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RECOMMENDATION

(@)  Approve the Fiscal Year 2026-2027 City Council Focus Area work plans.

(b) Defer or drop the City Council Referrals listed in this staff memorandum.

(c)  Approve the Fiscal Year 2026-2027 City Council Focus Area reporting structure
and frequency described in this staff memorandum.

BACKGROUND

In recent years, the City Council has advanced a Focus Area framework to organize
policy priorities, align cross-departmental work, and track progress on complex, multi-
year challenges facing the community. The Focus Area model has matured over
multiple cycles. What started as a way to organize the City’s top priorities has helped
Departments work better together through inclusive participation in developing clear
strategies and establishing a culture of learning and iterating that strengthens execution.
These Focus Areas are supported by annual work plans and performance dashboards’
and have provided a structured approach to advancing key City Council priorities. For
Fiscal Year (FY) 2026-2027, with City Council’'s approval of the Mayor’s March Budget
Message, the five City Council Focus Areas from FY 2025-2026 will continue as follows:

Increasing Community Safety;
Reducing Unsheltered Homelessness;
Cleaning Up Our Neighborhoods;
Building More Housing; and

Growing Our Economy.

Over the past fiscal year, the Administration refined the framework approach through
implementation of an updated Focus Area model, which was built on logic models that

1 https://www.sanjoseca.gov/your-government/departments-offices/office-of-the-city-manager/city-council-
focus-areas
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emphasize shared accountability, organizational learning, and greater clarity on the
strategies driving progress. Departments advanced a range of goals under each Focus
Area and began tracking progress through defined success metrics. This work has
yielded important insights regarding the way performance systems are embedded in
management and organizational culture.

At the same time, the City is entering a period of increasing budgetary constraint. The
Focus Area model provides an approach to prioritize efforts, ensure alignment between
policy direction and organizational capacity, and focus limited resources on strategies
that deliver measurable outcomes. This context necessitates a disciplined, outcome-
oriented approach to Focus Area planning.

Through the adoption of the Mayor’s March Budget Message for FY 2026-2027, the City
Council directed staff to recommend a framework for the next phase of the City Council
Focus Areas. The framework should include direction contained in the approved March
Budget Message and lessons learned from this year’s execution of previously directed
work. The recommended framework contained in this memorandum refines Focus Area
logic models, ensures alignment with budgetary investments and organizational
capacity, and provides a clear work plan for the Focus Areas for FY 2026-2027.

This memorandum presents a recommended framework for FY 2026-2027 Focus Area
Work Plans, including City Council referrals recommended to be dropped or deferred
into order to create much needed capacity to implement Focus Area strategies, and a
proposal for an updated reporting cadence.

ANALYSIS
FY 2026-2027 Focus Area Work Plan Development

In preparation for the FY 2026-2027 Focus Area Work Plans, the City Manager's Office
continued to build on lessons learned from the current year of implementation. This
included a continued partnership with the University of California, Goldman School of
Public Policy and Dr. Shannon Arvizu, to refine the Focus Area model with best
practices in performance management. This work includes technical support for logic
model development, staff training and capacity building, development of governance
criteria, and furthering the framework’s evaluation approach.

The recommended Focus Area Work Plans were developed through a structured
planning process in which Focus Area teams reviewed progress across existing
problem areas, near-term goals, and change initiatives, and assessed what is working
and where adjustments are needed.

Teams evaluated whether to sustain, refine, or sunset existing goals based on
performance, and identified opportunities to modify strategies or introduce new
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approaches where progress has been limited. In parallel, teams considered new
problem areas and goals directed by the City Council based on the approved Mayor’s
March Budget Message, with an emphasis on feasibility given current staffing and
resource constraints.

Staff intentionally limited the number of goals within the Focus Areas to ensure a clear
sense of focus and prioritization, allowing resources and efforts to be concentrated on
the City’s most critical priorities. By narrowing the scope, the Focus Areas are intended
to drive meaningful progress on a defined set of outcomes rather than dispersing
attention across too many objectives.

As a result, the following Focus Area work plans are recommended for FY 2026-2027:
e Attachment A: Increasing Community Safety;

Attachment B: Reducing Unsheltered Homelessness;

Attachment C: Cleaning Up Our Neighborhoods;

Attachment D: Building More Housing; and

Attachment E: Growing Our Economy.

All other City Council direction from the approved Mayor’s March Budget Message not
incorporated into the Focus Areas will continue to be managed through the standard
City Council Referral process. City Council Referrals are managed pursuant to City
Council Policy 0-12, which ensures that those items are tracked, evaluated, and
addressed in an organized and consistent manner. The Administration reports on these
referrals twice per year under that City Council Policy.

City Council’s approval of the Mayor’s March Budget Message for FY 2026-2027
directed the Administration to issue two Manager’s Budget Addenda (MBAs) that: 1)
analyze the feasibility and cost of a strategic code enforcement pilot focused on limited
geographies, priority corridors, or specific categories of chronically non-compliant
properties; and 2) provide analysis and recommendations for a fee-for-service model
that would allow, on a pilot basis, City staff to address graffiti on private property more
quickly with minimal or no impact to the General Fund. If these MBAs are approved and
receive funding, as appropriate, they will be incorporated into the corresponding FY
2026-2027 Focus Area Work Plan for Cleaning Up Our Neighborhoods along with the
identified problem areas and goals detailed in those forthcoming MBAs.

Evaluation of Existing City Council Referrals to Align Capacity

Through the approval of the Mayor’s March Budget Message, the City Council also
directed staff to ensure alignment between policy priorities, budgetary investments, and
organizational capacity. Consistent with this direction, staff conducted a review of open
City Council referrals to assess the extent to which existing policy direction can be
reasonably advanced within current resources.
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This evaluation sought to identify where complexity or volume of open referrals may
exceed the City’s current implementation capacity. While each referral reflects important
policy interests, the aggregate effect can dilute focus, extend timelines, or otherwise
limit the Administration’s ability to deliver high-quality outcomes. Any misalignment
could hinder the Administration’s ability to ensure that Focus Area work plans are
actionable, strategically prioritized, and set up for successful execution.

Based on this assessment, staff identified a set of referrals that may be appropriate to
drop or defer to create capacity in the near term to advance policy direction prioritized
by the City Council.

“Dropping” a City Council referral instructs City staff to stop all related action. “Deferring”
a City Council referral directs staff to temporarily pause related action until a future date.
Through this process, staff identified the following City Council Referrals to drop (nine
recommended) or defer (four recommended), which contain descriptions, justifications,
and specified defer dates in the corresponding attachment for each Focus Area:

Increasing Community Safety:
¢ Reinstatement of the San José Police Department Horse Mounted Unit (Police).
Staff recommendation: Drop.
e Data Sharing Agreement with Santa Clara County for Tracking Various Programs
(Police). Staff recommendation: Drop.

Reducing Unsheltered Homelessness:
e Research Methods for Reducing per Unit Development Costs for Interim
Solutions. (Housing). Staff recommendation: Drop.
e Explore Long-term Solutions for Safe Parking Programs. (Housing). Staff
recommendation: Drop.
e Identify Low-cost, Quick Turn Lots. (Housing). Staff recommendation: Drop.

Cleaning Up Our Neighborhoods:
e None.

Building More Housing:

e Explore Real Estate Acquisitions for Below Market Leasing for Interim Housing
Sites. (Housing). Staff recommendation: Drop.

e Cannabis Regulation of Tobacco Retailers Status Report — Vape and Smoke
Shops. (Planning, Building, and Code Enforcement). Staff recommendation:
Defer completion to June 2028.

e Permit Fee Payment Plan Program for Small Businesses. (Planning, Building,
and Code Enforcement). Staff recommendation: Drop.

e PP25-004 - Amendments to Various Sections of Title 20 of the San José
Municipal Code (Zoning Ordinance and Zoning Code) Related to Temporary
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Uses of Outdoor Private Property. (Planning, Building, and Code Enforcement).
Staff recommendation: Defer completion to June 2028.

Growing Our Economy:

e Update on the Future of San Pedro Street. (City Manager’s Office of Economic
Development and Cultural Affairs) Staff recommendation: Defer completion to
June 2028.

e Vietnamese American Cultural Center’'s Mid-Autumn and Tet Festivals Grant.
(City Manager’s Office of Economic Development and Cultural Affairs). Staff
recommendation: Drop.

e Virtual Small Business Center. (City Manager’s Office of Economic Development
and Cultural Affairs). Staff recommendation: Drop.

e Fast Food Worker Rights. (City Manager’s Office of Economic Development and
Cultural Affairs). Staff recommendation: Defer completion to June 2028.

This effort does not preclude future consideration of deferred items; rather, it reflects a
commitment to sequencing work in a manner that aligns with available resources and
maximizes the City’s ability to deliver results.

City Council Focus Area Reporting

Over the past year, Focus Area reporting has occurred on a quarterly basis, alternating
between full City Council meeting and City Council Committee meeting status updates.
This frequent cadence has been valuable during the initial implementation of the new
Focus Area framework, supporting transparency, alignment, and ongoing
communication with the City Council. As the framework has matured and reporting
processes have become more established, staff recommend transitioning to an updated
reporting cadence. Under this approach, Focus Area updates would be provided
according to the schedule:

1) Fall 2026: Focus Area Annual Report agendized to a City Council meeting in
fall 2026 providing final progress from the past fiscal year work plan;

2) Winter 2026: Focus Area Status Update agendized to an appropriate City
Council Committee meeting in December 2026 providing updates and lessons
learned through execution of the current fiscal year work plan; and

3) Spring 2027: Focus Area City Council Status Update agendized to a City
Council meeting in the spring 2027 timed between the City Council Priority-
Setting Study Session (typically early- to mid-February) and the Mayor’s March
Budget Message agenda item (typically mid-March), aligned with the budget
development process.

This cadence would continue to allow for in-depth discussion of progress, challenges,
and potential adjustments to inform decision-making. This revised cadence maintains
regular City Council and City Council Committee engagement while allowing for
substantive updates. Public-facing dashboards would continue to be updated on a
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quarterly basis to ensure ongoing transparency and access to current performance
data. The adjustments also create much needed staff capacity during the end of the
fiscal year by eliminating the June City Council Committee updates. This new capacity
would be applied to supporting other Focus Area touchpoints with the City Council
during the budget process, including Budget Study Sessions and defining Focus Area
work plans for the following fiscal year.

City Council Focus Area Governance Framework Development

As the Focus Area model continues to mature, the City is undertaking additional work to
further define the governance and management structure that supports effective
prioritization and execution. In partnership with the University of California, Goldman
School of Public Policy and Dr. Shannon Arvizu, staff is developing a set of governance
criteria to better articulate the lifecycle of Focus Areas and associated problem areas.
This work includes establishing clear criteria to determine when a Focus Area or
problem area has achieved sufficient progress or learning to be operationalized or
graduated within standard departmental functions, as well as criteria for when emerging
issues warrant elevation into a new Focus Area. These tools are intended to strengthen
alignment between City Council policy direction, organizational capacity, and resource
allocation, while providing greater transparency and consistency in how Focus Areas
are established, managed, and concluded. Staff will share a status update on this work
in fall 2026 with the Focus Area Annual Report.

COORDINATION

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

/sl
Emily S. Lam
Director, City Manager’s Office of
Administration, Policy, and
Intergovernmental Relations

ATTACHMENTS

Attachment A: Increasing Community Safety FY 2026-2027 Work Plan
Attachment B: Reducing Unsheltered Homelessness FY 2026-2027 Work Plan
Attachment C: Cleaning Up Our Neighborhoods FY 2026-2027 Work Plan
Attachment D: Building More Housing FY 2026-2027 Work Plan

Attachment E: Growing Our Economy FY 2026-2027 Work Plan



Attachment A: Increasing Community Safety FY 2026-2027 Work Plan

Long-Term Goal: San José residents live in a community with responsive emergency
services and safe streets and roads.

¢ Indicator 1: Resident Safety Perception. % of residents rating San José as
“very safe” or “somewhat safe” by setting (city, neighborhood, downtown)

e Indicator 2: Police Priority 1 Response Compliance. % of time the first
dispatched Police unit arrives to Priority 1 calls in less than six minutes

¢ Indicator 3: Fire Priority 1 Response Compliance. % of time the initial
responding Fire unit arrives to Priority 1 calls in less than eight minutes

¢ Indicator 4: Crime Rate. # of crimes per 100,000 population by type (crimes
against persons, crimes against property, crimes against society)

¢ Indicator 5: Youth Violence Offenses. # of assault and aggravated assault
offenses by age and gender

¢ Indicator 6: Killed and Severe Injuries (KSI). # of fatal and severe injuries due
to traffic collisions

Problem Area 1: Emergency and Crisis Response. Lean staffing and high call
volumes strain the capacity of police and fire response. Missed opportunities to
connect crisis calls with an alternative response.

Goal 1.1: Police Recruitment. Increase Police Academy class size to 40 police
officers enrolled per academy class in Fiscal Year 2026-2027 (SJ57, SJ58, SJ59),
including lateral police officers hired.

Change Initiative: The Police Department is investing in attracting new talent through
marketing, recruitment, and backgrounding efforts as well as implementing lateral
hiring bonuses and cadet stipends.

Hypothesis: If successful, the City expects to see increased enrollment in police
academy classes and additional lateral hires. Higher staffing levels are expected to
improve retention across all stages of the workforce, including academy recruits and
Field Training Officer trainees, by reducing workload strain, mitigating fatigue, and
improving overall working conditions and officer wellness. Fewer sworn vacancies will
also reduce overtime expenditures necessary to backfill for those vacancies.

Success Measures:

e # of recruits enrolled in police academy per class
e # of police laterals hired

o # of street ready officers

Operational Measures/Milestones:

e # of trainees released from the Field Training Officer program to solo status

e # of separations banded by years of service and separation type (resignation,
termination, retirement, medical, etc.)

e # of academy applications

e % of academy graduation




Goal 1.2: Police Report Transcription. Select and implement a report transcription
technology solution and evaluate its impact on officer report-writing efficiency by June
2027.

Change Initiative: The Police Department is testing an artificial intelligence-based
police report transcription technology to help officers spend less time on paperwork.

Hypothesis: Less time writing police reports will mean officers can spend more time
responding to calls for service, therefore impacting police response times, and work
fewer overtime hours completing reports.

Success Measures:
e # of overtime hours used for report writing
o Officer experience and feedback on report quality

Operational Measures/Milestones:
e Launch testing of new report transcription tool in fall 2026
e # of end users trained on tool

Goal 1.3: Police Redistricting. Implement the police redistricting project effective
November 2026 and complete a preliminary evaluation by June 2027.

Change Initiative: The Police Department is changing from a 16-district patrol
structure to a 12-district structure and redrawing its police district boundaries to better
match current service demands and enhance the efficiency and supervision of patrol
resources.

Hypothesis: Reducing the number of districts will reduce workload disparities across
patrol districts, increase field supervision consistency, and improve police response
times.

Success Measures:
¢ % response time compliance for priority 1, 2, 3 calls for service

Operational Measures/Milestones:

e Launch new patrol district structure in November 2026
e # of calls per service by patrol district (variance)

e Ratio of patrol officers-to-sergeants per team

Goal 1.4: Community Paramedicine. Implement and evaluate a community
paramedicine pilot program by June 2027.

Change Initiative: The Fire Department is piloting a community paramedicine program
that deploys specially trained paramedics to respond to low-acuity and frequent 9-1-1
calls. Community paramedicine is an alternative response model that connects
individuals to appropriate medical, behavioral health, and social services, and provide
alternative care pathways and transport options outside of emergency departments.




Hypothesis: If successful, the program will reduce repeat 9-1-1 utilization by frequent
users, increase connections to appropriate medical, behavioral health, and social
services, and expand alternative response pathways that divert individuals from
unnecessary emergency department visits and potential justice system involvement.

Success Measures:

o # of frequent 9-1-1 users provided with definitive care pathways

¢ % change in frequent 9-1-1 users

¢ % of community paramedicine responses where alternate destination transport is
provided

Operational Measures/Milestones:

e Launch pilot program by October 2026

# of calls that qualify for community paramedicine response

# of patients with substance use addiction referred to specialized care providers
# of patients with mental ilinesses referred to appropriate care

# of unhoused patients connected to appropriate resource agency

Goal 1.5: Fire Closest Unit Dispatch. Evaluate fire closest unit dispatch model for
emergency medical calls only and report to the Public Safety, Finance, and Strategic
Support Committee by June 2027.

Change Initiative: The Fire Department is testing whether proximity-based dispatch
leads to faster response times for medical only calls for service.

Hypothesis: Allowing dispatch of the closest apparatus, versus a given fire station
territory, will improve fire response times.

Success Measures:
¢ % change in emergency medical service response time performance (including
per response area)

Operational Measures/Milestones:
e Launch closest unit dispatch model by mid-2026

Problem Area 2: Crime Reduction. Though crime rates are trending downward, a few
crime categories remain stagnant across California.

Goal 2.1: Real Time Intelligence Center. Operationalize up to 1,500 City-owned
public safety cameras and integrate 300 private network cameras into the Real Time
Intelligence Center by June 2027 to enhance the City’s ability to support
investigations.

Change Initiative: The Police Department is expanding its camera network for the
Real Time Intelligence Center by integrating additional public cameras (Airport,
Department of Transportation) and by conducting outreach to increase private camera




integrations (commercial corridors, small businesses, event centers, and shopping
centers).

Hypothesis: By integrating more camera feeds, especially in crime-impacted
corridors, the Police Department will detect and solve more crimes, thereby
decreasing crime overall in the long term.

Success Measures:
e # of automated license plate reader camera hits that contribute to arrest

Operational Measures/Milestones:

o # of City-owned public safety cameras integrated
e # of private network cameras integrated

¢ % uptime availability of camera feeds

Goal 2.2: Proposition 36 Study Mission. Complete a Proposition 36 study mission to
San Diego County with partners and present findings and recommendations to the
Public Safety, Finance, and Strategic Support Committee by June 2027 to increase
treatment use and reduce repeat contacts with law enforcement.

Change Initiative: The City is leading a cross-agency study mission with City and
County partners to examine San Diego County’s Proposition 36 implementation,
including how enforcement, courts, and behavioral health systems are aligned, and to
develop locally applicable strategies, performance tracking systems, and governance
structures to improve treatment utilization and outcomes.

Hypothesis: If successful, the City and County will identify and implement coordinated
enforcement and treatment strategies, supported by shared data and outcome
tracking, that increase treatment referrals and completion while reducing reoffending
and repeat law enforcement contacts.

Success Measures:
o # of treatment referrals and completions under Proposition 36

Operational Measures/Milestones:

Completion of study mission and partner engagement sessions in fall 2026
Identify policy recommendations that would lead to success in San José
Adoption of a cross-agency implementation framework or action plan
Establishment of a process to track data

# of theft arrests made with a Proposition 36 charge (felony and misdemeanor)
# of drug arrests made with a Proposition 36 charge (felony and misdemeanor)




Goal 2.3: Reentry Resource Center. Develop and implement a structured utilization
plan for the Santa Clara County’s Reentry Resource Center by June 2027, including
police officer education and referral pathways, to expand diversion and service
linkage options for eligible individuals.

Change Initiative: The Police Department is identifying opportunities to divert more
individuals arrested for non-violent misdemeanors for resource referrals through the
County.

Hypothesis: Increasing resource referrals will decrease return calls for service and
enable officers to more quickly return to patrol to respond to more calls for service.

Success Measures:
o # of referrals from the Police Department to the Reentry Resource Center
e Average booking time spent by officers

Operational Measures/Milestones:

e Develop and publish a utilization protocol for Police Department referrals to the
Reentry Resource Center

e Conduct training or roll-call education for patrol personnel on Reentry Resource
Center services and referral criteria

Problem Area 3: Youth Violence Prevention and Intervention. Limited coordination
across schools, community-based organizations, and public safety agencies can
delay identification of at-risk youth and reduce access to support services, increasing
the likelihood of continued involvement in violence.

Goal 3.1: School-based Violence Programs. Align school-based violence prevention
and intervention programs (Safe Schools Campus Initiative and Female Intervention
Team) with evidence-informed strategies and report to the Neighborhood Services
and Education Committee by June 2027 to improve youth safety outcomes.

Change Initiative: The Parks, Recreation, and Neighborhood Services Department is
researching evidence-informed youth violence programs to inform changes to staffing
structure, programs delivered, and updated outcomes.

Hypothesis: If successful, youth intervention programs will be better equipped to
identify and engage at-risk youth earlier, deliver services more effectively, and
improve coordination across schools and partners, resulting in reduced youth violence
incidents on school campuses.

Success Measures:
e # of Level 1 youth violence incident reports from priority schools
¢ % program graduation rate for Female Intervention Team




Operational Measures/Milestones:

¢ Implementation of new evidence-informed strategies into Safe Schools Campus
Initiative and Female Intervention Team service-delivery

Complete research by August 2026

Launch implementation period by January 2027

# of outreach events to schools

# of participants in Female Intervention Team cohort

Goal 3.2: Community Crisis Intervention Team: Redesign the Community Crisis
Intervention Team model to improve street outreach and align with BEST (Bringing
Everyone’s Strengths Together) funding goals and report to the San José Youth
Empowerment Alliance Policy Team by June 2027.

Change Initiative: The Parks, Recreation, and Neighborhood Services Department is
redesigning its Community Crisis Intervention Team based on a focused deterrence
model by realigning internal programs, updating contracts with community-based
organizations, and coordinating data-sharing with the Police Department and the
District Attorney’s Office. A focused deterrence model is a violence reduction strategy
that concentrates resources on a small group of individuals who have been victims or
perpetrators of gun violence in San Joseé.

Hypothesis: If successful, the redesigned Community Crisis Intervention Team will
improve community safety, increase coordination and alignment with internal and
community-based partners, deliver more targeted and timely interventions to at-risk
individuals, and reduce repeat involvement in violence.

Success Measures:
e % change in repeat incidents involving individuals engaged
¢ % of individuals engaged who are successfully connected to support services

Operational Measures/Milestones:

e Establish interagency Focused Deterrence working group by July 2026

e Complete research of street outreach violence intervention programs by
September 2026

e Complete and execute BEST grant agreement for Focused Deterrence model by
October 2026

e Launch Focused Deterrence program model by December 2026

Problem Area 4: Traffic Safety. Traffic engineering practices initially prioritized speed
and volume, often at the expense of safety. Speeding is the primary cause of fatalities
and serious injuries in San José.

Goal 4.1: Traffic Safety Projects. Build safer streets by completing 95% of planned
traffic safety projects in priority safety corridors (capital safety improvement, quick
build, and pedestrian safety and traffic calming) by June 2027.

Change Initiative: Under the Vision Zero Action Plan, the Department of
Transportation is furthering its commitment to eliminating traffic collisions that result in




roadway users being killed or severely injured through data-driven strategies. Part of
this plan involves engineering for safety through infrastructure improvements. These

engineering improvements are essential to creating safer, more accessible streets for
all users.

Hypothesis: Quick implementation, continuous evaluation, and strategic investments
in engineering solutions will help protect all road users, from pedestrians to drivers.

Success Measures:

¢ % of planned traffic safety projects constructed per quarter

e # of minor infrastructure projects delivered on priority safety corridors

o # of traffic signal improvements (infrastructure, timing) on priority safety corridors

Operational Measures/Milestones:
e # of planned traffic safety projects constructed by type

Goal 4.2: Automated Speed Enforcement. Improve safe driving behaviors through
technology by operationalizing 33 automated speed enforcement cameras along key
corridors by fall 2026.

Change Initiative: The Department of Transportation is targeting the most dangerous
driving behaviors that are linked to serious and fatal crashes. Thanks to Assembly Bill
645, San José will launch a Speed Safety System Pilot that includes 33 automated
speed enforcement cameras along priority corridors.

Hypothesis: By using technology to deter unsafe driving, the City aims to reduce the
severity of crashes and improve compliance with traffic laws.

Success Measures:
e # of automated speed enforcement cameras installed and operational
e Speeding metric to be determined once the program is operational

Operational Measures/Milestones:
e # of vehicle speeding citations issued




Organizational Capacity

Referral Title

Referral Description and Justification for
Staff Recommendation

Staff
Recommendation

Reinstatement of
the San José
Police Department
Horse Mounted
Unit

Defer consideration of the reinstatement
of the San José Police Department
Horse Mounted Unit as a collateral,
part-time operation to the development
of the Fiscal Year 2026-2027 budget.
Direct the City Manager to explore
alternative strategies that align with the
specific priorities of enhancing SJPD
visibility and strengthening community
engagement in the Downtown core, and
return to the City Council with
recommendations as part of the Fiscal
Year 2026-2027 budget development
process.

Staff recommends dropping this referral,
as efforts to enhance visibility and
community engagement in the
downtown core are being addressed
through ongoing operations rather than
a separate workstream.

Drop

Data Sharing
Agreement with
Santa Clara
County for
Tracking Various
Programs

Collaborate with SJPD and the District
Attorney’s Office to establish a data
sharing agreement for tracking and
publicly reporting Proposition 36
sentencing outcomes, net new
treatment beds added through
Proposition 1, CARE Court utilization,
and repeat offender releases.

City staff worked with the County to
identify a data sharing model and
negotiate an agreement. Staff are
already receiving regular Proposition 36
data from the District Attorney’s Office.
Staff has been challenged to make
progress with the County on other data
requests, like CARE Court utilization,
and recommends prioritizing Goals 2.2
and 2.3 above as an alternative path for
building a coordination model that
includes data sharing.

Drop




Attachment B: Reducing Unsheltered Homelessness FY 2026-2027 Work Plan

Note: As part of the City Council’s approval of the Mayor's March Budget Message for
FY 2026-2027, the Administration was directed to explore inclusion of a “problem area”
around preventing homelessness to analyze opportunities and limitations for mitigating
and reducing inflow and preventing first-time homelessness. Exploring goals and
programs to meaningfully reduce annual inflow, as well as estimating the corresponding
level of resources, is an extensive analysis. Further, the City is collaborating with the
County across a range of homeless service delivery areas, including prevention, for
which the County is the primary service provider.? The Administration will return with the
necessary analysis with an information memorandum informed by research and
conversations with multiple partners, including the County, by August 2026.
Opportunities and limitations for pursuing these strategies to increase homelessness
prevention outcomes will be subject to the availability of existing resources in 2026-
2027 and will inform future City Council discussions as part of the FY 2027-2028 budget
development process.

Long-Term Goal: Move toward functional zero in unsheltered homelessness by
managing a sustainable shelter system, reducing inflow, increasing throughput to
permanent housing, and strengthening coordinated service delivery with the County.

e Indicator 1: Achieve a 30% exit rate from CES-connected? City-funded shelter
sites to permanent placements, including housing.

e Indicator 2: Increase the number of individuals referred through the County’s
Coordinated Entry System (CES) into participating City-funded shelter sites by
25%.

¢ Indicator 3: Achieve a 20% reduction in per-unit operating costs across 22 City-
funded shelter sites through standardized and bundled service delivery.

¢ Indicator 4: Respond to reported encampments within No Encampment Zones
(NEZs) within 5 business days at least 80% of the time.

Problem Area 1: System Gaps. Gaps in services and coordination between the City
and County slow service delivery and placement, particularly for high-acuity
unsheltered individuals.

2 Santa Clara County is the primary homeless services provider and helps lead the countywide
Community Plan to End Homelessness with cities and community partners. Existing prevention strategies
include financial assistance, legal support, case management, housing navigation, referrals, and landlord
mediation for households at risk of homelessness. More information is available through Destination:
Home’s Community Plan to End Homelessness webpage: https://destinationhomesv.org/community-plan/
3 CES refers to the County’s Coordinated Entry System, a centralized referral system used to assess
needs and match individuals to shelter and housing resources. Under the City-County partnership model,
approximately 90% of referrals to participating City-funded shelter sites will be made through the County
CES, with the remaining 10% reserved for City-directed placements to address specific operational
needs.



https://destinationhomesv.org/community-plan/

Goal 1.1: By December 2026, integrate eight additional City-funded shelter sites into
the County Coordinated Entry System (CES), bringing the total number of CES-
connected City-funded sites to 10.

Change Initiative: The City will synchronize eight City-funded sites with the County
CES, bringing the total to 10 CES-connected sites. This is intended to improve
referral consistency, reduce failed handoffs, and strengthen coordination across
shelter operators, County Behavioral Health Services, and permanent housing
options.

Hypothesis: Stronger coordination between City and County partners will lead to
fewer failed handoffs with improved movement from CES-connected shelter sites to
permanent housing.

Success Measure:

e Achieve a 30% exit rate from CES-connected City-funded shelter sites to
permanent placements, including housing.

Goal 1.2: By June 2027, establish shared City-County referral pathways, placement
protocols, and client movement tracking for high-acuity and vulnerable populations to
improve coordination across outreach, shelter, and behavioral health services.

Change Initiative: The City will strengthen shared tracking of referrals, placements,
and resident movement from outreach through housing. This is intended to improve
referral consistency, reduce failed handoffs, and strengthen coordination across
outreach teams, shelter operators, County Behavioral Health Services, and
permanent housing options.

Hypothesis: If successful, this will lead to better matching of high-acuity and
vulnerable individuals to the right services and placements, clearer and more
consistent pathways from outreach to shelter, care, and housing, and stronger
coordination between City and County partners, with fewer failed handoffs.

Success Measure:

e Case conference 100 high-acuity unsheltered residents through City-County
coordination to identify service needs, referral pathways, and appropriate
placement options.

Goal 1.3: By June 2027, embed on-site County behavioral health service delivery at
four targeted City-funded shelter sites to improve stabilization, service coordination,
and connection to care for high-acuity individuals.

Change Initiative: The City will embed on-site County behavioral health services at
four targeted City-funded shelter sites to improve stabilization, coordination, and
connection to care for high-acuity individuals. This work is intended to bring services
closer to where residents are, strengthen coordination between shelter staff and
County partners, and reduce delays that leave some individuals cycling between
street contact, crisis response, interim settings, and homelessness.




Hypothesis: On-site services will lead to faster connection to behavioral health
services for high-acuity individuals, stronger coordination and clearer handoffs
between shelter staff and County care teams, and more residents who stabilize
sooner, connect to care more consistently, and are less likely to remain disconnected
from services or return to homelessness.

Success Measure:

¢ Provide on-site behavioral health services to at least 400 unduplicated shelter
residents across the four targeted City-funded shelter sites.

Problem Area 2: Limited Shelter-to-Housing Throughput. Limited throughput from
streets-to-shelter-to-permanent placement, including housing, constrains new
placements in shelter beds.

Goal 2.1: By June 2027, finalize and implement an Admissions and Continuing
Occupancy Plan (ACOP) across all 22 City shelter sites to standardize intake,
referral, and bed management processes.

Change Initiative: The City will finalize and implement a standardized ACOP) across
all 22 City shelter sites, including standardized intake, referral, and bed management
processes. This is intended to create a more consistent operating model across sites,
reduce delays in placement, and strengthen coordination between shelter operations
and County referral pathways.

Hypothesis: The ACOP will lead to more consistent admissions, referrals, and bed
management across shelter sites, and fewer delays caused by inconsistent site
processes or unclear referral pathways.

Success Measure:

e Achieve 100% adoption of standardized ACOP documents across all 22 City
shelter sites.

Goal 2.2: By June 2027, implement County Coordinated Entry System (CES)-aligned
referral workflows at eight additional City-funded shelter sites to improve throughput
from outreach to shelter and permanent housing.

Change Initiative: The City will implement CES-aligned referral workflows at 10 City-
funded sites to improve movement from street outreach to shelter and permanent
housing. This is intended to reduce delays in placement and strengthen coordination
between shelter operations and County referral pathways.

4 Two of the ten City-funded sites are already fully integrated with the County’s CES (CES), with 100% of
referrals currently managed through CES. As part of this initiative, these sites will transition to the
standardized 90% County / 10% City referral model to align with the broader portfolio approach being
implemented across all ten sites, including the eight additional locations.



Hypothesis: CES will allow for fewer delays caused by unclear referral pathways and
stronger alignment between City shelter operations and County CES referral
pathways, helping people move through the system more smoothly.

Success Measure:

e Increase the number of individuals referred through the CES into participating
City-funded shelter sites by 25%

Goal 2.3: By June 2027, implement the Homeless Management Information System
(HMIS) inventory module, or a comparable solution, across all 22 City-funded shelter
sites to improve visibility into bed availability, utilization, turnover, and placement flow.

Change Initiative: The City will implement the HMIS inventory module, or a
comparable inventory solution, across all 22 City-funded shelter sites to improve
visibility into bed availability, utilization, turnover, and placement flow. Today,
utilization is tracked manually through spreadsheets and backend workflows outside
of HMIS. By expanding HMIS to include the inventory module, the City aims to reduce
double data entry, simplify how staff manage bed inventory, and create a more
consistent system for tracking shelter capacity and placement flow across sites.

Hypothesis: If successful, the module will lead to better visibility into available beds,
site utilization, and turnover across shelter sites, faster identification of openings and
smoother placement decisions as beds become available, and more consistent use of
one inventory system can support day-to-day bed management and help staff
respond more quickly to changes in availability.

Success Measure:

¢ Achieve full implementation and active use of the HMIS inventory module
across all 22 City-funded shelter sites

Problem Area 3: Sustainable Funding Sources. Sustainable funding sources for the
City system’s response to unsheltered homelessness are needed to support long-
term operations and desired outcomes.

Goals 3.1 and 3.2:°

e By October 2026, pilot and implement CalAIM billing and associated service
delivery at three targeted City-funded shelter sites to support reimbursement
for eligible services.

e By December 2026, deploy the majority of available grant and matching funds
to support startup, administration, and initial operations at three pilot shelter
sites.

5 Goals 3.1 and 3.2 are presented together given their shared alignment to the same change initiative and
hypothesis related to CalAIM implementation and reimbursement. They are separated to reflect two
distinct areas of focus: (1) implementation of service delivery and billing infrastructure across pilot sites,
and (2) maximization of available grant and matching funds to support startup of operations.



Change Initiative: The City will pilot and implement CalAIM billing and service delivery
at three targeted City-funded shelter sites to support reimbursement for eligible
services. In parallel, the City will use grant funds to support startup, administration,
and initial operations at three pilot shelter sites. Together, these steps are intended to
help the City stand up a more durable operating model by connecting services, billing,
and reimbursement more directly while also bringing added value to unsheltered
residents through more coordinated access to eligible health-related services and
supports.

Hypothesis: These efforts will lead to better readiness to expand eligible billing and
reimbursement practices across the shelter system over time, while strengthening the
service model for clients with higher needs. Clients experience added value through
enhanced case management and community supports that can help improve
stabilization, care coordination, and progress toward housing.

Success Measure:

e Increase the proportion of pilot site implementation costs covered by grant
funds, reducing reliance on City funds.

Operational Measure/Milestone:
¢ Achieve implementation of CalAIM service delivery across three targeted City-
funded shelter sites, with services active and billing processes operational.

Goal 3.3: By June 2027, reduce operating costs across 22 City-funded shelter sites
by standardizing and bundling meals, security, and property maintenance services
where feasible.

Change Initiative: The City will continue to reduce operating costs across 22 City-
funded shelter sites by standardizing and bundling meals, security, and property
maintenance services where feasible. This builds on work already underway in FY
2025-2026, when the City was simultaneously opening several new shelter sites and
working in parallel to standardize operations across the growing portfolio. This work is
intended to create a more consistent service model across sites, improve purchasing
and contract efficiency, and lower portfolio-wide operating costs while sustaining core
shelter operations.

Hypothesis: Efforts will lower per-unit operating costs across the shelter portfolio as
more sites move into a standardized and bundled service model. There would be
more consistent service delivery and site operations across City-funded shelter sites
and stronger purchasing, contracting, and vendor management efficiency across the
portfolio.

Success Measure:

e Achieve a 20% reduction in per-bed operating costs across 22 City-funded
shelter sites through standardized and bundled service delivery.




Problem Area 4: Public Space Movement and Cycling. Progress in priority areas is
difficult to sustain when unhoused individuals are moved across locations faster than
the system can resolve homelessness.

Goal 4.1: Through June 2027, maintain No Encampment Zones (NEZs) across 30
miles of priority waterways and around ElHs to prevent re-encampment and support
environmental compliance.

Change Initiative: The City will maintain established NEZs across 30 miles of priority
waterways and around emergency interim housing sites to reduce re-encampment
and support environmental compliance. Because shelter supply remains limited, this
work is focused on maintaining known NEZs where impacts are greatest, while trying
to limit repeated movement and cycling across public spaces, waterways, and lived-in
vehicle locations.

Hypothesis: If successful, the result would include maintenance of priority waterways,
emergency interim housing site surroundings, and other high-impact public spaces,
and reduced re-encampment in maintained NEZs in better support for environmental
compliance in targeted areas.

Success Measure:

e Respond to reported encampments within NEZs within five business days at
least 80% of the time

Goal 4.2: By June 2027, reduce the number of large encampments (greater than five
structures) in high-impact areas by prioritizing response and intervention when
encampments exceed threshold size.

Change Initiative: The City will prioritize response and intervention when
encampments exceed threshold size to reduce the size of large encampments in
high-impact areas. Because shelter supply remains limited, this work is focused on
reducing large encampments where impacts are greatest, while trying to limit
repeated movement and cycling across public spaces, waterways, and lived-in
vehicle locations.

Hypothesis: If successful, there would be fewer large encampments in high-impact
areas as response is prioritized when encampments begin to exceed manageable
size and better support for environmental compliance in targeted areas.

Success Measure:

e # of encampments exceeding five structures




Goal 4.3: By June 2027, improve response times to reports of trash and bio-waste
near lived-in vehicles to reduce environmental discharge and public health impacts.

Change Initiative: The City will improve response times to reports of trash and bio-
waste near lived-in vehicles to reduce environmental discharge and public health
impacts.

Hypothesis: Faster response to trash and bio-waste near lived-in vehicles can reduce
environmental discharge and public health impacts.
Success Measure:

¢ Respond to reports of trash and bio-waste near lived-in vehicles within three
business days at least 75% of the time

Goal 4.4: By December 2026, launch a small-scale, citywide Vehicle Relinquishment
Assistance Program (VRAP) pilot to support individuals living in vehicles transitioning
to shelter or temporary housing through outreach and direct entry pathways.

Change Initiative: The City will launch a small-scale, citywide VRAP pilot to support
individuals living in vehicles to transition into shelter or temporary housing through
coordinated outreach and direct entry pathways. This will test whether a small-scale
citywide pilot can serve as a workable pathway for broader implementation in the
future.

Hypothesis: Stronger transition pathways will help reduce repeated movement across
locations without connection to services or housing.
Success Measure:

e Provide VRAP services to at least 10 individuals to test program feasibility,
demand, and operational capacity




Organizational Capacity

Referral Title

Referral Description and Justification
for Staff Recommendation

Staff
Recommendation

Research Methods
for Reducing per
Unit Development
Costs for Interim
Solutions

Research methods for reducing the
average per unit development costs
by at least 20% for new interim
solutions. The report back should
outline how other cities are
developing new sites, exploring the
use of low-cost mobile units permitted
under state law, and reassessing
whether there is additional city-owned
land that can be used for interim
solutions.

The City has completed its FY 2025-
2026 shelter expansion pipeline and
does not currently have additional
capital projects planned. Per the City
Council adoption of the FY 2026-2027
Mayor’s March Budget Message,
Housing is already developing a
standardized process to evaluate
future shelter and parking sites, using
lessons learned from recent projects
to assess feasibility, siting constraints,
and both near- and long-term costs.
This existing work is expected to
address the intent of this referral.

Drop

Explore Long-term
Solutions for Safe
Parking Programs

Explore long-term solutions for our
safe parking program, such as
understanding how other cities are
achieving successful transitions to
housing or charging appropriate fees
for utilities to help offset operating
costs.

The City is actively evaluating how
current programs throughput from the
shelter system, including safe
parking, to permanent placements
and enforcement efforts impact
individuals living in vehicles. This
work includes identifying practical,
cost-reduction solutions that can be

Drop




implemented within existing budget
constraints.

Identify Low-cost,
Quick Turn Lots

Identify quick-turn lots with low
upfront capital costs within or outside
of San Jose; explore partnerships
with churches, schools, or other
nontraditional partners; and engage
our County partners about using the
old recreational vehicle park located
at the fairgrounds or other County
land for short and long-term
recreational vehicle parks.

Per an April 2026 Rules Committee
Memorandum, Housing is already
developing a standardized process to
evaluate future shelter and parking
sites, using lessons learned from
recent projects to assess feasibility,
siting constraints, and both near- and
long-term costs. This existing work is
expected to address the intent of this
referral.

Drop




Attachment C: Cleaning Up Our Neighborhoods FY 2026-2027 Work Plan

Long-Term Goal: San José residents can enjoy a city with clean public spaces and
well-maintained private property.

¢ Indicator 1: Resident cleanliness perception for the city as a whole, measured
by % of residents rating San José as “very clean” or “somewhat clean”

¢ Indicator 2: Resident cleanliness perception for the resident’s neighborhood,
measured by % of residents rating their neighborhood as “very clean” or
“somewhat clean”

¢ Indicator 3: Resident cleanliness perception for Downtown, measured by % of
residents rating Downtown as “very clean” or “somewhat clean”

e Indicator 4: Tonnage of illegal dumping collected

Problem Area 1: Blight on Private Property. Increasing case volumes, expanding
scope, and static staffing for general funded positions stretches Code Enforcement’s
ability to resolve complaints quickly.

Goal 1.1: Complete the Chronic Offender Resolution and Enforcement (CORE) Pilot
Program by September 2026 and complete program evaluation by December 2026.

Change Initiative: The CORE program focuses on persistently noncompliant
properties with the goal of reducing repeat violations, expediting enforcement,
preventing legacy cases and nuisance properties, and improving overall
responsiveness while ensuring fairness and due process. Although originally intended
to focus on new incoming cases, staff has expanded the pilot to include open cases
as well. The pilot program was launched in March 2026 and will continue into FY
2026-2027. Properties that meet any of the following criteria will be eligible for the
program: three or more confirmed violations of chronic blight, substandard housing,
hazardous conditions, or nuisance activities at the same property within three years;
or three or more such violations across different properties owned by the same
responsible party within three years; or a property with violation(s) involving these
conditions that remains unresolved for at least three years. Once added to the
program, the property will undergo an initial inspection by a Code Enforcement
inspector. If violations are found, the property owner will be given 30 days to comply.
If violations remain unresolved upon reinspection, the supervisor will review the case
for potential referral to the City Attorney’s Office for legal action or issuance of a
Compliance Order, significantly expediting the enforcement process.

Hypothesis: Expediting enforcement against properties with chronic violations will
bring properties into compliance more rapidly and deter future violations.

Success Measures:

e Percentage of cases in the program that have come into compliance over time

e Percentage of participants in the Core Program that have repeat violations in six
months and twelve months




Operational Measures/Milestones:

e Number of properties in the program

e Total General Code Caseload

e Number of Cases at each stage of the enforcement process (pre-investigation,
investigation, Enforcement, Appeals Hearing Board, Compliance)

e Percent of cases meeting time to closure targets

Goal 1.2: Close 68% of code enforcement cases within the time to closure target
each quarter.

Change Initiative: In FY 2025-2026, Code Enforcement updated its escalated
enforcement policy to provide clearer procedures and a more structured step-by-step
framework to ensure consistent and timely enforcement when compliance is not
achieved. The updated policy establishes defined timelines, a formal escalation
process and expanded criteria for City Attorney referrals, supported by tools designed
to improve consistency and decision-making. In FY 2026-2027, Code Enforcement
will continue to implement the policy and support inspectors in pursuing an efficient
approach to enforcement that resolves cases in a timely way.

Hypothesis: By implementing consistent and timely enforcement procedures, Code
Enforcement will resolve cases within its time to closure targets, ensuring that
property blight issues are resolved in a timely way.

Success Measures:
e Percent of cases meeting time to closure targets

Operational Measures/Milestones:

e Number of Cases at each stage of the enforcement process (pre-
investigation, investigation, Enforcement, Appeals Hearing Board,
Compliance)

e Code Enforcement Customer Service Survey (Annual)

o Did you receive timely and courteous service?

o Was the reported issue corrected?

o How would you rate the quality of your neighborhood compared to
last year?

Goal 1.3: Bring forward a proposal to City Council on modifications of existing fines
and potentially the addition of new fines by fall 2026.

Change Initiative: As part of the approval of the Code Enforcement Operational
Assessment Report, staff was directed to return to Council with an ordinance
increasing administrative remedy per day and total maximum penalties. Staff was also
directed to complete an administrative fine study as proposed in staff’s report. Staff
returned to City Council in August 2025 with a proposed ordinance amendment that
was approved by City Council increasing the per day maximum administrative penalty
amount from $2,500 to $20,000 per violation and total maximum administrative
penalty amount from $100,000 to $500,000 effective in October 2025. Staff secured
funding through the 2024—-2025 Annual Report to contract services with Guidehouse




Consulting to complete a high-level fee study and analysis. The study has been
completed, but due to budget constraints, development of proposed fine amounts was
not included in the consultant scope and will instead be completed by staff. Staff
initially targeted bringing revised fines to City Council in FY 2025-2026, but due to the
reduced consultant scope, completion of the fine amendment ordinance has been
extended to fall 2026.

Hypothesis: Increased fines will incent property owners to come into compliance more
quickly.

Success Measures:
e City Council approval of revised fine amounts

Operational Measures/Milestones:
e Complete analysis and benchmarking with other cities and finalize
recommendations for revised fine amounts
¢ Once approved, train staff on implementation of revised fines

Problem Area 2: Graffiti. The City has developed a rapid and effective service for
removal of graffiti on public property, but the volume of graffiti remains high, placing
the burden on residents to continually report graffiti for removal.

Goal 2.1: Operate a limited deployment of Al object detection cameras on six City
vehicles, continuing detection of the existing three objects and add detection of two
additional objects, one of which will be detection of graffiti, and evaluate effectiveness
in allowing the city to address blight proactively by June 2027.

Change Initiative: In FY 2025-2026, staff has begun a limited deployment of Al object
detection cameras on City vehicles. The cameras detect potential blight or
maintenance issues as the vehicle drives through the city and forwards them to City
staff so that they can be addressed. By the beginning of FY 2026-2027 six vehicles
will be equipped with cameras. The cameras currently detect potholes, illegal
dumping, and shopping carts. For FY 2026-2027 staff is targeting adding two
additional objects, one of which will be graffiti and the other to be determined. The
purpose of the program is to identify and address blight or maintenance issues rapidly
and proactively, reducing the need for residents to request service from the City.

Hypothesis: By adding graffiti as one of the objects detected by Al cameras and
detecting blight issues more rapidly, they will be removed more quickly, reducing the
need for residents to request service from the City.

Success Measures:
e Number of graffiti, illegal dumping, and shopping cart detections identified by the
cameras

Operational Measures:
e Addition of graffiti object detection
e Addition of one addition object detection




Problem Area 3: lllegal Dumping. The volume of illegal dumping collected by the City
continues to increase.

Goal 3.1: Develop a process by which Beautify San José (BSJ) staff can issue
warning letters for illegal dumping by October 2026, implement the process and begin
issuing warning letters by December 2026, and once implemented, mail warning
letters within 10 days of discovering the violation 90% of the time.

Change Initiative: lllegal dumping on private property is the responsibility of property
owners to remove. Rapidly informing property owners of their obligation to remove the
illegal dumping and educating them about how to properly dispose of the refuse can
aid in resolving the problem more rapidly. This initiative would allow BSJ staff to issue
warning letters to property owners for illegal dumping, with a target of issuing the
letter within 10 days of discovering the dumping.

Hypothesis: By rapidly informing property owners of their obligation to remove the
dumping and educating property owners of the proper methods to dispose of refuse,
the problem will be resolved more quickly.

Success Measures:

e Percent of warning letters mailed within 10 days

e Number of referrals from BSJ to Code Enforcement on illegal dumping, excluding
referrals generated by camera evidence

Operational Measures/Milestones:

e Depending on success in achieving 10-day target, assess whether there are
additional resource needs or operational changes needed to meet it consistently

e Number of warning letters mailed

Goal 3.2: Establish a process that accomplishes the review of camera evidence of
illegal dumping and forwards the evidence to Code Enforcement for review within 21
days.

Change Initiative: Due to a recently established retention timeline of 30 days for
camera video evidence, review of evidence of illegal dumping must now be completed
more rapidly. This necessity also presents an opportunity to make the City’s
enforcement process with respect to illegal dumping more rapid. This initiative would
establish a process that accomplishes review of illegal dumping evidence and referral
to Code Enforcement within 21 days.

Hypothesis: By reviewing evidence and forwarding to Code Enforcement within 21
days, we will maintain our ability to issue citations even with the 30-day retention
timeline and cases will be processed more rapidly.

Success Measures:
e Percentage of potential illegal dumping violations referred from BSJ to Code
Enforcement within 21 days




e Percentage of referred by BSJ that result in a warning or citation

Operational Measures/Milestones:

e Number of potential illegal dumping violations referred from BSJ to Code
Enforcement

¢ Number of illegal dumping warnings and citations issued by Code Enforcement

Goal 3.3: By September 2026, complete the Fixed Dumpster Location Pilot and by
December 2026, conduct an evaluation of the efficacy of fixed dumpsters in reducing
illegal dumping.

Change Initiative: The Fixed Dumpster Pilot involves placing dumpsters in
neighborhoods with high illegal dumping on the same weekend every month, under
the theory that regular availability of this disposal option will reduce illegal dumping in
pilot neighborhoods.

Hypothesis: By providing a regular option for disposal of large items, illegal dumping
will be reduced in pilot neighborhoods.

Success Measures:
e Comparison of illegal dumping year over year in pilot areas, based on service
requests and work orders

Operational Measures/Milestones:
e Tonnage collected through pilot

Goal 3.4: As part of development of the City’s new Customer Relationship
Management (CRM) system, identify improvements that can be made to the Junk
Pickup 311 process in coordination with the City’s solid waste contractors, report out
on planned improvements via informational memorandum by February 2027, and
implement the new CRM by June 2027.

Change Initiative: As part of the FY 2025-2026 change initiative related to Junk
Pickup, staff is conducting a pilot program for a number of process improvements that
will be completed by the end of FY 2025-2026. Looking ahead to FY 2026-2027,
implementation of the new 311 CRM provides the best opportunity to make additional
improvements, beyond those currently planned to be piloted in FY 2025-2026.
Additional work is needed to fully scope improvements that can be incorporated into
the CRM. For example, integration of 311 with the technology systems used by the
City’s haulers to manage Junk Pickup would be desirable, but more work is needed to
determine whether this is possible. Staff will fully scope improvements to Junk Pickup
through the CRM in the first half of FY 2026-2027 and will report out on the final
scope through an Informational Memorandum in February 2027, with the CRM
implementation planned by the end of the fiscal year.

Hypothesis: By making process improvements through the new CRM the usability and
effectiveness of the Junk Pickup program will be improved and usage will increase.




Success Measures:

¢ Implementation of a new CRM with improvements for the Junk Pickup process
that leads to increased customer satisfaction, reduction of missed Junk Pickup
collections, increase in total tonnage collection, and reduction in illegal dumping
tonnage collected by BSJ

Operational Measures/Milestones:

e Complete scoping of improvements to the Junk Pickup process for inclusion in the
CRM system

e Number of Junk Pickup appointments

Goal 3.5: Pursue focused outreach to multifamily property owners in areas identified
by BSJ staff as having high rates of illegal dumping using direct outreach from City
staff in addition to ongoing outreach from the City’s haulers and identify additional
methods to increase multifamily participation in the Junk Pickup program by June
2027.

Change Initiative: In FY 2025-2026 staff worked with the City’s haulers to conduct
outreach to multifamily complexes in areas with high rates of illegal dumping. In FY
2026-2027 staff will expand upon this effort by conducting direct outreach to
multifamily property owners, in addition to the ongoing outreach conducted by the
haulers, with the goal of identifying additional methods to increase multifamily usage
of the program.

Hypothesis: By increasing usage of the Junk Pickup program in multifamily
complexes in areas with high illegal dumping, illegal dumping will be reduced.

Success Measures:

e Comparison of illegal dumping in identified areas year over year

e Comparison of tonnage of Junk Pickup collected from multifamily complexes year
over year

Operational Measures/Milestones:

e Number of Junk Pickup appointments for multifamily residents

e Number of multifamily properties participating in the Junk Pickup program and the
number of residences in participating properties




Attachment D: Building More Housing FY 2026-2027 Work Plan

Long-Term Goal: Meet residents’ housing needs across income levels by making
San José a great place to build housing.

¢ Indicator 1: Number of market rate and affordable housing units entitled

e Indicator 2: Number of building permits issued for market rate and affordable
housing projects

¢ Indicator 3: Number of total new housing units with building permits issued for
projects in the Multifamily Housing Incentive Program and Downtown
Residential Incentive Program

¢ Indicator 4: Number of mixed income projects and total new housing units fully
or partially financed by the City

Problem Area 1: City codes and policies as well as regional regulations may be
contributing to making the permit process less predictable and not optimized for
speed.

Goal 1.1: By December 2026, bring to the City Council an ordinance for a ministerial
planning permit process for downtown residential and eligible citywide multi-family
housing, with a maximum 90-day entitlement approval timeline.

Change Initiative: The Planning, Building, and Code Enforcement Department is
developing an ordinance to enable a ministerial planning permit approval process for
downtown residential and eligible citywide multi-family housing and establishing
processes to create a guaranteed approval of all Ministerial Projects within 90 days of
being deemed complete.

Hypothesis: If successful, multifamily housing projects will be able to receive
entitlements within a guaranteed timeframe without a public hearing.

Success Measures:

e # of multifamily units approved through a ministerial process

e # of days saved through ministerial approvals when benchmarked against the
regular discretionary permit process.

Operational Measures/Milestones:

e City Council adoption of ordinance enabling downtown ministerial approval by
December 2026

e City Council adoption of an updated City Council Policy 6-30: Public Outreach
Policy for Pending Land Use and Development Proposals in March 2027

e # of projects denied because of inconsistency with City standards

e # of projects entitled through a ministerial planning permit

¢ % of ministerially approved projects that meet the 90-day entitlement approval
timeline




Goal 1.2: Evaluate opportunities for reducing local code amendments and
administrative policies related to residential construction and bring recommendations
to City Council by March 2027.

Change Initiative: The Fire and Planning, Building, and Code Enforcement
Departments will dedicate staff resources to evaluate opportunities and make
recommendations for reducing existing local code amendments and policies related to
residential construction.

Hypothesis: If successful, developers and design professionals will spend less time
and resources researching and incorporating local standards, resulting in fewer
submittals and shorter review times, and the City’s permitting process will become
more predictable and aligned with state standards.

Success Measures:
e Adoption of a set of revised local code amendments and policies that could lead to
o Increased predictability for applicants on housing projects
o Anincrease in new housing projects after reducing local codes and
administrative policies

Operational Measures/Milestones:

e Evaluation of local amendments and administrative policies against state
standards by December 2026

¢ Modification or elimination of local amendments and administrative policies
recommended to City Council by March 2027

Goal 1.3: By March 2027, present to the City Council recommended policy changes
to the City's Transportation Analysis Policy 5-1 to support building more housing,
while promoting economic development, traffic reduction and safety, and
environmental sustainability.

Change Initiative: The Transportation Department is leading a multi-department effort
to review Transportation Analysis Policy 5-1 with the goal of recommending a policy
framework to address areas that are currently considered challenging for housing
projects.

Hypothesis: If successful, there could be a more streamlined review of development
projects while still being aligned with City priorities and maintaining community trust,
thus making it easier to build housing in San José.

Success Measures:
e Achieve milestones and work towards City Council adoption of an updated City
Council Policy 5-1 in Q1 of FY 2027-2028

Operational Measures/Milestones:

e Review existing policy and complete a sensitivity analysis by October 2026

e Present draft policy to the Community and Economic Development Committee in
February 2027

e Present draft policy concepts and funding options to City Council by March 2027




Goal 1.4: By September 2026, bring forward an ordinance to the City Council to
establish a pilot in-lieu fee program to provide housing projects with an alternate
pathway to comply with C-3 stormwater regulations.

Change Initiative: A cross-departmental effort is underway to establish a pilot in-lieu
fee program for stormwater compliance for housing projects.

Hypothesis: If successful, it could make building multi-family housing easier in San
José.

Success Measures:
o # of eligible projects utilizing the in-lieu fee program to comply with C-3 stormwater
regulations

Operational Measures/Milestones:

e City Council adoption of an ordinance establishing a pilot in-lieu fee program by
September 2026

e Pilot program launch by December 2026

e Evaluation of pilot program effectiveness in June 2027

Problem Area 2: The City’s development fees, taxes, and development services
processes are currently structured in a way that creates challenges for predictability
and transparency throughout the permitting process.

Goal 2.1: By March 2027, present to the City Council a Development Fee Framework
Policy, including deferral of payment of development fees and taxes.

Change Initiative: The Planning, Building, and Code Enforcement Department is
leading a cross-departmental effort to simplify and defer the payment of development
fees and taxes through the creation of a Development Fee Framework and
developing a process to defer payment of development fees and taxes to time of final
inspection scheduling.

Hypothesis: Aligning all development fees so they appear as a single monetary
contribution that is easily calculated will allow developers to make faster decisions on
the feasibility of their projects. Deferring collection of these fees and taxes will
improve the financial feasibility of these projects by reducing carrying costs.

Success Measures:
e # of housing units projected to be added through projects deferring payment of
development fees and taxes to time of final inspection scheduling

Operational Measures/Milestones:

e Adoption of a City Council policy to define and memorialize the Development Fee
Framework by March 2027

¢ Administrative policy to delineate standard operating procedures for the collection
of the deferred development fees and taxes shall be completed by June 2027




Goal 2.2: Improve development services efficiency and transparency by advancing
Development Services Partners’ initiatives, communicating progress and new
programs to customers, and demonstrating ongoing efforts to make housing
development easier in San José, with annual reporting to the Community and
Economic Development Committee.

Change Initiative: A cross-departmental service delivery optimization and realignment
initiative is underway to streamline the permitting process and increase customer
support for applicants.

Hypothesis: If successful, the permitting process for multi-family housing projects will
be accelerated and applicants will have ongoing project support, thus making it easier
to build housing in San José.

Success Measures:
e # of multi-family housing projects approved with “days removed”
e # of days to resolve customer inquiries

Operational Measures/Milestones:

e Implement a clear, decision-making structure and escalation protocols to resolve
issues on housing projects by September 2026

o Complete service delivery optimization and realignment initiative analysis and
recommendations by December 2026

e Present a progress report to Community and Economic Development Committee
in February 2027

e Implement improvements related to customer support and portal access by March
2027

Goal 2.3: Create sufficient funding and staffing capacity within the Citywide Planning
team to integrate and operationalize a priority set of State driven and/or City Council-
directed policy projects that drive housing production, including miscellaneous code
updates that improve the development review process.

Change Initiative: The Planning, Building, and Code Enforcement Department shall
explore new funding opportunities through the FY 2026-2027 budget process to
provide one-time and ongoing funding for staff dedicated to advancing policies and
ordinances that result in more housing units being constructed. Additional details
regarding this funding evaluation will be provided in a forthcoming MBA.

Hypothesis: If successful, one-time and ongoing funding for the implementation of
new State housing laws will create an opportunity to advance and accelerate housing
production throughout San José when integrated into our policy framework.




Success Measures:

o # of State laws integrated into the General Plan and Title 20 of the Municipal Code
that offer predictable pathways for developers, making it easier to build housing in
San José

o # of multi-family housing projects with planning permits approved with “days
removed”

Operational Measures/Milestones:

e Allocation of funding in the FY 2026-2027 budget for sustaining current staffing
and propose budget changes and fee increase for FY 2027-2028 with appropriate
re-organization and supplementation of staff to ensure dedicated staffing

e % of Policy workplan dedicated to items mandated by State requirements

Problem Area 3: Current financing tools are limited in use and do not adequately
support the goal of building more housing at all income levels.

Goal 3.1: Explore financing of mixed-income developments with current resources to
create new financing tools that expand unit affordability while maintaining project
feasibility; bring forward recommendations to the Community and Economic
Development Committee by February 2027.

Change Initiative: The City is exploring how existing financing tools could be used to
not only expand affordable housing but also to support mixed-income housing.

Hypothesis: If the City were able to leverage current and new or alternative financing
tools across all types of housing and affordability levels, it could make building
housing in San José more attractive to developers.

Success Measures:
e # of mixed-income projects recommended to be financed with City facilitation and
support

Operational Measures/Milestones:

o Staff completes entitlement project analysis seeking projects that could be
catalyzed into construction and proposes recommendations to the Community and
Economic Development Committee by February 2027

Goal 3.2: Explore strategic partnerships to catalyze Accessory Dwelling Unit (ADU)
construction in San José and explore an ADU homeownership pilot program for first
time home buyers, using existing financing tools and leveraging public-private
partnerships.

Change Initiative: The Housing Department is exploring pathways to increase the
number of ADUs built in San José and facilitating ADU homeownership by evaluating
possible pilot programs and financing strategies.




Hypothesis: If the strategic partnerships are successful in creating financing pathways
for homeowners to build ADUSs, it could catalyze a significant growth in ADUs built in
San José; if the initial analysis demonstrates program feasibility and the pilot program
is successful, a viable pathway to growing ADU home ownership could be
established.

Success Measures:

e Financing programs to build ADUs offered to homeowners in San José

e A pilot program is developed for launch in FY 2027-2028 to fund up to 50 ADU
homeownership units

Operational Measures/Milestones:
o Staff analysis is completed by December 2026 on potential feasibility
e City Council provides direction to proceed with a pilot program by March 2027

Goal 3.3: Explore a demonstration Workforce Housing project in the City and report to
the Community and Economic Development Committee by June 2027.

Change Initiative: The Housing Department will explore a public-private partnership
with Working Partnerships and various stakeholders to develop a demonstration
Workforce Housing project that could be scaled and replicated.

Hypothesis: If successful, this could create an alternative pathway for adding middle
income housing in San José.

Success Measures:
e The development and plan for a pilot project with resources and partnerships
secured, for launch in FY 2027-2028

Operational Measures/Milestones:

o Staff analysis on project feasibility is completed by March 2027

e Present a report to the Community and Economic Development Committee by
June 2027




Organizational Capacity

Referral Title Referral Description and Justification Staff
for Staff Recommendation Recommendation
Explore real estate | Further explore opportunities for private | Drop
acquisitions for partners to purchase land and property
below market that the City can lease at below-market
leasing for interim | rate values for interim housing, with a
housing sites. commitment to redevelop the site for
permanent affordable housing in the
future.
Staff recommends dropping this
referral given that the City Council has
not taken action to add new interim
housing sites.
Cannabis Direct the Administration to amend Title | Defer

Regulation of
Tobacco Retailers
Status Report —
Vape and Smoke
Shops

20 of the SUMC to define and establish
vape and smoke shops as an
enumerated use within the land use
tables for zoning districts and require a
Conditional Use Permit or other permit
as appropriate to operate. While
completing this, analyze the feasibility
of placing a cap on Conditional Use
Permits or other permit for this use
while staff works to develop either
proposed new cost recovery fees and
resources or general funding streams
and resources to build out a program in
either Code Enforcement or the Police
Department Division of Cannabis
Regulation to include regulating vape
and smoke shops. Return to the Public
Safety, Finance, and Strategic Support
Committee by end of 2024 (or after
new year) with an update on these
efforts.

Staff recommends deferring this item
until June 2028 target completion date
until further work regarding the General
Plan 4-Year Review process, Housing
Element, and other mandatory State
law-related updates are complete. As
part of the Planning, Building, and
Code Enforcement Department
Citywide Planning Activities Semi-




Annual Status Report to the
Community and Economic
Development Committee on
September 23, 2024, and to the full
City Council on October 22, 2024, staff
provided an update on the zoning
ordinance changes to regulate vape
and smoke shops as part of its ongoing
work plan. The Police Department and
Planning, Building, and Code
Enforcement Department also provided
a status report to the Public Safety,
Finance, and Strategic Support
Committee on April 17, 2025 regarding
the regulation of illegal hemp products
at vape and smoke shops and/or
Tobacco Retail License businesses.
On November 4, 2025, the City Council
adopted an urgency interim ordinance
establishing urgency measures to
implement a temporary moratorium on
the issuance of Tobacco Retail
Licenses to businesses at new
locations within San José. Staff will
evaluate opportunities to bring back the
Title 20 amendments sooner if
additional resources/capacity becomes
available on the Ordinance team.

Permit Fee
Payment Plan
Program for Small
Businesses

Direct the City Manager to explore the
creation of a permit fee payment plan
program for small businesses and
return to the City Council with
recommendations.

Staff recommends dropping this
referral. Because Planning, Building,
and Code Enforcement Department’s
development services are primarily
structured around cost recovery,
deferring or spreading permit fee
payments would create near-term cash
flow risk unless the General Fund or
another source backfills the cost of
staff time already incurred. This is also
not an issue that staff regularly
encounter from small businesses,
therefore creating a formal payment

Drop




plan program could require a dedicated
General Fund set-aside for defaults,
delayed payments, and administration
without clear evidence that the problem
is significant enough to justify the fiscal
and operational risk.

PP25-004 -
Amendments to
Various Sections
of Title 20 of the
San José
Municipal Code
(Zoning Ordinance
and Zoning Code)
Related to
Temporary Uses
of Outdoor Private
Property.

Direct the City Manager to return to the
City Council during a future routine
Zoning Code update with amendments
to Part 10 of Chapter 20.80 that reduce
barriers to establishing outdoor vending
facilities on private properties.

Staff recommends deferring this to a
June 2028 target completion date to
allow capacity for current zoning
ordinance update work that is focused
on State law compliance, General Plan
4-Year Review, and Housing Element
action items.

Defer




Attachment E: Growing Our Economy FY 2026-2027 Work Plan

Long-Term Goal: Cultivate an environment for thriving businesses and resident
prosperity

¢ Indicator 1: Revenue. % change between fiscal years in sales, utility, and
property tax

e Indicator 2: Jobs. % change in jobs by sector

¢ Indicator 3: Downtown Vibrancy. % of residents rating downtown as a vibrant
place averaged across survey categories (dining, entertainment, shopping, job
opportunities and work, visiting, and living)

¢ Indicator 4: Income Inequality. The ratio of 60th percentile earners to 20th
percentile earners

¢ Indicator 5: Net Small Businesses (35 or fewer employees). # of opened and #
of closed small businesses

¢ Indicator 6: Downtown Foot Traffic. % change in foot traffic in the Downtown
Growth area by fiscal year

Problem Area 1: Business Development Ecosystem. San José must value and
optimize employment lands, attract priority industries, and elevate the City’s
marketing and brand to drive investment and job growth.

Goal 1.1: Advance Business Development Strategy and Retain and Optimize
Employment Land Development: By March 2027, develop and present to City Council
a three- to five-year Business Development Strategy, including a targeted marketing
strategy to attract companies to build, expand, and invest on designated employment
lands throughout San José.

Change Initiative: The Business Development Strategy will identify priority industry
clusters where San José has a distinct competitive advantage and outline
implementation actions to accelerate investment, grow jobs, and expand ongoing City
revenue, including industry targeting, employment lands positioning, permitting
coordination, strategic incentives, and partnership-based business attraction.

Hypothesis: A deliberate and cohesive citywide strategy for priority industry clusters,
aligning land use, permitting, and site strategy to accelerate job-generating
investment will strengthen the City’s overall economic position.

Success Measures:

e Three well-defined priority industry clusters based on successful partnership
explorations with stakeholders

¢ A well-developed implementation plan for driving revenue from sales, property,
and utility tax

Operational Measures/Milestones:
¢ Well-defined business characteristics which will inform the strategy




Goal 1.2: Drive Priority Sector Investment: Add (retain, expand, or attract) a total of
5,000 jobs by June 2027.

Change Initiative: Focus business development outreach, incentives, and internal
departmental coordination on growth sector companies and projects most likely to
drive measurable job attraction, expansion, retention, and tax base growth in San
José.

Hypothesis: By aligning outreach, incentives, and resources around measurable job
growth and tax base expansion, the City will attract, retain, and expand businesses in
targeted sectors.

Success Measures:

e # of jobs attracted and expanded in total and by sector

e # of jobs retained in total and by sector

¢ |dentify what types of business engagements and support are the greatest drivers
for attraction, retention, and expansion

Operational Measures/Milestones:

e # of businesses receiving business development support

o # of businesses that received support and led to attraction, expansion, or retention
of jobs

¢ |dentifying and tracking the type of business development engagement or support
received

e Well-defined project roles across the development services pipeline from inquiry
through permitting to construction

Goal 1.3: Optimize Marketing Brand: By January 2027, develop and implement a
unified economic development branding and targeted marketing framework to
promote San José’s competitive advantages, priority employment lands, and business
investment opportunities.

Change Initiative: Using the Make Your Mark Brand Kit, implement a branding and
marketing framework across all business-facing materials and channels to
consistently position San José as a leading innovation hub and premier location for
business investment. This framework will support promotion of available employment
sites and development opportunities through digital platforms, targeted outreach
materials, and participation in national industry events.

Hypothesis: Clearly communicating San José’s competitive advantages, investment
opportunities, and priority employment lands through a unified brand and targeted
marketing approach will strengthen perception, attract investment, and improve the
City’s ability to compete for talent and industry.




Success Measures:

¢ An updated, consistent, and appealing branding kit for the City Manager’s Office of
Economic Development and Cultural Affairs Business Development and Real
Estate divisions to use when marketing the City to external audiences

e Stakeholder engagement has an overall positive sentiment toward the branding

Operational Measures/Milestones:

e Development of branding framework by July 2026

e Adoption of branding framework by October 2026

e Complete first three months of implementation by January 2027

Problem Area 2: Infrastructure and Site Readiness. Companies need a modern grid,
readily developable industry-serving sites, and infrastructure to support innovative
industries.

Goal 2.1: Enable Employment Lands Site Readiness: By June 2027, develop and
bring forward an employment lands readiness strategy that defines right-sized mixed-
use commercial and industrial overlay approaches for each area.

Change Initiative: Evaluate and advance overlay and site readiness strategies by
combining market analysis, parcel-level due diligence, infrastructure and transit
timing, and real estate stakeholder engagement to better position these areas for
industrial and commercial redevelopment. The overlay should be based on market
demand, site characteristics, infrastructure readiness, and stakeholder input.

Hypothesis: By reducing barriers, clarifying development opportunities, and aligning
land use, infrastructure, and market readiness, employment sites will become more
investment-ready and better positioned to attract redevelopment.

Success Measures:

e Overlay or land use strategy completed for South of Mabury and the International
Business Park

e # of sites or acres identified as priority redevelopment opportunities

Operational Measures/Milestones:

e Completion of market analysis for South of Mabury and the International Business
Park

e Assessment of parcel characteristics, including land use, power access, parcel
size, ownership sentiment, and redevelopment potential

e Assessment of Valley Transportation Authority (VTA) timing implications for
adjacent parcels in South of Mabury

e Stakeholder interviews conducted with brokers, developers, landowners, and other
real estate market participants

e Draft overlay concepts developed and tested against market demand

¢ Online scouting tool scope completed and tool deployed

¢ |dentify top employment sites and publish a prioritized inventory of investment-
ready sites for targeted industry sectors with completed site readiness profiles
(zoning, power availability, entitlements, constraints)




Goal 2.2: Support Electric Grid Modernization: By June 2027, scale a coordinated
City permitting and facilitation approach that advances utility-scale transmission and
substation projects.

Change Initiative: Dedicated City team and recurring coordination structure to support
the LS Power transmission buildout and other CAISO-approved (California
Independent System Operator) grid infrastructure needed to expand San José’s
power capacity and reliability.

Hypothesis: By coordinating with Utility Providers (i.e., PG&E, LS Power, Battery
Energy Storage) to modernize grid capacity, reliability, and coordination, the City can
ensure we meet future demand and maintain San José’s competitive edge.

Success Measures:

e Power the South Bay Transmission Line has started construction by August 2026

e Power Santa Clara Valley Transmission Line has started construction by August
2026

e The City has coordinated with the Awardee of the Substation B to Northern
Receiving Station Transmission Line on permitting processes, potential franchise
agreement negotiation, site selection, interdepartmental facilitation and other
efforts to advance design and construction

e The City has coordinated with the Awardee of the Metcalf to Manning
Transmission Line on permitting processes, potential franchise agreement
negotiation, site selection, interdepartmental facilitation and other efforts to
advance design and construction

e The City has coordinated with PG&E on advancing design and construction of
Substations: A, B, North San José, and Edenvale

Goal 2.3: Advance Large Energy Projects in Development Pipeline: By June 2027,
facilitate the permitting of two data centers (or large energy developments).

Change Initiative: Build a City Team to drive faster approvals through a continuous
improvement approach to facilitate development pipeline throughput.

Hypothesis: By advancing large energy users through the development pipeline, the
City can enable “speed to power” and secure high-impact investment.

Success Measures:
e Two Data Centers or Large Energy Developments have been permitted

Operational Measures/Milestones:

e # of new planning entitlement applications (development review) submitted during
FY 2026-2027

e # of new building applications (building plan review) submitted during
FY 2026-2027




Goal 2.4: Prioritize Electrical Infrastructure to Support Innovation Economy: By June
2027, establish and implement a coordinated City-PG&E approach to support
prospective and expanding businesses requiring 5-19 megawatts of power.

Change Initiative: Work with PG&E to identify and address process barriers for
businesses seeking 5—19 megawatts of distribution service, creating a more
predictable pathway to attract, expand, and retain power-dependent industries in San
José. Include a defined process for early project identification, utility coordination, and
issue resolution to improve San José’s competitiveness for power-dependent
business growth.

Hypothesis: Partnering with PG&E and key energy stakeholders will accelerate
access to power for high-growth innovation industries, including quantum,
semiconductors, microelectronics, and photonics, in alignment with the Quantum
California Initiative and other State-led future industry efforts.

Success Measures:

o Utility barriers and enablers affecting 5-19 megawatt interconnection timelines
identified

e Business decision factors for advanced industry projects requiring utility
coordination identified

e Recommended City-PG&E next steps developed to improve support for attraction
and expansion projects

Problem Area 3: Small Business and Neighborhood Business District

Investments. Small businesses and neighborhood districts need placemaking that
activates storefronts, connects public spaces, and creates inviting environments that
support consumer activity and positive social interaction.

Goal 3.1: Enhance Downtown Placemaking: By June 2027, increase downtown
vitality by boosting foot traffic 10% year over year.

Change Initiative: Facilitate improvements in placemaking, outdoor seating permitting,
and district connectivity to increase downtown vitality.

Hypothesis: Improving placemaking, outdoor seating permitting, and district
connectivity will increase foot traffic downtown, which will create vibrant, connected
districts.

Success Measures:
¢ % change in Downtown Growth Area foot traffic by day and night




Operational Measures/Milestones:

e Engage sidewalk seating stakeholders to simplify guidelines (e.g., images, lay-
person verbiage)

e Separate sidewalk seating application from parklet application

e Customer satisfaction for applicants going through the new sidewalk seating
permit process

e Increase permitted sidewalk seating capacity by 10% compared to FY 2025-2026

e Design a plan for Paseo that maximizes ground-floor activation opportunities while
balancing safety requirements

e Four additional placemaking projects implemented

Goal 3.2: Strengthening Small Business Ecosystem: By June 2027, support the new
business improvement districts (BIDs), formed within the past two years in delivering
the programs and services outlined in their respective management district plans.

Change Initiative: Seven BIDs were established over the past two years and need
capacity-building support to ensure their management district plans are successfully
implemented.

Hypothesis: By strengthening neighborhood business district capacity to fund their
own programs and services, these districts will retain and attract businesses and
maintain active commercial corridors.

Success Measures:
e Seven neighborhood business improvement districts are fiscally sustainable and
have successfully implemented their management district plans.

Operational Measures/Milestones:

e Support the Citywide Directors Alliance of Association leaders to strengthen
collaboration, expertise and attract new sources of funding

e Establish a new business association in the Santa Teresa Greater Oaks area

e Support the four business associations without an assessment district to continue
progress towards fiscal sustainability

e Award three neighborhood economic grants

e Establish clear City benchmarks for BID graduation to self-sufficiency, including
the conditions under which City capacity-building support can be reduced or
phased out




Goal 3.3: Redesign Downtown Office Leasing Incentive Program: By January 2027,
conduct and implement a refresh of the downtown office leasing incentive program
that is informed by the needs of Downtown commercial property owners and tenants,
and secure five new commercial lease renewals or attractions by June 2027.

Change Initiative: Identify the challenges to renewing leases and attracting tenants by
conducting research to understand barriers and enablers. Design a program based on
insights and incorporate revised program.

Hypothesis: By redesigning the downtown office leasing incentive program, the City
can increase the use of this program and drive commercial lease renewals and
attractions.

Success Measures:

e Implement refreshed program starting in January 2027

e Five new commercial lease renewals or attractions over 2000 square feet by June
2027

Operational Measures/Milestones:

e Conduct stakeholder research on business needs and incorporate refreshed
program by December 2026

e # of businesses using the downtown office leasing incentive program compared to
last year Commercial Uses

Goal 3.4: Advance Commercial Space Readiness and Occupancy: By June 2027,
develop a recommended partnership strategy for leveraging community development
corporations (CDCs), community development financial institutions (CDFIs), or related
mission-driven partners to support ground-floor absorption.

Change Initiative: Assess how the City can partner with or leverage CDCs, CDFls,
and other community-based financing and development entities to reduce barriers to
occupancy for neighborhood-serving businesses. This may include identifying
financing, technical assistance, tenant improvement support, master leasing,
predevelopment support, or other place-based tools that help activate ground-floor
commercial spaces and strengthen neighborhood corridors.

Hypothesis: Standing up partnership models with CDCs, CDFls, and similar mission-
driven organizations to improve existing move-in-ready commercial spaces will help
ground-floor businesses open, expand, and succeed in neighborhood corridors.

Success Measures:

¢ Development of a recommended strategy, partnership framework, or next-step
action plan for City consideration

¢ l|dentification of at least one potential external partner or funding pathway to
support implementation




Operational Measures/Milestones:

e Complete scan of relevant CDC, CDFI, and mission-driven commercial corridor
support models used in peer cities and applicability to San José

e Assess barriers to neighborhood-serving commercial occupancy that could be
addressed through financing, technical assistance, acquisition, leasing, tenant
improvements, or other partnership tools

e Conduct stakeholder engagement with CDCs, CDFls, community-based
organizations, corridor stakeholders, small business support providers, brokers,
property owners, and relevant City departments

¢ |dentification of priority corridors or opportunity areas where a partnership-based
approach could support neighborhood-serving commercial activation

e Evaluate the City’s potential role, including convening, funding, partnership
development, site identification, or pilot support

e Develop recommendations for a pilot, partnership framework, or implementation
roadmap for internal review

Problem Area 4: Experience Economy. The City must build greater capacity to attract
visitors, talent, and investment through enhanced destinations, streamlined event
delivery, and vibrant, experience-rich environments.

Goal 4.1: Model Partnerships and Financing Tools to realize investment in
Experience Economy Assets: By June 2027, complete market-based feasibility
analyses for at least three priority experience economy scenarios.

Change Initiative: Identify the combinations of public investment, private participation,
revenue assumptions, and financing tools required for each project to pencil in the
current environment.

Hypothesis: Developing funding and partnership strategies to deliver venues and
amenities will help the City attract visitors, generate revenue, and support the City’s
economic growth cycle.

Success Measures:

e # of priority projects with completed feasibility scenarios

e # of projects with identified funding and partnership pathways to advance
implementation

Goal 4.2: Support Convention Center Optimization: By February 2027, complete
three targeted facility upgrades and explore funding options for future improvements
at the Convention Center.

Change Initiative: Improve event performance, attendee experience, and
competitiveness in attracting high-impact conferences through facility upgrades at the
Convention Center.

Hypothesis: If successful, improvements and upgrades will position the Convention
Center to attract high-impact events that drive hotel activity and tax revenue.




Success Measures:
e Sound and acoustics upgrades completed
e Lighting upgrades completed
e Heating, ventilation, and air conditioning (HVAC) upgrades completed

Operational Measures/Milestones:
¢ Analysis of funding options for additional improvement and prioritization of
currently funded improvements

Goal 4.3: Create a Centralized Special Event Permitting/Billing System: By June
2027, implement the citywide rollout of a centralized special event permitting and
billing system.

Change Initiative: Align permitting and billing workflows to create a more predictable,
user-friendly experience for event organizers and City staff, integrating all relevant
departments.

Hypothesis: By streamlining, simplifying, and centralizing event permit processing,
San José can be easier to activate and more competitive as a vibrant destination.

Success Measures:

e All relevant departments are fully integrated into the new permitting and billing
system

e Average time from event application to final billing

Operational Measures/Milestones:

e Secure funding for the integrated system

¢ Map departmental workflows to reduce duplication and improve efficiency to
integrate into the new system

e Confirm billing and e-commerce approach

e Develop and roll out training for external and internal users

e Launch and evaluate post go-live

Goal 4.4: Attract the Next Generation Workforce to Take Root in San Jose (Brain
Gain): By June 2027, launch targeted paid content campaigns aimed at prime-age
workforce talent.

Change Initiative: Elevate San José’s livability, economic opportunity, and community
identity to strengthen engagement, sense of ownership, and civic pride.

Hypothesis: If successful, the City will strengthen San José’s ability to attract and
retain talent by enhancing quality of place, experiences, and economic opportunity.

Success Measures:
e Social media impressions and engagement from prime-age workforce audiences
¢ Click-through rate or content engagement rate for targeted campaigns

Operational Measures/Milestones:
e Generate three targeted content campaigns to share on the City’s social media
channels




Organizational Capacity

Referral Title

Referral Description and Justification for
Staff Recommendation

Staff
Recommendation

Update on the
Future of San
Pedro Street

2. Direct the Intergovernmental Relations
Team to explore securing public sector
grant funding.

Staff recommends deferring ltem 2 until
June 2028, with the other referral items
otherwise complete. The
Intergovernmental Relations Team in the
City Manager’s Office has explored and
advocated for various earmark
opportunities over the past few cycles for
the removable bollards, which have not
resulted in project selection for earmark
funding.

At this time, staff capacity is limited and
must be prioritized toward Council-
approved Focus Area goals. Deferring
this item until June 2028 will allow staff
to revisit the funding strategy at a more
appropriate time, when capacity is
available and when potential funding
opportunities can be evaluated more
thoroughly.

Defer (Item 2)

Vietnamese
American
Cultural
Center’s Mid-
Autumn and
Tet Festivals
Grant

The City Manager is directed to provide
one-time grants from the ESR to the
following organization: $5,000 for the
Vietnamese American Cultural Center’s
Mid-Autumn and Tet Festivals. (BD #9
Doan)

Staff continued outreach to Council
District 7 to identify a nonprofit
organization to receive this grant. As of
today, no nonprofit has been identified
for this grant. Staff recommends
dropping this item to create capacity to
prioritize staff time on Focus Area Goals
and will coordinate with Council District
#7 to identify other potential uses for this
funding for future City Council action.

Drop

10



Virtual Small
Business
Center

We should aspire to create a virtual
business center that better serves as a
resource for small businesses, providing
a “one-stop shop” to support small
businesses as they work to find
customers, access capital, re-evaluate
their business models, and thrive in this
changing economy. The business center
should include a publicly-accessible
database of business associations,
chambers of commerce, and
organizations providing services for
small businesses. The City Manager is
directed to coordinate this work
described in MBA #16 with efforts to
create a virtual accelerator program for
small businesses.

Staff recommends dropping this referral
in favor of rescoping to align with
proposed Focus Area Goal 1.3, which
aims to better leverage our existing
SJEconomy.org website to promote the
City’s competitive advantages and
facilitate economic development.

Drop

Fast Food
Worker Rights

Per Vice Mayor Kamei’'s Budget
Document #88, Santa Clara County may
be considering a new policy that would
provide fast food workers with “know
your rights” training over and above what
they receive today. The City Manager is
directed to monitor both the new state
council and any county efforts regarding
such training and report back to the
Community and Economic Development
Committee in the next calendar year.

Santa Clara County is the lead agency
for policy and training guidance for fast
food workers. The County is still working
on developing guidance. Staff
recommends deferring this item until
June 2028 because the work is being
done by the County. The defer is to
accommodate this wait for any
forthcoming updates from the County.

Defer

11
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