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INFORMATION

This memorandum provides the City Council with a summary of the City of San José’s
(City) activation at Columbus Park, including the coordinated shelter placements, motel
leasing operations, and site abatement efforts undertaken between August 18, 2025
and September 16, 2025. This memorandum outlines key actions, interdepartmental
coordination, progress metrics, and operational challenges. The purpose is to document
the City’s approach and outcomes during this activation and provide context for future
planning under the Engage, Shelter, Clear, Preserve, Restore framework.

BACKGROUND

The City has been advancing its homelessness response through the Engage, Shelter,
Clear, Preserve, Restore tactic, emphasizing early engagement, safe shelter options,
and restoration of impacted public lands. In 2022, the Federal Aviation Agency required
the City to clear airport lands north of Columbus Park. Since then, the City has needed
to achieve stormwater compliance and obtain an approved Direct Discharge Trash
Control Plan program by the San Francisco Bay Regional Water Quality Control Board.
The Direct Discharge Program holds the City responsible for keeping approximately 26
miles of waterways clear of any discharges.

As a requirement under the City’s Municipal Regional Stormwater Permit to map where
individuals were residing along waterways and lived-in vehicles near storm drains, City
teams undertook the Waterway Surge counts in 2024 and early 2025. Across two
phases, the counts identified over 1,200 individuals living within a 26-mile segment of
waterways. Outreach staff and contractors invested significant time building
relationships, conducting needs assessments, and encouraging people to consider
shelter placements. Yet the urgency of abatement timelines meant that many
encampments were cleared before sufficient shelter capacity was available. Similar
pressures were present at Columbus Park, where the Parks, Recreation, and
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Neighborhood Services Department (PRNS), faced deadlines to clear the site due to
numerous service calls.

Recognizing the need to execute swiftly, the City pivoted in late 2024 to a motel leasing
strategy. The Housing Department (Housing) secured agreements with motel operators
to quickly stand up several hundred units. Motels offered two advantages: (1) speed,
since existing buildings could be activated within weeks; and (2) cost efficiency,
requiring minimal upfront capital improvements compared to building new sites. Five
motels: Casa Linda, Bristol, Fontaine, Alura, and Motel 6, were leased, together
representing 251 units of capacity. In addition, the Taylor Street Navigation Hub (Taylor
Street) added another 56 units, bringing the total available capacity for this effort to
approximately 307 units.

This sequence, which includes waterways outreach, accelerated abatements,
Columbus Park activation, and motel leasing, illustrates the City’s ability to mobilize new
shelter options quickly and the operational complexities of doing so across multiple
departments. Challenges emerged from overlapping priorities and timelines across
Housing, but the expanded shelter capacity and support for the City’s broader Engage,
Shelter, Clear, Preserve, Restore tactics led to alignment, sheltering, and clearing.

ANALYSIS

The Columbus Park activation was a one-team, interdepartmental effort coordinated by
Housing, which served as the primary operational backbone. Housing guided overall
strategy and coordination, while PRNS, Public Works Department (PW), San José
Police Department (SJPD), San José Fire Department (SJFD), Transportation
Department (DOT), and provider partner, HomeFirst provided critical supporting roles.

Coordination and Division of Duties

The operation involved dozens of departments and provider partner interdependencies,
where delays or gaps in one area immediately affected the progress of others. This
interconnectedness made rapid and coordinated decision-making essential and
underscored the importance of constant communication and accountability. Cross-
department coordination began during the standing weekly meetings amongst directors
steered by the Assistant City Manager.

This need for coordination was most visible in the daily stand-ups held from August 15,
2025 to September 16, 2025. More than 20 cross-departmental participants met each
morning for 15 minutes to review site progress, resolve operational issues, and align
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next steps. These stand-ups served as the City’s initial rollout of “Scrum 2.0,”" with
Columbus Park as the proving ground. The format created a rhythm of quick decision-
making and shared accountability across departments, enabling staff to respond
dynamically to shifting conditions and report up to the weekly meetings amongst
directors and the Assistant City Manager. This structure reinforced the one-team
approach and demonstrated how interdepartmental collaboration could be scaled to
manage complex activations.

e Housing led engagement and shelter execution operations. Housing conducted
outreach and relationship-building with residents at Columbus Park, with both in-
house teams and the HomeFirst team. The engagement created a by-name list
of 300, which grew to 370 from June 2025 to August 2025, ensuring that motel
units were filled and clients supported through transportation, case management,
and services. Housing also designed and implemented the Vehicle
Relinquishment Assistance Program (VRAP), tying together financial incentives,
abatement timing, service connection, and tagging all shelter and housing
acceptors to ensure accurate tracking and service coordination. The department
shifted to a shelter strategy utilizing motels due to the timeliness of execution.

e PW played a central role in the Columbus Park activation, carrying responsibility
for both site infrastructure and operational support. PW prepared five motels and
the Taylor Street by resolving lighting and fixture deficiencies, ensuring fire
inspection compliance, delivering grid-ready power solutions, and managing
temporary offices and generator repairs. PW also coordinated construction
timelines to keep openings on track. Beyond infrastructure, PW staff supported
animal services throughout the activation: impounding animals during abatement,
responding to animal-related safety concerns at motel sites, and coordinating
veterinary care and vaccinations for pets relocated with residents. These
combined efforts helped ensure that facilities were safe, functional, and
responsive to the complex needs of clients, staff, and partners.

¢ PRNS managed encampment abatement and cleanup functions. PRNS staff
responsibilities included dismantling encampments, removing debris, and
overseeing on-site disposal and demolition of vehicles. PRNS also enforced
amnesty-tag protocols and worked in tandem with Housing to support VRAP by
ensuring that vehicles scheduled for relinquishment were cleared quickly. In
addition, PRNS installed K-rails and fencing to secure the site post-closure,

T Scrum 2.0 builds on the City’s original Scrum operational framework, a hybrid model blending Agile
project management and the Incident Command System. The City formally launched Scrum on May 20,
2024, to support its Fiscal Year 2024-2025 Objectives and Key Results framework, with a focus on
reducing unsheltered homelessness and meeting environmental compliance requirements for waterways.
Scrum 2.0 represents an updated version introduced in Fiscal Year 2025—-2026 to further operationalize
work under the Reducing Unsheltered Homelessness Focus Area Scorecard, scaling cross-departmental
coordination and accountability across complex initiatives like the Columbus Park activation.
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maintaining Columbus Park's no-encampment status after residents transitioned
to shelter.

SJPD provided safety, enforcement, clearing, and towing coordination through at
least two dedicated officer teams. The Neighborhood Quality of Life Team
provided safety, clearing, and enforcement, bringing specialized experience
working with vulnerable populations to conduct safety checks, respond to
incidents, and ensure overall site security. A second team of officers coordinated
closely with the tow operator, supporting the evaluation, tagging, and smooth
processing of vehicles and assisting Housing and PRNS staff with VRAP
implementation. Together, these teams ensured operational continuity and staff
and residents' safety throughout the activation.

SJFD supported the Columbus Park activation by ensuring that all shelter sites
met critical fire and life-safety standards. Working closely with PW, fire inspectors
conducted site reviews and approved occupancy once lighting, fixtures, and
other safety improvements were completed. SUFD’s oversight allowed motels
and the Taylor Street to open on schedule, assuring that facilities were safe and
compliant for residents and staff. This coordination was essential to maintaining
operational timelines and ensuring shelter placements could proceed
immediately.

DOT directly supported the activation by working with Housing to identify funding
that could be applied to VRAP and assisting with related payment processes.
DOT also coordinated operationally by aligning three Oversized and Lived-In
Vehicle Enforcement efforts in the surrounding area to help minimize the
relocation of park residents to the immediate area. Finally, DOT provided helpful
logistical support, including reporting resident movements as Columbus Park
activations progressed and sweeping all streets in the area curb to curb.

Provider Partner, HomeFirst, was critical to day-to-day operations. Within eight
weeks, HomeFirst opened and operated five sites, including four motels and the
Taylor Street, while coordinating closely with Housing staff to manage the
movement of individuals from Columbus Park into shelter. HomeFirst ran intake
and case management processes, helping clients navigate transitions, transport,
pets, and personal property. They also flagged operational needs, such as
cooling equipment during heat events or additional support when intakes slowed,
creating essential feedback loops that allowed City teams to adapt in real time.

The Columbus Park activation demonstrated how cross-departmental collaboration
could move an effort of this scale in less than a month. Housing, PRNS, PW, SJPD,

SJFD,

tightly

DOT, and provider HomeFirst played distinct but overlapping roles, creating a
interwoven system where each success depended on others. This one-team

approach was both the strength and the stress point of the activation, making the
importance of continued coordination in future efforts clear.
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Activation Timeline and Core Workstreams

The Columbus Park activation unfolded over nearly 90 days, with planning beginning in
June 2025 and formal activation from mid-August 2025, through September 16, 2025.
During this period, departments collaborated closely to manage daily progress and
decision-making while advancing multiple priorities. The activation was designed as a
sprint to rapidly expand shelter capacity, transition individuals out of Columbus Park,
and implement complementary programs to address vehicle encampments. While not
without challenges, the concentrated effort marked a significant deployment of the City’s
expanded temporary housing strategy and set the foundation for the four parallel
workstreams outlined below. The activation can be understood as six parallel and
interconnected workstreams:

1. Engagement and Outreach: Before site activation, the City repurposed in-house
outreach teams to focus exclusively on Columbus Park. Transitioning from the
waterway strategy, while recognizing Columbus Park’s proximity to the direct
discharge area, teams identified approximately 370 individuals? on-site, many of
whom had been displaced from abatements conducted by PRNS. Outreach staff
began building relationships with residents, developing a prioritized list of names
for placement into motels, and determining program eligibility with a focus on
priority populations. As part of this engagement effort, teams also distributed
bottled water to residents after on-site water service was repeatedly vandalized
and disrupted, ensuring basic needs were met. At the same time, trust was built
ahead of activation.

2. Shelter Expansion: As part of the City’s broader shelter tactic, four motels (Casa
Linda, Bristol, Fontaine, and Alura) opened sequentially. By September 18, 2025,
occupancy reached 159 units (201 clients), representing more than 90%
utilization of available supply. Casa Linda, Fontaine, and Alura reached full
capacity, while Bristol approached three-quarters full. Taylor Street, initially
envisioned as an intake/navigation hub, opened on September 5, 2025 but,
because of infrastructure delays, was temporarily demobilized until September
18; 2025. During this window, intakes were prioritized directly from Columbus
Park into motels (bypassing Taylor Street) and then resumed at Taylor Street on
September 18, 2025.

3. VRAP: VRAP provided financial incentives for individuals to relinquish vehicles in
exchange for housing opportunities. Over the course of the activation, the
program enrolled 69 participants, disbursing $138,000. Housing partnered
closely with PRNS to stand up the program, where they supported developing
the process and loading payment cards used to distribute funds to participants.

2 Population counts at Columbus Park fluctuated daily as abatements advanced and services launched,
with estimates ranging up to ~360 individuals at certain points. Teams focused on engaging and
supporting as many individuals as possible, but these figures should be viewed as approximate
snapshots rather than a fixed population number.
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The SJPD also played a significant supporting role. While VRAP played a key
role in reducing the vehicle population at Columbus Park, operational issues
emerged, including placard forgeries, challenges with participants attempting to
retain recreational vehicles post-payment, and constraints related to pet
ownership.

Vehicle Removals: In coordination with VRAP, 121 vehicles were processed and
cleared from Columbus Park by the end of the activation. This was a multi-team
effort led by SJPD in close coordination with Housing and PRNS. SJPD oversaw
on-site logistics, ensured vehicles and recreational vehicles were towed
(including the 69 VRAP recreational vehicles recycled), and managed
coordination and payment with tow operators. PRNS supported on-site
destruction activities, while tow operators carried out recycling and tow yard
impounds. These removals involved a mix of recycling, tow yard impounds, and
on-site dismantling. The process faced incidents ranging from protester
barricades to sabotage at a debris-hauler’s yard, but ultimately achieved the goal
of clearing the site.

Animal Services: As a division of PW, Animal Care and Services played a critical
role in ensuring the health and safety of animals throughout the activation. During
abatement at Columbus Park, staff impounded animals that could not remain
safely on-site and worked with providers to manage companion animals moving
into shelters. Once clients transitioned to motels and the Taylor Street, Animal
Care and Services teams conducted site visits, examined and vaccinated pets,
and coordinated with the Humane Society of Silicon Valley to extend veterinary
support. Staff also responded to incidents involving animal behavior that required
intervention, helping maintain a safe environment for residents and staff. This
work ensured that pets remained part of the transition plan, reinforcing client trust
while addressing health and safety needs across multiple sites.

Site Restoration and Debris Removal: PRNS played a central role in restoring
Columbus Park during and after the activation. Crews removed approximately
325,000 pounds of debris as part of the abatement, complementing the vehicle
removals managed through VRAP and towing operations. PRNS also
coordinated with community partners and volunteers to support beautification
efforts, including litter removal, planting, and mural work around Columbus Park
and adjacent Guadalupe River areas. These efforts cleared the site and laid the
groundwork for the “No Encampment Zones” established around the park and
nearby waterways, reinforcing the City’s commitment to restoring public spaces
while advancing the broader activation.

Taken together, this timeline highlights the City’s ability to stand up significant new
shelter capacity in a short period and the operational frictions that arose from
overlapping abatements, infrastructure delays, and competing departmental priorities.
While more than 200 individuals were sheltered and Columbus Park was fully vacated
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within a month, these gains were accompanied by displacement pressures and strained
outreach relationships that inform future lessons learned.

Activation: Progress and Metrics

The Columbus Park activation produced measurable outcomes across six operational
workstreams: Engagement and Outreach, Shelter Expansion, VRAP, Vehicle
Removals, PRNS Debris Removal, and Animal Services. Together, these streams
tracked the City’s progress in moving residents into shelter, reducing vehicle
encampments, clearing and securing the site, and ensuring residents' and their pets’
health and safety.

The following table organizes metrics by workstream, with tallies to be supplemented as
final data are consolidated:

# Workstream Progress Achieved During Activation Period
1 Engagement and e ~370 individuals identified and engaged at Columbus
Outreach Park.3

e 252 individuals indicated willingness to accept
shelter. 30% were program resistant.

e 201 individuals were ultimately placed into shelter at
a rate of 68% during the activation period.

2 Shelter Expansion | ¢ Motels: 159 units occupied; 201 clients in beds.
(Motels + Taylor o Motel 6 opening after activation window.
Street) e Taylor Street:

o opened September 5, 2025, paused, and
resumed on September 18, 2025, after
activation period, and 53/56 tents occupied.

3 VRAP e 69 of 80 enrolled completed the program.
Participation e $138,000 disbursed.
(subset of #4
Vehicle Removals)

4 Vehicle Removals | ¢ 121 vehicles cleared (on- and around the

site/perimeter), including 69 VRAP vehicles.

5 Animal Services e 135 total pets identified at Columbus Park during
activation.
e 33 pets safely relocated off-site (28 dogs, five cats).

3 Engagement and shelter numbers should not be read as a direct conversion. Inflows and outflows
during the activation, language barriers (e.g., Spanish and other non-English speakers), and individual
decisions to leave or decline shelter meant that while many expressed willingness and were placed,
others relocated or disengaged for various reasons.
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e ~102 pets remained with residents and transitioned
across motels and Taylor Street.
e 53 pets examined and vaccinated during field and
motel visits.
e Over 300 pets in the shelter system.
6 Debris Removal e ~325,373 Ibs. of debris removed during abatement
and Site (equivalent to roughly 160 midsize pickup trucks fully
Restoration 4 loaded).

e ~5,360 Ibs. of litter and debris removed from the
Guadalupe River.

e ~4,025 Ibs. of litter and debris removed from
Guadalupe Gardens and areas around Columbus
Park.

e 1,500+ daffodil bulbs planted and 2 acre of
wildflower seeds prepared.

e one mural, four pillars, and 520 feet of concrete
barrier (K-Rail) painted/beautified.

Operational Takeaways

While the Columbus Park activation achieved its core objectives of transitioning
individuals into shelter and securing the site, several challenges highlighted the
complexity of operations on this scale. These issues did not derail the activation but
underscore areas that will inform lessons learned and future planning.

e Pivots in Timing and Sequencing: Coordinating shelter supply with abatement
timelines required frequent pivots and adjustments. Teams worked to right-size
efforts and sequence abatement activities alongside shelter openings. This
approach provided valuable lessons on maintaining flexibility and aligning
timelines more closely in future activations.

e Timeline Adjustments and Infrastructure Complexity: Operational
interdependencies, such as power readiness, fire inspections, and generator
performance, required timeline adjustments to shelter expansions. These
unexpected issues reinforced the need for nimble responses and highlighted the
importance of building contingencies into complex, multi-departmental efforts.

4 The restoration activities listed above (litter removal, planting, and beautification) were carried out in
partnership with community volunteers as part of the California Coastal Clean Up and Guadalupe
Gardens Volunteer Day. This effort brought together the Mayor’s Office, Governor’s Office, San José
State University, San José Conservation Corps, Guadalupe River Park Conservancy, San José City
College, Council Offices, South Bay Clean Creeks Coalition, Parks, SJFD, and multiple local companies,
making it the largest volunteer event in California that weekend.
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e Complexities of Vehicle Programs: The combination of VRAP and broader
vehicle removals involved significant coordination across Housing, PRNS, DOT,
and SJPD. Ensuring clarity around which vehicles were eligible for VRAP and
which were tagged for removal and how to process overlapping cases required
extensive cross-departmental collaboration. These experiences highlight the
operational complexity of vehicle-related work and the value of clear protocols.

e Maintaining Safety and Field Capacity: Ensuring safety throughout the activation
required dedicated capacity from SJPD. Their presence allowed teams to
mitigate potential risks and maintain operational continuity. Future activations will
benefit from continuing to plan for sufficient law enforcement resources to
support large-scale field operations.

e Strengthening Communications: Community engagement during the activation
underscored the importance of proactive communication. Public interest and
media coverage highlighted the need for clear, consistent messaging and
education about program eligibility. Expanding outreach and media strategies,
such as social campaigns, can help build public understanding and support in
future efforts.

Taken together, these insights reflect the complexity of managing a multi-departmental
activation of this scale. While challenges emerged, the activation demonstrated how
teams could remain nimble, pivot in response to changing conditions, and maintain a
shared commitment to outcomes. These lessons will inform future planning and
strengthen the Administration’s response to align shelter capacity, abatement
sequencing, and community engagement under the Engage, Shelter, Clear, Preserve,
Restore framework.

COORDINATION

This memorandum has been coordinated with the City Attorney’s Office.

/sl Is/
Erik L. Solivan Jon Cicirelli
Director, Housing Department Director, Parks, Recreation, and

Neighborhood Services Department
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/sl /sl

Paul Joseph Robert Sapien, Jr.

Chief of Police Fire Chief, Fire Department
/sl /sl

Matt Loesch John Ristow

Director, Public Works Department Director, Transportation Department
/sl

Jeffrey Provenzano
Director, Environmental Services Department

For questions, please contact Cupid Alexander, Deputy Director - Homelessness
Response Division, Housing Department, at cupid.alexander@sanjoseca.gov or (669)
314-3884.



