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Anti-Graffiti Program Door-Hanger 
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CITYOF~
SAN]OSE
CAPITAL OF SILICON VALLEY

TO: Public Safety, Finance, and
Strategic Support Committee

SUBJECT: 2013 Audit of Graffiti Removal
Services

Memorandum
FROM: Julie Edmonds-Mares

DATE: June 12,2013

Approved Date

SUBJECT: RESPONSE TO 2013 AUDIT OF GRAFFITI REMOVAL SERVICES

This memorandum is in response to the recently completed audit of the Anti-Graffiti Program.
The Parks, Recreation and Neighborhood Services Department appreciates the efforts and
comments made by the City Auditor in the completion of the audit.

Overall, the Department understands and accepts the findings and recommendations in the audit
report.

BACKGROUND
During fiscal year 2010-2011 the Department of Parks, Recreation and Neighborhood Services
(PRNS) conducted a Service Delivery Evaluation to assess the benefits of contracting the
eradication portion of Graffiti Abatement to an outside vendor. At the conclusion of the
evaluation, PRNS moved forward with transitioning Graffiti Abatement and began delivering
services in coordination with a vendor in 2011-2012. Through internal Department assessments
we have found the vendor to be both cost effective and has improved the quality and
responsiveness to graffiti within the City. Additionally, through the vendor we have had the
opportunity to incorporate new technology to better document graffiti eradication efforts and
have been able to provide residents with a quick and easy way to report graffiti via the San Jose
Clean App.

In order to address the areas within the City with the highest graffiti, the City assigned "areas" or
"zones" where the vendor would remove graffiti with PRNS managing the "un-assigned areas."
However, PRNS uses the vendor along with Santa Clara County Probation Department, Juvenile
Justice Department, Santa Clara County Sheriff's Department, the small parks contractor and
volunteers to assist with graffiti removal in un-assigned areas. PRNS' goal is to eradicate urgent
graffiti, meaning gang-affiliated or hate-speech related graffiti, within 24 hours in both the
assigned and un-assigned areas. All other graffiti is removed within 48 hours. While this is a
performance measure that PRNS uses to measure graffiti eradication, there are times that there
could be a delay in addressing graffiti due to several factors.

While outsourcing the eradication portion of the program was an innovative approach to cost
savings while maintaining services to the community, delivering this service has some inherent
challenges. Those challenges include volunteer recruitment, the forecasting of graffiti that would
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need to be eradicated, the difficulty in coordinating graffiti removal from non-City property and
limited City staffing to manage the contract and the remaining elements of the program. It is
important to note that during the time that this program transitioned to the vendor there were
several key staff members and supporting programs that were reduced and/or eliminated due to
budget reductions. The Strong Neighborhood Initiative Program had been a key partner in
eradicating graffiti, litter and blight within targeted neighborhoods; the administration of the
Graffiti Program experienced substantial impacts due to staff changes; there were reductions in
Planning Building and Code Enforcement; and the elimination of the Graffiti Investigation Unit
within the San Jose Police Department, all impacted the City's graffiti program.

By outsourcing the eradication portion of Anti-Graffiti Program to an outside vendor the City
was able to realize cost savings of approximately $600K the first year and forecasts that we will
continue to have program savings in subsequent fiscal years. The current Anti-Graffiti Program
budget is $1.1 million dollars for the 2012-2013 fiscal year. While the Department may spend
more per month on graffiti eradication, this variance can be attributed to the amount of graffiti
that needs to be eradicated. Although the programs monthly expenses may be higher than
expected, the program does not spend more than its annual budget.

Anti-Graffiti Program Budget Synopsis
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Although PRNS began the transition of the program in 2011 -2012, the program is continuously
undergoing changes and modifications to meet the programs outcomes. We have found that the
program is within the transitionary phase meaning that we are still assessing and reconciling the
management ofprogram. Through this transition process we have made mistakes and learned
from them; have learned that graffiti is not static and is ever-changing; and have been able to
more effectively use technology to better document graffiti and its trends. Moreover, we have
had the ability to assess gaps within the program as we work to reconcile and develop the best
methods to address graffiti within our community.

While there have been many challenges, PRNS continues to be dedicated to providing the best
services to ensure the beautification of our City for residents. We look forward to working with
the City Auditor's Office and City Council in finding ways to make the graffiti program more
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effective, but must do so in a way that does not place increased costs or workload on a program
that has limited staff and resources.

RECOMMENDATIONS AND RESPONSE

Recommendation #1: To improve and formalize budgetary controls, we recommend PRNS
document its policies andprocedures:

a) Clarify its approach and the contractor's responsibility in unassigned areas;
b) Define the restorative approach;
c) Consider establishing monthly do not exceed guidelines,' and
d) Clarify its approach for working with the contractor regarding notification and/or

preapproval oflarge work orders and secondary graffiti to help control costs.

Administration Response:
The Administration agrees with sections a, b, and d, this recommendation the Department does
not agree with the section c. The Department will formalize the contractor's responsibilities in
un-assigned areas and clarify the approach to be used when performing restorative graffiti
eradication. PRJ\TS will also develop guidelines for "restorative" graffiti removal. PRJ\TS does not
agree with the establishment of "monthly do not exceed guidelines." The cost of graffiti
eradication is based on the amount of graffiti that needs to be eradicated each month and is
seasonal in nature. PRJ\TS will continue to mange the annual program budget.

Recommendation #2: PRNS should work with the contractor to minimize costs by:
a) Increasing volunteer activity in unassigned areas to reduce contractor workload,'
b) Prioritize spending by service requests, proactive graffiti removal, and proactive

secondary graffiti removal; and
c) Monitor spending by month and against the contract total.

Administration·Response:
The Administration agrees with a portion this recommendation, PRJ\TS does not agree with letter
b. The Department will continue to monitor spending on a monthly basis to ensure that graffiti
eradication efforts meet both the City and residents expectations. Furthermore, section b of this
contract doesn't allow for prescriptive spending to address graffiti. In order to make the program
more effective we will need to increase volunteers throughout the City. In fiscal year 2014-2015
PRJ\TS will be adding additional staff to recruit, retain and manage volunteers. We will also be
utilizing the City's new volunteer management program to tack the service hours that volunteers
provide to support the program. The Department will continue to work with the contractor and
use all resources available to effectively manage graffiti removal..

Recommendation #3: To improve tracking ofurgent work orders, we recommend PRNS:
a) Provide better instructions to smartphone app users to write out monikers and tags when

creating a service request;
b) Identify known gang or hateful tags/monikers that should be abated within 24 hours; and
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c) Work with contractor to electronically match monikers that should be marked as urgent
within the work order management system; and

d) Continue to report response times for 'urgent' tags.

Administration Response:
The Administration agrees with this recommendation, however, its implementation is based on
staffing and available budgetary resources. PRNS will work with the contractor to discuss the
possibility of adding additional functions to the app and assess any additional cost related to this
recommendation. However, it is important to note that the San Jose Clean App is designed to
make graffiti easy to report, increasing requirements for those reporting graffiti may deter some
individuals from using the app and may incur additional costs.

While the Department can provide a list of monikers, it is important to note that gangs and
taggers change monikers on a regular basis to elude law enforcement. Known gang and hate
speech related graffiti will continue to be removed within the 24 hour time period. PRNS will
continue to ensure that urgent tags are removed from property within 24 hours.

Recommendation #4: To improve transparency and reporting, include the following elements in
Council and committee memos:

a) Actual expenditures and remaining budget;
b) Geographic changes in service delivery;
c) Number ofactive volunteers, gallons ofpaint distributed, events held;
d) Response times for resident-initiated requests; and
e) Major interjurisdictional challenges and efforts.

Administration Response:
The Administration agrees with this recommendation. PRNS will include these elements within
Council and Committee memos.

Recommendation #5: To better identify ownership and parties responsible for non-City
properties, PRNS should determine public/private property ownership, particularly specific
agencies and major property owners to whom the City should be referring graffiti requests.

Administration Response:
The Administration agrees with this recommendation, however, its implementation is based on
staffing and available budgetary resources. IT support and PW/PBCE mapping and database
resources must be allocated to support this recommendation. Once resources are allocated PRNS
will work with the appropriate City staff to identify public/private property ownership.

Once property is determined this information will need to be coordinated with the vendor to
enter it within their database, which may lead to additional costs. Additionally, referring graffiti
to owners to remove, may delay the removal of graffiti and contribute to additional blight within
the City. Furthermore, through early meetings with major property owners, we have found that
their graffiti removal timelines are not in sync with the City's, which may further delay graffiti
removal and increase blight.




