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| ntroduction

In accordance with the City Auditor’s 2002-2003 Audit
Workplan, we have audited the Neighborhood Development
Center (NDC) of the Department of Parks, Recreation, and
Neighborhood Services (PRNS). We conducted this audit in
accordance with generally accepted government auditing
standards and limited our work to those areas specified in the
Scope and Methodology section of this report.

The City Auditor’s Office thanks PRNS, the NDC, Code
Enforcement, Our City Forest, and Community Foundation
staff for giving their time, information, insight, and cooperation
during the audit process.

Background

The NDC's mission and objectiveisto inform and assist
existing, new, and emerging community leaders and
neighborhood groups with their organizational needs and
effortsin order to improve and preserve their desired
neighborhood quality of life.

The NDC is part of PRNS and wasfirst created as a pilot
program in fiscal year 1993-94. In 1994-95, the San Jose City
Council allocated on-going funding for programming and
staffing of the NDC. According to the NDC's current five-year
business plan, the NDC serves as the primary source of training
for City employees and providing information on City
resources.

The NDC works jointly with various City departmentsin order
to meet the residents’ needs in areas of organization, leadership
development, and knowledge on how to access City services.
The NDC provides specialized training courses and workshops
designed to build leadership capacity in community leaders. It
also offers a broad range of services designed to meet the needs
of both individuals and community groups. These are:

e Accessto Internet-ready computers,

¢ Information on City and non-City services and technical
assistance;

e Access to videos, books, and informational manuals;
and
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e Support in trandation of flyers and meeting agendas to
assist emerging groups in their organizational and
operational objectives.

TheNDC Is
Divided Into Four
Sections

Project Blossom

The NDC is made up of the following four sections. 1) Project
Blossom, 2) Neighborhood Academy, 3) Community Action
and Pride (CAP) Grants, and 4) the Resource Section. Each
section has distinct job functions and responsibilities towards
achieving the NDC’ s overall goals.

Project Blossom, a proactive neighborhood improvement
program, is responsible for coordinating and providing
community outreach activities. The NDC works jointly with
Code Enforcement to coordinate tenant and property owner
training workshops. These workshops are offered to all
interested property owners and tenants.

Project Blossom focuses on neighborhood blight, community
education, and organizing. Project Blossom also provides
support and funds to facilitate meeting these goals. In addition
to the training component, Project Blossom staff is responsible
for conducting community outreach in selected Project
Blossom sites. These outreach activities include:

¢ introducing neighborhood organizing;
e improving residents quality of life; and

e organizing property owners to collectively improve the
nei ghborhood.

An Advisory Committee known as the Technical Team
determines Project Blossom sites by reviewing blight statistics.
Generaly, the Technical Team selects two Project Blossom
sitesannually. Project Blossom outreach activities include:

1) helping property owners form property owner associations
and 2) coordinating neighborhood beautification and
landscaping projects.
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The Neighborhood
Academy

The Project Blossom section in the NDC is made up of one
Community Coordinator and three® Community Activity
Workers. The Community Coordinator and two Community
Activity Workers estimate that they spend 7 and 20 percent of
their time, respectively, on the workshop component of Project
Blossom. The remaining time is spent on the community
outreach portion of Project Blossom. The Code Enforcement
Division has assigned one full-time inspector? to coordinate
property owner training and Project Blossom community
outreach.

The Neighborhood Academy, a complement to SN, is
responsible for teaching residents how to: 1) access essential
City services and resources; 2) acquire knowledge to organize
and improve neighborhoods; 3) enhance community safety; and
4) maintain and strengthen Neighborhood Associations. The
Neighborhood Academy provides training classes to all
interested City residents. These training classes include three
series of workshops with four classesin each series. The
Neighborhood Academy offers the three series of workshopsin
both English and Spanish. The workshops cover the following
training topics:

e Series|: Neighborhood Association Organizing and
Building Stronger Neighborhoods

e Seriesll: Neighborhood Development Training
e Serieslll: Continuous Neighborhood Improvement

The NDC hires consultants to provide most of the training. The
content of training material ranges from supplying residents
with information “essential to better access City services’ to
training on neighborhood organizing and forming
Neighborhood Associations.

Additional responsibilities of the Neighborhood Academy
include: 1) providing translation services to other City
departments and residents; 2) responding to informational calls
from San Jose residents; 3) attending City Councilmembers
resource fairs; 4) participating in City Council clean-ups,

! One Community Activity Worker position is currently vacant.

2 According to Code Enforcement, the Inspector allocates 60 percent of his time coordinating Property
Owner Training Workshops. An additional 30 percent of histimeis allocated towards Project Blossom
Community Outreach and the remaining 10 percent coordinating San Jose Conservation Corps clean-ups.
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CAP Grants

The Resource
Section

5) outreach for training; 6) support to Neighborhood
Associations; and 7) attending SNI and Neighborhood
Advisory Committee meetings.

The Neighborhood Academy section is comprised of three
staff---one full-time Community Coordinator, one part-time
Community Activity Worker, and one part-time Temporary
Pool Worker.

Community Action and Pride (CAP) Grants provide grant
support to all San Jose resident-based neighborhood groups.
The mission of the CAP Grant is to promote the development
of healthy and self-reliant neighborhoods by supporting
residents to unify for action, actualize their collective power,
and create community-based solutions to meet physical, social,
and economic challenges. Essentially, a CAP Grant provides
technical assistance and financial support to help resident-based
groups conduct activities that build or strengthen neighborhood
organizations to improve neighborhood conditions or address
issues important to neighborhood quality of life. A full-time
Community Coordinator and one part-time Community
Activity Worker staff the CAP Grant Section.

The Resource Section (Resource) at the NDC is responsible for
providing technical assistance to the PRNS analyst and tracking
projects such as the SNI. Resource personnel maintain the
project tracking database and are in the process of preparing to
merge the Capital Improvement Project and SNI databases into
one database. A full-time Community Development Block
Grant-funded (CDBG) Community Coordinator and one part-
time General Fund Community Activity Worker staff the
Resource Section of the NDC.

Audit Objective,
Scope, And
M ethodology

We designed our audit to answer the specific questions that the
City Councilmember who requested this audit asked relating to
the Neighborhood Development Center. These specific
guestions were:

What is the organizational structure of the NDC?

What are the NDC’ s interdepartmental relationships?

How does the NDC target and track performance
measures?

0 What arethe qualifications of NDC staff?
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In addition, the City of San Jose Mayor’s Office asked the City
Auditor’s Office to review the NDC's:

o CAPGrant;
0 Useof consultant services; and
0 Project Blossom.

Furthermore, we reviewed four sections at the NDC - Project
Blossom, Neighborhood Academy, CAP Grant and the
Resource Section to determine if they were operating

efficiently and effectively. We interviewed the NDC and Code
Enforcement staff responsible for tracking budget and costs,
and staff at both the Community Foundation of Silicon Valley
and Our City Forest. The scope of our audit included
reviewing budget information from 2000-01 to present and
evaluating extensive workload and informational

documentation on Project Blossom, the Neighborhood
Academy, and the CAP Grant. We reviewed documentation for
Project Blossom and the Neighborhood Academy from 2001-02
to 2002-03. Finaly, we reviewed CAP Grant award records
from spring 2000 to spring 2002. We performed only limited
testing to determine the accuracy and reliability of information
in the various computer reports used.
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Agreed-Upon ChangeslIn The
Neighborhood Development Center
Will Save The General Fund $448,000
During 2003-04 And 2004-05 And
Additional Savings Are Possible

During the course of our audit, we worked with the Department
of Parks, Recreation, and Neighborhood Services (PRNS) and
the Department of Planning, Building and Code Enforcement
(PBCE) staff and mutually agreed upon changes to the
Neighborhood Development Center (NDC). These
agreed-upon changes will save the General Fund about
$448,000 during 2003-04 and 2004-05. The Mayor’s Budget
Office incorporated these agreed-upon changesto the NDC in
the Mayor’ s June 4, 2003 Budget Message. Specificaly, these
agreed-upon changes to the NDC include:

e Code Enforcement anticipates using at least $50,600 in
Multiple Housing Fees to fund Property Owners
Training Workshops;

e PRNS has agreed to reduce personal and non-personal
services costs in the NDC' s Project Blossom,
Neighborhood Academy, and Administration sections,

e PRNS has agreed to reduce the 2003-04 Community
Action and Pride (CAP) Grant allocation, saving the
City $174,000, and PRNS has agreed to additional
personal services reductions,

e PRNS has agreed to maximize use of all CDBG funds,
and eliminate all contract employees and General Fund
expenses associated with the Resource Section;

e PRNSwill give a 120-day notice to terminate the
NDC's property lease by July 1, 2003, which will save
$28,000 in 2003-04 and $87,000 in 2004-05; and

e Further NDC efficiencies and savings are possible.

In our opinion, PRNS and/or Code Enforcement should

1) resolve Property Owners and Tenant Training Program
ownership, and develop and document a formal workplan with
program goals and objectives; 2) develop a comprehensive
budget for the Project Blossom Program, aformal Project
Blossom workplan for each Project Blossom site, and establish
guidelines and better supervisory review; 3) develop and
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implement a time reporting system for Project Blossom staff to
record how staff allocate their time; 4) reconfigure and
consolidate the Neighborhood Academy; 5) develop and
implement specific CAP Grant criteriaincluding usage,
evauation, and follow-up guidelines for determining how much
to award for each specific grant purpose, require applicants to
provide detailed descriptions of specific locations where
proposed projects will take place and expected timeframes for
project completion, and coordinate and consolidate the CAP
Grant with other ssimilar City and Community grants and
program support for neighborhoods; and 6) make full use of its
agreement with the Community Foundation.

Code Enfor cement
Anticipates Using
At Least $50,600 In
Multiple Housing
FeesTo Fund
Property Owners
Training

Wor kshops

Code Enforcement has submitted a budget proposal to fund 50
percent of the Code Enforcement Inspector’s salary through
Multiple Housing User fees. This guarantees the General Fund
asavings of at least $50,600 in personal services costs for
2003-04. Code Enforcement is also working with the Housing
Department to cover non-personal expenses associated with the
training program.

Code Enforcement charges Multiple Housing User fees to pay
for the Multiple Housing Program and issues Residential
Occupancy Permits. Code Enforcement can use the Multiple
Housing User feesto fully support the Property Owners
workshops due to the fact that one of the underlying goals of
the Property Owners’ workshops is to ensure that property
owners are made aware of their responsibilitiesin maintaining
their propertiesin aclean, decent, safe, and sanitary condition.
We found that the NDC staff uses the Multiple Housing Roster,
which isalisting of Multiple Housing Property Owners, when
it sends out informational flyers regarding the Property
Owners workshops.

PRNSHasAgreed
To Reduce Per sonal
And Non-Per sonal
Services CostsIn
The NDC’s Project
Blossom,

Neighbor hood
Academy, And
Administration
Sections

PRNS has agreed to reduce personal services expendituresin
the NDC's Administrative section by $21,574 by eliminating
one part-time Community Activity Worker. In addition, PRNS
has agreed to reduce their non-personal services expenditures
by $5,000 in the Administrative section. Furthermore, PRNS
has agreed to non-personal savings of $10,000 in the
Neighborhood Academy and an additional $10,000 in Project
Blossom. These reductions have resulted in atotal General
Fund savings in 2003-04 of $46,574.
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PRNSHasAgreed
To Reduce The
2003-04 CAP Grant
Allocation, Saving
The City $174,000,
And PRNSHas
Agreed To
Additional Personal
Services Reductions

Generally, about $500,000 from the General Fund is allocated
for the CAP Grant, of which approximately $400,000 is for
grant awards and $100,000 for administrative expenses.
Effective February 26, 2003, the Director of PRNS froze CAP
Grant funds and the NDC did not award any grants for the fall
2002 or spring 2003 rounds. However, on May 6, 2003, the
City Council approved the release of $309,716 in CAP Grant
moniesto fund grants for the fall 2002 cycle. PRNS currently
has a balance of $174,337 in CAP Grant monies at the
Community Foundation. Therefore, because $174,337 in
carryover fundsis available at the Community Foundation,
PRNS has agreed to reduce its annual $500,000 budget
allocation for the CAP Grant to $326,000. Asaresult, in
2003-04 there will be $400,000% in grant monies available to
recipients and the General Fund will save about $174,000.

Furthermore, based on recommendations discussed later in the
report, to fully utilize the Community Foundation Agreement’s
Management Oversight Clause PRNS has agreed to eliminate
one part-time Recreation Leader, thereby saving the General
Fund about $19,000. Together, these reductions will save the
General Fund $193,000 in 2003-04.

PRNSHasAgreed
To Maximize Use
Of All CDBG
Funds And
Eliminate All
Contract
Employees And
General Fund
Expenses
Associated With
The Resource
Section

PRNS has agreed, and it is reflected in the Mayor’ s 2003-04
Budget Message, to fully use all CDBG Funds and eliminate all
contract employees and General Fund expenses associated with
the Resource Section. We found that the NDC is not using all
available CDBG Funds to staff the Resource Section. The
current NDC staff allocation for the Resource Section consists
of one full-time CDBG Fund Community Coordinator and one
part-time General Fund Community Activity Worker.
Furthermore, in addition to $5,000 in CDBG funding, the
Resource Section is allocated non-personal services money of
about $5,150 from the General Fund. Finally, PRNS has
agreed to eliminate about $21,000 from the General Fund
which is currently available for contract employees. These
reductions in General Fund non-personal and contract
employee expenses will save the General Fund at least $43,000
in 2003-04.

3 An additional $100,000 is available for administrative expenses.
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Terminating The
Lease For The
NDC Facility
Would Save The
General Fund At
L east $115,000

On June 1, 2000 the NDC entered into a five-year lease for a
2,485 sgquare foot facility at 105 North Bascom Avenue. At the
end of the five-year lease, the City will have spent $395,458 in
rental expenses. The City is currently in the third year of the
five-year lease for the Bascom Avenue space.

The NDC argued that one of the purposes for leasing this
facility was to have an on-site room for training residents and
community groups. However, we found that the NDC usesiits
facility for training purposes only about 24 percent of the time
for Project Blossom, Neighborhood Academy, and CAP Grant.
Conversely, the NDC uses various locations throughout the
City for the remaining 76 percent of the training courses taught.

In our opinion, the low usage of the NDC facility for training
purposes and the cost of the facility does not justify the
continuation of the lease agreement. Should the City give the
requisite 120-day termination notice effective July 1, 2003, the
City could save at least $115,000 after paying the $20,000 early
termination penalty. Thisisasavings of about $28,000in
2003-04 aone and an additional savings of almost $87,000 in
2004-05.

Further NDC
Efficiencies And
SavingsAre
Possible

Property Owners
And Tenant Training
Program Ownership
Needs To Be
Clarified

10

In our opinion, additional NDC General Fund savings are
possible. Specifically, PRNS and PBCE should 1) clarify
ownership of the Property Owners and Tenant Training
Program; 2) revamp the Property Owners and Tenant Training
Program; 3) develop and implement a time reporting system to
record how staff allocate their time on aweekly basis,

4) revamp the Neighborhood A cademy section; and

5) implement CAP Grant improvements.

We found that both the Code Enforcement Division and NDC
claim ownership over the Property Owners’ and Tenant
Training Program. Code Enforcement Division officialstold us
1) the Training Program is a component of its Multiple Housing
Program and is not part of the Project Blossom Program,

2) Residential Occupancy Permit fees pay for the Property
Owners Training Program, and 3) a Code Enforcement
Inspector coordinates these training programs.

On the other hand, NDC staff reported to us that the Property
Owners and Tenants Training Programs are part of its Project
Blossom program. NDC literature, such asthe NDC Business
Plan and monthly status reports, indicates that NDC provides
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Property Owner Training. We found that both a Code
Enforcement Inspector and a NDC Community Coordinator
signed the cover letter that NDC mails out to potential training
participants. NDC staff also provides clerical support for the
training programs and registers course participants.

The blurring of training program ownership is exacerbated by
the extent that Multiple Housing User Fees pay for the training
programs. Specifically, we found that Code Enforcement uses
$36,000 of Residential Occupancy Permit feesto pay for
Property Owners' Training Program costs. This amount
represents 26 percent of the training program costs. Code
Enforcement and PRNS charged the remaining $102,517 in
training program costs, including $50,654 in Code Enforcement
Inspector salary costs, against a Project Blossom General Fund
account.

Program staffing further blurs the distinction between the
Property Owners and Tenant Training Programs and Project
Blossom ownership. The Code Enforcement Inspector that
coordinates the training programs is involved in the Project
Blossom outreach program. The inspector indicated that he
spends about 60 percent of histime on activities associated with
Property Owner training activities. Similarly, Project Blossom
staff at the NDC are involved in providing administrative
support for the training programs and attend training sessions.

Since May 2003, Code Enforcement officials and PRNS
officials told us that they have met twice to discuss the Property
Owners and Tenant Training Program and Project Blossom. In
our opinion, Code Enforcement and PRNS need to meet to
resolve the issue of training program ownership, authority,
funding, and management responsibilities.

Code Enforcement Officials also indicated that they plan to
work with the Housing Department’ s Rental Rights and
Referrals Program (formerly Rental Dispute Program) Manager
on coordinating the Tenant Training Program. The Rental
Rights and Referrals Program Manager administers the City’s
Rental Dispute and Mediation and Arbitration Ordinance. This
Ordinance, which took effect in 1979, regulates rent increases
in apartments’. The Rental Rights and Referrals Program has a
proposed budget of $65,225 in 2003-04 to fund tenant training.

* The Rental Rights and Referrals Program staff also administers the M obilehome Ordinance, which took

effect in 1979.

11
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We recommend that Code Enforcement, PRNS, and the
Housing Department:

Recommendation #1

Resolve Property Owners and Tenant Training Program
owner ship, authority, funding, and management
responsibility issuesand prepare aformal Program

wor kplan with specific goals and objectives. (Priority 3)

PRNS And Code We found that during 2001-02, Project Blossom and Code
Enforcement Should Enforcement staff spent 2,231 staff hours and $138,517°
Revamp The coordinating five workshops for property owners and one
Property Owners workshop for tenants. These six workshops provided training
And Tenant Training to 240° property owners and 27 tenants on property owners’
Program and tenants’ rights and responsibilities, housing laws, and
immigration issues. As shown in Exhibit 1, Project Blossom
and Code Enforcement staffs’ efforts resulted in about 44 hours
of training for 267’ City residents. However, neither Project
Blossom nor Code Enforcement staff provided any significant
amount of direct training. Instead, outside consultants provided
most of the training. Code Enforcement staff coordinated the
trainers for the workshops while Project Blossom staff mailed
training workshop fliers and arranged for workshop supplies.
Exhibit 1 Summary Of 2001-02 Property Owners And Tenant
Training Workshops
Number Total Total
Number Of | Of Classes | Hours | Number Of | Number | Attendee
Annual Per Per Training Of Training
Workshop | Workshops | Workshop | Class Hours Attendees | Hours
Property
Owners 5 4 2 40 240° 1,920
Workshop
Tenants
Workshop 1 2 2 4 27 108
TOTAL 6 44 267 2,028

Source: Auditor analysis of NDC data.

® $36,000 was paid for from the Multiple Housing User fees and the remaining $102,517 was paid for from
the General Fund.

® Based on an average attendance of 48 property owners per workshop.

" Based on an average of 48 property owners per workshop and 27 tenants.

8 Based on an average attendance of 48 property owners per workshop.

12
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Snce 1998 The
Project Blossom
Saff Has Achieved
Only 50 Percent Of
Its Community
Outreach Program
Goals And Charged
About $134,688 To
The Project Blossom
Program In 2001-02

The 2,231 hours Project Blossom and Code Enforcement staff
jointly spent coordinating the 44 hours of training equatesto 51
hours of City staff time spent for every workshop training hour
provided. At $138,517, the NDC and Code Enforcement have
spent about $3,148 per workshop training hour to coordinate 44
hours of training in 2001-02.

Based on the available evidence, we found that Project Blossom
staff has achieved only 50 percent of its community outreach
program goals. Specifically, Project Blossom staff is supposed
to conduct community outreach at two different Project
Blossom sites each year. However, in the past five years, since
1998, Project Blossom staff has conducted community outreach
at only five different sites rather than the program target of ten
sites. Therefore, Project Blossom staff has only met 50 percent
of its program goals. We found that Project Blossom staff has
been conducting outreach activities at the same site since
2001-02, and charged $134,688 to a General Fund program
costsin one year alone. We also found that in 2001-02,
outreach costs included about $6,500 in paint for buildings at a
Project Blossom site. Staff determined that the complexes
needed painting and offered to supply the paint in exchange for
the property owners agreeing to make aesthetic improvements
to the complexes. We did not find any formal Project Blossom
workplans or guidelines that address providing paint to property
owners.

Some other examples of these outreach activities included
planning and organizing landscape projects, organizing
property owner meetings, attending the association meetings on
aregular basis, attending neighborhood clean-ups and, in one
instance, even helping aresident get outside funding to pay for
funeral costs. NDC staff was unable to provide us with
documentation for these community outreach activities for four
of the five Project Blossom sites. Finally, we found no
evidence of either acomprehensive workplan or supervisory
review of these community outreach activities. In our opinion,
the lack of formal community outreach workplans and
guidelines and the absence of supervisory review has resulted
in staff spending too much time on undocumented activities at
Program sites. By limiting Project Blossom community
outreach activities to those specified in aformal workplan and
ensuring adequate supervisory review, the NDC will have

13
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Project Blossom
Saff Did Not
Document How They
Spent Their Time

14

added assurance that it is accomplishing its community
outreach goals and may be able to reduce its staffing to just one
part-time staff person.

In our opinion, PRNS and Code Enforcement need to develop a
comprehensive budget for the Project Blossom Program, a
formal workplan for each Program site, and establish guidelines
and better supervisory review. Thiswill improve Project
Blossom accountability and alow PRNS to better manage
program costs.

We recommend that PRNS:

Recommendation #2

Develop a compr ehensive budget for the Project Blossom
Program, a formal Project Blossom workplan for each
Project Blossom site, and establish guidelines and better
supervisory review. (Priority 2)

We aso found that Project Blossom staff did not document how
they spent their time. During our audit, the Project Blossom
Community Coordinator told us that he spent 80 percent of his
time on Project Blossom outreach activities.

After reviewing our preliminary audit report, PRNS
management informed us that Project Blossom staff were
involved in other community outreach activities that were not
part of Project Blossom. Specifically, PRNStold us that
Project Blossom staff spent 34 percent of their timeinvolved in
Project Blossom outreach, seven percent of their time on
Project Blossom training, and 59 percent of their time on other
activities, such as:

e Coordinating City Council events,
e Language-specific tranglations and outreach;
e Providing technical assistance to neighborhood groups;

¢ Providing assistance to new and start-up groups;

¢ Organizing the community for Concentrated Code
Enforcement Program meetings;

e Connecting community members to resources,
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PRNS Should
Revamp The
Neighborhood
Academy Section

e Participating in special events, such as conferences,
workshops, and presentations;

¢ Providing emergency response to neighborhood crises;
and

e Administrative tasks.

Since Project Blossom staff do not document how they spend
their time, we were unable to verify thisinformation.
Therefore, based upon the two versions of information PRNS
provided us during our audit, we estimated that Project
Blossom staff spent from 34 percent to 80 percent of their time
on Project Blossom outreach activities. We based our
estimated program savings on Project Blossom staff spending
80 percent of their time on outreach activities.

In our opinion, Project Blossom staff needs to document and
report to PRNS management how they spend their time on
various Project Blossom activities. By so doing, PRNS will be
better able to assess if Project Blossom staff is spending itstime
as efficacioudly as possible.

We recommend that PRNS:

Recommendation #3:

Require Project Blossom staff to document and report to
PRNS management how they spend their time on Project
Blossom activities. (Priority 3)

We found that for 2001-02, the three NDC Neighborhood
Academy staff persons coordinated about 130 hours of
workshops and charged the City’s General Fund about $90,222
for coordinating these workshops. The three Neighborhood
Academy staff responsibilitiesincluded: 1) arranging for
consultants to provide the training; 2) providing free food and
snacks to participants; 3) sending out flyers and doing
marketing outreach to community groups regarding these
workshops; and 4) copying and preparing training materials the
consultants provided for these workshops. Additionally, NDC
staff provides training on the CAP Grant component of the
Neighborhood Academy. About 96 City residents or an
average of 19 residents per workshop attended the

15
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Neighborhood Academy. Exhibit 2 summarizes the total
training hours the three Neighborhood A cademy staff
coordinated.

Exhibit 2 Summary Of 2001-02 Neighbor hood Academy
Training Cour ses

Workshops English Spanish Total
Number Of Workshops 3 2 5
Series Per Workshop 3 3 6
Classes Per Series 4 4 8
Total Number Of Annual 36 20° 65
Classes
Hours Per Class 2 2
Total Training Hours 72 58 130
Coordinated

Source: Auditor analysis of NDC data.

We also found that the annual cost of providing 130 hours of
training to Neighborhood Academy registrantsis $90,222. This
is about $940 per registrant or $694 per training hour
coordinated. The cost includes one Community Coordinator
and three Community Activity Workers and the cost of
consultantsto provide training. According to NDC staff
estimates, about 29 percent of staff timeis allocated to non-
Neighborhood Academy-related activities. These activities
include trandlation services, and attending resource fairs and
SNI and Neighborhood Advisory Committee (NAC) meetings.
Exhibit 3 isasummary of Neighborhood Academy training
workshop costs in 2001-02.

° Five introductory courses were taught for Spanish speaking participants in 2001-02. These courses were
not part of the series of workshops but instead were five trial courses held to gauge program interest.

16
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Exhibit 3 Summary Of Neighborhood Academy Training
Workshop Costs For 2001-02

Total
Staff Persons Total Staff Hours® | Salaries™

Community Coordinator 1,485 $57,236
Community Activity
Worker: Part-time 1,299 $18,847
Non-Personal Services
Costs N/A $14,139

TOTAL 2,784 $90,222

Source: Auditor analysis of NDC data.

Exhibit 4 illustrates the type of classes that are provided
through the Neighborhood Academy’ s three series of

workshops.

Exhibit 4 Summary Of Neighborhood Academy Classes

Class Series| Seriesll

Serieslil

Introduction to the SNI and the
San Jose Police Department’s
(SJPD) Community Services

Neighborhood organizing and
1 the Strong Neighborhood

--Introduction to the SNI: Code
Enforcement’ s Neighborhood
Blight Program and

Initiative g . --The Rental Rights and Referrals
Division's “Crime Prevention
Program
Tours of: Presentations on:
Identifying and prioritizing --The SIPD’s Communication --Department of Transportation
2 goals and establishing an Center and services and programs
action plan --The Office of Emergency --San Jose Public Library services
Services and programs
Presentations on:
--PRNS youth intervention , . .
Establishing a Board of service' s “Gang Awareness” SJPD's Family Vl_olence Center
3 ; --Next-door Solutionsto
Directors and bylaws Program and

--The County of SantaClara's
“Restorative Justice Program”

Domestic Violence Program

Presentations on:

--The CAP Grant and -- The
PRNS Anti-Graffiti/Anti-Litter
Program

Membership, recruitment and
4 identifying financia
resources

The San Jose Fire Department’s
“Fire Safety” and Tour of Fire
Stations

Source: NDC.

19 According to NDC Staff, 71 percent of their time is allocated for Neighborhood Academy training

activities.

1! Salariesinclude all fringe benefits.
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The NDC Should
Evaluate Other
Alternatives To
Series|l And
Series |l Of The
Neighborhood
Academy

18

In our opinion, NDC staff could do the training for Series| of
the Neighborhood Academy. As mentioned, classesin Series|
include 1) introduction to strong neighborhoods organizing and
Strong Neighborhood Initiative; 2) identifying and prioritizing
goals and establishing an action plan; 3) establishing a Board of
Directors and bylaws; and 4) membership recruitment and
identifying fiscal resources (grants). NDC staff could teach
these classes using materials that consultants used for previous
classes. Thiswould save the General Fund as much as $10,000
annually with minimal impact on the information
Neighborhood Academy registrants receive.

Series |l and Series 11l of the Neighborhood Academy provide
information on City services and resources. In our opinion, the
NDC should evaluate other alternativesto Series |l and

Series |11 such asthe City’s Call Center and the Neighborhood
Troubleshooter guidebook. The City’s Customer Service Call
Center (Call Center) is designed to answer calls from the
residents regarding City resources and services. The Call
Center operates 24 hours a day, seven days aweek.
Additionally, information on City resources is also available
through the Neighborhood Troubleshooter Guidebook
(Troubleshooter) which PRNS publishes. The Troubleshooter
lists the various City departments, their functions, and contact
information. The Troubleshooter is readily available on the
PRNS website. The NDC could provide City residents with a
copy of the Troubleshooter and information about the Call
Center during Series | of the Neighborhood Academy.
Additionally, PRNS should reconfigure and consolidate
Series |l and |11 of the Neighborhood Academy by utilizing
informational videos and brochures. This could reduce the
number of staff persons needed to staff the Neighborhood
Academy and the need to bus participants to the SIPD’ s
Communication Center and the Office of Emergency Services.

In our opinion, PRNS needs to reconfigure and consolidate the
Neighborhood Academy. Such areconfiguration and
consolidation could eliminate the need for one full-time
community coordinator, thereby saving the General Fund an
additional $80,190 per year.
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PRNS Should
Implement CAP
Grant Improvements

The NDC Has
Awarded CAP Grant
Funds For A Myriad
Of Activities Or
Purposes

We recommend that PRNS:

Recommendation #4

Reconfigure and consolidate the Neighbor hood Academy.
(Priority 2)

The CAP Grants are intended for individual neighborhood
groups, both established and emerging, proposing projects,
services and activities that foster or enhance safety, reduce
blight and crime, and improve the quality of lifeina
neighborhood. Generally, about $500,000 from the General
Fund is allocated for the CAP Grant, of which approximately
$400,000 is for grant awards and $100,000 is for administrative
expenses. The $400,000 includes $40,000 for training and
$30,000 which may be awarded at the PRNS Director’s
discretion. The NDC awards grants twice per year, during the
spring and fall, and all San Jose resident-based neighborhood
groups are eligible to apply. In addition, the Director has
discretion to award up to $30,000 in grants for any
neighborhood or community-based purpose and at any time
throughout the year. Formal applications are not required for
receiving this money. We found that the NDC has awarded
CAP Grant funds for amyriad of activities or purposes. In
addition, the NDC has not 1) performed effective and consistent
management oversight of grants; 2) devel oped specific grant
review guidelines; or 3) consistently followed-up on awarded
grants. We aso found that the CAP Grant duplicates other City
and non-profit grants and programs that award money and
provide support for purposes and objectives similar to those of
the CAP Grant. Furthermore, we found that the NDC is paying
for third party administrative services that it is not receiving.

We found that current CAP Grant usage criteria allow almost
all resident-based groups to seek funding for any neighborhood
or community-based activity or purpose except the following
items. computers, software, digital cameras or any expendable
eguipment, on-going operating costs, transportation costs,
admission fees or ticket prices, salaries, compensation for
someone taking part in a project, uniforms, costumes, or other
items that will be gifted to residents. Any other neighborhood
or community-based activity or purpose is an acceptable usage
for CAP Grant funding. For example, we found that from
spring 2000 to spring 2002, the NDC awarded 110 CAP Grants
for avariety of purposes, including community celebrations,
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refreshments for neighborhood meetings, various community
activities or events, facility rentals, and association duesto the
United Neighborhoods of Santa Clara County. Grant amounts
during this time period ranged from $100 to $50,000, with an
average grant amount of $9,454. Exhibit 5 illustrates the
variety of usages of these grants as well as the minimum,
maximum, and average grant award per category.

Exhibit 5 Summary Of CAP Grant Usage And Award
Amounts From Spring 2000 To Spring 2002*
Minimum Maximum Average

Award Award Award
Beautification/L andscaping $1,275 $50,000 $13,571
Clean-Ups $1,325 $26,664 $11,202
Community Celebrations $1,000 $ 9,150 $ 4,404
Newsletters $1,700 $16,000 $ 4,448
Y outh Services $ 100 $45,317 $14,400
Various Community Activities And Supplies $ 395 $11,502 $ 4,155

Source: Auditor’sanalysis of CAP Grant Awards from spring 2000 to spring 2002.

In addition, according to the current usage criteria outlined in
the CAP Grant application package, grant money can be used to
pay fees for adomain name for an association webpage, post
office box rental, and voice mail box for up to two years.

Exhibit 5 aso illustrates the wide disparity in grant award
amounts for similar purposes. We found that the NDC awarded
different amounts for similar purposes based on the budget the
grant applicant submitted. In addition, we found that the NDC
does not have any existing, objective criteriawith which to
evaluate the budget proposals or requests that applicants
submit.

In our opinion, the NDC should develop new CAP Grant usage
criteria, including guidelines for determining how much to
award for each specific purpose. Such criteriaand guidelines
would help ensure consistency and fairness among all grant
awards based on the usage of the grant money and size of the
target audience within the community.

2 Many grants are used for multiple purposes. To determine the average, minimum, and maximum award
amounts, grants were categorized into one group based on the primary use of the grant money.
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CAP Grant Current evaluation criteria for the CAP Grant states that
Evaluation Criteria applicants will be evaluated on:

Is Vague And

Ambiguous 1) How well the proposed project addresses a critical need

consistent with the CAP Grant purpose,
2) Project feasibility and management,

3) Involvement and cooperation of the residents affected
by the issues,

4) Residents assuming responsibility for what goesonin
their neighborhood, and

5) Thegroup’splansto play akey rolein the future of the
neighborhood.

The NDC' s evaluation criteria do not require the NDC to
evauate or consider the amount of planning for proposed
projects nor do they require applicants to submit a proposed
timeframe for the projects’ completion. This hasresulted in
grants being submitted and awarded for activities or projects
that are not fully developed or ready to be implemented. We
reviewed 19 beautification grant applications which the NDC
awarded to complete landscaping projects within
neighborhoods. Of the 19 approved applications, 14 mentioned
specific locations or streets where the landscaping would be
completed. Conversely, five grant applications were
ambiguously phrased. For example, one applicant requested
funding to plant “sixteen sycamore trees.” A second applicant
requested funding for “bushes and shrubs for parks,” while
another regquested funding for “tree-trimming for approximately
twenty-five to thirty-five trees.” Furthermore, of the 14
applicants that mentioned specific locations where the
landscaping project would take place, only five included a
detailed rendering of what the areas would look like after the
landscaping was compl eted.

We also found that since May 2002, five CAP Grant checks
were issued to neighborhood groups that failed to cash the
checks before they expired. 1n one of these instances, the NDC
awarded a $50,000 beautification grant for the fall of 2001
award cycle. The neighborhood group’s check has expired and
has not been reissued because the group is not ready to begin
work on the project. Thislong lapse of time between the NDC
issuing checks and the recipients actually depositing the checks

21



Neighborhood Development Center

The NDC Has Not
Required
Management
Oversight Of Grants,
Developed Soecific
Grant Review
Guidelines, Or
Consistently
Followed-up On
Awarded Grants

The CAP Grant
Duplicates Other
City And Non-Profit
Programs And
Grants
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isoneindication that the NDC is awarding grants before the
neighborhood groups have fully developed the plans for their
grant activities.

In our opinion, the NDC needs to revamp the CAP Grant by
redefining its evaluation criteria, requiring applicants to provide
detailed descriptions of specific locations where proposed
projects will take place and expected timeframes for project
completion.

We found that the lack of NDC CAP Grant oversight has led to
inconsistent staff follow-up and CAP Grant recipient record-
keeping. We found that the NDC keeps files for each grant
recipient and requires the recipient to submit afinal budget
report along with receipts for items purchased with grant funds,
after completing their project. However, we found that the
NDC did not always obtain the final budget reportsin atimely
manner. Furthermore, when the final budget reports were
obtained it was not always clear or easy to match submitted
receipts to the reported expenses. In our opinion, the NDC
should devel op a standardized follow-up procedure for each
CAP Grant award, including required