-family and mixed-use projects. These
criteria are presented below.
(a)

(b)

•

Where a project consists of multiple-family residential development of not
more than 100 units or a residential and commercial or retail mixed-use
development of not more than 100,000 square feet which complies with all
of the following, a focused environmental impact report shall be prepared,
notwithstanding that the project was not identified in a master
environmental impact report:
(1)
Is consistent with a general plan, specific plan, community plan, or
zoning ordinance for which an environmental impact report was
prepared within five years of the certification of the focused
environmental impact report.
(2)
The lead agency cannot make the finding described in subdivision
(c) of Section 21157.1, a negative declaration or mitigated negative
declaration cannot be prepared pursuant to Section 21080,
21157.5, or 21158, and Section 21166 does not apply.
(3) Meets one or more of the following conditions:
(A) The parcel on which the project is to be developed is
surrounded by immediately contiguous urban development.
(B)
The parcel on which the project is to be developed has been
previously developed with urban uses.
(C)
The parcel on which the project is to be developed is within
one-half mile of an existing rail transit station.
A focused environmental impact report prepared pursuant to this section
shall be limited to a discussion of potentially significant effects on the
environment specific to the project, or which substantial new information
shows will be more significant than described in the prior environmental
impact report. No discussion shall be required of alternatives to the
project, cumulative impacts of the project, or the growth inducing impacts
of the project.

Public Resources Code 21083.3 limits the application of CEQA effects of a
project and provides partial exemptions. The Public Resources Code
establishes limits to the scope of environmental impact reports. These limits are
presented below.
(a)

If a parcel has been zoned to accommodate a particular density of
development or has been designated in a community plan to
accommodate a particular density of development and an environmental
impact report was certified for that zoning or planning action, the
application of this division to the approval of any subdivision map or other
project that is consistent with the zoning or community plan shall be
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limited to effects upon the environment which are peculiar to the parcel or
to the project and which were not addressed as significant effects in the
prior environmental impact report [italics added], or which substantial new
information shows will be more significant than described in the prior
environmental impact report.
(b)

If a development project is consistent with the general plan of a local
agency and an environmental impact report was certified with respect to
that general plan, the application of this division to the approval of that
development project shall be limited to effects on the environment which
are peculiar to the parcel or to the project and which were not addressed
as significant effects in the prior environmental impact report, or which
substantial new information shows will be more significant than described
in the prior environmental impact report [italics added].

(c)

Nothing in this section affects any requirement to analyze potentially
significant offsite impacts and cumulative impacts of the project not
discussed in the prior environmental impact report with respect to the
general plan. However, all public agencies with authority to mitigate the
significant effects shall undertake or require the undertaking of any
feasible mitigation measures specified in the prior environmental impact
report relevant to a significant effect which the project will have on the
environment or, if not, then the provisions of this section shall have no
application to that effect [italics added]. The lead agency shall make a
finding, at a public hearing, as to whether those mitigation measures will
be undertaken.

(d)

An effect of a project upon the environment shall not be considered
peculiar to the parcel or to the project, for purposes of this section, if
uniformly applied development policies or standards have been previously
adopted by the city or county, with a finding based upon substantial
evidence, which need not include an environmental impact report, that the
development policies or standards will substantially mitigate that
environmental effect when applied to future projects, unless substantial
new information shows that the policies or standards will not substantially
mitigate the environmental effect [italics added].

(e)

Where a community plan is the basis for application of this section, any
rezoning action consistent with the community plan shall be a project
subject to exemption from this division in accordance with this section.
[italics added]. As used in this section, "community plan" means a part of
the general plan of a city or county which (1) applies to a defined
geographic portion of the total area included in the general plan, (2)
complies with Article 5 (commencing with Section 65300) of Chapter 3 of
Division 1 of Title 7 of the Government Code by including or referencing
each of the mandatory elements specified in Section 65302 of the
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Government Code, and (3) contains specific development policies
adopted for the area included in the community plan and identifies
measures to implement those policies, so that the policies which will apply
to each parcel can be determined.

•

(f)

No person shall have standing to bring an action or proceeding to attack,
review, set aside, void, or annul a finding of a public agency made at a
public hearing pursuant to subdivision (a) with respect to the conformity of
the project to the mitigation measures identified in the prior environmental
impact report for the zoning or planning action, unless he or she has
participated in that public hearing [italics added]. However, this subdivision
shall not be applicable if the local agency failed to give public notice of the
hearing as required by law. For purposes of this subdivision, a person has
participated in the public hearing if he or she has either submitted oral or
written testimony regarding the proposed determination, finding, or
decision prior to the close of the hearing.

(g)

Any community plan adopted prior to January 1, 1982, which does not
comply with the definitional criteria specified in subdivision (e) may be
amended to comply with that criteria, in which case the plan shall be
deemed a "community plan" within the meaning of subdivision (e) if (1) an
environmental impact report was certified for adoption of the plan, and (2)
at the time of the conforming amendment, the environmental impact report
has not been held inadequate by a court of this state and is not the subject
of pending litigation challenging its adequacy.

Residential projects are exempt from preparation of an environmental
impact report or negative declaration if the public agency has prepared an
environmental impact report on a specific plan after January 1, 1980.
Section 15182 of the California Code of Regulations states that residential
projects are exempt under certain circumstances. These circumstances are
provided below.

(a)

Exemption. Where a public agency has prepared an EIR on a specific plan
after January 1, 1980, no EIR or negative declaration need be prepared
for a residential project undertaken pursuant to and in conformity to that
specific plan if the project meets the requirements of this section.

(b)

Scope. Residential projects covered by this section include but are not
limited to land subdivisions, zoning changes, and residential planned unit
developments.

(c)

Limitation. This section is subject to the limitation that if after the adoption
of the specific plan, an event described in Section 15162 should occur,
this exemption shall not apply until the city or county which adopted the
specific plan completes a subsequent EIR or a supplement to an EIR on
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the specific plan. The exemption provided by this section shall again be
available to residential projects after the Lead Agency has filed a Notice of
Determination on the specific plan as reconsidered by the subsequent EIR
or supplement to the EIR.
(c)

•

Fees. The Lead Agency has authority to charge fees to applicants for
projects which benefit from this section. The fees shall be calculated in the
aggregate to defray but not to exceed the cost of developing and adopting
the specific plan including the cost of preparing the EIR.

Public Resources Code 21083.3 exempts infill housing from preparation of
an environmental impact report or negative declaration under certain
circumstances. The Public Resources Code provides exemptions for infill
housing. The circumstances for this exemption are presented below.
(a)

Except as provided in (b), this division does not apply to a project if all of
the following criteria are met:
(1)
(2)
(3)
(4)

(5)
(6)
(7)

(8)
(9)
(10)

The project is a residential project on an infill site.
The project is located within an urbanized area.
The project satisfies the criteria of Section 21159.21.
Within five years of the date that the application for the project is
deemed complete pursuant to Section 65943 of the Government
Code, community-level environmental review was certified or
adopted.
The site of the project is not more than four acres in total area.
The project does not contain more than 100 residential units.
Either of the following criteria are met:
(A) (i) At least 10 percent of the housing is sold to families of
moderate income, or not less than 10 percent of the housing
is rented to families of low income, or not less than 5 percent
of the housing is rented to families of very low income.
(ii)
project developer provides sufficient legal commitments to
the appropriate local agency to ensure the continued
availability and use of the housing units for very low, low-,
and moderate-income households at monthly housing costs
determined pursuant to paragraph (3) of subdivision (h) of
Section 65589.5 of the Government Code.
(B)
The project developer has paid or will pay in-lieu fees
pursuant to a local ordinance in an amount sufficient to result
in the development of an equivalent number of units that
would otherwise be required pursuant to subparagraph (A).
The project is within one-half mile of a major transit stop.
The project does not include any single level building that exceeds
100,000 square feet.
The project promotes higher density infill housing. A project with a
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density of at least 20 units per acre shall be conclusively presumed
to promote higher density infill housing. A project with a density of
at least 10 units per acre and a density greater than the average
density of the residential properties within 1,500 feet shall be
presumed to promote higher density housing unless the
preponderance of the evidence demonstrates otherwise.
(b)

Notwithstanding subdivision (a), this division shall apply to a development
project that meets the criteria described in subdivision (a), if any of the
following occur:
(1)
(2)

(3)

There is a reasonable possibility that the project will have a projectspecific, significant effect on the environment due to unusual
circumstances.
Substantial changes with respect to the circumstances under which
the project is being undertaken that are related to the project have
occurred since community-level environmental review was certified
or adopted.
New information becomes available regarding the circumstances
under which the project is being undertaken and that is related to
the project, that was not known, and could not have been known, at
the time that community-level environmental review was certified or
adopted.

A review of the “E” environmental permit database maintained by the Major
Environmental Analysis Division indicates that the Division prepared a number of
negative declarations or environmental impact reports that would seem to meet this
criteria.
As the Division proceeds with the development of a local CEQA implementation
guide, it should integrate these opportunities to streamline the environmental review
process into the implementation guide. As the Division proceeds with the updating of
the Division’s policies and procedures manual, it should these opportunities to
streamline the environmental review process into the manual.
Recommendation: The Major Environmental Analysis Division should streamline
the environmental review process as allowed by the California Public Resources
Code including the use of a focused environmental impact report for multi-family
and mixed-use projects, limiting the application of CEQA effects of a project and
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providing partial exemptions, exempting residential projects from preparation of
an environmental impact report or negative declaration, and infill housing.
Recommendation: As the Division proceeds with the updating of the Division’s
policies and procedures manual, it should integrate these opportunities to
streamline the environmental review process into the manual.
6.

THE SEPARATE ENVIRONMENTAL EVALUATION APPLICATION SHOULD
BE ELIMINATED WHERE POSSIBLE; AN ENVIRONMENTAL ASSESSMENT
FORM SHOULD BE REQUIRED AS PART OF THE INTAKE OF ALL LAND
USE ENTITLEMENT PERMITS.
Applicants for land entitlement permits should be required to submit

environmental assessment forms at the same time the land entitlement permit
application is submitted. The assessment of the completeness of the environmental
assessment form should be performed at the same time as the other submittals
associated with the land entitlement permits. This eliminates the requirement for an
applicant to submit the land entitlement application and the environmental application at
two different intakes.
The environmental assessment form should be one of the forms that must be
completed as part of the discretionary permits such as a conditional use permit. The
environmental assessment form should require the applicant to identify such issues as
the following:
•

Existing Conditions:
–
–
–
–
–
–
–

Project Site Area - Net and Gross Acres
Existing Zoning
Existing Use of Land
Existing General Plan Designation
Requested General Plan Designation
Number, type, and age ± _____________ of structures to be removed as
a result of the project. If residential dwellings (apts., single-family, condos)
are being removed indicate the number of units: and average rent:
Is there any similar housing at this price range available in the area? If
yes, where?
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–
–
–

–

–
–
•

Number, Trunk Diameter and type of existing trees.
Number, Trunk Diameter and type of trees being removed (identify on plot
plan.)
Slope: State percent of property that is:
••
Less than 10% slope
••
10–15% slope
••
over 15% slope
If slopes over 10% exist, a topographic map will be required. Over 50
acres, 1" = 200' scale is okay.
Check the applicable boxes and indicate the condition on the Plot Plan.
There are  natural or man-made drainage channels,  rights of way
and/or  hazardous pipelines crossing or immediately adjacent to the
property, or  none of the above.
Grading: (specify the total amount of dirt being moved)
••
0-500 cubic yards.
••
if over 500 cubic yards. indicate amount of cubic yards.
Import/Export: Indicate the amount of dirt being imported or exported .

Residential project (if not residential, do not answer)
–
–
–
–
–
–
–
–
–
–

Number of Dwelling Units-Single Family, Apartment, or Condominium
Number of Dwelling Units with: One bedroom, Two bedrooms, Three
bedrooms, Four or more bedrooms
Total number of parking spaces provided
List recreational facilities of project
Approximate price range of units $ to $
Number of stories, height, feet.
Type of appliances and heating (gas, electric, gas/electric, solar) Gas
heated swimming pool?
Describe night lighting of the project (include plan for shielding light from
adjacent uses, if available)
Percent of total project proposed for: Building, Paving, Landscaping
Total Number of square feet of floor area

The Environmental Assessment Form should include other aspects as well
including commercial, industrial, or other project, historic / architecturally significant
project, hazardous materials and substance discharge, stationary noise (such as air
conditioning units), and proposed mitigation measures. The applicant (owner, agent,
and / or consultant) should be required to sign and notarize this form.
The Environmental Assessment Form includes more information than required by
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the Department’s Environmental Application Form, but should be utilized to reduce the
extent of data requests by staff after submittal of the Environmental Assessment Form,
reduce the amount of time required to prepare the Initial Analysis, and integrate the
submission of the Environmental Assessment Form and this information into the
submission of associated applications, such as a conditional use permit.
Recommendation: The Division should develop an Environmental Assessment
Form including instructions regarding how applicants should prepare the form.
Recommendation: The Environmental Assessment Form should be required as
part of the submittal of any land entitlement permit.
Recommendation: Staff assigned responsibility for determining the completeness
of an land entitlement permit application should also be responsible for quality
control / completeness assessment of the Environmental Assessment Form.
7.

THE MAJOR ENVIRONMENTAL ANALYSIS DIVISION SHOULD DEVELOP
AND INSTALL A MITIGATION MONITORING PROGRAM.
At present, the Major Environmental Analysis Division does not monitor

compliance with mitigation measures by the applicant.
Section 21081.6 of the Public Resources Code requires all state and local
agencies to establish monitoring or reporting programs whenever approval of a project
relies upon a mitigated negative declaration or an environmental impact report (EIR).
The monitoring or reporting program must ensure implementation of the measures
being imposed to mitigate or avoid the significant adverse environmental impacts
identified in the mitigated negative declaration or EIR.
A program for monitoring the implementation of mitigation measures should
contain at least the following components:
•

A list of the mitigation measures or revisions and related conditions of approval
which have been adopted for the project by the agency.
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•

A schedule for regularly checking on the project's compliance with the mitigation
measures or project revisions and related conditions of approval, including
progress toward meeting specified standards, if any.

•

A means of recording compliance at the time of each check.

•

A statement assigning responsibility for monitoring implementation of the
mitigation measures and related conditions of approval to specific persons or
agencies, public or private.

•

If monitoring duties are contracted to private individuals or firms, provisions
should be developed for ensuring that monitoring reflects the requirements of the
Department. Such provisions might include requiring the submittal of regular
progress reports to the Department, establishing a mechanism for appealing
actions of the contractor to the Department for decision, or selection of the
contractor by the Department (as opposed to solely by the applicant).

•

Provisions for funding monitoring activities, including the imposition of fees.

•

Provisions for responding to a failure to comply with any required mitigation
measure (including conditions of approval). This might include "stop work"
authority, permit revocation proceedings, or civil enforcement procedures. This
can also include administrative appeal procedures.

•

Project monitors, whether Department staff or contract personnel, should be
given clear written guidance regarding the mitigation measures to be monitored
and reported on. Further, when compliance is achieved, there should be a clear
"sign off" by the Department to ensure that this compliance is documented.

•

Section 21089 authorizes the Department to "charge and collect a reasonable
fee from any person proposing a project subject to [CEQA] in order to recover the
estimated costs incurred for procedures necessary to comply with [CEQA] on the
project." This express authority allows the Department to charge fees to cover
the costs of mitigation monitoring or reporting programs. The fee is limited to the
estimated cost of the program, including the Department's administrative costs.
Fees may be used to cover the cost of Department staff, as well as the cost of
hiring special monitors or consultants, if needed.
Santa Barbara County adopted a "Permit Compliance Procedure Manual" to

ensure compliance with mitigation measures and conditions of approval, initiate
enforcement procedures, establish a systematic and consistent approach to monitoring
mitigation measures and conditions of approval, maintain standard mitigation monitoring
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and reporting requirements, mitigation measures, and conditions of approval across
departmental lines, develop a reporting program that provides feedback on the
effectiveness of mitigation measures and conditions of approval; and use the feedback
from monitoring programs to develop more effective comprehensive planning policies.
These procedures also include reporting on the effectiveness of mitigation measures,
even though AB 3180 does not require this.
This annual may provide a model for the Major Environmental Analysis Division.
Recommendation: The Major Environmental Analysis Division should develop
and install a mitigation monitoring program.
Recommendation: The Department should develop and adopt a fee to recover the
costs associated with the mitigation monitoring program.
Recommendation: The Major Environmental Analysis Division should meets its
responsibility for mitigation monitoring through the use of the Code Enforcement
Unit.
8.

THE RESPONSIBILITY FOR INITIAL STUDIES, AND CATEGORICAL
EXEMPTIONS SHOULD BE TRANSFERRED TO THE NEIGHBORHOOD
PLANNING DIVISION.
The Planning Department is organized around specialized, isolated functions that

rely on multiple staff hand-offs to process each case. Most cases are handed off
between at least four individuals: one each for intake, preparing the environmental
clearance, case processing, and historical preservation. This type of operational
structure is inefficient as multiple people must become familiar with each case and can
be frustrating to customers, as they have no single point of contact.
The assignment of one planner to handle cases from intake to the very end,
called a “cradle -to-grave” approach, promotes efficiency, customer service and staff
development by reducing the number of people involved in each case, providing one
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point of contact for applicants, and allowing staff to have complete ownership of the
process.
The implementation of a cradle-to-grave concept is utilized by other large cities.
In the comparative survey of five cities in California regarding the use of a case
manager with cradle-to-grave, three cities - Oakland, Anaheim and San Jose indicated that their case managers are responsible for the initial environmental initial
study and the environmental determination (categorically exempt, negative declaration,
etc.) for each case. Sacramento and San Diego do not utilize this concept.
The City of Los Angeles has just begun implementation of this concept over a
twelve to eighteen month period. The City Planning Department is using a phased
approach including:
•

Conducting training for all Planning staff on methods and procedures for
preparing environmental clearances, and repeating the training on a regular
basis;

•

Expanding the environmental clearance function to the Valley Unit as part of a
demonstration project;

•

Maintaining a centralized publication function;

•

Continuing to integrate environmental clearance work in all areas with the goal of
having all planners prepare environmental clearances involving initial studies,
categorical exemptions, negative declarations, and mitigated negative
declarations;

•

Continue to centralize the responsibility for preparation of environmental impact
reports; and

•

Assess the effect on performance standards established for case completion.

The project team recommends that the Planning Department move towards a cradle-tograve case manager concept including the preparation of environmental clearances
involving initial studies, categorical exemptions, negative declarations, and mitigated
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negative declarations. These types of studies require significantly less staff hours than
environmental impact reports.
The Planning Department – over a twelve to twenty-four month period – should
move to implementation of a case manager concept within the Neighborhood Planning
Division that includes preparation of initial studies and categorical exemptions. If the
initial study indicates that an environmental impact report is required, the case should
be transferred to the Major Environmental Analysis Division for environmental
clearance.
Recommendation: Responsibility for preparation of initial studies and categorical
exemptions should be transferred to the Neighborhood Planning Division.
Recommendation: The Planners within the Neighborhood Planning Division
should be provided with training in the methods and procedures for preparing
environmental clearances.
Recommendation: The Major Environmental Analysis Division should continue to
be responsible for preparation of negative declarations and environmental impact
reports.
Recommendation: Responsibility for preparation of initial studies and categorical
exemptions should not be transferred to the Neighborhood Planning Division
until the Major Environmental Analysis Division updates the environmental
clearance policies and procedures.
9.

THE RESPONSIBILITY FOR MANAGING
ENVIRONMENTAL
IMPACT
REPORTS
CONSULTANTS SHOULD BE INSOURCED.

THE PREPARATION OF
BY
ENVIRONMENTAL

At the present time, the applicant is responsible for hiring, payment of, and
management of environmental consultants that prepare environmental impact reports.
This is an unusual practice. In the experience of the project team, most planning
departments manage the environmental consultants that prepare these environmental
impact reports to control the quality, and to avoid potential conflicts of interest.
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The Planning Department should change its approach for the preparation of the
environmental impact reports. This revised approach should include the following
elements:
•

The Department should issue a request for qualifications at the beginning of the
fiscal year for environmental consultants for the preparation of environmental
impact reports.

•

From the list, the Department should select consultants for specific projects
based on capability and `qualifications.

•

Upon filing to prepare an environmental document, the applicant should be
charged a deposit. The deposit should be equal to the estimated fee by the
environmental impact report.

•

The Department should also include in the fee the amount of time required for
administration of the contract by the Planners of the Major Environmental
Analysis Division. The project team would not expect that this would be less than
200 hours for each Environmental Impact Report.

•

Upon selection, the environmental consultant should prepare a written work
program to complete the analysis.

•

The environmental consultant should be paid by the Department, based upon
deliverables of acceptable quality.

Recommendation: The Planning Department should insource the responsibility
for management of the preparation of environmental impact reports by
environmental consultants.
10.

THE PLANNING DEPARTMENT SHOULD STREAMLINE THE DEPTH AND
AMOUNT OF STAFF HOURS ALLOCATED TO THE CERTIFICATE OF
DETERMINATION FOR CATEGORICAL EXEMPTIONS.
Categorically exempt projects are classes of projects that have been determined

to not have a significant effect on the environment and therefore do not require
preparation of environmental documents. Examples of categorically exempt projects
include minor alterations to existing facilities and minor alterations to land. Most
residential projects, including additions and/or remodels of existing single family
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dwellings (where the expansion to the dwelling is no more than 50% of the existing
square footage or 2500 square feet, whichever is less), and even new single family
dwellings (as opposed to multi-family dwellings like condos and apartments), are
generally considered to be exempt from CEQA. Typically, 80% to 85% of land
entitlement applications are deemed categorically exempt.
On average, the Major Environmental Analysis Division allocates forty (40) staff
hours for the preparation of categorical exemption certificates of determination. The
certificate of determination prepared as part of the categorical exemptions typically ten
to twelve pages long. This includes the analysis of the following elements:
•

Project description;

•

Historical Resources;

•

Traffic;

•

Noise;

•

Air quality;

•

Water quality;

•

Archeological resources;

•

Neighborhood concerns;

•

The memorandum regarding the historical resource evaluation.
This is far longer than the certificate of determination prepared by other local

governments in the State. These other local governments typically use a standard
checklist or form in the preparation of categorical exemption certificates of
determination. This is three to four times longer than the amount of time allocated by
other local governments, even in instances involving historical review and analysis.
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The Planning Department should streamline the categorical exemption
certificates of determination documents and the amount of staff hours required for
preparation of these documents. The Department should prepare a simpler checklist for
the preparation of these documents. The project team estimates that the streamlining of
the categorical exemption certificates of determination should enable the reduction
through attrition of five (5) Planner positions.
Recommendation: The Planning Department should streamline the categorical
exemption certificates of determination documents and the amount of staff hours
required for preparation of these documents.
11.

THE LEVEL OF STAFFING FOR THE MAJOR ENVIRONMENTAL ANALYSIS
DIVISION IS SUFFICIENT.
Workload data for the Major Environmental Analysis Division has been difficult to

develop. The Division has, in the past, classified all of the environmental documents
that it prepares as “E” documents, and did not differentiate whether the document was a
categorical exemption certificates of determination, initial study, negative declaration, or
environmental impact report. Each of these documents has differing levels of difficulty
and complexity. In addition, even when the Division began to identify the types of
environmental determinations, the Division has not consistently identified the type of
determination.
An evaluation of the workload, based upon data supplied by the Department,
would indicate that staffing in the Division is more than sufficient. The evaluation of the
workload based upon applications submitted, and the staffing required, are presented
below.
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Work Activity
PIC
Transportation Studies
Categorical exemptions
Initial Studies
Environmental Impact
Reports
Negative Declarations
Appeals
TOTAL

Units
1
1
290
73

Hours Unit
770
1,230
12
16

Annual Work Hours
770
1,230
3,480
1,168

6
2
1

200
50
820

1,200
100
820
8,768

As the table indicates, the project team estimates that a total of 8,768 work hours are
required to fulfill the responsibilities of the Major Environmental Analysis Division. This
excludes supervisory and managerial staff and any staff that participate in the
environmental analysis in other Divisions. Important points to note concerning the table
are presented below.
•

The amount of staff hours allocated to the PIC is based upon actual hours
charged in Fiscal Year 2007.

•

The amount of staff hours allocated to transportation studies is base upon the
actual staff hours charged in Fiscal Year 2007.

•

The amount of hours allocated to categorical exemptions is based upon the
workload volume provided by the Department, and an average of 12 staff hours
per categorical exemption certificate of determination. This presumes that the
Department streamlines the process for the preparation of the categorical
exemption certificate of determination.

•

The amount of hours allocated to initial studies is based upon the workload
volume provided by the Department, and an average of 16 staff hours per initial
study.

•

The amount of hours allocated to environmental impact reports is based upon the
workload volume provided by the Department, and an average of 200 staff hours
per environmental impact report.

•

The amount of hours allocated to negative declarations is based upon the
workload volume provided by the Department, and an average of 50 staff hours
per negative declaration.
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•

The amount of staff hours allocated to the appeals is based upon actual hours
charged in Fiscal Year 2007.

•

Based on the project teams experience, a total of 1,350 staff hours are available
per Planner position per year. The total amount of staff hours annually would
require seven (7) Planners.

•

Two Planner IV’s would be required to supervise these seven planners. These
positions should be full-time supervisors, and not be assigned environmental
cases.

Recommendation: The level of staffing in the Major Environmental Analysis
Division should not be adjusted; the level of staffing is more than sufficient if the
preparation of the categorical exemption certificates of determination is
streamlined. However, as responsibility for preparation of initial studies and
categorical exemptions are reallocated to the Neighborhood Planning Division,
staff should be reallocated from the Major Environmental Analysis Division to the
Neighborhood Planning Division.
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