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REPLACEMENT

REASON FOR REPLACEMENT

This Manager’s Budget Addendum (MBA) is being reissued to include an attachment
that describes the 2026-2027 Focus Area Problem Areas and Goals that will be
incorporated into the 2026-2027 Focus Area Work Plan should the City Council allocate
resources to fund the one-time start-up costs of $39,000.

BACKGROUND

This MBA is a response to the City Council-approved Mayor’s March Budget Message
for Fiscal Year (FY) 2026-20027, which directed the City Manager to “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 on the
General Fund.” In addition to describing the pilot program, this MBA also identifies one-
time pilot start-up costs of $39,000.

The BeautifySJ Graffiti Removal Program is designed to respond to graffiti reports
submitted via the San José 311 system, email, phone calls, and through proactive
identification in known hotspot areas. BeautifySJ staff work in partnership with the City’s
contracted vendor, Graffiti Protective Coatings (GPC), to eradicate graffiti within three
business days, with priority given to gang-related, offensive, and hate speech-related
graffiti, which are removed within one business day for property within the City’s
jurisdiction. FY 2024-2025 marked the first year the program observed a decrease in
overall graffiti volume. During this period, 95% of graffiti removal requests were
completed within the targeted three-business-day response time. Despite this progress,
the program experienced a notable increase in graffiti removal requests for locations on
private (business) and interjurisdictional properties, with 29% of all service requests
occurring on property outside the City’s jurisdiction.
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This emerging trend has continued into FY 2025-2026, with a disproportionate impact
on small businesses. The timely removal of graffiti in public spaces may be contributing
to a shift in behavior, with taggers increasingly targeting private property, where
abatement often takes longer. In response, BeautifySJ staff have expanded outreach
and engagement efforts to better support the 8,570 incidents that occurred on private
property this fiscal year. Staff encourage timely self-removal and coordinate available
resources to support abatement when feasible, including providing free paint and
supplies. Outreach and educational materials have also been developed to assist
private property owners — particularly small businesses — in understanding their
responsibilities and implementing best practices for graffiti removal, prevention, and
reporting. Despite these efforts, many small businesses continue to face challenges
with recurring graffiti after removal.

ANALYSIS

A fee-for-service pilot program for graffiti removal services could address the increasing
volume of graffiti on private property and improve the overall appearance of commercial
corridors and business districts. The pilot would allow the BeautifySJ Graffiti Removal
Program to provide graffiti abatement services on private property, while enabling the
City to learn and iterate, collect performance and cost data, and report back to City
Council prior to considering broader program expansion. The goal in the first year of the
pilot is to achieve approximately 80% cost recovery, balancing program sustainability
with affordability for participating property owners.

Under this model, the City would continue to provide baseline graffiti removal services
within its existing scope, while conducting a pilot program offering an optional, fee-
based service for private property owners seeking timely, professional graffiti removal.

The fee-for-service model would include:
« Graffiti removal on private property upon request;
o Color matching to ensure high-quality restoration; and
o Labor, materials, equipment, and administrative costs associated with service
delivery.

Based on current cost estimates, the pilot program anticipates charging up to $6.50 per
square foot for graffiti removal services at up to three pilot areas, prioritizing business
corridors with high graffiti incidence. The amount of square footage on private property
in need of graffiti removal varies and is estimated to average between 25 to 200 square
feet or approximately $162.50 to $1,300 per incident.

Implementation of this pilot program will allow the City to:
e Support small businesses and property owners impacted by recurring graffiti;
e Improve neighborhood aesthetics and economic vitality;
e Reduce the duration and visibility of graffiti on private property; and
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o Establish a sustainable, cost-recovery model for expanded service delivery.

Staff will monitor participation, service demand, cost recovery, and program outcomes
throughout the pilot period and will report back to City Council with findings and
recommendations regarding potential continuation, modification, or expansion of the
program.

Below is the project plan that the BeautifySJ staff will use to develop a pilot fee-for-
service graffiti removal model if approved to move forward with identified funding.

2026-2027 Fee-For-Service Project Timeline Table

Quarter Description of Activities

Q1 (July — September) 1) Develop a detailed program business plan, including
service delivery model, cost structure, and
performance metrics

2) ldentify up to three pilot areas, prioritizing business
corridors with high graffiti incidence

3) Conduct outreach within proposed pilot areas to
assess business interest and participation in the fee-
for-service model

4) Execute a change order with the City’s vendor to
enable color matching and graffiti removal on private
property within designated pilot areas

5) Seek City Council approval to adjust the Fees and
Charges Resolution to establish a fee-for-service

6) Prepare internal systems for service requests,
notification, billing, and payment processing

7) Coordinate with the Finance Department to establish
billing and payment procedures

Q2 (October — December) | 1) Conduct targeted outreach in selected pilot areas
using one or both of the following approaches:

e Option A: Distribute informational flyers through
business associations, City Council Offices, the
Mayor’s Office, and door-to-door canvassing (no
direct mail component)

e Option B: Conduct targeted outreach through a
direct mail campaign to property owners
(estimated additional cost of at least $8,425 in
pilot areas)

2) Launch the fee-for-service pilot program in
designated areas

3) Track program activity, including total square footage
serviced and number of work orders by pilot area
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Q3 (January — March) 1) Provide a mid-year update on pilot performance,

including analysis of:

e Improvements in graffiti eradication response
times under the fee-for-service model

e Progress toward achieving full-cost recovery
based on established cost calculations

e Necessary adjustments to pricing, service
delivery, or program design

e Cost and operational considerations for expanding
the program to additional areas, including all
business districts and citywide private properties

Q4 (April — June) 1) Provide a comprehensive budget update, including
revenue, expenditures, and cost recovery outcomes

2) Present findings and recommendations to inform City
Council consideration of program continuation,
modification, or expansion

To launch program efforts, the BeautifySJ Graffiti Program would need one-time funds
totaling $39,000 to test and pilot the model for FY 2026-2027, including initial staff
startup costs including overtime and part-time staff costs ($15,000), materials and
supplies ($7,000) (paint machine, paint, and painting materials), establishing an in-field
payment system ($5,500), vendor coordination ($5,000), outreach and marketing
materials ($4,500), and computer for use in the field ($2,000). At this time, it is difficult to
estimate how many business participants or how much graffiti would be removed in a
fee-for-service model until outreach and business engagement efforts begin.

As City Council’s direction with their approval of the Mayor’s March Budget Message for
Fiscal Year 2026-2027 was the development of an MBA with analysis and
recommendations for program to address graffiti on private property with minimal or no
impact on the General Fund, the one-time start-up cost of $39,000 is not included in the
2026-2027 Proposed Operating Budget. Should the City Council allocate resources to
fund the pilot program, the work effort will be captured in the 2026-2027 Focus Area
Workplan for Cleaning Up Our Neighborhoods, as described in the attachment that
follows.
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COORDINATION

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

/sl
JON CICIRELLI
Director of Parks,
Recreation and Neighborhood Services

For questions, please contact Olympia Williams, Parks, Recreation and Neighborhood
Services Deputy Director, at Olympia.Williams@sanjoseca.gov

ATTACHMENT:
Addition to Cleaning Up Our Neighborhoods Focus Area FY 2026-2027 Work Plan —

Graffiti Eradication on Private Property


mailto:Olympia.Williams@sanjoseca.gov

Attachment: Addition to Cleaning Up Our Neighborhoods Focus Area FY 2026-
2027 Work Plan — Graffiti Eradication on Private Property

If this MBA is approved, the following goal would be included in the Cleaning Up Our
Neighborhoods Focus Area in addition to the other goals described in MBA #8 - Fiscal
Year 2026-2027 Focus Area Work Plans.

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 2.2: Implement a pilot program that removes graffiti from private property on a
fee-for-service basis in three business corridors by December 2026 and complete an
evaluation of the pilot by June 2027.

Change Initiative: Pursuant to City Council direction provided through approval of the
March Budget Message, staff is developing an MBA outlining a graffiti fee-for-service
pilot program in three pilot areas. The intent of the pilot would be to make the City’s
graffiti removal service available to private property owners on a fee-for-service basis,
giving them access to the same rapid and effective service that the City uses for
public property.

Hypothesis: Giving property owners access to the City’s graffiti removal service on a
fee-for-service basis will result in graffiti on private property being removed more
quickly.

Success Measures:
o Number of complaints to Code Enforcement related to graffiti on private
property within the pilot area, compared to other comparable areas and
previous years

Operational Measures/Milestones:

e Develop a detailed program business plan, including service delivery model,
cost structure, and performance metrics
Conduct targeted outreach in selected pilot areas
Develop an education component as part of the Warning Letter process
Number of fee-for-service graffiti removals completed
Square footage of fee-for-service graffiti removals completed
Time to close out work orders for fee-for-service for graffiti eradication versus
number of open code cases involving graffiti in the same pilot areas
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