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EXECUTIVE SUMMARY

Resultsin Brief Although the Department of Building Inspection
(department) of the City and County of San Francisco
(City) has many ways to measure its efficiency, the
department does not adequately measure and report on the
effectiveness of itswork so that it can determineif itis
fully accomplishing its mission. The department cannot
assess Whether it is meeting its mission because it lacks
performance measures that could indicate whether it
effectively and fairly enforces codes to protect public
safety. In addition, the department has caused the City’s
Municipa Railway and the San Francisco Unified School
District (school district) to fail to collect millions of dollars
in fees because the department does not consistently refer
projects subject to two project impact fees that devel opers
owe. Our audit also showed that the department does not
ensure that its staff receives the training and certification
required by state law. Further, although the department
generally meetsits goals of providing prompt, efficient
service, the department uses inefficient, unreliable
processes for recording and reporting information on its
response time and productivity. Finally, most of the
department’ s customers and employees express satisfaction
with the department, but some customers and empl oyees
believe that some areas of the department’ s operations need
improvement.

A separate but related audit of the department performed by
KPMG under contract to the Controller’ s Office found that
the department’ s permit i ssuance process has minor quality-
control gaps that raise the risk of substandard construction,
process and technology issues that delay permit issuance,
insufficient use of quality controls and technology that
hampers the productivity and responsiveness of inspectors,
and frontline contact with customers that is inefficient and
inconvenient. The results of the KPMG audit appear in
more detail in Appendix E.
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Background

Although the Department
Gauges the Efficiency of
Its Efforts, It Should Also
Measure the Effectiveness
of Its Work

The purpose of the department is to serve the City and the
genera public by ensuring that life and property are
safeguarded and to provide a public forum for community
involvement in that process.

To fulfill its purpose, the department does the following:

* Reviewsresidential and commercial building plans.

* Issues building, electrical, plumbing, and street space
permits for proposed and in-progress projects.

* Inspects buildings and sites for conformity with
approved permits and federa, state, and local building
codes.

»  Conducts community outreach activities.

* Investigates complaints of violations of the building,
plumbing, electrical, housing, and disability access
codes, and lead hazard reduction and environmental
health and safety requirements.

The department’ s two primary functions, issuing permits
and inspecting buildings, are the basis for its organizational
structure. As of October 2000, the department had 284
employees. Itsfiscal year 2000-2001 budget is $34 million.
The department operates as an enterprise fund; therefore,
any surplus revenueis carried forward and accumul ated as
areserve. The department’ s operations are funded primarily
from charges for its services.

The department has not devel oped performance measures
or reports that gauge the effectiveness of its inspection and
permit processes. Consequently, the department cannot be
certain that it adequately fulfillsits mission to safeguard the
life and property of San Franciscans. However, the
department has many standards for evaluating its
employees promptness and productivity in issuing permits
and in conducting inspections, probably more than it needs.
The department could better assess its effectiveness and
report more meaningful resultsif it had measures that
gauge the quality as well as the quantity and timeliness of
itswork.

The department's current performance measures also lack
direct ties to a strategic plan that outlines the department's
vision and guides its programs. The department's plan
meets the City's requirements but has shortcomings that
impede the department's ability to fulfill its mission by not

S2
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The Department Does Not
Consistently Refer Projects
Subject to Fees That

Devel opers Owe the City
and the School District

The Department Does Not
Adequately Monitor
Employee Certification,
Training, or Evaluation
and Could Improve I ts
Fleet Management
Practices

linking mission to goals, goals to objectives, and objectives
to performance measures. Although the department has
many written objectives for staff productivity, the strategic
plan does not clearly link these objectives to the
department's broader goals. In addition, the department
should strengthen its policies to help ensure that its
employees do not provide improper preferential treatment
to customers, including outside expediters.

The department does not properly identify and refer all
construction projects subject to fees owed the City by
building developers or owners. We estimate that the
Municipa Railway has not billed or collected $3.5 million
in Transit Impact Development Fees since July 1985 and
that the school district may have failed to collect hundreds
of thousands of dollars in school fee revenue. No
management review is built into the department’ s process
for identifying and referring projects subject to the two
fees, the process has few automated checks, and policies
and procedures for this process are inadequate. The
department does not compile permit data to tabul ate the
creation of new residential or nonresidential space, so there
isno way for the Municipal Railway, the school district, or
department management to know whether the department
refers all projects that may be subject to the two fees.

Because the department has not adequately recorded or
monitored employee certification, training, or evaluation, it
cannot be certain that it is complying with state law or that
its employees receive appropriate feedback on their
performance from their managers. In fact, 25 percent of
department employees required by state law to earn
certification may not have done so. Consequently, the
department is exposing the City to legal liability from
dissatisfied customers or others for not being able to show
that its staff are properly certified and trained as required by
state law. Furthermore, the department does not have
policies and procedures in place for it to record and monitor
employee certification and training. Without such policies
and procedures, the department does not have consistent,
reliable information on the status of employees who require
certification and training.

Most of the department’s 129 employees who responded to
our employee survey question about performance
evaluations report they have not received evaluationsin
more than a year, and 19 percent of those responding say
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The Department Uses
Inefficient, Unreliable
Processes for Recording
and Reporting
Information on Its
Productivity and
Timeliness

they have never been evaluated. According to the City’s
Department of Human Resources, departments should
evauate their employees at least annually. Without
documentation about their job performance, employees do
not know whether they are performing their responsibilities
adequately.

We aso found that the department does not keep adequate
records to ensure that it reports the unpaid car benefit that
federal law requires be applied to all employees who drive
city cars home at night. We found that the department did
not report this benefit for more than half the employees
who receive it. Further, the department does not have
adequate procedures to manage its city vehicle fleet.

The department, and especially its Plan Check Services
unit, relies too heavily on manua processesto calculate its
performance statistics. These processes are unnecessarily
time-consuming and subject to error. Because the resulting
statistics are the department's primary means for
determining whether its employees are productive,
inaccurate figures could present a misleading picture of the
department’ s performance. Without accurate performance
statistics, department management and city decision makers
cannot be sure that the department is as efficient as it
reports. Moreover, staff members are spending unnecessary
amounts of time tabulating statistics that computerized
systems could calculate more quickly and accurately.

Further, the productivity results that the department reports
for its building inspectors appear to be overstated. Although
the reported promptness of building inspectionsis accurate,
the recorded number of building inspections and the
resulting reported level of inspector productivity are
inflated. This situation has occurred because the Building
Inspection Division counts as inspections some of the
building inspectors' other activities and some tasks that are
not inspection activities at all. Finally, the Housing
Inspection Services Division should improve its reporting
of performance results and its record keeping, particularly
of how housing inspectors spend their time on code
enforcement cases, and establish performance goal s that
better reflect its objective to see that code violations are
corrected.

S4
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The Department’s
Customers and Employees
Generally Express
Satisfaction With the
Department

Key Recommendations

We surveyed the department's customers and employees to
learn thelir perceptions about the department's performance.
Our surveys revealed that customers and employees are
generally satisfied with the department but identified certain
areas of concern. Customers raised some concerns about the
level or quality of certain services provided by the
department, while employees' concerns were mostly related
to outside influences on the department and to workplace and
employment issues. Department management should be able
to address many of these concerns easily and may correct or
enhance its delivery of services to the public based on the
results of these surveys.

To improve its operations, the Department of Building
Inspection should act on all the recommendations presented
in this report, including those key recommendations outlined
below:

To gauge how well it is accomplishing its mission of
effective, fair, and safe code enforcement, the department
should take these steps:

» Develop astrategic plan that will resultin a
comprehensive set of goals and objectives linked to the
department’ s mission. The department should create a
plan that brings together the department’ s vision,
mission, goals, objectives, and performance measures
and review it annually.

* Formulate alimited set of performance measures that not
only address the department’ s promptness and
productivity but also its effectiveness.

» Establish an explicit policy prohibiting its employees
from giving any customer improper preferential
treatment. This policy should be part of a code of ethics
developed by the department, with assistance from the
City’' s Ethics Commission, and adopted by the Building
Inspection Commission for the department’ s use.

To identify and refer more effectively the construction
projects subject to impact fees owed to the City and the
school district, the department should enhance its
procedures and systemsin the following ways:

o Establish in the permit tracking system an automated
reminder for staff to verify that, when required, the
Transit Impact Development Fee and School Facility
Impact Fee have been paid.

* Ensure that Permit Services Program supervisors spot-
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check permit applications regularly to see that clerks are
referring applications appropriately to the San Francisco
Municipal Railway and the San Francisco Unified School
District.

To ensure that its employees are professionally certified
and trained in accordance with state law and to more
consistently evaluate the performance of its employees, the
department should take these actions:

» Develop apolicy on professional certification and
training of employees that states the legal requirements,
affected employees, acceptable types of training, and
consequences for those who do not comply.

» Establish aprocedure for how the department will collect
and maintain employee certification and training
information and how the department will enforce training
and certification requirements.

» Ensure that all employees receive performance
evaluations at least annually.

To use more efficient, reliable processes for recording and
reporting performance statistics, the department should do
the following:

» To save staff time and provide more accurate reports,
ensure that the Plan Check Services unit works with the
Management Information Services Division to automate,
as much as possible, the calculation of performance
statistics.

* Make certain that the Building Inspection Division
includes only actual inspections in the counts it uses to
calculate inspector productivity.

» Havethe Housing Inspection Services unit consider using
as a performance measure the number of, or the rate at
which, violations are corrected rather than counting as
resolved (abated) only those cases that have paid their
final bills.

To obtain and use valuable comments on its operations, the
department should conduct its own customer and employee
surveysin the future and use theresults as a guide to
improve business processes, management and staff
relations, and customer services.

In addition, the department should act on all the
recommendations presented in KPM G’ s audit report,
including the sel ected recommendations bel ow:

S6
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* To demonstrate that the department is thoroughly
enforcing the codes, add controlsto ensure that staff
thoroughly and accurately reviews permit applications
and plans. The department should then report the results.

» Toissue permits more efficiently, research the most
common complaints about the One-Stop process and
train staff of the One-Stop Permit division to remedy
these types of complaints.

» To approve more plans while customers wait, assess the
potential for giving engineering staff a greater rolein the
initial counter screening during the plan-check process.

» Toredlize greater inspector productivity through less
manual paperwork, acquire existing paperless technology
that will streamline the inspection records process.

* Toimprove customer service, make uniform the hours
during which customers can schedule building,
plumbing, and electrical inspections.

» To reduce the time customers wait on the telephone,
install an automated voice-response system to handle and
track data on incoming calls.

» Toincrease the productivity of plan checkers, refer code-
related questions to the Technical Services Division.

Department Response The Department of Building Inspection believes the audit
report isinsightful and will be useful in its ongoing efforts to
improve its service delivery. The department’s full response
it attached to the report.
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INTRODUCTION

(department) and the Building Inspection Commission (commission) regulate

building projects in the City and County of San Francisco (City). The department

serves the City and the general public by safeguarding life and property in San
Francisco, and providing a forum that involves the community in that process. The
mission of the department isto oversee the effective, efficient, fair, and safe enforcement
of the City’ s building, housing, plumbing, electrical, and mechanical codes and of
disability access regulations. The commission’sroleisto direct and manage the
department, and the commission holds public hearings on appeals and other issues related
to the department’ s decisions and practices.

Created in 1994 by voter referendum, the Department of Building Inspection

Under the commission’ s supervision, the department does the following:

* Reviewsresidential and commercial building plans.

* Issuesbuilding, electrical, plumbing, and street space permits for proposed and in-
progress projects.

* Inspects buildings and sites—including new construction, additions, alterations and
repairs—for conformity with approved permits and federal, state, and local
construction laws.

»  Conducts community outreach activities.

* Investigates complaints of violations of the building, plumbing, electrical, housing,
and disability access codes, and lead hazard reduction and environmental health and
safety requirements.

As an extension of the commission, the department has the authority to approve or deny
new construction projects through the plan review and permitting process. In addition,
through the building inspection process, the department can issue notices of code
violations.

The commission consists of seven members. Three members are appointed by the Board
of Supervisors, and four are appointed by the mayor. According to Section D3.750-4 of
the city charter, the commission has the authority to organize, reorganize, and manage the
department. The commission appoints the director of building inspection (director), who
isresponsible for appointing the department’ s other leadership positions, including one
assistant director and two deputy directors. The assistant director oversees al
administrative functions of the department, one deputy director is responsible for the
Permit Services Program, and one deputy director manages the Inspection Services
Program.
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PRIMARY FUNCTIONS OF THE DEPARTMENT

The department has two primary functions: It reviews plans and issues permits for
proposed and in-progress construction projects, and it inspects buildings, structures, and
sites for their compliance with local, state, and federal laws regulating construction and
site improvementsin the City. The department’ s two main service programs, Permit
Services and Inspection Services, have divisions to perform specific functions. The
Permit Services Program encompasses two units: Permit Processing Services and Plan
Check Services. The Inspection Services Program includes building, electrical and
plumbing inspection; housing inspection; and enforcement of codes and regulations. In
addition to these two programs, the department’ s Administration Program manages the
administrative responsibilities of the department. Exhibit 1 illustrates the department’s
organizational structure.

Exhibit 1
Department of Building Inspection
Organizational Chart

’Building Inspection Commission ‘l

’ Commission Secretary }—

’ Director of Building Inspection ‘l

’ Secretary }—

’ Assistant Director |

Public Information Officer

Permit Services Program Administration Program Inspection Services Program
Deputy Director Deputy Director

Permit Processing Services
Manager

Plan Check Services
Manager

Administration and Finance
Manager

Building Inspection
Chief Building Inspector

Central Permit
Manager

Commercial Plan Check
Manager

Customer Services
Manager

Electrical Inspection
Chief Electrical Inspector

One-Stop Permit
Manager

Major/UMB Plan Check
Manager

Management Info.
Manager

Enforcement
Chief Building Inspector

Technical Services
Chief Building Inspector

Mechanical Plan Check
Manager

Personnel Services
Personnel Officer

Housing Inspection
Chief Housing Inspector

Residential Plan Check
Manager

Records Management
Manager

Plumbing Inspection
Chief Plumbing Inspector
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The department had 284 employees allocated to its various divisions as of October 2000,
and most worked in the Permit Services and Inspection Services Programs. The
department receives no funds from the City’ s general fund but operates as an enterprise
fund; it derivesits revenue from fees charged for plan checking, permitting, and licensing.
Any surplus revenue that remains at the end of the fiscal year is carried forward to the
next year’s budget and accumulated as areserve for future expenditures.

THE PERMIT PROCESS

Most permit applicants submit their applications to the department’s Central Permit
Bureau counter. If counter staff accept the application, plan checkers review the plans for
compliance with building codes. Once plan checkers have approved the plans and the
department has prepared the permits, the Central Permit Bureau issues the permits.
Applicants may submit to an express window for expedited review any projects that do
not require review by other city departments. On the other hand, permit applicants who
have projects requiring review and approval by severa city departments—such as the
Department of Public Health, Department of Public Works, Fire Department, and
Planning Department—can choose to submit their applications and plans to the
department’ s One-Stop Permit Coordination (One-Stop) counter. The One-Stop permit
process hel ps expedite permit issuance by having the plans reviewed simultaneously by
the appropriate departments. Exhibit 2 briefly describes the permit application process.

Exhibit 2

The Permit Application Process at the
Department of Building Inspection

Customer submits \
application for permit and /

plans to residential or Clerk or One-Stop
commercial counters. permit coordinator
processes application
and sends plans to
OR plan checkers for
review. If required,
plans may also be
sent to other
departments, such as
the Planning
Department, for
review.

Plan checkers (engineers or
inspectors) review plans for
code compliance.

Customer submits
application and plans to
One-Stop Permit counter

and permit coordinator is
assigned.

OR

Customer submits

application to Application may be DEPARTMENT ISSUES

Express Window reviewed and approved PERMIT AND CUSTOMER
(plans not required). over-the-counter BEGINS WORK

b
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The inspection function includes both construction inspection—~building, plumbing, and
electrical—and housing inspection. Inspectors for both types of reviews perform code
enforcement inspections and respond to citizen complaints. Housing inspectors also
regularly inspect apartments and hotels. Exhibit 3 shows the basic elements of the
inspection process.

Exhibit 3

The Inspection Services Process at the
Department of Building Inspection

:

Department generates job card
for inspector to use when
inspecting the work.

Customer obtains

. Department to
permit and starts work. P

inspection(s).

INSPECTOR PERFORMS INSPECTION AT SITE

Inspector signs job card for work that complies with approved
plans and permit.

REFERRALSTO OTHER CITY AGENCIES

Developers of certain residential or nonresidential space are subject to two fees—the
Transit Impact Devel opment Fee and the School Facility Impact Fee—that are collected
with the assistance of the department and are based on the square footage of the project.
Authorized by the City’ s administrative code, the Transit Impact Development Feeis
intended to help alleviate the financial burden of increased use of the City’s public
transportation system that office development causes in the downtown area. Established
by state law, the School Facility Impact Fee grants school districts the ability to levy afee
on certain construction projects. This fee helps fund the construction or reconstruction of
school facilities.

Customer contacts

schedule required
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BUDGET FOR FISCAL YEAR 2000-2001

The department’ s commitment to improvements

Exhibit 4 in customer serviceis evident throughout its
Expenditures by Program fiscal year 2000-2001 budget. At $34.2 million,
Fiscal Year 2000-2001 the department’ s total budget emphasizes

customer service through additional allocations
for more frontline inspection staff, additional
community outreach programs, Web site
enhancements, improvements to permit and
complaint tracking systems, and an expansion of
the department’ s offices at 1660 Mission Street.
This budget shows an increase from actual
expenditures of $28.6 million in fiscal year
1999-2000 and $28.0 million in fiscal year
1998-99. As Exhibit 4 indicates, the department
spends 79 percent of the current budget on
customer-oriented services related to permits
and inspections.

Permit
Services
35%

Adminis-
tration
14%

Inspection
Services
44%

SCOPE AND METHODOLOGY

The purpose of this audit was to assess the performance of the main services and
management controls of the department and to identify areas for improvement. The
secondary purpose of this audit was to complement an audit performed by KPMG LLP
(KPMG) by assessing areas of the department that KPM G did not evaluate and
conducting a more thorough review of some functions that it did review (see KPMG's
work at Appendix E). We evaluated the department’ s management controls—that is, the
toolsit uses to operate, including those related to strategic planning, policies and
procedures, and performance measurements—to ensure it is achieving its objectives. We
reviewed recent budgets, the most recent annual report, and other documents to assess the
adequacy of the department’ s performance measures, management reports, and vehicle
fleet management.

We also analyzed the reported performance of the department’ s principal functions:
permit issuing and building and housing inspection. To accomplish this review, we
conducted interviews of staff and management; examined reported performance results,
complaint handling, employee training and certification datain light of state
requirements; and conducted surveys of staff and customers.

To gauge the effectiveness of the department in collecting fees for the Municipal Railway
and San Francisco Unified School District, we assessed the processes by which the
department identifies and refers projects subject to the fees and tested judgmental samples
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of projectsto determine the reliability of the department’ s processes. We aso used
Planning Department data to estimate the amount of square footage subject to the Transit
Impact Development Fee and compared that figure to the amount of square footage the
department actually referred to the Municipal Railway.

To obtain comments from department staff on various issues, such as departmental
management, employees' job satisfaction, workload, and training, we conducted a
confidential survey of all staff, including senior management. The survey asked both
closed- and open-ended questions to elicit employee attitudes and opinions about working
for the department and about working with customers. The survey aso solicited ideas and
suggestions for improving the department. We distributed the results of the survey to all
department staff.

In addition, at our request, the Public Research Institute of San Francisco State University
conducted a survey to gauge the satisfaction and experiences of the department’s
customers. This survey was mailed to approximately 2,500 department customers, and it
asked closed- and open-ended questions about customers' experiences with the
department and their perceptions of the service they received. We presented the results of
this survey to the department’ s senior management.
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CHAPTER 1

ALTHOUGH THE DEPARTMENT GAUGESTHE EFFICIENCY OF
ITSEFFORTS, IT SHOULD ALSO MEASURE THE
EFFECTIVENESS OF ITSWORK

CHAPTER SUMMARY

Francisco (City) has not developed performance measures or reports that gauge the

effectiveness of its inspection and permit processes. Consequently, we were

unable to gather data that would allow usto determine fully—and the department
cannot determine fully—whether the department is fulfilling its mission to safeguard the
life and property of San Francisco residents. On the other hand, the department has many
standards—jprobably more than it needs—for evaluating its employees timeliness and
productivity in conducting inspections and issuing permits. More specific performance
measures that gauge effectiveness as well as quantity and timeliness of work would help
the department better assess its effectiveness and report meaningful results. In addition,
the department and the public would benefit from afully realized quality-control check
for the department's plan-check function, including a performance measure that would
alow the department to demonstrate that the plan-check function is conducted thoroughly
and properly.

T he Department of Building Inspection (department) for the City and County of San

The department's current performance measures also lack direct ties to a strategic plan
that outlines the department's vision and guides its programs. The department's three-year
strategic plan fulfills the City's charter and administrative code requirements but has
shortcomings that impede the department's ability to fulfill its mission and that prevented
us from analyzing thoroughly the department's overall performance. Although the
department has many written objectives for staff productivity, the strategic plan does not
clearly link the objectives either to the department's broader goals or to its specific
performance measures.

In addition, the department needs to begin measuring the promptness and efficiency of the
service provided by the One-Stop Permit Coordination unit. Such a measurement would
allow the department to compare these service qualities with those of the department’s
conventional permit approval process.

Finally, the department lacks policies for ensuring that employees avoid giving improper
preferential treatment to customers or their agents. According to a survey we conducted,
some of the department's plan checkers and inspectors believe that some customers
receive improper preferential treatment.

BACKGROUND
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To enable its organization to succeed, management must devel op detailed processes to
guide staff. For example, planning, organizing, and controlling are key responsibilities of
management. Tools managers use to control the functions of their organizations include
policies and procedures, forms, records, performance standards for employees and the
organization as a whole, budgets, and management information reporting. Such
management controls support the elements of a strategic plan, enabling a department to
achieve its goals and minimize risks.

The City passed an ordinance in 2000 mandating that each city department develop goals
and performance measures to better address public needs. The ordinance states that the
departments’ articulation of vision, mission, and goals will improve program efficiency
and effectiveness and help the Board of Supervisors make policy and spending decisions.
To this end, the San Francisco Charter, Section 9.114, requires that each department
develop a budget that contains, among other things:

* Theoverall mission and goals of the department.
» Strategic plans that guide each program or activity.
* Productivity goals that measure progress toward achieving strategic plans.

The San Francisco Administrative Code, Section 3.5, further requires that each
department do the following:

* ldentify policy outcome measures that reflect the mission and goals of the department
and that can be used to gauge progress toward attaining these goals.

» Develop and review annually a three-year strategic plan to reflect policy outcomes
from the operations of the department consistent with the then-approved budget.

THE DEPARTMENT’SLACK OF AN ADEQUATE STRATEGIC PLAN
IMPEDESITSABILITY TO FULFILL ITSMISSION

The department has complied with the San Francisco Administrative Code
(administrative code) requirement to develop a strategic plan, but this plan is not
comprehensive, and its deficiencies hinder the department’ s ability to achieve its mission.
Although the department has prepared a three-year plan, it does not contain all the
elements found in amodel strategic plan, which clearly states an organization’s vision for
the future, its mission, its goals, objectives that flow from those goals, and performance
measures that will indicate progress toward accomplishing the objectives. The plan
should directly connect the goals and objectives to the department’ s mandated duties, as
expressed in the mission statement. The department has devel oped some of the elements
of amodel plan, such as a mission statement and performance measures, but it needs to
integrate them in a cohesive plan that can guide its programs.

A Model Strategic Plan Linksan

Organization’s Vision, Mission,
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Goals, and Objectives

Using authoritative literature and the Controller’ s Performance M easurement Instructions,
we developed amodel of the strategic planning process, which Exhibit 5 on the following
page describes. Each step in strategic planning is essential to the step that follows,
beginning with the vision statement. A vision statement consists of principles, standards,
or qualities an organization considers worthwhile and the fundamental beliefs on which
the organization bases its practices. For example, a building inspection department’s
vision of its regulatory role should be oriented toward ensuring that life and property are
safeguarded. Reflecting the vision and intent of the organization, the mission statement
clarifies the organizational purpose without providing details of the method for achieving
it.

The strategic plan’s goals and obj ectives specify how an organization will accomplish its
mission. Goals identify the general changes or results that must be achieved to fulfill the
vision and carry out the mission. Goals can be internal or external to the organization,
depending on the result desired. For example, in building inspections, an internal goal
may be to respond to al housing complaints within a specific time, while an external goal
may be to improve the condition of the City’s housing. After an organization determines
its goals, it needs to develop specific activities—or objectives—to achieve the goals.
Finally, the organization must establish specific ways to measure its performance.
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Exhibit 5

A Standard Strategic Planning Process for Organizations

A future-oriented process of diagnosis of problem areas, objective setting, and strategy building that is
an essential part of quality management. This process relies on careful consideration of an
organization’s capacities and environment and leads to significant decisions about allocation of
resources. Strategic planning emphasizes effective uses of resources to achieve meaningful results.

MISSION
STATEMENT

GOALS

A4
OBJECTIVES

PERFORMANCE
MEASURES

A compelling image of the desired future. Vision is the inspiration for all
other components of the strategic planning process.

A broad, comprehensive statement of purpose that identifies what the
department does and who the department serves. The Department of
Building Inspection’s mission is the following:

Under the direction and management of the seven-member citizen
Building Inspection Commission, to oversee the effective, efficient, fair
and safe enforcement of the City and County of San Francisco’s
Building, Housing, Plumbing, Electrical and Mechanical Codes, along
with the Disability Access Regulations.

Broad statements that describe desired outcomes, such as training all

plumbing inspectors on the new California Plumbing and Mechanical
Codes.

Milestones or intermediate achievements that are necessary to realize
goals. Specific and measurable, objectives describe the exact results
sought, include timetables for accomplishment, and set standards for
performance.

INPUT: Measures that address the quantity of resources the
organization will use, such as budgeted funds and number of staff.

OUTPUT: Measures that address the quantity of work performed or
services delivered, such as the number of permits issued.

EFFICIENCY: Measures that indicate the cost or productivity
associated with a given output or outcome, such as cost per
inspection.

OUTCOME: Measures that assess a program’s effect, such as
percentage of building inspections conducted correctly, thereby
contributing to the occupants’ safety. Outcome measures evaluate the
impact of actions and compare the actual result with the intended
result. The San Francisco Administrative Code specifically mandates
that departments use policy outcome measures.

10
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The Department’s Strategic Plan Failsto
Link Objectives and Performance Measures
to the Broader Goals of the Department

When the department prepared its three-year plan for 1998-99 through 2000-01, it did not
include in the plan the department’ s vision and mission statements or its broad program
goals. It also did not identify which of the itemslisted are objectives and which are
performance measures. For example, it lists as equivalent items for fiscal year 2000-2001
a qualitative objective such as “implement San Francisco 2000 Building Code” and a
specific, quantitative performance measure such as “approve 95 percent of all residential
alteration permits within 24 hours or less, and 98 percent within seven days.” The plan
also mixes goals and objectives. For example, for fiscal year 1998-1999, the plan says
that the Permit Services Program will create a specialized plan-check section for projects
requiring disabled access (an objective) to improve permit screening at the counter (a
goal). Further, the plan neither links the objectives and measures to the broader goals of
the department nor shows how the specific performance measures flow from the
department’ s objectives. Instead, this two-page document consists of athree-year, line-
item budget for the department and a list of statements for each of these years for the
three major areas within the department: the Permit Services Program, Inspection
Services Program, and Administration Program. Some of the statements are quantitative
performance measures—for example, increasing community outreach efforts by 25
percent—and others appear to be objectives to meet unstated goals—for example, issuing
routine permits over the Internet.

The department has some of the building blocks of a high-quality strategic plan because it
publishes other documents, such asits annual report, that include its mission statement
and selected goals of the department’ s many divisions. In addition, the documents we
reviewed as part of this audit indicate that the department understands the value of
preparing plans that include specific objectives, and the documents show that the
department is committed to performance measurement. The next steps toward a more
integrated planning process for the department include combining all the elements of a
comprehensive strategic plan into one document.

THE DEPARTMENT SHOULD USE FEWER PERFORMANCE
MEASURESBUT INCLUDE MEASURES THAT REFLECT THE
EFFECTIVENESSOF ITSSERVICES

Although the department’ s performance measures are generally adequate for assessing the
department’ s productivity and timeliness, their number is unreasonably large, and none
focuses on the outcomes or effectiveness of the department’ s efforts. Performance
measures allow the City to evaluate whether its resources are used for maximum benefit
and to provide accountability. By focusing on afew key measures of timeliness and
productivity and including afew effectiveness measures, the department could
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demonstrate to policymakers and the public that the quality of its servicesis of the highest
caliber.

The Department Has Too Many
Performance Measures

The department has established alarge number of performance measures and may find it
difficult to collect and report dataon al of them. As of August 2000, the Permit Services
Program had 24 measures, the Inspection Services Program had 14 measures, and the
Administration Program had 14 measures. Although some of these measures are the same
for different programs and divisions of the organization, the existence of as many as 24
performance measures for a departmental program may be excessive. It must be
acknowledged that collecting, analyzing, and reporting data on just one measure that
involves the activities of dozens of staff can be alabor-intensive, demanding exercise.
Although each division or bureau of the department has fewer measures than exist at the
program level, each unit of each program must typically monitor its performance on 5 to
10 measures. The department might better gauge its efficiency by having each program
choose afew key measures of timeliness and productivity for each program division.

The Department’ s Performance
Measures Reflect Only One
Part of Its Mission

Almost al of the department’ s performance measures relate to efficiency. However, the
department’ s mission statement says that the department is to oversee effective, efficient,
fair, and safe code enforcement. Although indicators of the department’ s promptness and
productivity are certainly valuable, the department reports no quantitative results of how
effectively, fairly, and safely it enforces the codes. The department’ s many performance
measures are more than adequate to gauge whether the department is delivering services
promptly and efficiently.

The Department Deserves Praise for Coordinating
Program Performance Measures With Measures
for Each Division and for Using Some Measures
Consistently Across Programs

Although the department has too many performance measures, the measures for the
department’ s three programs—the Permit Services Program, Inspection Services
Program, and Administration Program—are logical in that they correspond to the
measures for the programs’ divisions. Making these connections among measures helps
the department ensure that it will meet its program goals. For example, the Permit
Services Program has a measure to review and approve 95 percent of all construction
permits within seven days. To help the program achieve this level of performance, the
following divisions have specific goals:
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» TheResidentia Plan Check Division isto review and approve 90 percent of all
permits within 7 days.

* TheMechanical Plan Check Division isto review and approve 90 percent of all
permits within 15 days.

» TheMaor Projects/Unreinforced Masonry Buildings Plan Check Divisionisto
review and approve 75 percent of all permits within 90 days.

» The Commercia Plan Check Division isto review and approve 90 percent of all
permits within 30 days.

Thus, each division's measures correlate to its parent program’s measures.

The department also has done an admirable job of using some of the same performance
measures for most or all of its organizational units. This consistency demonstrates that
management has coordinated—although not explicitly—at least some of the goals of the
department with those of its component units, and it alows management to compare the
performance of divisions on these measures. Three measures are common to every
division and all three programs in the department:

* Replying to 85 percent of the director’s (customer complaint) letters within the
director’s deadline.

* Answering 100 percent of the director’s letters five days after the director’ s deadline.

* Responding to all phone calls within 24 hours.

The Department Should Establish
Effectiveness Measures

Although building inspection agencies in other jurisdictions do not usually measure the
outcomes of their work, the department could devise ways to measure indirectly how
effectively and fairly it is doing its job. Indeed, after consulting sources such as the
International City/County Management Association and reviewing model performance
measures for building, plan review, and code enforcement functions, we found that most
measures used el sewhere are based on response time, cost to provide service, and
productivity of staff. The response time and productivity measures are similar to those
established by the department. Nevertheless, the department would benefit by measuring
whether plan-check, inspection, and other key servicesit provides are performed
accurately and thoroughly, in addition to knowing that its services are timely and
delivered efficiently. It is such measures of effectiveness, indirect as they may be, that
will show that the department’ s code enforcement results in safe structures for San
Franciscans.

The department’ s current measures address effectiveness only indirectly and only for
inspections, with division goals focusing on having each senior inspector or senior
housing inspector perform five spot-check inspections per week. However, the
department has no measures that allow for consistent reporting on the results of those spot
checks and that have as the ultimate goal the ensuring that construction will result in safe
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conditions for the building’ s occupants. Such measures might assess the following types
of inspections:

» Proper, thorough inspections—T he percentage of spot-check inspections verifying
that original inspections were conducted properly to ensure that all work complied
with applicable codes.

» Accurate inspections—T he percentage of items on correction notices and reports
originally noted by inspector that the senior inspector deems correct or necessary
during a spot-check inspection.

» Effective follow-up inspections—The number of items on correction notices and
reports that were not followed up on in subsequent inspection(s).

» Effective inspections of housing—The number of unsafe housing conditions
identified and corrected as the result of housing inspections.

Further, the department could evaluate the effectiveness of its plan-check function to
measure the department's success in fulfilling its key mission—that is, how well it
ensures that the department approves only plans for safe buildings that comply with all
relevant codes. The department could use a quality-control or spot-check process to
include areview that would provide information for measures such as the following:

» Accurate plan reviews—T he percentage of approved plans found to have no
substantive errors (for example, no design el ements contrary to code and no
unnecessary changes noted by plan checker).

» Thorough plan reviews—T he percentage of approved plans found to have no
substantive omissions (all necessary changes noted by plan checker).

» Plan reviewsthat are procedurally thorough—The percentage of approved plans
found to have no processing errors or omissions (such as initials or stamps missing).

The City of Sunnyvale includes effectiveness measures for both its inspection and its plan
review functions. Sunnyvale assigns staff to different geographic areas of the city and,
during one year, plan review and inspection staff working in other districts audits
approximately 10 percent of the ingpections and plan reviews performed by Sunnyvale.
Sunnyvale measures the quality of its inspections by the percentage of audited inspections
found accurate. The percentage of audited plan reviews found to be accurate indicates the
effectiveness of the plan review function.

The Department Should Better
Demonstrate That It Assuresthe
Quality of Its Plan-Check Function

The department does not systematically measure and report on the effectiveness of work
performed by the Plan Check Services group to demonstrate that the department approves
only plans that comply with codes. Unlike the arrangement at the Inspection Services
Program, Plan Check Services has no written procedure and does not document the
results of any spot-checking that may be performed by supervisors to evaluate work
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quality. Before Plan Check Services approves a permit application, the application
undergoes the department’ s quality-control process. Thisisaformal processin which
staff uses a checklist to review each set of plans before the permit is approved. Although
the department contends this is an adequate check on the quality of the plan checkers
work, we found it to be primarily a check of plan routing and completeness, not are-
check of the plans to ensure the quality of the review itself.

We found that at least one division of Plan Check Services had taken it upon itself to
conduct its own quality checks. According to the manager of the Residential Plan Check
Division, because so many of its plan checkers are new, his division has instituted an
additional check before applications are sent on to the next station. Department
management states that plan-check supervisors do spot check their subordinates’ work
but we found no recording or reporting of such checks and no departmental policy or
procedure requiring such checks. While the department’ s quality-control processis
adequate asfar asit goes, it could be enhanced with documented spot checks of the
quality of plan checkers' work.

Moreover, the fire safety of buildings could be compromised if staff of the San Francisco
Fire Department trained for this function do not evaluate plans, and the Department of
Building Inspection cannot manage this risk adequately if plan-check supervisors do not
consistently review and document the quality of their staff's work. As noted in Chapter 2,
we found a few instances of the department's failing to refer plansto the Fire Department
although the Department of Building Inspection’s own policy requires referral of the
plans.

THE DEPARTMENT SHOULD MEASURE THE TIMELINESS
OF THE SERVICE OFFERED BY THE ONE-STOP PERMIT UNIT

The department contends that service from the One-Stop Permit Coordination unit (One-
Stop) isfaster and easier for the customer than the normal process for permit application
review, but the department cannot conclusively demonstrate this to be true. One-Stop isa
cooperative effort of the Department of Building Inspection, the Planning Department,
the Fire Department, the Department of Public Health, and the Department of Public
Works. One-Stop began in March 1998 as a way to expedite permit processing for
projects requiring at least three review stations. It has been one of the department’ s key
efforts in improving its customer service in the permit approval process, and it has
received significant resources.

Asdiscussed in Chapter 5, almost all (98 percent) of the customers who have used One-
Stop did so because they believed it is faster than going through the normal process, and
nearly half (46 percent) used One-Stop because they thought it would be easier than the
normal process.
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The department itself asserts that One-Stop can cut permit processing time approximately
in half. Since the beginning of fiscal year 2000-2001, One-Stop has had as a goal to report
turnaround time on all activities. However, One-Stop has reported only afew efficiency
results and has not done so in the same, uniform way as have the Commercial,
Residential, Mechanical, and Major/Unreinforced Masonry Building Plan Check
Divisions. Asaresult, we could not determine if One-Stop is faster than the normal
process or by how much.

The department measures the promptness and efficiency of permit approval for the four
plan-check divisions in terms of their ability to review and approve a certain percentage
of permit applications within a specified number of days, but the department has not done
so for One-Stop. Nevertheless, One-Stop has reported some figures for the speed with
which it reviews and approves applications. In the department’ s most recent annual

report, for fiscal year 1998-99, One-Stop reported how quickly it processed restaurant
permits: This unit took an average of three weeks if fewer than two plan revisions were
submitted or an average of 57 days if two or more revisions were submitted. The unit also
reported on the speed of its quality-control review (100 percent within 24 hours) and its
processing time for application intake (average reduced from 90 minutes to 30 minutes).
However, the department has not reported efficiency results for One-Stop that the
department can compare with those of similar projects reviewed through the normal,
sequential processinitiated at the Central Permit Bureau. If the department knew how
much faster One-Stop's process is than alternative processes, it could make more
informed decisions about the level of resourcesit iswilling to commit to this unit.

THE LACK OF CONTROLSON OUTSIDE EXPEDITERS
PROMOTESTHE PERCEPTION OF IMPROPER
PREFERENTIAL TREATMENT BY THE DEPARTMENT

Despite the avail ability of the department's One-Stop process and the general promptness
of its usual processes for reviewing and approving permit applications, certain practices at
the department could cause some customers to believe that they need to hire agentsto
expedite permit or project approval (expediters) who can solicit the most favorable
treatment by the department. More than half of the plan checkers responding to our
survey said that they deal every day with agents hired by customers to expedite permit or
project approval (expediters). More than a quarter of plan checkers (6 of 23) reported that
an expediter had asked them for improper preferential treatment, and two-thirds of
responding plan checkers said that they have seen expediters receive such treatment.
Also, amost one-third of the department’ sinspectors (7 of 22) responding to our survey
said they had had an expediter ask them for and had seen an expediter receive improper
preferential treatment. These figures reflect a broader trend for all customers of the
department. Of the 21 plan checkers responding to thisitem, 6 (20 percent) said that they
had witnessed customers receiving preferential treatment, and 25 percent said that a
supervisor had asked them to give a customer such treatment. These responses were more
common among inspectors, as 12 of the 26 inspectors (46 percent) responding said that
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they had witnessed customers receiving improper preferential treatment, and 37 percent
said that a supervisor had asked them to give a customer such treatment.

Although we cannot say what forms the preferential treatment indicated by staff
responding to the survey may have taken, or if it was actually improper, it might have
ranged from giving one project priority over another to customers receiving favorable
plan reviews that were undeserved. If nothing improper is occurring, then some
employees are misinformed as to what constitutes improper preferential treatment or are
incorrectly perceiving what appears to them to be improper preferential treatment. If,
however, customers are hiring expediters because this allows them to receive preferential
treatment from the department, the problem is one of actual practice and not just
perception.

The department's current management controls cannot adequately ensure that it treats all
customers fairly and that customers cannot expect expediters to obtain improper
preferential treatment for them. Without strong management controls such as policies and
procedures, the department risks at least the appearance of unfair preference for some
customers. Beyond establishing policy, the department should inform its staff of what
does and does not constitute improper preferential treatment and, if the department can
define the practice, proper preferential treatment. Any appearance of some customers
receiving unfair preference can adversely affect the department’ s reputation and morale.
Moreover, the department faces not just the risk of the appearance of unfair preference
but the redlity. Stronger management controls will enable the department to mitigate the
risk that any customer, including a permit expediter, receives improper preferential
treatment.

Although some controls exist that promote fairness and discourage improper preferential
treatment in the permit and inspection processes, they are not adequate to assure the
department that such treatment does not occur. According to the deputy director for the
Inspection Services Program (formerly the deputy director for the Permit Services
Program), the fact that no one has sole control over the approval of a project ensures the
accuracy and fairness of the permit process. In addition, the department has taken a step
to control expediters access to department staff: It installed gates at the counter of the
Permit Center’ sfirst floor to make it more obvious that customers may not enter
employee-only areas. However, the department lacks other management controls that
would minimize the risk that projects handled by expediters could receive preferential
treatment in permits or inspections.

Aswe discussed earlier in this chapter, the department cannot be certain of the quality of
the plan-check process, including its accuracy and fairness. Further, the department has
not told its customers that they are not to expect preferential treatment for their permit
applications or projects when expediters are handling the customers' applications. The
department should provide the same level of serviceto all customers with similar projects
regardless of whether they hire expediters.
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RECOMMENDATIONS

To ensure that the Department of Building Inspection manages and measures its
performance more effectively, the department should do the following:

Develop astrategic plan that will result in acomprehensive set of goals and
objectives. The department should create a plan that includes the department’ s vision,
mission, goals, objectives, and performance measures, and the department should
review this plan annually.

Establish alimited set of performance measures that not only addresses the
department’ s efficiency and productivity but also gauges its effectiveness.

Improve or add to the existing quality-control procedure to ensure that the plan-check
and permit approval processes are accurate and fair. Thorough and documented spot
checks by supervisors may fulfill this recommendation. The department could report
as a performance measure the results of these spot checks.

M easure the promptness of permit application review and approval viathe One-Stop
process versus the promptness with which the normal, sequential process reviews
equivalent projects. This measure would help the department assess whether the One-
Stop unit deserves more resources.

To avoid even the appearance of inequitable treatment of customers, the department must
state clearly that fairnessis a core value of the organization and ensure that its employees
and customers know this value. To do so, the department should take these actions:

Implement an explicit policy prohibiting its employees from giving any customer
improper preferential treatment. This policy should be part of a code of ethics
developed by the department, with assistance from the City’ s Ethics Commission, and
adopted by the Building Inspection Commission for the department’ s use.

Establish a process that allows employees who may be whistleblowersto report their
concerns to department management, the Building Inspection Commission, or the
Ethics Commission.

Amend its authorized agent form to inform its customers in writing that the
department does not regulate expediters or afford them preferential treatment.

18
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CHAPTER 2

THE DEPARTMENT DOESNOT CONSISTENTLY REFER TO
THE CITY AND THE SCHOOL DISTRICT THE PROJECTS
SUBJECT TO IMPACT FEESFROM DEVELOPERS

CHAPTER SUMMARY

refer to the appropriate agencies al construction projects subject to fees owed to

the City and County of San Francisco (City) by building developers or owners. We

were able to collect limited data from the department on properties that might have
been subject to the Transit Impact Development Fee (transit fee). In doing so, we found
that the inconsistencies in the department’ s processes for referring projects to the San
Francisco Municipa Railway (MUNI) have resulted in missed fees from eight buildings
since July 1985. We estimate the total missed revenue to be $3.5 million. Further,
although the department more consistently identifies and refers to the San Francisco
Unified School District (school district) the building projects subject to the School
Facility Impact Fee (school fee), the school district can miss thousands of dollars for each
case in which a developer does not pay the appropriate school fee. However, it appears
that MUNI and the school district can collect these unpaid fees retroactively.

T he Department of Building Inspection (department) does not properly identify and

The department’ s process for collecting these two fees includes no management review
and few automated checks. The department does not compile permit data about the
creation of new residential or nonresidential space, so MUNI, the school district, and
department management have no method for ensuring that the department refers to MUNI
and the school district al projects that may be subject to the two fees. The department has
no policies explaining itsrole in collecting these fees, and its procedures are out of date,
particularly regarding the transit fee. Because other agencies collect the transit fee and
school fee for the maintenance and improvement of their facilities and services, the
referral of projects subject to these two fees appears to be alower priority for the
department than the collection of the permit and inspection fees that fund the
department's work. However, we see no reason that the department could not more
effectively refer projects subject to these two fees.

Finally, the department appears to be doing an adequate job of assessing permit-related
fees. Nevertheless, it could improve its controls to prevent the possibility of abuse when
staff enters $1 in the permit tracking system as the low estimate of a construction
project’ s value. The department should also refer all projects to the San Francisco Fire
Department (Fire Department) when department policy requires staff to do so.
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BACKGROUND

Applicants for construction permits pay fees based on both the estimated value and the
sgquare footage of their projects. The Department of Building Inspection and other city
departments that must approve permit applications (such as the Planning Department or
Fire Department) charge the applicants fees for reviewing the plans or inspecting the
work. The estimated value of a project determines many of the fees charged, but some
fees are fixed. In addition, each developer of residential or nonresidential space is subject
to two fees—the Transit Impact Development Fee and the School Facility Impact Fee—
that MUNI and the school district collect according to the square footage of the project.
Although the department does not collect these two fees, it is responsible for identifying
projects subject to them and for referring those projects to MUNI or the school district.

The San Francisco Administrative Code (administrative code), Chapter 38, stipul ates that
developers of new office space in the downtown area, which the code defines, pay the
Transit Impact Development Fee to aleviate the financial burden imposed on MUNI by
the increased transit use to and from the downtown area.

The California Education Code (education code), Section 17620, authorizes the
governing board of any school district, including the San Francisco Unified School
Digtrict, to levy afee on any construction project that increases floor area either for
residential occupancies of more than 500 square feet of assessable space or for any
commercial or industrial occupancies. These fees are to fund construction or
reconstruction of school facilities, and the Education Code prohibits any city or county
from issuing a building permit without certification that the developer has complied with
thisfee.

The department identifies building projects subject to the transit fee and the school fee
when developersfile their permit applications, and the department is responsible for
ensuring that buildings subject to these fees are not occupied until the fees have been
paid. The department refers to MUNI those developers of building projects that may be
subject to the transit fee so that MUNI can evaluate whether the developers owe the fee.
The department al so determines the square footage of projects subject to the school fee
and provides this information to the school district.

The department operates as an enterprise fund, which is atype of fund that is separate
from the City’ s Genera Fund. The department’ s services are funded solely by fee
revenues generated from plan checking, permit issuing, and licensing. Any surplus
revenueis carried forward and accumulated as areserve.
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THE DEPARTMENT’SINEFFECTIVE PROCESS FOR
COLLECTING THE TRANSIT IMPACT DEVELOPMENT FEE
CAUSESTHE CITY TO LOSE SIGNIFICANT REVENUE

Because the department has not properly referred some construction projects to MUNI,
the City has failed to assess, bill, and collect millions of dollarsin transit fee revenue. Our
analysis of records from the Department of Building Inspection, the Planning

Department, and MUNI shows that the City could have collected an estimated $3.5
million more in transit fee revenue if the department had properly referred to MUNI all
the projects we reviewed that were subject to the fee. We identified eight office space
projects created in the downtown area of San Francisco since fiscal year 1986-87 that
were subject to the transit fee but that the department had not referred to MUNI.

Since 1986, the City Has Not Collected
an Estimated $3.5 Million in Transit
I mpact Development Fees

Because the department did not refer to MUNI the eight projects subject to the transit fee,
the City failed to assess and hill building developers and owners approximately $3.5
million. From Planning Department records covering only office space projects of more
than 25,000 square feet approved since fiscal year 1986-87, we found three projects
subject to the transit fee that the Department of Building Inspection should have known
about but that it did not refer to MUNI. These three buildings created 234,845 square feet
of new office space and owe an estimated $1.17 million in transit fees. The Planning
Department approved two of these buildings since July 1999, while the third was
approved in 1991. In addition, the Department of Building Inspection’s database listed
five permits issued from calendar years 1997 through 1999; however, the department
failed to refer the projects to MUNI. After we told MUNI about the projects, MUNI
determined that they did owe the transit fee. MUNI estimates that developers for these
five projects will owe about $2.33 million.

MUNI is taking action to collect the transit fees from the devel opers or owners of all
eight buildings we identified. These estimates are based on the transit fee’' s full rate of $5
per square foot, but the actual fees MUNI may charge could be lessiif it grants any of
these projects discounts because of the administrative code's allowances related to
previous use of aproperty. However, even the high-end estimate is a conservative
calculation of the transit fee revenue that the City haslost since the fee' sinception in
1981 because our analyses excluded projects of less than 25,000 square feet that the
department approved before January 1997 and after December 1999, and our estimates
also excluded al projects approved by the Planning Department before July 1986.

The City should be able to collect all of the transit fee revenue it has not assessed in past
years. According to a deputy city attorney, if the City has not billed the devel oper or
owner, the City can collect an unpaid transit fee regardless of when the project was built.
She also said the transit fee precedent would probably enable the City to collect other
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unbilled fees as well. However, the City has only three yearsto collect the fee once it has
issued the bill.

If the transit fee had increased over the years, the devel opers that have not yet paid their
fees would owe much more than do currently. Surprisingly, the transit fee has not risen
since the original ordinance was enacted in 1981, setting the fee at $5 per square foot of
new office space. The San Francisco Administrative Code, Section 38.6, states that the
fee schedule shall be reviewed annually to ensure that it continues to reflect the projected
cost of providing the additional public transit service required by new developments. Had
the transit fee increased annually since 1981 according to the Consumer Price Index, the
fee would have been $9.49 per square foot in 2000, and the eight projects described above
would owe the City atotal of $6.4 million instead of $3.5 million.

The Department Failed to Refer to
MUNI 7 of 13 Projectsin Our Sample

During our audit, we reviewed a sample of 13 construction projects that received permits
in 1997 through 1999 and that appeared subject to the transit fee. Our analysis showed
that the department failed to refer 7 (54 percent) to MUNI so that MUNI could determine
whether the projects developers actually owed the transit fee. The developersfor 5 of the
other 6 building projectsin our sample had paid the transit fee, and MUNI had
determined that the remaining project was not subject to the fee.

Of the seven buildings that the department did not refer to MUNI, two were assembly, or
meeting spaces renovated for business uses. One permit indicated a building's change in
use from storage to business, another from factory to business, and another from arepair
garage to business. Y et another project added an additional story to a building used for
business purposes. Because these projects changed the buildings’ original usesto
business uses or added square footage, they all may have increased the amount of office
space in the City and thus increased the need for mass transit. For these reasons, the
department should have referred all seven projectsto MUNI for its determination.

One building in our sample of seven projects that the department did not refer illustrates a
critical flaw in the department’ s process for identifying buildings that may be subject to
the transit fee: abuilding can change its use completely, yet the developer need not pay a
transit fee if applicants take out a series of small permits. The contractors for this
building, 650 Townsend Street, applied for many permits using two addresses over
severa years. These applications suggest that the contractors were performing major
renovations incrementally. A commercia plan checker for the department and a MUNI
staff person acknowledge that this building has changed its use from an apparel mart to
office space, but the developer never paid the transit fee. According to the permit clerks
we interviewed, they look for applications that indicate office space will increase or a
building’s use will change. However, the site permit application is usualy the only
document that describes the overall project, while subsequent permits for a project, such
as electrical work, seismic upgrading, or tenant improvements, may not include
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information about additional space or a change in use. After we showed MUNI the seven
projects in our sample that the department had failed to refer, MUNI found that two
projects were not subject to the fee: one project was canceled, and the other converted a
building into a restaurant rather than an office. However, one of the five buildings that
MUNI determined was subject to the fee is 650 Townsend Street, which by itself may
owe over one million dollarsin transit fees.

The Department's Process for Referring
Projectsto MUNI Has Major Flaws

The department's process for referring projects to MUNI for transit fee determinations has
serious weaknesses because it depends too heavily on the experience and attention of the
staff involved, and the process does not include up-to-date written procedures that remind
the staff about the transit fee. When department clerks receive the initial application, they
must notice that the project isin the downtown area, as defined in the transit fee
ordinance, and that the project may increase office space through new construction or by
conversion of existing space. According to a permit clerk we interviewed, if shethinks a
project will increase office space, she tells the project applicant to contact MUNI, and she
gives the applicant a piece of paper with the phone number, fax number, and address of
the contact person at MUNI. According to another permit clerk at the department's
Central Permit Bureau, she sometimes sends by facsimile to MUNI the customers' permit
applications. If an applicant isin a hurry, she sometimes processes the application first
and informs the applicant and MUNI that the fee must be paid later.

The process described to us includes no reminder for clerks of abuilding’ s transit fee
status. Unless the applicant offers the written determination he or she received from
MUNI, the clerks must discern from the permit application that a project may be subject
to the fee. There is no written policy or procedure to require plan checkersto refer
projectsto MUNI if they notice that a project will create office space. Furthermore, when
the project is complete, the department has no procedure to require inspectors to check
whether the developer has paid the transit fee. If the department has not referred to MUNI
aproject that is subject to the fee, MUNI must somehow find out about the project and
notify the department’ s inspectors to withhold a Certificate of Final Completion and
Occupancy until the developer pays the fee. Thus, the process depends solely on the
clerks discretion and attention when permit applications are filed and approved.

Moreover the lack of adequate procedures and systems to collect the transit fee suggests
that department management is not concerned about collecting this fee even though the
department violates the administrative code when it issues Certificates of Final
Completion and Occupancy without evidence that devel opers have paid the required
transit fee. Management has done little to address the process.

The written procedure for the clerks handling of these casesis outdated because it relates
to acomputer system the department no longer uses, and the department has no overall
policy explaining to staff why the department has arolein collecting a fee that benefits
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another city department. The process includes no control points involving automation or
the actions of managers. The previous version of the department’s permit tracking system
contained a series of fields into which the clerks entered data about the transit fee
determination. According to a permit clerk, if the data were not entered, the system would
not process the application. In contrast, the current system will let the user continue even
if the status field for the transit fee is blank. Apparently, supervisors do not review the
clerks work on permit applications that may be subject to the fee, and the department’s
emphasis on customer service may encourage clerks to process applications promptly
rather than to spend time analyzing whether the project may be subject to afee owed
another department.

Finally, the department does not compile permit information to track the total amount of
new residential or commercia space. Thus, neither department managers nor MUNI can
evaluate the department’ s effectiveness in referring applications appropriately.

THE DEPARTMENT NEGLECTSTO NOTIFY THE SCHOOL
DISTRICT OF SOME PROJECTS SUBJECT TO THE SCHOOL FEE

In failing to refer some projects subject to the school fee to the school district, the
department causes the school district to lose significant revenue, and it violates state |aw.
Indeed, the loss to the school district of even one building's assessment can amount to
thousands of dollarsin revenue. Our audit disclosed that the department is missing some
referrals because it has a manual process for referring projects to the school district, and
this process needs improvement.

When the department receives an application, a permit clerk notes that the project will
increase residential or commercia space in the City, and the clerk attaches aform and its
carbon copy to the application. When the plan checker reviews the project, he or she
determines the increase in residential or commercia square footage and writes that figure
on the form. One copy of the form remains attached to the application until the school
district notifies the department’ s Central Permit Bureau that the devel oper paid the fee.
The applicant takes the other copy to the school district, where school district staff uses
the square footage determination to calcul ate the fee owed for the project. Residential
development is assessed at $1.72 per square foot, office or commercia space at $0.24 per
square foot, and retail or service space at $0.13 per square foot. When the applicant pays
the fee, school district staff stamps the form and sends it back to the department for the
permit to be issued.
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The School District Can Lose Significant
Revenue When Developers Do Not Pay
the School Fee

The fiscal lossto the school district from the department’ s failing to assess the school fee
on even one building can be significant. Our test of permit records for increased
nonresidential space showed that 13 (65 percent) of 20 projects had paid the school fee, 2
(10 percent) of the projects had not paid, and the remaining 5 projects were still under
review by plan checkers. Of the 2 nonresidential projects for which the department did
not assess the school fee, 1 was represented by a site permit application submitted in
March 2000 to erect a 23-story office building at 524 Howard Street. For this building,
the department should have assessed an estimated $48,472 for the school fee. If the
department failed to assess the school fee on other projects, asis likely, the school district
may have lost hundreds of thousands of dollarsin fee revenue.

The Department Violates State Law
Because It Does Not Properly
Assess the School Fee

The department violates the California Education Code because it does not consistently
identify and refer to the school district before issuing building permits the construction
projects that are subject to the school fee. By failing to withhold a building permit for a
project subject to the school fee until the school district certifies that the developer has
paid the fee, the department violates the California Education Code, Section 17620. In
addition, the department's inconsistencies in referring applications to the school district
could lead to a public perception that the department does not treat projects equally.

According to the manager of the Central Permit Bureau, she or another supervisor
reviews applications for large new buildings, but there is no management review of fees
assessed. In addition, a manager’ s review will not necessarily catch all errors unless the
manager is thoroughly familiar with the applicable requirements and exceptions for the
school fee listed in the Education Code. The department’ s procedure was written in 1987,
and some staff members appear unfamiliar with it. Further, the procedure is outdated,
incomplete, or both. For example, it does not mention that the school fee applies only to
residential construction that increases space by more than 500 square feet.

Finally, because the department does not track the creation of new residentia or
commercia space, neither it nor the school district can evaluate the department’ s rate of
success in referring projects to the school district.
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The Department’s Process for
Referring Projects to the School
District s More Effective Than Its
Referral Process for the Transit Fee

Although the department should improve its procedures for assessing the school fee, our
tests revealed that the rate at which the department correctly assesses and refers projects
subject to the school fee (13, or 87 percent, of 15 nonresidential projects and 18, or 90
percent, of 20 residential projects) is significantly higher than its rate of referral for the
transit fee (7, or 54 percent, of projects). We also found that the department processes
permit applications differently for the two fees, and the differences may account for the
different rates of success.

For the transit fee, the permit clerks refer customers to MUNI when the customersfile
their applications, and MUNI determines whether the applicants owe the fee and how
much they owe. The applicants then present the determinations to the department’ s permit
clerks and pay to MUNI the amounts specified. On the other hand, when a customer files
a permit application subject to the school fee, department staff attaches aform to the
application, and the procedure includes three opportunities for department staff to ensure
that thisfeeis paid: Staff verifies the payment at permit filing, plan checking, and permit
issuance. The attached form reminds the clerks and plan checkers that the project is
subject to the school fee. Neither system works as consistently asit should, and managers
do not review the work of the clerks for either fee.

THE DEPARTMENT SHOULD IMPROVE CONTROLS
OVER $1 PROJECT VALUE ESTIMATESAND ITSREFERRAL
TO THE FIRE DEPARTMENT OF PERMIT APPLICATIONS

The department generally uses reasonable estimates of the value of construction work,
which determines the amounts of many permit and inspection fees that the department
charges its customers. However, the department should establish a control to help prevent
the possibility of abuse when staff enters $1 as the project value in the permit tracking
system. Further, the department should more consistently follow its policy for referring to
the San Francisco Fire Department the applications for building permits so that Fire
Department personnel can review the fire safety features of all proposed projects. Permit
applicants typically provide on their applications the value estimates for work they are
proposing. Department employees can change the estimated value if they believeit is
unreasonable.

The department bases the fees charged on data about permit applications that department
staff entersin the permit tracking system. This information includes the estimated values
of the projects and the names of the other departments that must review the applications.
If the permit clerk enters the value estimate of a project correctly, the tracking system
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should calculate the correct permit fees. However, we found no procedure, including spot
checks, for supervisorsto review plan checkers' assessments of value estimates provided
by customers or to ensure that the permit fees are reasonable. The Central Permit Bureau

manager said that she knew of no management review of fees.

We reviewed the department’ s reports on permits issued and permitsfiled for the first
half of June 2000. Of the 1,589 items in these two reports, 54 (3.4 percent) appeared to
present discrepancies. However, after reviewing documentation on the 54 permits, we
concluded that the department is using reasonable value estimates for work proposed in
almost all cases.

The Department Could Better Prevent the
Possibility of Abuse When Staff Entersin the
Database $1 asthe Value for Work to Be Performed

Although the department generally uses reasonabl e estimates of project value to calculate
permit fees, its review and referral process for permit applications appears to have afew
weaknesses. Specifically, for 4 (7 percent) of the 54 applications we reviewed in detall,
the department’ s permit tracking system showed $1 as the estimated value for each
project, an amount that appears unreasonably low. Staff in the Central Permit Bureau
explained that it enters this amount into the system when the permit application simply
revises plans for work approved under an earlier permit and does not increase the value of
the work originally proposed. Department staff enters $1 as the value of work so that the
permit tracking system does not cal culate and require additional permit fees that would
duplicate those the applicant has already paid. However, the practice of using $1 as the
value of work increases the possibility that staff could abuse this feature of the system to
enter fraudulently low values for projects so that permit applicants could pay permit fees
that are lower than those required.

However, the practice of entering $1 as the value of a proposed project does not indicate
that the department assesses permit fees incorrectly. In addressing the department’s
controls over whether it generally arrives at reasonable value estimates, the former deputy
director for permit services stated that plan checkers use a standardized table to assess
building valuations, especially for new construction, to ensure that permit fees are correct.
He also stated that plan checkers use their judgment to assess whether valuations are
reasonable and that other permit services staff see the valuations and would identify any
that were unreasonable for the work to be performed. He added that building inspectors
also provide a check on this system when they inspect the project asit is built.
Nevertheless, the department has no procedure that requires plan checkers, permit issuers,
or inspectors to check whether a project with a$1 or other low estimated value has an
earlier permit under which all fees were paid.
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The Department Should More Consistently
Follow Its Policy for Referring Building
Permit Applicationsto the Fire Department

Of the 54 items we identified in the department's reports on permits issued and filed
during the first half of June 2000, 3 (6 percent) were permit applications that the
department should have but did not refer to the Fire Department. According to the
department’ s policy for such referrals, the department should have referred these
applications. Although the 3 applications represent only a few among many, the risk
inherent in fire safety issues demands that the department follow its referral policy in all
cases. The department's inconsistency in alowing trained staff from the Fire Department
to scrutinize fire safety features of buildings could suggest a serious lack of oversight by
the Department of Building Inspection.

RECOMMENDATIONS

To alow the Municipal Railway and the San Francisco Unified School District to collect
more effectively the fees owed to them and to better control how it assesses permit fees
and reviews permit applications, the Department of Building Inspection should take these

steps:

» Updateits policies so that the department clearly communicates to all Permit Services
Program staff its responsibilities for the Transit Impact Devel opment Fee and the
School Facility Impact Fee.

* Reviseits current procedures, particularly those related to its permit tracking system.

» Develop aprocedure to track incremental changes to buildings so proposed
construction projects that change a building’ s use or that increase square footage can
be referred appropriately.

» Establish in the permit tracking system an automated reminder for staff to verify the
status of fee payments. This reminder could appear when the department is ready to
issue to a developer the Certificate of Final Completion and Occupancy.

» Ensurethat supervisors for the Permit Services Program spot-check permit
applications regularly to see that clerks are referring applications appropriately to the
San Francisco Municipal Railway and the San Francisco Unified School District.

* Add afield to the permit tracking system that would require staff to indicate any
previous permit numbers for permit applications that are renewals or revisions of
other permits and that do not require the usual fees. An entry in thisfield would allow
the system to waive the additional fees that the department would otherwise assess,
and the entry would clearly identify why the applicant does not owe the usual fees.
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* Make certain that the department isimplementing a process that ensures that the
Permit Services Program refers cases to the San Francisco Fire Department according
to the department's procedure. The department should revise thisreferral procedure if
necessary.

CONTROLLER’'SAUDITSDIVISION 29






CHAPTER 3

THE DEPARTMENT SHOULD IMPROVE SOME PERSONNEL
AND FLEET MANAGEMENT PRACTICES

CHAPTER SUMMARY

recorded or monitored employee certification, training, or evaluation, it cannot be

certain that it is complying with state law or that its employees receive appropriate

evaluations of their performance from their managers. In fact, 25 percent of
department employees required by state law to earn certification may not have done so.
Consequently, the department is exposing the City and County of San Francisco (City) to
legal liability because the department has no policies or procedures that allow it to show
that staff has proper certification and training. Additionally, unless department employees
achieve certification and fulfill continuing education requirements, they may not be
staying abreast of developments and techniques in their fields that would allow them to
perform their jobs as proficiently as possible.

B ecause the Department of Building Inspection (department) has not adequately

Indeed, most of the department’ s 129 employees we surveyed report that they have not
received performance evaluations in more than a year, and 19 percent of 129 employees
responding to a survey we conducted said that they have never been evaluated. According
to the City's Department of Human Resources, departments should evaluate their
employees at least annually. Without documentation about their job performance,
employees do not know whether they are fulfilling their responsibilities adequately.

Further, the department does not keep sufficient records to ensure that it reports the
unpaid car benefit that federal law requires the City to apply to al employees who drive
city cars home at night. Our review showed that the department did not report this benefit
for more than half of the employees who receive it. Finaly, the department does not have
adequate procedures to manage its vehicle fleet.

BACKGROUND

According to the California Health and Safety Code, Section 18949.28, all construction
inspectors, plan examiners, and each local agency’ s building official must obtain
professional certification from arecognized state, national, or international association as
determined by the local agency. In addition, certification must be obtained within two
years of hire by the department. Thus, al plan checkers and all building, plumbing, and
electrical inspectors are subject to the code. The department’ s director may also be
subject to this regulation because the code further states that a building official is
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“the individual invested with the responsibility for overseeing local code enforcement
activities, including administration of the building department, interpretation of code
requirements, and direction of the code adoption process.” In addition, the code states that
employees working for the department on or before January 1, 1994, are exempt from the
certification requirement and those who began working after that date are subject to it.

The same section of state law also requiresthat al construction inspectors, plan
examiners, and the department’ s building official—regardless of hire date—complete a
minimum of 45 hours of continuing education every three years. The law states that
providers of continuing education may be any organization affiliated with the code
enforcement profession, acommunity college, or any other provider of training that has
similar quality, as determined by the local agency. The law defines this continuing
education to include any education on the enforcement of Title 24 of the California Code
of Regulations and any other locally enforced building and construction standards.

THE DEPARTMENT MUST ENSURE THAT ITSEMPLOYEESHAVE
PROFESSIONAL CERTIFICATION

The department does not adequately ensure that its employees have earned the
professional certification required by law. The department has no policy or procedure for
monitoring the professional certification status of its employees, and it does not maintain
adequate records of their certification status. Without this monitoring and record keeping,
the department cannot know the extent of its compliance with the certification
regquirement now or in the future.

In December 2000, at our request, the department sought documentation of certification
directly from employees subject to the requirement. In examining the documentation, we
found that 6 of 24 department employees who we believe were required by law to possess
professional certification had not earned this certification. The professional competence
of the department’ s employees could be questioned, and the department could be subject
to legal action from a dissatisfied customer or others if some employees who should be
certified have not completed this process.

Twenty-five Percent of the Department's
Employees Who Need to Earn Certification
May Not Have Done So

Although we found that most of the department's employees who should be certified were
certified, some employees had not completed the certification process by the end of 2000.
For the 24 employees we identified as requiring certification, the Personnel Services
Division was able to collect documentation for us showing that 18 (75 percent) were
certified, 2 (8 percent) were not certified, and 4 (17 percent) provided no information. In
addition, of the 18 who were certified, 3 had not obtained certification by the date
required by law.
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The Department's Record
Keeping I s Deficient

The department'’s Personnel Services Division was able to provide us with only partial
records of employee certification. In November 1995, the department director sent a
memorandum to deputy directors and division chiefs summarizing the provisions of the
state law requiring certification and continuing education credits for construction
inspectors, plan checkers, and building officials. Although the memorandum requested
that deputy directors and division chiefs provide the names, classifications, and hiring
dates of the employees affected, the Personnel Services Division did not have this
information on file. To determine which department employees must be certified, the
Personnel Services Division had to research employee hire dates through the City's
Department of Human Resources. According to the Personnel Services Division manager,
the division does not maintain records of employee hire dates.

In the past year, according to the director of the Personnel Services Division, staff had
contacted employees requesting that they report on their certification status. However, the
information it received did not include documentation to support employees claims that
they had been certified or to show that the employees surveyed were those required by
law to be certified.

The Department Has No Policies or Procedures
For Verifying Certification of Employees

The department lacks a policy or procedure for making certain that all appropriate staff
obtains certification. Further, we found no departmental policy or procedure regarding
professional certification that adequately describes the law's requirements, the
department’ s responsibilities under the law, ways to identify employees who require
certification, and a process by which the department can collect and monitor employee
certification information.

Although the director’ s 1995 memorandum began a process of verifying certification by
compiling relevant employee data, it did not establish a procedure to monitor compliance
continuously. Another memorandum, written by a senior housing inspector in March
1998 to the department’ s senior managers, summarizes the provisions of the law. The
memorandum also describes a certification program of the International Conference of
Building Officials and provides information about an exam that took place in June 1998.
The memorandum states that the department would pay for the cost of the exam.
However, we found no evidence that the department acted in response to this information.

The department could more effectively monitor employee certification if the department
established a policy describing specifically which employees must earn certification. The
law is clear that plan checkers and building inspectors require certification, but senior
managers do not fall into these job categories. However, managers in the Permit Services
and Inspection Services Divisions oversee the work of their staff and must be fully
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capable of plan review and inspection work to supervise their staff effectively. For this
reason, we believe that the department should require managers, including the
department’ s director, to be subject to the same certification requirements as their staff.

THE DEPARTMENT MAY NOT BE COMPLYING
WITH STATE TRAINING REQUIREMENTS

The department does not maintain adequate records and has no policy or procedure to
monitor the continuing professional education of its staff. Consequently, the department
cannot be certain that it complies with the requirement in state law that all construction
inspectors, plan checkers, and the department’ s building official complete at least 45
hours of continuing education every three years. Unlike the requirement for certification,
this provision pertains to the affected employees regardless of their hiring dates. If they
do not fulfill continuing education requirements, department employees may not stay
current with developments and techniquesin their fields that will allow them to perform
their jobs proficiently.

We requested that department managers give us documentation for those employees who
were required to complete continuing education classes for the 1998-2000 period. The
documentation we received indicated that only 42 percent of all employees had some
training during the period. According to the Administration and Finance Division
manager, the department has no policy or procedure for tracking employees continuing
education classes, but the department is beginning to develop a process to collect this
information.

Of the six managers of divisions or units from whom we requested information, none had
maintained records to show that all employeesin hisor her division or unit had
completed at least 45 hours of training for any three-year period. Only one division had
maintained records for its employees, but these records covered only the training that took
place during 2000. Also, we could not determine if any of the training listed in the
information given to us would meet the law's requirements for continuing professional
education because the department has no standards or criteria specifying the types of
training that count toward fulfilling the requirements.

Not only have they failed to monitor employees continuing education, but some
department managers have also demonstrated that they may not understand the law’s
requirements fully. For example, one manager indicated that he thought employees who
had worked for the department for a certain amount of time were exempt, and another
manager indicated that staff members should determine if they want training. Because
records were incomplete and the department does not maintain adequate records of
continuing education, we could not assess the status of any employee’ s compliance with
the law.
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THE DEPARTMENT SHOULD BETTER ENSURE THAT
ITSEMPLOYEESRECEIVE EVALUATIONSREGULARLY

Of 129 department employees we surveyed, 78 (60 percent) indicated that they had not
received a performance evaluation within the past year. The City’ s Department of Human
Resources suggests that city departments conduct employee performance appraisals at
least annually. We did not review the department’ s personnel records to determine the
frequency with which employees have received performance evaluations. However, in the
survey of employees we discussin Chapter 5, we asked employees approximately when
they received their most recent performance appraisal. Only 51 (40 percent) of those
surveyed stated they had received a performance evaluation in the past year. In addition,
53 (41 percent) of the respondents stated that they had received their last performance
evaluation from more than one year to more than five years ago. The remaining 25
respondents (19 percent) stated that they had never received a performance evaluation.
Some of those who had not had a performance evaluation in the last year may have been
recently hired and were not yet due for an evaluation at the time of the survey.

The department’ s assistant director acknowledged that employees’ performance should be
measured more regularly. She also noted that evaluations should be more consistent
because the department measures the performance of senior staff more regularly than it
evaluates the performance of lower-level employees.

Without documentation about their job performance, employees do not know whether
they are fulfilling their responsibilities sufficiently. Inevitably, the department’ s staff has
less direction and accountability than it would if performance appraisals were in place.
The Handbook for Employees of the City and County of San Francisco (August 1998,
p.14) offers the following description of the City’s evaluation system for empl oyees:

The purpose of the performance appraisal system isto ensure that employees
understand the duties and responsibilities for which they are being held
accountable, evaluate employees on their performance, identify training needs,
improve effectiveness, provide abasis for career devel opment and assure quality
service to the public. The system is an essential tool for manageria decision-
making, [and] assists in overall communications.

THE DEPARTMENT DOESNOT ADEQUATELY REPORT
THE UNPAID CAR BENEFIT FORITSEMPLOYEESOR
SUFFICIENTLY MANAGE ITSCITY VEHICLES

Besides seeing that its employees are adequately certified, trained, and evaluated, the
department must ensure that it reports to the Internal Revenue Service the unpaid car
benefit for all employees who receiveit. In addition, the department needs to strengthen
its management controls over its fleet vehicles. The department does not report the unpaid
car benefit for more than half of the 91 employees who receive the benefit. Furthermore,
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the department has no written policy for determining the assignments of city carsto
drivers or parking spaces.

Most of the Department’s Drivers
Who Use City Cars Are Not Taxed
According to Federal Law

The department violates federal tax law by failing to report the unpaid but taxable car
benefit tax from more than half of the 91 employees who drive city cars home at night.
Central Shops, which assigns and services most city vehicles, assigned 115 city carsto
the department for use by department employees. The department has use of a nearby
parking lot in which it parks some cars at night. Department employees who live in San
Francisco park the remaining cars at their homes at night and use them to commute to
work. We found that the department reports the night use of only 39 (43 percent) of the
91 carsthat go home with department employees, and it fails to report the use of 52 cars
(57 percent). The Controller’s Special Pay Usage Report shows that 41 department
employees had a $3 per day unpaid car benefit reported on their paychecksin the pay
period ending January 5, 2001; however, the department does not list 2 of these
employees as night drivers.

Under federal tax law, if employees use their employer’ s cars to commute, employers
report this use as a taxable fringe benefit included in employee income. Employees’ use
of these cars to commute to and from work is considered personal use and valued at $1.50
per trip or $3.00 per day.

The San Francisco Administrative Code Section 4.11 permits commuting in city cars by
on-call employees and other employees under limited circumstances, including for the
sole purpose of garaging the vehicle at the employee’ s residence. In such cases, the
department head must determine that the public interest is best served by permitting the
employee to take the car home rather than by the City’ s garaging it. The Board of
Supervisors must approve these decisions upon recommendation by the director of
administrative services. According to the department's Administration and Finance
manager, the department obtained approval from the Board of Supervisors sometime
before 1996 when the department was known as the Bureau of Building Inspection within
the Department of Public Works.

The Personnel Services manager keeps the Special Pay Usage Report records for unpaid
car benefits, but the Administration and Finance manager keeps the records for car
assignments. Our review indicated that these records do not receive regular reconciliation.
Inconsistently reporting these benefits violates federal tax law and puts the City at risk of
sanctions by the Internal Revenue Service.
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The Department Assigns Cars to Some Employees
Who May Not Need Them Every Day

According to the Administration and Finance manager, the department’ s unofficial policy
isfor inspectors and other personnel who need city cars during the day to use the vehicles,
but we were unable to determine how many employees use cars during the day. Further,
the department does not keep current its assignment records. Each inspector needs a car
daily, and 89 (88 percent) of assigned cars are assigned to the Inspection Services
Program. However, 12 (12 percent) of the assigned cars are assigned to other units: 11 to
managers and members of noninspection units and one to the Building Inspection
Commission, which has a secretary who takes this vehicle home at night. The

department’ s director is assigned a car, and each unit of the Permit Services Program has
one car assigned to it. The exceptions are the Mechanical Plan Check Division, which
receives no assigned vehicles, and the One-Stop Permit Coordination unit, which receives
four.

The Department Does Not Have a
Policy for Assigning Its Fleet Vehicles

The department does not have a policy covering how it should assign city carsto
employees and when it should garage cars at the department overnight. The department
has no set number of parking spaces available for overnight use and no policy for
determining car assignments. At the time of our audit, 91 of the department’ s employees
drove city cars home at night, and the department had assigned 23 additional carsto park
overnight in alot near the department. The department appears to assign cars to night
drivers asits option of first resort and then park extra carsin the lot. Assigning cars to
night drivers who are not on-call employees when overnight parking spaceis available
adds unnecessary mileage and wear to city cars.

We also found that the department’ s records of car assignments should be more current.
According to the department's administration and finance manager, the assignment of cars
changes frequently. Because other department personnel do not communicate changes
promptly, she updates the records about every two to three months. However, without
more current records of which employees take cars home at night, the department cannot
correctly assess the unpaid car benefit.
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RECOMMENDATIONS

To better monitor employee certification, training, and evaluations and to comply with
state law, the Department of Building Inspection should do the following:

» Develop apolicy regarding professional certification and training of employees that
details the legal requirements for training, the affected employees (including
managers), and the acceptable types of training. This policy should aso state
consequences, such as reassignment or administrative leave, for those employees who
do not comply with the requirements within a stated time.

» Establish a procedure specifying how the department will collect and maintain
employee certification and training information. This procedure should also outline
how the department will enforce training and certification requirements. Maintain
records of employees' hire dates to determine who must earn certification and aid in
scheduling employee evaluations.

» Ensurethat all employees receive performance evaluations at least annually. The
department’ s Personnel Services Division should provide guidance to managersin
administering performance evaluations. The division should aso record when
performance evaluations for every employee are due so that it can notify the
appropriate managers.

» Make certain that managers who assign cars maintain clear, current records of
assignments and communi cate these assignments promptly to personnel managers so
that the unpaid car benefit is reported properly to the Internal Revenue Service.

» Develop and enforce a detailed policy regarding the use of city vehicles. To comply
with the provisions of the City's administrative code, the policy should include a
discussion of how the public interest is best served by the proposed policy. The
Building Inspection Commission and the director of administrative services should
approve this policy and then recommend it to the Board of Supervisors.

» Useavailable garage or lot spaces before it allows personnel who are not on call to
take cars home at night.

» Consider creating a pool of carsfor use by those who do not travel daily.

* Anayzeits overal vehicle needsto ensure that it has an appropriate number of city
cars.
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CHAPTER 4

THE DEPARTMENT USESINEFFICIENT, UNRELIABLE
PROCESSES FOR RECORDING AND REPORTING
INFORMATION ON ITSPRODUCTIVITY AND PROMPTNESS

CHAPTER SUMMARY

he Department of Building Inspection (department), and especially its Plan Check

Services unit, relies too heavily on manual processes to compile its performance

statistics. These processes are unnecessarily time-consuming and subject to error.

Because the resulting statistics are the department’s primary means for determining
whether its employees are productive, inaccurate figures could present a misleading
picture of the department’ s performance. Without accurate performance statistics,
department management and city decision makers cannot be sure that the department is as
efficient as it reports. Moreover, staff members are spending unnecessary amounts of time
tabul ating statistics that computerized systems could cal culate more quickly and
accurately.

Further, the productivity results the department reports for its building inspectors appear
to be overstated. Although the reports on the promptness of building inspections are
accurate, the records on building inspections and the resulting reports on the level of
inspector productivity show inflated figures. This situation has occurred because the
department's Building Inspection Division counts as inspections some of the building
inspectors' other activities and some responsibilities that are not activities at all. Finally,
the Housing Inspection Services Division should improve its reporting of performance
results and its record keeping, particularly of how housing inspectors spend their time on
code enforcement cases, and it should establish performance goals that better reflect its
objective to see that code violations are corrected.

THE DEPARTMENT’S CALCULATION OF
PERFORMANCE STATISTICSISINEFFICIENT
AND POTENTIALLY INACCURATE

The department, and especially the Plan Check Services unit, generally uses manual
methods of cal culating performance statistics that are unnecessarily time-consuming and
subject to error. The amount of manual labor involved in the reporting process
unnecessarily occupies staff with tasks that do not directly contribute to the fulfillment of
the department’ s mission and that reduce the time they have available to serve customers
or to support other staff who deal with customers. Moreover, these cal culation methods
caused the department to report some statistics that are inaccurate and erroneously
showed that the department had met certain performance goals.
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Employees appear to recognize that the department could use automated methods to
increase efficiency. In our survey of employees, 110 (82 percent) of 134 respondents
agreed that greater use of computers and other technology would improve the
department’ s productivity.

Some Performance Statistics
of the Plan Check Services Unit Are
I naccurate or Cannot Be Verified

We tested selected performance statistics for three of the four divisions of the Plan Check
Services unit and found that two of the three divisions reported some performance
statistics that are inaccurate, and the third reported statistics that we could not test for
accuracy. We tested selected productivity and response-time results of the Commercial
Plan Check, Residential Plan Check, and Major Projects/Unreinforced Masonry Building
(Major/UMB) divisions that appear in the department’ s report for the first quarter of
fiscal year 1999-2000.

We found that the Commercial Plan Check Division calculated its response-time and
productivity statistics correctly based on data in the department's permit tracking system.
However, the division could not provide daily reports for the month we tested. Asa
result, we could not verify the accuracy of the reported quarterly results.

The Residential Plan Check Division incorrectly stated in the quarterly report that it had
met al its performance goals. In reviewing the results, we calculated that this division fell
3 percent short of meeting its goal for permits approved within seven days: The division
approved 87 percent of permit applications rather than the reported 90 percent. In
addition, in calculating productivity statistics, the Residential Plan Check Division
appears to have used an incorrect number of hours spent by plan checkers. According to
our review of daily reports for August 1999, which was one month during the quarter,
plan checkers worked 37 more hours than the number used by the department in the
calculation.

The Maor/UMB Plan Check Division uses a faulty method of calculating the percentage
of permits approved within 90 days. Because it counts permits that take aslong as 120
days for approval as having received approval within 90 days, this division incorrectly
stated that it had approved 86 percent of its permit applications within 90 days, thereby
meeting its performance goal of 75 percent for the quarter. We found that the
Major/UMB Plan Check Division actually approved only 64 percent of the permitsit
reviewed within 90 days, and this amount was 11 percent below its goal for the quarter.
Without accurate response-time statistics for this unit, department management cannot
adequately gauge the success of this key function of the department.
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The Department Relies on
| nefficient Calculations That
Could Be Erroneous

Not only does the department rely on a faulty method to cal culate some performance
statistics, but it also uses a manual system for calculating and compiling the response-
time and productivity statisticsit includes in monthly and quarterly reports. This method
for collecting datais more time-consuming and introduces more possibility for human
error than does an automated method. The system is also inefficient because it requires
duplicate data entry and duplicate cal culations by those who do the work and those who
keep track of the data.

The monthly reports that we tested from the various inspection divisions were accurate.
However, the Plan Check Services unit has moved away from automated cal cul ations of
its performance data and toward manual methods that its staff knows are inefficient.
According to the principal clerk who prepares the unit’s performance data, when the
department switched from the previous version of the permit tracking system to the
current version in January 2000, it experienced problems with inaccurate data.
Consequently, the unit began relying more on manua methods to produce subsequent
reports.

According to a senior business analyst and a consultant to the Management Information
Services Division, the department's line staff does not take full advantage of the permit
tracking system’ s script-writing capability. If plan checkers and inspectors directly
entered selected activity datainto the Permit tracking system, support staff in these units
could execute statistical management reports with a few keystrokes on their computers.

THE BUILDING INSPECTION DIVISION
OVERSTATESITSPRODUCTIVITY

Although inspectors’ daily records support the figures for response-time and total

building inspections that the department reports, the department is unintentionally
inflating the number of building inspections because the Building Inspection Division
counts as inspections some other activities performed by the building inspectors and some
categories of aproject’s status that are not activities. Some of these activity categories
clearly do not constitute inspections, and it is unclear if others may qualify as inspections.
The department allows building inspectors to record all such activities on their daily
reports. Because these methods lead to inaccurate performance statistics, department
management cannot rely on the statistics to assess the Building Inspection Division's
actual productivity.
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Various activities other than inspections may take an inspector’s time. For example, if an
inspector arrives at an address and finds that entry to the building isimpossible, no
inspection occurs. In this case, the building inspector records that visit on the daily report
as “no entry/no progress,” and the department counts this visit as an inspection. However,
the inspector can also record activity in this category if he or she performs an inspection
and finds that no progress has been made on the building.

For October 1999, we found that 1,180 (23 percent) of the 5,137 reported building
inspections were actually activitiesin 13 categories that may not represent inspections.
Almost all (1,150 or 97 percent) of these 1,180 reported inspections were in six
categories. permit expired (438), no entry/no progress (190), correction required (186),
certificate of final completion and occupancy issued (149), reinspection required (122),
and notice of violation issued (65).

Although we found that activity other than inspections composed 23 percent of the
reported number of building inspections for one month, we could not precisely determine
the extent to which the reporting of activities that do not involve actual inspections
inflates the reported count of inspections and inspector productivity. Some activity
categories when used aone for asingle site visit at one address may indicate that an
inspection has occurred and resulted in the activity described. For example, an inspection
may have occurred and resulted in the inspector's recording “reinspection required” asthe
only activity for avisit to an address. Other activity types such as *no entry/no progress’
may or may not indicate that an inspection has occurred depending on whether the
inspector was able to enter the premises but found no progress or was unable to enter the
building to conduct the inspection.

The department has emphasized productivity measures for its staff, including an
expectation that all construction inspectors conduct an average of 11 inspections per day.
If the Building Inspection Division’s productivity in fiscal year 1999-2000 had been 23
percent less than reported, it would have decreased from an average of 12.810 9.9
inspections per inspector per day, causing the division to fall below itsgoal of 11
inspections per inspector per day. However, thislevel of productivity is still comparable
to those of other selected jurisdictions. For example, inspectorsin San Diego County
perform an average 8.4 inspections per day, and those in Portland, Oregon, complete 10
to 12 per day.

THE HOUSING INSPECTION SERVICESUNIT
PERFORMSADEQUATELY BUT SHOULD CREATE
BETTER RECORDSAND IMPROVE ITSGOALS

The Housing Inspection Services unit adequately handles code enforcement cases, but it
should improve its record keeping and goals. The Housing Inspection Services unit has
made positive organizational changes to improve its handling of cases that require
enforcement of housing, building, and other codes, and it has decreased the number of
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unresolved cases. However, the Housing Inspection Services unit does not keep complete,
accurate records of code enforcement cases, and this deficiency can hinder the effective
resolution (abatement) of the cases. Further, department management would have a
clearer idea about the Housing Inspection Services unit’s success in resolving code
enforcement cases if this unit established a goa and a performance measure defined in
terms of atarget level for its caseload. Currently, the unit's goal relates to the annual rate
at which the unit wants to reduce its case backlog.

The Housing I nspection Services Unit
Could Improve I ts Record Keeping

From August 2000 to January 2001, the Housing Inspection Services unit reduced its
number of active cases. However, it does not keep complete, accurate records of the
cases, and this failure impedes its ability to ensure that property owners resolve code
violations. In trying to determine if the Housing Inspection Services unit ensures that
cases are resolved (abated) in atimely manner, we found that the duration of code
enforcement cases ranges widely and that many reasons exist for delaysin resolution,
some of which are not the Housing Inspection Services unit’s responsibility. For example,
for the properties in 50 cases we reviewed, one property was in conservatorship, and
abatement was delayed because a court order was needed to obtain money to pay for
corrective work. Two other properties had been reinspected multiple times, but violations
continued. Such cases can remain unresolved for years.

Despite the fact that code enforcement is inherently complex so that some cases can take
months or yearsto resolve, the active case list erroneously included some records of
abated cases. This error makes it appear that the Housing Inspection Services unit has
more unabated cases than it actually does. We found that 21 (42 percent) of the 50 cases
we reviewed should not have been on the active case list. Further, the chief housing
inspector noted that the inspectors often do not accurately record the hours they spend on
each case—time for which the department can bill a violator—and these inaccuracies can
lead the department to underbill a violator and present a misleading record of the case.

The chief housing inspector reported to us that she is implementing changes to improve
these practices. She acknowledged that poor record keeping has limited the Housing
Inspection Services unit’s ability to penalize violators and to evaluate its work.

The Housing I nspection Services
Unit Could Improve Its Goal Setting

The Housing Inspection Services unit does not set specific goals for some important
components of its work, and the absence of goals makesit difficult for this unit to gauge
itsoverall progressin relation to its workload. The Housing Inspection Services unit has
asagoal to reduce its backlog of inherited code enforcement cases by 25 percent each
year, but eventually this goal will be meaningless. The Housing Inspection Services unit
should but does not have a* steady-state” code enforcement casel oad target toward which
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itisworking. This target would specify the number of code enforcement cases that the
unit should handle at any given time.

The department considers a case abated when the developer or owner has corrected all
violations, the property has received afinal inspection, and the owner has paid the final
bill for fines and for time spent by Housing Inspection Services unit staff. According to
the chief housing inspector, if violations are corrected but the final bill has not been paid,
the department removes the case from its automated Complaint Tracking System but
keeps the case on the active case list. In August 2000, violationsin 90 (9 percent) of
1,004 open cases had been corrected but the property owners had not paid their final bills.

Although the department uses the billing of violators as an enforcement tool, the
collection of the feesis not the goal of its Housing Inspection Services unit. Instead, the
primary function and emphasis of this unit is to see that builders and owners correct their
properties code violations so that buildings are safe for the public. The Housing
Inspection Services unit is currently unable to recognize fully its accomplishmentsin
overseeing corrections because figures for the number of corrected violationslie buried in
the active case list until property owners pay their final bills.

RECOMMENDATIONS

To enhance its processes for recording and reporting management information, the
Department of Building Inspection should take the following actions:

» Ensurethat the Plan Check Services unit automates, as much as possible, the
calculation of performance statistics so that the unit saves staff time and provides
reports that are accurate. To do so, Plan Check Services staff should consult with staff
of the department's Management Information Services (MI1S) Division to determine
the relevant capabilities of the permit tracking system. Plan Check Services staff and
managers should inform the MIS Division staff about the kinds of performance
reports they need each month and quarter, and they should detail al the requirements
to incorporate.

» Develop asystem that checks the accuracy of data entry and calculated statistics to
ensure that statistics reported by the Plan Check Services unit are correct.

» Make certain that the Building Inspection Division includes only actual inspectionsin
the counts it uses to calculate inspector productivity. To do so, the division could
revise the inspectors’ daily report form to distinguish between inspection-rel ated
activities and inspections.

» Seethat the Housing Inspection Services unit continues to improve its record keeping,
particularly its methods for noting the amount of time housing inspectors spend on
code enforcement cases.
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Have the Housing Inspection Services unit consider establishing atarget caseload size
that it will maintain after it eliminates the old, unabated cases. This target will help
measure the division’s success in handling newer cases effectively.

Direct the Housing Inspection Services unit to consider using as a performance
measure the number of, or the rate at which, builders or owners correct code
violations rather than counting as abated only those cases for which property owners
have paid their final bills. The improvement of substandard housing is more important
to the public and to the City and County of San Francisco than are the fines or fees
that the Housing Inspection Services unit collects.

Monitor the effects of changes in code enforcement procedures to ensure that the
Housing Inspection Services unit is processing abatement cases efficiently and
effectively and that the unit's caseload does not rise to previous levels.
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CHAPTER 5

THE DEPARTMENT'SCUSTOMERSAND EMPLOYEES EXPRESS
GENERAL SATISFACTION WITH THE DEPARTMENT

CHAPTER SUMMARY

e were able to survey the customers and employees of the Department of
Building Inspection (department) to learn their perceptions about the

department's performance. Our two surveys revealed that customers and

employees are generally satisfied with the department. However, responses to
the surveys also pointed out certain problems, deficiencies, and areas of concern.
Customers raised concerns about the level or quality of services provided by the
department either in the permit application process or in the inspection process, while
employees concernsrelated to fairnessin hiring and promotion, outside influences on the
department, and workplace and employment issues.

Department management should be able to address easily many of the concerns expressed
by customers and employees, and the department may correct or enhance its delivery of
services to the public based on the results of these surveys. Indeed, customers gave the
department favorable ratings because of its obvious focus on serving its customers well.
Nevertheless, the department must balance its emphasis on customer satisfaction with its
regulatory mission to enforce the City’ s building codes. Conversely, the value of customer
opinion surveysis limited because even fair, courteous enforcement of building

regul ations may not satisfy some customers.

BACKGROUND

Public and private organizations often use customer satisfaction and employee surveys to
gauge the effectiveness of the organizations' services. Such surveys can aso provide an
organization with valuable information for identifying areas that need attention and for
improving the organization's overall operations. Organizations like the department that
have a strong focus on customer service should establish a continuous or periodic survey
process to obtain comments and suggestions from the customersiit serves. In this audit
report, we have not attempted to describe in detail the results or implications of all the
responses to the surveys questions. Instead, we present a summary of each survey’s most
significant results. Under separate cover, we have given the department the complete
results of both surveys.
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Survey of Customers

We contracted with the Public Research Institute (institute) of San Francisco State
University to assist usin developing and administering a survey of a sample of the
department’ s customers. The institute mailed questionnaires to 2,502 customers who had
applied for permits from June 2000 through December 2000. Of the surveys mailed,
2,303 were deliverable. From this pool, we received 576 questionnaires by the due date,
for aresponse rate of 25 percent.

The survey of department customers asked about the types of permits for which
customers applied, the application processes, and customers ratings of the service they
received. The application processes covered in the survey included that of the
department’ s Central Permit Bureau, which handles most applications; the process used
by the One-Stop Permit Coordination unit, which has employees from two or more
departments simultaneously review applications that need approvals; and the process at
the Express Window, which deals with simple applications that do not require plans. We
asked about the promptness with which department staff notified customers of changes
needed in their plans and whether staff was helpful in minimizing delays. We inquired
whether customers used outside agents (expediters) to help manage the processing of
their plans or permit applications. In addition, we asked about the timeliness and ease
with which customers were able to schedule inspections and about the professionalism,
fairness, and competence displayed by the department’ s inspectors. The survey also asked
customers to describe the department’ s servicesin general and to provide any additional
comments or suggestions for improvement. Finally, respondents were to describe their
business at the department and the frequency with which they apply for permits with the
department. Appendix A presents the customer survey questionnaire, and Appendix C
presents the executive summary from the final report on survey results.

Survey of Employees

To measure the “climate” of the department, the employee survey asked employees for
their opinions about the department in general, about the productivity and quality of work
of their work units, and about management of the department. Our questionnaire also
asked about the adequacy of training opportunities and the extent of computer use and
other technology. Additionally, we asked about employees' attitudes toward changes
occurring in the department, about their opinions of morale among employees, and about
critical areas they think the department should address. The survey also asked many open-
ended questions, including those addressing what employees like best about working for
the department, what the department could do to improve services to customers, and what
needs to be changed or improved. Finally, the survey included questions specifically
designed for employees who worked in Permit Services and Inspection Services, the two
main programs that provide services directly to customers.

The confidential employee surveys were distributed to the department’ s 284 employees,
and 137 completed questionnaires were returned for a response rate of 48 percent.
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Appendix B presents the employee survey questionnaire, and Appendix D presents a
more detailed summary of the survey results.

CUSTOMERSARE GENERALLY SATISFIED BUT
FEEL SOME AREASNEED IMPROVEMENT

The customer survey indicated that the department’ s customers are generally satisfied
with the services they received, but some responses indicated there may be deficiencies
and problems that present the department with opportunities for improvement.

When asked to rate the department’ s service overall, 65 percent of customers indicated
that they had received good or excellent service from the department in the past year, 26
percent rated service asfair, and only 9 percent characterized the service as poor or very
poor. Although it is not reasonable to expect 100 percent customer satisfaction, the
department should consider gathering information on those customer experiences rated
fair to poor to determine the areas that need improvement.

Customers Rated the Permit
Application and the Plan-Check
Process Favorably

The majority (65 percent) of customers rated permit application services as good or
excellent, and most (86 percent) said the department’ s empl oyees were helpful and
courteous during the application process. Of the 60 percent of customers who indicated
they had problems during the permit application process, 75 percent said they were able
to resolve the problems satisfactorily with department staff. Customers also reported that
the department’ s plan-check processis responsive: More than three-fourths of all
customers felt that they had been notified promptly when corrections or changes were
required.

Although these results reflect positively on the department, about half (49 percent) of the
customers indicated that they experienced delays during the plan-check or application
review process, and 38 percent of these customers indicated that the department’ s staff
had not been helpful in minimizing delays. Although delays in processing applications
and checking plans may occur for various acceptabl e reasons, the department should ook
more closely at the application and plan-check processes and procedures to determine
how the department can minimize delays and improve customer service when delays
occur.

We also designed the survey to determine the extent to which the department’ s customers
hire expediters to speed permit or project approval. If the survey showed that many permit
applicants use expediters, this customer preference could indicate that the department’s
processes are not sufficiently understandable to the public. Survey responses showed that
only 32 (6 percent) of 516 respondents used expediters, while 484 (94 percent) indicated
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that they did not. Respondents who used expediters stated they did so because expediters
were able to obtain permits more quickly than the applicants could, expediters made the
process convenient, and they knew the process. Also, some respondents said that they
used expediters because the department’ s staff was too difficult to deal with or because
the department required too much paperwork.

Customers Are Very Satisfied With
One-Stop Permit Processing and
Will Continueto Use It

The 21 percent of customers who indicated that they used the One-Stop Permit
Coordination unit (One-Stop) rated their experience as highly positive, and customers
believe that One-Stop is providing service that is faster than the service available through
normal procedures at the department. Of the 576 customers responding, 91 (16 percent)
supplied information about their use of One-Stop. Nearly all customers (98 percent) who
chose to use One-Stop did so to receive faster service, while less than half (46 percent)
indicated that they did so because the One-Stop procedures are easier to use than are
those in the department'’s other units. Of those who used One-Stop, the vast mgjority (95
percent) indicated they would do so again for future projects. Only a small minority (5
customers) indicated that they would not use One-Stop again, saying that staff had misled
them about appropriate procedures, they had received incorrect information, or they had
tried to use One-Stop several times but had found no one working at the One-Stop
counter.

Not All Customers Describe
| nspection Services Favorably

Although amajority of customers seem satisfied with inspection services, the department
should examine the reasons why some customers, particularly those seeking residential
inspections, appear less pleased with their experience in making appointments and
contacting inspectors. The majority (65 percent) of customers rated as “somewhat easy”
the scheduling of inspections and the customers' contacting or meeting with inspectors.
Most of these customers said that they had received timely inspection appointments either
within 48 hours or on a date they had requested; these time limits are part of the
department’ s goals for al inspections. However, 15 percent of customers rated acquiring
these services as "somewhat" or "very" difficult. Survey results indicated that customers
seeking residential inspections found making appointments more difficult than did
customers seeking other kinds of inspections.

Most customers generally agreed that the inspectors they worked with were professional
(78 percent), fair (70 percent), and competent (73 percent). However, electrical permit
customers rated inspectors somewhat lower on all three attributes than did nonel ectrical
permit customers. Because the survey did not allow us to determine the cause for these
lower ratings, the department’ s Inspection Services Program should determine whether
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factors under the department’ s control explain this perception and whether the department
can change this view of electrical inspectors.

Customer Survey Results Show Areas
That the Department Needs to | mprove

Of 537 respondents, 73 percent indicated that they experienced at least one type of
problem, 10 percent experienced four or more problems, and 26 percent experienced no
problems with the department’ s service in the past year. Exhibit 6 shows the percentage
of responses to this survey question by problem type.

Exhibit 6
Service Problems That Customers Experienced in the Past Year*

Percentage of 537 Total
Problem Type Customers Responding** Respondents
Inspectors are inconsistent*** 35.0 188
Permit approval takes too long 29.4 158
Permit fees too high 19.2 103
Inspection scheduling is too difficult 18.6 100
Plan-check process inefficient 18.4 99
Permit application process confusing 155 83
Other problems® 20.3 109

*  The year preceding the customer’s response, or sometime during calendar year 2000.

** The same customer may have reported more than one problem.

*** Customer indicated that different inspectors reached different conclusions about the same
condition.

°  Those cited in written comments from customers.

The survey also asked customers to give additional comments about services and to
suggest ways the department can improve. Written responses included both
complimentary remarks and criticisms about specific services. Some critical comments
related to long lines at permit counters, difficulties with payment processing, inconsistent
code interpretation from the department’ s staff, slow plan-check processing, difficult
scheduling processes for inspectors other than building inspectors, lack of online permit
processing, and insufficient parking for customers. A small number of comments about a
particular problem may represent the experiences or concerns of many other customers
who have chosen not to express them. These comments can also help department
management identify opportunities for improving its customer service.
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The Department’s Emphasis on Customer
Service May Conflict With Its Mission

While we applaud the department’ s efforts to improve customer service, we acknowledge
that customer satisfaction is not the sole measure of the department’ s success. According
to the department’ s management and its annual report, the department places a strong
emphasis on providing good customer service—and quick responses—to the contractors,
builders, architects, owners, and others seeking permits and inspections of work
performed on their projects. For example, goals for 1998-1999 included increasing
customer service training, increasing the number of over-the-counter approvals for
commercia permit applications, hiring additional staff to meet demand for residentia
plan checks, and performing more than 92 percent of inspection requests within 48 hours
or as requested by customers through the Building Inspection Division. However, the
department's mission statement says that the department serves the City and County of
San Francisco and the public by ensuring public safety through the enforcement of
building codes and regulations. The department must balance its emphasis on customer
satisfaction with its charge to safeguard life and property.

EMPLOYEESARE GENERALLY SATISFIED
WITH WORKING FOR THE DEPARTMENT
BUT HAVE CONCERNSABOUT FAIRNESS

The levels of satisfaction expressed by employees and their assessment of a department’s
level of functioning are valid indicators of a department’ s effectiveness. The responses to
our survey of employees at the Department of Building Inspection indicate that the
department’ s employees generally feel positive about their jobs, that the quality of their
work is high, and that their productivity hasimproved in recent years. Employees also
feel the department contributes to the City’s quality of life and that the department has
made progress toward improving customer service. Further, employees generally
understand the department’ s goal's and objectives, and they believe that the department is
fulfilling its mission. In addition, most employees think that the department is well
managed, that communication between management and staff is good, and that moralein
thelir respective work unitsis high.

However, as Chapter 1 discusses, some employees feel that the department has allowed
some customers, including expediters hired as agents by customers, to affect adversely
the ability of permit processing and building inspection staff members to perform their
jobsin aprofessional manner. In written comments, some employees expressed concern
about alack of fairness in employee hiring and promotions, and some indicated that
relations and communi cation among management and staff need improvement. Other
employee responses focused on problems related to workload, computer system
reliability, workspace, and training issues. On the other hand, the majority of responding
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employees did not express these concerns. Appendix D presents a summary of
employees' responses to the survey.

RECOMMENDATIONS

Surveys provide only some of the information needed to assess organizational
effectiveness. Nevertheless, to obtain reliable information from its customers and
employees that would help to gauge its success in delivering services and assist its
continuing efforts to achieve its mission, the Department of Building Inspection should
do the following:

» Usetheresults of our customer survey and employee survey as a guide to improve
business processes, management and staff relations, and customer service. In
particular, examine why customers seeking residential inspections and those receiving
electrical inspections are less satisfied than others are.

» Periodicaly conduct, or contract for, formal surveys of its customers. A survey
consultant could develop a sound survey instrument that the department could
administer regularly, or the department could contract with a professional survey
organization to administer and analyze a survey.

» Consider conducting periodic, confidential employee surveys.

We conducted this audit according to generally accepted government auditing standards.
We limited our review to those areas specified in the audit scope section of this report.

Staff: ~ Mark Tipton, Audit Manager
Millicent Bogert
Carrie Fassett
John Haskell
Richard Hendry
Ka Mander
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Appendix A
Department of Building I nspection Customer Survey Questionnaire

Department of Building Inspection Customer Survey

Instructions: The person who handied the most recently completed project with the Department of Building
Inspection (DB} should fill out this survey. Please check the appropniate box or baxes like this. [<].

O General question

O Code question

O Permit application

O Records management
O Inspection

O Plan check

O Request a meeting

O Other

Section 1: Permit Application Process
Please answer Sections 1-3 in reference to your MOST RECENTLY completed project with DBI.

n O Yes

O Ne

O | was not the person who applied for the permit
O [ don’t remember

O Commercial

O Residential

O Building

O Major project

O Plumbing or mechanical
O Electrical

O Other

4. Where did you sabmit your permit application? O One-Stop Counter (GO TO SECTION 1a)
h. O Express Window
SKIPSECTION1a ¢ O Central Permit Bureau {front or main counter)
O | didn't submit the application/plins
e. O 1dont remember which counter | used

1. What was the purpose of your or vour firm’s moss
recently completed business with DBIT

(Check all that apply)

FE oms BRRoE R

2. 1T vou went to DBI to apply for a permit, were
staff helpful and courteons?

noroor

=T =

X What tvpe of permit were vou secking?
(Check alf that appiy)

TR T R - S
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Appendix A
Department of Building I nspection Customer Survey Questionnaire

8. How did you decide (o use One-Stop permit processing?
a. 01 chose to go directly to One-
—hb. O DBI staff referred me to One-Stop

L]
Section la 6. | 1y ot O Sl s i e
fCheck all that appiv)
a, O Easier to use
b, O Faster service
If you used
' ~ e, O
One-Stap Onher
Permit -7, Woukl you use One-Siop again for fature projects?
Processing... n OYes
—b. O No
———> Why
nat?
» O Yes
K00 wou provided vour ewn estimated cost for ihe b. O Na
work, did VB increase it? e, O did not provide an estimate
d. O don't know

B, Uwerall, how winild you rate the serviee DB provides daring the permil application prisces?

: Excellent ool Fair Foor Very poor
(Circle the appropriote nmber) 1 1 3 P A
a. O Yes
10, 17 vow hiad problems with the processing of your b. OMo
permit application or plans, were you alde o e - 011 did nint} anty probi

resolve them satisfpcrorily with DVl sipiT? 4 Ot biems bt T did not Sandie them

Section 2: Plan Check and Permit Processing

a. O Yes

11 Were vou prompily notilied of any corrections or

chinges that were necesaary (o vour plans or b ONo |
application? ¢. 0O Not applicable
a. U] Yes, were helpiul in minim g the de
12, 1f there were delays in reviewing your plans or b. ONo. ﬂ;i?wm I'I.ﬂt].::Ipﬁ.I] : i
application, were BT stalT helplal in minimizing ihe o. [0 Ther were no delays
oy d. O There were delays but I did not handle them
a. O Yes
13, Dl your mse mo ouiside expediter to apply for your Why did fi expedites?
permil o manage Uee processing of the pernit h? FENTNY. THTL N
application ar plans? b ONo
4 /| = L A n ?E
14: Was yvour permit issusd within T days of your
applicition’? b. ONo

A-2
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Section 3: Inspection Scheduling and Inspection Services

15, Were woul nlsle o schedole sll inspections within 48 boors of vour a. OYes
request (0 om @ date that you reigeested? b, ONo

I6. How epsy was it for vou fo...

F Very easy Somewhat Somewhat Viery difficul
{Cirefe the appropriate number) - Mewiral dilfieuls
o, make the inspection appointment? 1 2 3 4 5
b. contact or mect with an inspector? 1 2 3 4 5

17, Please rale the exteni (o which you feel the inspecior{s) with whom you worked were._,

(Circle the appropriafe mignber)
Strungly agree Somewhat agree Meutral Somewhat disogres Strongly dsapgree
#. Professional 1 2 3 4 5
b. Fair 1 2 3 4 5
. Competent 1 2 3 4 5

Section 4: DBI Service Overall

Please answer Sectbon 4 in reference to your OVERALL EXPERIENCE with DEI in the past viir.

18, Owvernll, how woald youn rete the serviee provided by DB in dhe past year?

{Clrele the appropriate mumber) EI“:H'II 'Eli{ﬂ F;Ir I"Tr \-'ﬁj-ﬂpmr

a ﬂ-l‘u'milawlicutiuu process is confusing
b. O Permit fees are too high
¢. O Plan check process is inefficient
1%, Please identify amy problems yon have experienced d. O Permit approval takes too long
with 1M1 servlee im tle past senr: o,
I

(Check all thaf apply)

O Inspection scheduling is too difficul

O Inspectors are inconsistent | for example, if mspectors
rench different conelusions about the seme condition)
£. O 1 have NOT experienced any of these problems
h. O Other problem (describe in guestion 20 below )

20 Plesse provide any sdditbnal comments abowi DEFs service or suggiestions for improvemeni:

Section 5: About You

O Contractor

O Developer

O Owmner

O Agent or represeniative
O Professional expediter
0O Other

20, 1 am afn):

O Cnly once

0O 2 to 3 times per vear

O 4 to 9 times per vear

0 10 times or more per year

I, 1{my Firm} apply for permits:

erncalrpenes
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Department of Building Inspection

For each of the questions below, please check the box next to the correct response, or answer as
indicated. Answers from these questions will be kept strictly confidential.

1. My job classificationis: (check one)
a. O Information Systems (1002, 1023, 1043, 1044, 1051, 1053, 1071)
b. O Administration (1372, 1374, 1375, 1378, 5180, 5181)
c. O Administrative Support (1203, 1222, 1241, 1244, 1270, 1367, 1404, 1408, 1410, 1424,
1426, 1444, 1446, 1452, 1632, 1654, 1823, 1840, 1842, 4321)
d. O Civil and Mechanical Engineers (5204, 5206, 5208, 5210, 5214, 5252, 5256)
O Plumbing Inspectors (6242, 6246)
O Electrical Inspectors (6248, 6249, 6250)
g. O Housing Inspectors (6270, 6272, 6274)
h. O Building Inspectors (6331, 6333, 6334)
i. [ Other Professional and Technical Support (1752, 5217, 6138, other)

)]

2. | workin: (check one)
a U Permit Services
b. O Inspection Services
c. U Administration

3. | have worked at the Department of Building Inspection, including DPW, for: (check one)
a [ Lessthan 1year d. [J 5tounder 10 years
b. [0 1tounder 2 years e. ] 10 yearsor over

c. J 2tounder 5years

4. Other than English, | can speak, or read and write the following languages:

0 Chinese (Cantonese) O Spanish

O Chinese (Mandarin) 0 Tagalog

0 Korean [ Vietnamese

0 Russian O Other (specify: )
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Building Inspection Department Strongly Strongly  Not Sure

Overall Agree Agree  Disagree Disagree

5. Thework of the Building Inspection Department 1 2 3 4 X
contributes to the improvement of the City’s
quality of life.

6. The department has made good progress toward 1 2 3 4 X
improving customer service.

7. The goals and objectives of the department are 1 2 3 4 X
clearly defined.

8. The department has a strategy in place for future 1 2 3 4 X

growth and improvement.

9. Thedepartment’s strategy for future growth and 1 2 3 4 X
improvement has been communicated to al staff.

10. The department isfulfilling its mission “to
oversee the effective, efficient, fair and safe
enforcement of the City’s building, housing, 1 2 3 4 X
plumbing, electrical, and mechanical codes, as
well as disability access regulations.”

Strongly Strongly Not Sure
My 'JOb Agree Agree Disagree Disagree

11. Overall, | am satisfied with my job. 1 2 3 4 X

12. Inthe past two years, the productivity of my work 1 2 3 4 X
unit has improved.

13. The overall quality of work being donein my 1 2 3 4 X
work unit is high.

14. | have aclear understanding of what constitutes 1 2 3 4 X
acceptable performance in my job.

15. Peoplein my work unit can get by without 1 2 3 4 X
meeting the minimum performance standards.

16. Building Inspection’s policies and procedures 1 2 3 4 X
manuals help me perform my job better.

17. Thereis enough staff in my work unit to 1 2 3 4 X
adequately perform work we are required to do.

18. With the workload | have, | am able to perform 1 2 3 4 X
my job duties effectively.
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Strongly Strongly
Management Agree Agree Disagree Disagree Not Sure
19. All in all, the department is well managed. 1 2 3 4 X
20. My division’s management has high standards and 1 2 3 4 X
expects that employees produce high quality work.
21. My work unit is well managed. 1 2 3 4
22. | know exactly what my supervisor expects of me. 1 2 3 4
23. When | have a question about my job, | can go to 1 2 3 4
written policies and procedures or to my supervisor
and receive reliable, up-to-date information.
24. Management does a good job of seeking out the 1 2 3 4 X
opinions and suggestions of its employees.
25. The quality of communication between 1 2 3 4 X
management and staff is good.
26. Policies and procedures related to my job duties 1 2 3 4 X
are clearly defined and consistently applied.

. Strongly Strongly
Traini ng Agree Agree Disagree Disagree Not Sure
27. | am satisfied with the opportunities for training 1 2 3 4 X

and development that are provided to me.
28. Thetraining | have received has been relevant; that 1 2 3 4 X
is, it hasincreased my professional knowledge and
improved my level of competence on the job.
29. Answer only if applicable to your job: | 1 2 3 4 X
have received sufficient training on the Permit
Tracking System to use it effectively.
30. Answer only if applicable to your job: | 1 2 3 4 X
have received sufficient training on the Point of
Sale (POS) system to use it effectively.
31. Answer only if applicable to your job: do
you hold a building, plumbing, electrical,
mechanical or other certification from ICBO or
other professional organization?
a 0OYes b. O No
32. If you answered “No” to item 31, are you planning
to obtain professional certification?
a 0dYes b. O No
CONTROLLER'SAUDITSDIVISION B-3
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Computers and Other Technology

33. Do you use a computer in the performance of your job duties?
a [ Yes =»If yes, go to the next question.
b. (0 No =>»If no, goto question 38.

34. Check the response that best describes how often you use the computer you have at your disposal.
a [ Frequently each day c. I A few times aweek e. [ Rarely
b. [0 Occasionally each day d. [0 Severa timesamonth f. 0 Never

35. If you checked a box other than frequently (box a.) in question 34, indicate why you don’'t use a computer
more often (check all that apply):

a [0 Using acomputer is not necessary for performing some of my job duties.
b. O | would use my computer more often if | had more training.

c. 0 The computer equipment | have is not adequate to perform my job duties.
d. 0 Rather than use the computer, | prefer to use pen/pencil and paper.

e. [0 Other (please describe):

Please circle the response that best represents how Strongly Strongly

you feel. Agree  Agree Disagree Disagree Not Sure

36. | have received the computer training | need in 1 2 3 4 X
order to use the computer effectively in my work.

37. Thereisadequate technical support available for 1 2 3 4 X
computer users when they have questions or
problems.

38. Greater use of computers and/or other technology 1 2 3 4 X
would help me be more efficient in performing my
job duties.

39. Greater use of computers and/or other technology 1 2 3 4 X

would improve the Building Inspection
Department’ s productivity.

40. My supervisor encourages our work unit’s use of 1 2 3 4 X
computers and/or other technologies.
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Change Strongly Strongly
Agree Agree Disagree Disagree Not Sure
41. In my work unit, most people are receptive to, and 1 2 3 4 X

42.

43.

45,

ready for, change.

The changes currently being made by 1 2 3 4 X

management are probably needed to make the
department function more effectively.

Department management is open to suggestions 1 2 3 4 X

for change from staff.

The department needs to implement changes more 1 2 3 4 X

quickly in order to be more effective.

Attempts to implement changes in the department 1 2 3 4 X
are creating more problems than they solve.

Organizational Pride and Strongly Strongly

Performance Agree Agree Disagree Disagree Not Sure

46. In my work unit, employee attitudes support 1 2 3 4 X
above average performance.

47. Most of the people | work with take pride in the 1 2 3 4 X
quality of their work.

48. | am proud to tell people | work for the 1 2 3 4 X
Department of Building Inspection.

49. Moralein the department is generally good. 1 2 3 4 X

50. Moraein my work unit is generally good. 1 2 3 4 X

51. If you indicated in question 49 or 50 that morale in the department or your work unit was not good, what

52.

do you think can be done to improve it (select al that apply):
a. O Incentive programs (recognition programs, social gatherings, etc.)
b. 00 More consistent application of disciplinary procedures and promotional opportunities

¢. 0 Additional training (please specify):

d. O Other (please explain):

Approximately when did you receive your last performance appraisal?

a. [ Withinthelast year d. 0 3to5yearsago
b.J 1to2yearsago e. [l Over 5yearsago
c. [l 2to3yearsago f. 1 | have never received an appraisal or review while working here.
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53. Of the categories listed below, please identify the THREE (3) areas you feel are most critical for the
department to address in order to improve its performance. Mark your 3 choiceswith an “ X" as being
the most important.

a__

b._
C.
d.
e.
f
9__
h.

Workload j-___ Management direction or guidance
Management-staff relations k. Computerized systems or other technology
____ Compensation (pay/benefits) I._ Employee safety

____Physical working conditions m.___ Professional competence of staff
____Employee morale n.___ Professional competence of management
____ Department policies and procedures 0.__ Customer Services

Employee performance appraisa/review system p._ Other (specify)

____Genera job training
Computer training

Additional Questions

54. What is the ONE thing you like best about working for the Department of Building Inspection?

55. What ONE thing could be done to improve services to Department of Building Inspection
customers?

56. If there was ONE thing you could change, what would it be and how would you improve it?
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=) | f you Want to provide more detailed information about any question in this survey,
please write it here with the question number next to it.

ATTENTION!

Permit Services employees:

Please continue to page 8 and answer questions 57 through 73.

I nspection Services employees:

Please continue to page 10 and answer gquestions 74 through 91.

ALL OTHER STAFF: YOU ARE DONE.

Please drop completed survey into one of the sealed

collection boxes located in the break room or near the transcription
unit.

Thank you for completing the survey!
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*rRxkxkxxxkQuestions 57-73 are for Permit Services Employees Only** ** *x*x%x

Permit Services

PLAN CHECKERS — PLEASE ANSWER QUESTIONS 57 through 68:

57. Which areain Plan Check Services do you work in?

a. [ Maor/UMB Plan Check C. [J Residential Plan Check
b. 0 Commercial Plan Check d. O Mechanica Plan Check

58. How many plans do you check on average each day?
59. How many plans do you believe is reasonable to check in one day?

60. Check the box that best describes your workload:

a. [0 Manageable b. 00 Barely Manageable ¢. 0 Unmanageable

61. Do you feel you spend too much time answering questions from parties other than customers. For
example, do you handle inquiries from the public, the media, or neighborhood organizations, activities
that are not directly related to the performance of your job duties?
a [OYes b. O No

62. If you answered “Yes’ to question 61, estimate the percent of time you spend performing your plan
checking and other job duties versus handling non-job related questions and complaints, and/or
nei ghborhood concerns.

% Performing job duties % Non-job related customer and mediainquiries
and/or individual and neighborhood complaints/concerns

63. If you answered “Yes’ to question 61, do you believe that questions and complaints that are not job-
related should be handled by staff in Customer Services or another division?

a OYes b. D No c. O Not Sure

64. Have you witnessed customers receiving improper preferential treatment?
a UOYes b. D No c. O Not Sure

65. Has a supervisor ever asked you to give a customer improper preferential treatment?
a UOYes b. D No c. O Not Sure

66. How often do you deal with expediters hired by customers?

a OEveryDay b.0OAtleastonceaweek c. 0 Atleastonceamonth d. O Rarely e. 0 Never

B-8 CONTROLLER’'SAUDITSDIVISION



Appendix B
Department of Building I nspection Employee Survey Questionnaire

PLAN CHECKERS: Answer Questions 67 and 68 only if you have dealt with expediters hired by
customers.

67. Has an expediter hired by a customer ever asked you for improper preferential treatment?
a 0OYes b. ONo c. U Notsure

68. If you answered Y es to question 67, have you ever witnessed an expediter receiving improper preferential
treatment?

a 0OYes b. ONo c. U Not Sure
IF YOU WORK IN PERMIT PROCESSING SERVICES, PLEASE ANSWER QUESTIONS 69 through 71
69. Which areain Permit Processing Services do you work in?

a. [ One-Stop/Express b. O Central Permit Bureau c¢. 0 Technical Services

70. Check the box that best describes your workload.
a. [0 Manageable b. 00 Barely Manageable ¢. 0 Unmanageable

71. If you work in permit processing services and you checked box b. or c. in question 70, describe what
change(s) could be made to improve the manageability of your workload:

Strongly Agree Disagree  Strongly  Not Sure

Agree Disagree
72. All Permit Services Employees (circle
one): 1 2 3 4 X

DBI has placed too much emphasis on
customer service.

73. If you answered “1” or “2” for question 72, please provide an example of how the department
overemphasi zes customer service:
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Fokkokdkkkkkk Questions 74-91 arefor Inspection Services Employees Only  ****x*x%x*

Inspection Services

IF YOU ARE A BUILDING, PLUMBING, OR ELECTRICAL INSPECTOR, PLEASE ANSWER
QUESTIONS 74 THROUGH 85:

74. How many inspections on average do you conduct each day?
al1l5 b0O6-10 c.U11ormore

75. How many inspections per day do you consider
reasonable?

76. The number of inspections | am expected to conduct is:

a 0 Toohigh b. O Reasonable c¢. O Too low

77. If you consider the number of inspections you conduct
to be too high or too low, what changes(s) should be
made?

78. In general, do you inspect to the:
a O Approvedplans b. O Applicablecodes c¢. 0 Both

79. Have you witnessed customers receiving improper preferential treatment?

a 0OYes b. ONo c. U Not Sure
80. Has a supervisor ever asked you to give a customer improper preferential treatment?

a [Yes b. ONo c. U Not Sure
81. How often do you deal with expediters hired by customers?

a [0 Everyday b.[J Atleastonceaweek c.[] Atleastonceamonth d.[J Rarely e [0 Never
I nspectors: Answer questions 82 and 83 only if you did not answer “Never” to question 81.
82. Has an expediter hired by a customer ever asked you for improper preferential treatment?

a 0OYes b. ONo c. U Notsure
83. Have you ever witnessed an expediter receiving improper preferential treatment?

a 0OYes b. ONo c. U Not Sure

84. If you work in Code Enforcement, Disabled Access, and Health & Safety, how would you assess your
workload?

a [0 Manageable b. 00 Barely Manageable ¢. 0 Unmanageable
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85. If you checked box b. or c. in question 84, describe what changes could be made to improve the
manageability of your workload.

IF YOU ARE A HOUSING INSPECTOR, ANSWER QUESTIONS 86 THROUGH 89:

86. How many housing inspections do you conduct on
average each day? (circle one): 1 2 3 45 6 7 8 9 10

87. How many inspections per day do you consider
reasonable?

88. If you consider the number of inspections you
conduct to be more than reasonable, what
change(s) should be made?

89. Estimate the percentage of your time you spend trying to collect fees billed to landlords for costs of
enforcement actions?

ald0% b.0O10% to 15% c. 0 15%1t020%  d. O More than 20%

All'l ryspecﬂon Services EmpI oyees answer Strongly Agree Disagree Strongly Not Sure
guestions 90 and 91 Agree Disagree

90. DBI has placed too much emphasis on customer
service (circle one). i 2 3 4 X

91. If you answered “1” or “2" for question 90, please provide an example of how the department
overemphasi zes customer service:

That’s all! Please put your completed questionnaire in the attached

envelope and drop it into one of the sealed collection boxes located on
each floor.

Thank you for completing the survey!
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Customer Survey Executive Summary:
Prepared by the Public Resear ch Institute of San Francisco State University

Executive Summar

This report presents findings of the San Francisco Department of Building Inspection
Customer Survey conducted in January 2001 by San Francisco State University’s Public
Research Institute for the City and County of San Francisco's Controller’s Office. The
survey was intended to help the Controller's Office evaluate the effectiveness and
efficiency of the Department of Building Inspection (DBI) as mandated by the City
Charter.

The project’s goal was to survey recent customers of San Francisco’s DBI to determine the
quality of their experience with various departmental services and personnel. All customers
identified by DBI as contractors who had applied for a permit with DBI between June and
December 2000 were mailed an anonymous 2-page questionnaire that asked respondents to
provide information regarding their most recent experience with the following DBI
procedures and services:

e Permit application process,
e Plan check and permit processing;
« Inspection scheduling and inspection services; and

e Overal experience with DBI in the past year.

On January 9, 2001, the Public Research Ingtitute mailed introductory letters,
questionnaires and self-addressed stamped envelopes to 2,502 customer addresses provided
by DBI. A follow-up reminder postcard, mailed to all 2,502 customers on January 23,
prompted 22 telephone requests for an additional copy of the questionnaire. By February
12, the Public Research Institute had received 576 completed surveys from 2,303 DBI
customers with deliverable addresses, representing a 25% response rate.

The Public Research Institute analyzed the DBI customer survey data, and major findings
of this analysis are summarized below.

* Most customers (85%) reported the purpose of their most recent contact with DBI
was to apply for a permit, and 44% of respondents indicated more than one purpose
for their business.

»  Of those customers who indicated the type of permit sought, 55% sought electrical
permits and 46% sought plumbing or mechanical permits. Twenty percent of
respondents indicated more than one type of permit. Of customers who reported the
type of project, 79% sought permits for residential projects.

» Contractors represented 82% of the sample, and 78% of respondents were frequent
DBI customers who applied for permits at |east four times per year. Nearly half of all
respondents (48%) applied for permits 10 or more times per year.

* Most customers (65%) rated DBI’'s permit application services good or excellent,
and 40% had experienced no problems during the application process. Of 323

CONTROLLER’'SAUDITSDIVISION C-1



Appendix D
Customer Survey Executive Summary:

Prepared by the Public Resear ch Institute of San Francisco State University

customers who had experienced problems processing their applications, 243 (75%)
were able to satisfactorily resolve them with DBI.

Most respondents (86%) felt DBI staff had been helpful and courteous during the
application process.

Only 17% of the cost of work estimates submitted by customers had been raised by
DBI.

Although most customers (74%) reported their permits had been issued within 7 days
of their application, 49% of all customers experienced delays during the plan check
or application review process, and 38% of these customers felt DBI staff had not
been helpful in minimizing the delays. Most customers (78%) felt they had been
promptly notified about required corrections or changes.

The majority of customers (65%) felt it was somewhat or very easy to make
inspection appointments and contact or meet with inspectors. However, 15% of
customers felt making appointments was somewhat or very difficult, and 16% felt
contacting inspectors was somewhat or very difficult.

Customers who sought residential permits felt inspection appointments were harder
to make than those not seeking these types of permits. Those who felt they had
received excellent service during the permit application process were more likely to
rate their access to inspection services as very easy.

Most customers agreed or strongly agree that inspectors with whom they had worked
were professional, fair and competent, and of these performance attributes,
inspectors  professionalism received the highest ratings. Nearly half of all
respondents (46%) strongly agreed inspectors were professional, while 43% and
40% strongly agreed they were competent and fair, respectively.

Electrical permit applicants tended to rate inspectors somewhat lower than non-
electrical customers on al three performance dimensions. Customers who felt
inspection appointments were easy to make and inspectors easy to contact were more
likely to rate inspectors highly professional, fair and competent.

Of 537 respondents, 27% said they had experienced no problems with DBI’ s service
in the past year, 26% had experienced one type of problem and 10% had experienced
four or more problem types. Of 537 respondents, 35% said they felt inspectors were
inconsistent and 29% felt permit approval took too long.

Overall, 65% of customers felt they had received good or excellent service from DBI
in the past year, while only 9% characterized services as poor or very poor.
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Note: There were 137 questionnaires returned out of 284 that were distributed, for a
response rate of 48 percent.

The Department Overall

Employees feel the department has made good progress toward improving the quality
of lifein San Francisco and about the department’ s improvements in customer
service.

Employees feel that management has effectively communicated the department’s
goals and objectives to staff. Employees also feel the department isfulfilling its
mission.

My Job, My Supervisor, and Department M anagement

Employees are satisfied with their jobs and feel that productivity in their work units
has improved in the last 2 years.

Although 59 percent of employees feel the department is well managed, 30 percent
disagree. However, approximately 80 percent of employees feel their own work units
are well managed, and that their divisions' management has high standards and
expects high quality work.

Employees feel that they know what supervisors expect of them and they can rely on
their supervisors or on policies and procedures to provide reliable, up-to-date
information.

Although 60 percent of employees feel that management seeks out the opinions and
suggestions of its employees, 29 percent disagree. Similarly, 65 percent feel that
communication between management and employees is good while 28 percent
disagree.

Although 67 percent of employees feel the department’ s policies and procedures are
clearly defined and consistently applied, 28 percent disagree.

Training

Employees are satisfied with the training and development opportunities they receive.
However, while 52 percent of employees who use the department’ s permit tracking
system fedl they have received sufficient training to use it effectively, 43 percent
disagree. Further, while 61 percent of employees who use the point of sale system feel
they have received sufficient training to use it effectively, 33 percent disagree.
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Ninety-four percent of employees use computers in their work. Sixty-two percent of
employees feel computer training is adequate, but 33 percent disagree. Further, while
52 percent feel technical support is adequate, 40 percent feel it is not.

Organizational Change, Pride, and Performance

Employees feel they are receptive to and ready for changes in the department and
changes currently being made are needed to make the department function more
effectively. However, while 50 percent of employees indicated that management is
open to change, 33 percent disagreed.

Respondents said that employees of the department are proud of their work and proud
to tell people they work for the department. Further, employees indicated that morale
in their work unitsis high. However, while 57 percent of employees indicated that
morale in the department as a whole was good, 35 percent indicated it was not.
Employees who indicated that morale was not good cited reasons such as poor
communication with and lack of support from management, concerns about the
influence of outside or special interests on the department, and concerns that hiring
and promotions are not conducted fairly.

Forty percent of employees indicated they had had a performance appraisal in the last
year, but 41 percent indicate they had not, and 19 percent indicated they had never
had a performance appraisal.

Areasfor Improvement and Change

Employees indicated that the 3 most critical areas for the department to address are
workload, management and staff relations, and compensation.

Employees indicated what they like best about working for the department is the
professionalism and friendliness of co-workers, helping the public and ensuring
public safety, and the jobs they hold or the type of work they do.

Employees indicated that the department’ s services could be improved with better
customer services training for employees and extended office hours for permit
processing.

Some (65 percent) of the responding employees indicated the one thing they would
change. Responses covered many topics, with the most common one being
eliminating favoritism—~both in response to outside influences and in hiring and
promotion of department employees (19 responses). Other changes employees
frequently cited included improving the reliability of the department’ s computer
systems and improving the automated phone system (11 responses), more and better
training (9 responses) and adding more workspace as well as a break room and library
(9 responses).
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Permit Services Division Employees

Permit Services Division plan checkers report that they check an average of 3.4 plans
per day, consistent with the department’ s goals of 3 commercia plansand 4
residential plans per day, but they feel 2.6 plans per day, on average, is more
reasonable. Also, plan checkers are evenly divided over whether their workloads are
manageable or barely manageable.

Almost one-third of plan checkers (7 of 22) feel too much of their timeis spent
performing non-work related activities, including answering inquiries from people
other than customers.

Twenty-nine percent of plan checkers (6 of 21) indicated they have witnessed
customers receiving improper preferential treatment and 25 percent (5 of 20) said that
supervisors had asked them to do so.

Over half of plan checkers (11 of 21) indicated they deal with outside expediters
every day and one-third indicated they deal with expediters at least once a week.

Over one-quarter of (6 of 23) plan checkers indicated that outside expediters had
asked them for improper preferential treatment.

Most Permit Services Division employees indicated their workloads are manageable.

When asked if the department places too much emphasis on customer service, 43
percent of Permit Services Division employees agreed and 53 percent disagreed.

I nspection Services Division Employees

The majority of inspectors report that the average number of inspections they conduct
per day is 11, consistent with the department’ s performance measures, but they feel 9
inspections per day, on average, is more reasonable.

Inspectors generally feel their workloads are reasonable, but those who do not
suggested changes such as less emphasis on quantity or number of inspections, better
distribution of workload, more staff, smaller inspection districts, and performance
measures that require fewer inspections per day and that take more complex
inspections into consideration.

Forty-six percent of (12 of 26) inspectors indicated they have witnessed customers
receiving improper preferential treatment while 38 percent indicated they had not.

Over one-third of (10 of 27) inspectors indicated a supervisor had asked them to give
acustomer improper preferential treatment.

One-third of (9 of 27) inspectorsindicated they deal with expediters at |east once a
month.
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Customer Survey Executive Summary:
Prepared by the Public Resear ch Institute of San Francisco State University

* Almost one-third of (7 of 22) inspectorsindicated that an expediter hired by a
customer had asked them for improper preferential treatment.

* Almost one-third of (7 of 22) inspectors indicated that they had witnessed expediters
receiving improper preferential treatment.

» Themgjority of inspectors who work in code enforcement, disabled access, and
health/safety indicated their workloads were manageable.

» Inspections Services Division employees generally do not believe the department
places too much emphasis on customer service.

Housing I nspection Services Employees

» Most housing inspectors indicated they conduct, on average, 6 inspections per day,
but think that 5 inspections per day would be a reasonable expectation.
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EXECUTIVE SUMMARY

L. Results in Brief
The De;:_m ment of Building Inspection (DBI) is in business to review plans,
pesform inspections, and issue permiis. DB exhibits o strong custémer service

ethic but requines much improvement In [is key processes of permit issuance and
imspection,

| Permit Acguracy and Efficiency, The DB should eliminaze minor quality control
gapi in the permit issunnce process that raise the risk of substandard corstruction.
w A review af 20 opplications revenled that 35% were returned nfter quality
checks idemtified missing reviews, approval signatures, or outdtanding cods
complaints.
®  Permit fée calculations were generally sccurate s o review of 23 fee
receipts found over/shon ermors representing oaly 0.1% of the total
collected.
®  |nadequate documentation related 1o plan changes in the One Stop process
which may affect code compliance, was noted, but no estimate of the
frequency of this condition could be determined from available
documentation
®  Emplovee survey results indicated that 50% of staff fzit training was mot

ndequate,

2 Permit Timelingss, The DBI should address process and technology issues thas
delay permit issuadce,

= Twenty percent of o 1600 “behind-the-counter”™ plan sample required 30
minutes or less for review, indicating that moee plans can be reviewed and
approved “over-the-counter™,

s Current division of plan review responsibilities between the inspector and
engineer job pasitions contribute 12 delays in permit issuance

n  Lack of relinble performiance measure doa make munagement
identification of process bottlenecks difficult.

® Recent improvements in supponing information technology (Motoroln 10
Oracle) hove reduced system-related work slow-dovwns from almose daily
1o once weekly occurrences, however ndditionn] improvement
Dpportwnities exist,

} |Ipspection Productivity. Insufficient use of technology mnd quality contrals
hamper inspector productivity and responsiveness.

n The inspection records process relies on manun| pote-taking. requiring
multipls transfers of dota by inspectors and clerks,

®  The current dais collection protocsl for tracking inspection performance
locks sufficient checks to ensure accuracy.

®  (Cuality control procedures for inspections do not favorably compare 1o the
best Jurisdiciions.

m Execwiive Summniieg =i - |
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m DB has the least nggressive nesponse time irges for inspections of the 9
junsdctions surveyed,

m  Limited Improvernsents in the use of techpology have reduced elericnl paper
processing workloads, saving epproximately BR800 hosirs vearly and
nll-u-.-.-ing o cwedlogner contoct, however sdditional Impra;lw:rmnt
opporsunities exist

4. Customer Service, Although interisws indicote that management and siaff
emphasize cusiomer servics as a prionity, front-line contsct with DB cusiomers Is
inefficient ond inconvenient.

®  Review found that the three inspection divisions have inconsiseenl bours
and procedures for customers (o schedule inspecibans.

] .ﬁ.:n:l:ﬂj!. ol Customer Service stall activily indicsied thar 75-85% of calls
relage 1o the same sel of questions and eould be addressed with an knitinl
aubnmated rasponse

- EElpnrue:. Lo Cuistoryer qu:il!i.ﬂm on code inberpretation ore Someimes
inconskstent, nnd take on estimated 6,600 hours of plan review stoff time
nnnually, to the detriment of [ulﬁi[i.ng nomnal job :r::.punl.ib]li.uu

Kei fatiois

1. Add gonteols to ensuse permit mpplicatbons ore tharoughly and sccurntely
reviewed. Rexnlt: Increassd assurance of building safsty,

2. Research One Stop process complaints and train One Stop Peemit division
s1aff o remedy, Resalt More efficient permit issuonce process,

3. Assess polentisl for preater englneering s1alt invelvement in the plan
check process during initinl counter screening, Resuls: More plans
npproved while the customer walls; improved customer service.

4. Constder replacing inspecior positions involved in the plon review procesa
with junil:lr I:-nl']ne:ring staff. Rernit: Fewer pe-reviews n-:l"pum.: e
efficient plan review proceds

5. Acquine exlsting paperless technology 1o streamling the inspection reconls
process, Resulr; Less manual paper work; grealzr inspector productivity.

6, Revise dath collection protacol 1o lmpeove the reliability of plon review
ind thapectbon performance messures. Resnlt: Incrensed obility to identily
pnd remedy productivity pnd responsivensss s

7, Improve the quolity audit system Tor inspections and review
responsiveness wigets. Revuli: Decreased risk of non-complinnt
constrisction and improved customesr service.

8 Standardize customer service hours for scheduling Bullding, Plembing
and Electrical inspections. Rewell: Improved customer ssrvice

%, Install an IVE svstem to handle, rack data on incoming phone enlls.
Resnlt: Reduced customer wiail limes: mode efficlent staff usage.

10, Refer all eode related guestions to Technical Services stafl . Result:
Improved customer service; grealer plan review productiviy

m Eypeatfre Sumavary -i-3
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L Background

In November 1984, the voters of the City and County of San Frongisco paised
Proposition G removing the Burenu of Building Inspection from the Department of
Public Waorks and estaklishing it és g separnte City depariment. The Depanment of
Building Inspection ([MAT) is responsible for a wide variety of services, including the
indpection of buildings and structures for complisnce with related codes ond regulations;
reviewing plans for conformance with related codes and regulations: approving and
Lssuing permits, updating micmiilm reconds, and processing Fesidentin] Recoeds repans

The services '|:|r|:|'|.'i.-|.‘-:|! by the Eh:pn.ﬂ ment tre funded |.-|1.I'|r|.-13' from fes revenees relating
io plan ehecking, peemitiing ond licensing. To sippan these important services, the
Drepariment nlso provides administrative support mnd gereral manogemem estivites such
as finanginl planning. budgeting. purchasing, nccounting, uman ressurces management,
und customer services. Both these services and activities combine 1o create & complex
nnd sephisticated ecganieation.

The CCSF DE] foces 8 unigue set of chollenges io the execution of its mission
Ceographical challenges in San Francisco include an expansive waterfronl, wids
differences in elevatlon, and significant seismogruphic concerns. These natufal faciors:
comblined with those thnt are mina-made swch s the counthess ivpes of residential and
commercial construction and the rebolinding bigh rise construction indwstry, would seem
to be enough of a challenge. In addition 1o both thede conditions, the Depanment miust
patisfy & very active and voeal politicsl eleciorame, making the efficiency and
effectivencss of this public entity & paramount public concerm.

11l T¥E1 Should PBetter Contral Permit Issuance to Ensure Accoracy and
Efficiency. The DA should eliminate minor quality gaps in the permit Bssuonce
process that ralse the risk of substendard constroction and improve trainlng. The
potential for incomplsts reviews of errors in the permit process con be betier
controlled, reducing the rsk of substandard bullding eanstruction.

i Conditfon; We reviewed o saomple of 20 intsrnal checklists used 1o assess the
completeness of permit applications before issumnce, We found that 205% hod
not undergone necessary reviews by the Mechanicul Plan Check section or
were missing approvil signatures. An oddidonal [ 5% of applications
involved propenmies with unnesolved code complabnis réquiring Housing
Inspecthon investigation, Camse: Rouiing and procedural oversights persist in
the plan review process. Effvcr Oversights incrense risk of non-compliant
constrction and the peed 1o retum plans for missed approvals, signatunes oF
invesligations increates oversl] plan review ime.

EEE'E Eswrcidive Samary =13
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IV,

b Conditien: The current Ones Stop permit review process doed nod ensute the
r-review of all plan chonges which may ellfect code compliance. However,
no estimane of the frequeency of this condition could be determined from
uvailable documentmion. Ciuse: The current process doss (sot route plans
with chanpes back 10 nan-DB1 City departments for pe-review, Effect; This
condition conieibutes 19 on inereased Hak of approval of non-comglian
eonRsIFBELina.

. Condidon: Our interviews with Plon Cheekl stafl indicated that several
believe Ore Stop saff ofren do pot collect ndequate initial documentation
from applicants or pceurately tronsfer plan comments to [inal apgraved plan
sets returned 10 the applicant. However, this perception could nol ke
suibsmintkabed by a review of avallable documentation, Cawse: The Doe Swop
Pt doordinaios positions may laek sulficien: plan evalustion skills and
tenkalig o ensare the completeness of each thsk. Effect: This condition &auld
coutrbute 1o re-work by plan review professionals and mise the sk af
titadverient approval af subsindsrd eonsinetion.

d  Condition: We identified | instince of inodequade fee pszassment and |
instonce af excessive fee nsvEsimenl for minor amoun:s in o sample of 25
plumbing. electrical, building and plan check fee ussesament 'r:i;eipl.n. Each of
these ermoms repeesented a negligible amouns {1/ 1058 ) of the woial fees in the
receipt sample, Conre: Assessment of fees by Central Permit Buress staff
ore penermlly accurste. Effectt If the ermor raie in the m.rnpl,: |% np]ﬂil:d io the

E10, 230 9%5 |n fess collecied in FY | 20E- 1002 it wauld frepreseni E17.01E i
Izt revenuss onnually,

e. Coedithon: Cur July 1999 survey of management and select saff indicated
thiat 50% believe training received was not n-:ln:qu:nr; or valuahle. Cresés
Specifically, those who commented Felt thos siate mandaied courses did not
provide adeguate knowledge to perform most Job dudes. Effecr lnodegquate
wratnlng [ncreases the risk that permits are {ssued based on incomplete (or
inefficient) reviews of building plans

DL Should Issue Permits Faster. The DAL should address process issugs that
delay plan review and permit isseance, Performinnce dada gathered $hows

inconsistencies and is of limired use to management in identifying process
bottlenecks.

a. Conditton: A significan! nember ol plan taken |n for *behing the coumles’
reviesvs muay be suitnble candidates for “over the counter’ review. Cur e e
Tound up to 20°% of plan reviews by DB] reviewsrs took 30 minuzes of kess,
and 3% of such reviews took 15 minutes or less. Emuaes Curreni use of plan
review profedsionnd seaff ar service counters and sereening procedures may nal
naximize the number of plins abls 10 be reviewed over the councer, Effect:

m Exgcriire Sumnary < j« 4
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The practice of 1aking mare plins (or "behind-the-counter” reviews Increases
plan backlogs and kengthens the overall permit isuance process.

b Condition: The Deporiment emplays inspscior positians in additkan to
engineers ba review cenain elements of construction plans. This plan review
rale for inspector positions enjoys strong union backing, Interviews sugges:
thux inspeciors are sometimes unable 19 review those plan elements assigzn=d
o them to the satisfaction of engineers wha re-review these before issuing
final plon approvals, However, the extent of this condition could nal be
estimated by o review of the nssocised documentcothon, Canse: The use of
tdpecior to perform an inisie] first review of plans followed by s=condary
reviews of engineers does ol appear 1o be eflici=nt or cost effective. Effecr:

This condition contributes 1o increased plan review and thereloce perisil
issuance limes

e, Condittoir: While the Department’s sysiemr for measuring performance of
plan rewview companes well with other jurisdictions, we found inconsistent data
collection and coloulation practices in our reviews of both 1999 and 2000
dncn. Conges ﬂptralil.'mt SEATT mids or [l io ender phn. routing dotes
condisently ol various stages of the plan review process, Effece: Unrelinble
performance messurement datn limit manngement’s ability 1o pinpsing and
remedy process bostlenecks.

i Condition: Use of the Dmcle 2000 and legacy Oracle systers has reploced
the s=gmented bsnge of different Information sysiens for dilferent divisions
throughout the Department. Caiee: A new Omele 2000 system has been
introdoced 10 replace the lephcy Motorala gystem, ond is scheduled 1o ahio
replace degacy Omcle applications. Effect: Inefficlencles ussocintzd with the
uwse of different systems and |ost work time due o system “freezes’ or ‘slow
downs’ hove been reduced, however more recent fieldworl reveals
opparunilie for improvement remain.

v, DB Should Increase Inspection Productivity and Responsiveness.
Insufficient use of technolagy and unreliohle dota gathering proctices hamper
inspecior productivity and responsivensss, The DBl emphasizes customer
responsiveness bot had the lower inspection responie fime targets than ather
Jurisdictions surveyed. While we did nog ntempd 19 nssess the nocuracy of
imspections, we found that DB s quality eontrol procedures for bapeetions did
not compare o the best junsdictioni.

g  Cenditlon: During “ride-alongs™ with DB inspectors, we observed theee
separale transfers of information by hand from paper site cond 1o paper job
card 1o paper repoet and finally o the Ovacle system, Censer The DRI
inspection records proceds 15 paper driven, manunlly kniensive and doss not

m Exgcitive Summary « i+ 5
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employ available technology, Effect: Time spent on multiple mmaal
transfers of doty adversely efTects inspector productivity.

b. Condilior: Our Seplember 2000 review confirmed owr 1999 abservatbans,
Dtz ks subject to reparting error and irvol ves time consuming calculation,
Canze: Mocorslsten; definktion of whar constitines a single Inspection exists,
dutn gathering relies on sell-eeparting with po suinmated verfication, pnd
culenlanon of final performuonce measwre figwres relizs on mubiipls manual
tronsfers of data. Effecr; Acens of sub-pir inspection performance may

remain hidden and ections to improve overall inspection responsiveness may
be mispluced

o Condition: Since the DBL's 48-hour inspection fesponde time 1arger s l2ss
nggressive than the 2d-hodr torgel vueed in the other jurisdicteons surveved,
p-:rfprrnqqm: resilts, indicating tarpets nre met or excesdad, may
inappeaprintely indicate comparable productivity Cinger A combination of
lirnited chnology to ald cusiomer occess and lock of ralnlng may contribule
1 the DA s lower response time torged. Effect: The current target 15 likely o
ks the level of service 1o DRI customers

d. Conditian: The current system for suditing inspection guolity risks
subjectivily in nudit reswlis.  Additomally, the DRI does not make use of such
informotion painsd by quality audits to identify technical training
requirements of its employees. Cawrer Unlike vhe best jurisdictions
sureyed, the department telies on supervisors 1o audit the guality af
inspections of inspeciors reponing directly to them ruiher thap usilizving crods-
gection chacks. The DHI used o requesi-draven dystem o identify training
needs. Effect: Although no quality fssues werne jdentified, the cumeni sysiem,
lucking In scheduled perindic reviews, increases the risk that lapses in
inspection quality moy be everloobed,

€. Condition: The nusamniion of the prodaction of initial rspection job cords
using the Oocle 2000 sysiem has eliminared on estimated B B0 hours, 11080
waork days or four FTES in clerical staff effort identified n our Juns 1999
review, Caeuse: The introduction of the Oracle 2000 system hos automated
what wos previogsly o maneal tisk under the old Motorola sysiem. Effect
Time previously spent by Central Permit Burend 5121T oo the praduction of job
curds is now available to atend w the peeds of Depanment custamers.

VL The DBIShould Improve Customer Service Through Automation and
Coordination Although management and siaff emphasize cuSlomer service 250
priority; inconvenient pocess hours, o Inck of technology and o lack of iatemal
coordination contribute to inefficient and inconvenient front-line contact with
CLuslaTIErs.

Fﬁ.?ﬂ-l Exsvitivg Speemary =i &
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#. Cendiffon: DB custamens must cope with different schedules and
procedures bo request on inspection from each of theee inspection divisions
=Plumbing, Electrical and Building. Eath division maintaind sepambs
hours within which customers may eall in 10 request inspeciions. In some
diwisions, inspectors must speakl directly 1o customers to confirm
inspection times, in others sdministrative support staff can do this. Canse:
Inconsisient service hours and scheduling procedures exist. Technology
such &4 voice mail or antomated scheduling o suppan cusiamer aceess ia
nal in ploce.

Effect: These varied procedures complicale cistomer niiempts (o
sohedsle inspections,

b Conditien: Doer ohservations of Customer Service swafl indicoe thm
reutings for responding to incoming customer phane calls are nog efficken
in their use of either Cusiomer Service or professional stafi time, Carse:
Lack of appropriate techaclogy and insufficient training coniribute 1o the
inzfficient handling of customer enlis
I. The Department doss nod wse un IVE (lsbteractive Vialee Response]

system to hands Incoming calls, réquiting o ol person (o respand 1o
cuch individually. Based on our obhservations of Customer Service
stnfl; npproaimately B0 of time of the thres siaff persoas, or 24 FTE,
is dedicated 1o incomting calis, Additionally, without an IVR system
the DBL s unable to callect datd, .5, eall valumes or Inquiny typs, to
design effective sirategles for hondling Incoming enlls
2. Mo touch-tong o recorded message systom exists 1o infesm cusiomers

of the smus of 1helr plans in the plan revies process, although this

infarmntion 13 reeorded elecironically. Ohservationd revedl tha

approximocely 75-85% of Incoming calls are inguiries abeut plan

ELETLTLH

Calls bre misdinected o line and professionnl siafT contnbuling b

wisted staff time and multiple transfers of customercalls. Analssis of

pLan review staff and CPH saff comments indicae thnt many calls ore
misdirected. Cing mannger indicaied thoe o third of the calls received
trvalved querles that eould be kandled by Customer Service sipffl,

Effect: Although no reliable data 18 avatlable, Customer Service staff

thomsalves estimale cusiomer wail EBimes of up to 10 muinutes in 'p-l':uh'

pericdy, and stallf complaints of indem.lpliums from misdirecl=d ¢alls were

:fm:|u.|.-r|.t.

el

[ Canditton; Procedures for handling inquiries on code interprecation leayve
room for conflicting advice 1o eustemers and dissupt plan review
wenrklaads.

Craerre: The current assignment ol responsibilitées and lack af
coordinntion coptributes to this condition
i. Two differsi safi growps, the Technicol Services os well s the
Plan Cheele divisiong, ansver eode Inlerpretaion inguiries but no

EH;E Eneralive Sumawary i -7
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Effect:

[[N]

mechanism exisis (o ensure inl:rpﬂ.tu,ljmu p_rl:nljdq:d o the pu'blic
ore consistent. Both interview and focus group comments indicots
that responses provided 1o costomers by the two grougs can
conflict. However, our revigw found no documentation ovailable
o substantiale the frequency of this condition.

Ciur sample inquiry of 4 plan review professionals who anawer
general code inlerpretation questions indicates thot an overnge of
0.7 hours ks speat dally on this sk, IF this average i extendsd 1o
#ll 33 plan reviewers on an annual basis, o ol of 3 FTE hours
mnnually Is spent answerkng code queries and not reviewing plans

Contradiciony responses o the sume code question contributes 1o
customer copfusion and impatience. Plans submitned in
accordance with one code interpretation may be rejecied beraiise
of a conflicting interpredation of the code used by the actual plan
rEvigwer,

Responding 1o code inquiri:n datracts from pl_n,.n review duties,
Intermuptions can dernll the tratn of thowghe nnd caee deloys for
beyond the actunl time spent mlpnnd;ng o the i.nquir_l.'

Esrcuiter Suremary =« B

CONTROLLER'SAUDITS DIVISION



RESPONSE TO THE AUDIT
DEPARTMENT OF BUILDING INSPECTION

CONTROLLER’'SAUDITSDIVISION






CiTy AMD CouMTY OF SAN FRANCISCD
DEPARTMENT OF BUILGiNG INSPECTION

WiLLiE LEwis Browm JA., Mayor
Frang ¥. Criw, G.8.0., DIRECTOR

June ¥, 2001

Mr. Ed Hamrmington

Controllar

Controller's Ofice

City Hall, Rioom 316

1 Dr. Carlton B. Goodlatt Place
San Francisco, CGA 84102

Dear Mr. Hamingion:

As with any agency, we realize thal improvements fo our service delivery are parl of a
dynamic and ongoing process. To that end, the Department of Building Inspection was
pleased that your audit includad not only & survey of our customerns but also a survey of
our staff, The results of the survey demonstrate that 91 poarcant of the customars
received fair to excellent service, 86 percent fell that the Department’s staff had bean
helpful and courtenus during the application process.” These results also highlight our
efforts to Improve service delivery o all our customers. Indeed, we are often in the
unique situation where our “customers” are multiple parties for the same application.
We mus! often service not only the homeowner but also the contractor, architect, and
neighborhood for the same project. We are also in the role of communicating not only
o thesa mulliple parties but assisting in the communication batwean tha parties.

In addition to customer satisfaction, the Department also worked hard (o achieve
employee satisfaction by offering resources and training to employees in an effort to
improve their job performance. Results of audit survey of staff demonstrate that
“approximataly 80 parcant of amployees feel their own work units are wall manaperd,
and that thair divisions' management has high standards and expects high quality
work.” "Employeas indicated whal thay like best about working for the department Is the
professionalism and friendliness of co-workars, halping tha public and ensuring public
safety, and the jobs thay hold or the type of wark they do.

Owur responsa o the five chapters of the audit is as follows:

The Depariment not anly gauges the efficiency of our efforis but also measures
the effectiveness of its work. The Department has several mechanisms to gauga tha
effectivenass and quality of our worl. In the Inspection Program, sanior staff routinely
conduct spot chack inspections and ride along inspactions. The Inspection staff also
meets frequently with Permil Services staff to discuss quality control issues affecting

1660 Mission Slreel, Sixth Floor - San Franclsco, CA 24103
Difige (415) 8586731 - FAX (415) 558.6225
wwew. ol al.causdbl - frank_chiu@ol.sloaus
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plan review and field inspections. Senior members of the plan check stafl also conduct
reviews of plans thal have already been reviewed by other staff. If the senior staff
determines any errors made by the plan chacker, they will institute internal training on
those issues. In addition 1o these quality control measures, the current aystem of plan
raview and field Inspeclions incorporates inherent quality control. In the current permit
application process, plans are submitted 1o our Ceniral Permit Bureau. Our plan check
staff in addilion 1o review by senior staff and other divisions reviews these applications.
After a permit is issued, fleld inspections are then conducted. During this process, there
are numerous points of quality control measures, Additionally, our Code Enforcemeant
Division also provides anaother opportunity to ensure that we are fulfilling cur mission of
safeguarding the lifa and property of San Franciscans. However, consistant with the
audit findings, the Department has failad to report these measures as perfformance
measures. In the past, the Depaniment has warked with the Controller's Office to deviss
appropriata performance measures. The Department will continue o work with your
office to incorporate and report on our current guality peformance measures. The
Department will also work on ensuring that our performance measures more clearly ties
to a strategic plan that outlines the Department’s mission and iis programs.

Although the Depariment does refer construction projects that are subject to
impact fees, the Department will improve its procedures to ensure that all
profects are appropriately referred to Municipal Railways and the School District,
The Department has relled on staff to identify and refer such projects. However, since
the audit results, the Department has begun updating and drafting administrative
bulleting and office policy and procedure guidelines 1o ensure notification and collection
of Transit Impact and School District fees. The Department s also warking on
astablishing automated tools such as aulomatic electronic links to the Transit
Developmant Impact zones so projects will automatically be identified and creating a
dalabase that will also identify projects at the time of filing, that is subject to the SFUSD
tax. Concurrently, at the time of identification, a daily report will be complled and
automatically generale a report to be provided lo the School District and Municipal
Railways. The Controller's Office also recently prepared a report on the handling of
these fees by tha Planning Deparment and the Department of Bullding Inspaction. Our
Department will work with Planning as well as your office to establish further controls as
it relates o these faas.

The Departments has already made improvements to monitor employeo
certification, training and evaluation. The Department Is alzso working on
improving its fleet management practice. The Depariment has recently established
policy guidelines for monitoring certification and training, These procedures will ensure
that cerification and training is monitored and that thay will ba linked to the Individual
employee’s annual peformance evaluation. This information has also baan
incorporated into a new database maintained by our Personnel Division for the purpose
of monitoring compliance with AB 717. The Department has also established April 1%
as the annual performance evaluation date for the majorily of our employees, Since the
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findirgg of this repord, the Departmant has improved its record on parforming annual
personnel evaluations. The Depariment has also ssued a memo o all staff o ensure
stafl compliance with federal law that requires reporing on unpaid car banefits. The
Depardment is currantly reviewing its vehicle assignmeants to determine whether a small
vehicle pool can be established. Vehicles are currently distributed pursuant to union
memoranda of understanding thal requires providing Inspaction stafl with city vehicles.

The Department utilizes the Permit Tracking System fo maintain performance
statistics and is also currently implementing several additional automated
mechanizms that will provide information on it productivily and prompiness. Last
yaar, DBl implamented a new Oracle based permil tracking sysiem and has bagun to
develop a tracking and reporting system for performance of all divisions. Additicnally,
D8l is currently working on implementing a document tracking system, which will further
enhance the productivity and timeliness of permit review, The Depariment is also
coordinating s efforts with the Department of City Planning o improve the overall
function of tha Paermit Tracking System.

The Department’s customers and employees generally express satisfaction with
the Departmeni. The Department is pleasaed with the responses from the customar
and employes's survey. The Departrment will conlinue o address those outstanding
issues raised in the survey resulls.

Cwerall, the audit report was insightful and will cenainly be useful in our ongoing efforts
to improve our service delivery.

Viary truly yours,

Frank Y. Chiu, CBO.

Diractor
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