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BACKGROUND

This Manager’s Budget Addendum (MBA) responds to direction outlined in the
memorandum from Councilmembers Candelas, Campos, Ortiz, Doan, and Casey (Item
#11), as modified by City Council’s approval of the Mayor’s March Budget Message for
Fiscal Year 2026-2027, to evaluate the feasibility and estimated cost of a Targeted
Strategic Code Enforcement Pilot Program focused on areas with concentrations of
distressed or blighted properties, including Downtown East and key commercial
corridors. The pilot would accelerate resolution of chronic violations through enhanced
enforcement tools and defined escalation timelines while supporting property
rehabilitation, neighborhood improvement, and economic revitalization.

The City of San José’s Code Enforcement Division is responsible for maintaining
neighborhood safety, health, and livability through enforcement of blight, substandard
housing, building, land use, and other health and safety regulations. Over the past two
decades, the Division’s capacity has been strained by staffing reductions following the
Great Recession and dissolution of the Redevelopment Agency, expanded program
responsibilities, and pandemic-driven caseload increases. These pressures have
contributed to slower response times, greater reliance on complaint-driven enforcement,
and reactive deployment patterns that can disproportionately favor areas with higher
advocacy capacity. Current case management system limitations also constrain the
Division’s ability to fully operationalize a data-driven, citywide approach.

In May 2025, the City Council accepted the Guidehouse Consulting Operational
Assessment and Code Transformation Work Plan, which identified three operational
themes and 15 recommendations for improvement to support a shift toward a more
strategic, proactive, and data-informed enforcement model.

As part of the 2025-2026 Code Transformation Work Plan and prior City Council
direction for more visible action on repeat and egregious offenders, the Division
advanced several strategic enforcement initiatives to improve proactive enforcement,
accelerate compliance, and address chronic nuisance properties. The Chronic Offender
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Resolution and Enforcement (CORE) pilot, launched in March 2026 and running
through September 2026, focuses on repeat violators and chronic problem properties.
The Escalated Enforcement Policy was also updated to clarify timelines, escalation
pathways, and expand tools such as nuisance abatement and receivership, contributing
to increased formal enforcement activity, including a 258% rise in Appeals Hearing
Board cases in 2024-2025. Interdepartmental coordination has also been strengthened
through closer collaboration with the City Attorney’s Office and other enforcement
partners on complex cases.

In a similar effort, the Division implemented the Focus Area Service Team (FAST) Pilot
Program (August 2023 through July 2024) to provide proactive, expedited code
enforcement services within six high-blight complaint areas. The pilot utilized
geographically targeted enforcement deployment, proactive case management
strategies, coordinated interdepartmental efforts, and robust outreach and education to
address persistent neighborhood conditions and chronic nuisance activity with notable
results’. While effective, FAST was resource intensive, requiring two dedicated Code
Enforcement Inspectors pulled from other programs, as well as public information,
supervisory, and support staff assistance, which could not be maintained without
additional dedicated resources. However, the Division implemented lessons learned
regarding new outreach tools, compliance rates, and incorporated insights into decision
making on other program efforts.

During this same time, the Division also initiated the Downtown Enhanced Vacant
Buildings and Storefronts (VBS) Program? to strengthen oversight and stabilization
efforts for vacant and unsecured commercial properties within the Downtown core.

While these efforts have utilized many foundational elements of a targeted, strategic
enforcement model, opportunities remain to expand geographic focus beyond
Downtown, strengthen cross-department coordination, and further assess staffing
capacity and workload distribution to support scaling.

ANALYSIS

A growing body of academic research and peer-city practice supports shifting from a
primarily reactive complaint-based enforcement model toward a more strategic, data-
driven code compliance approach. National studies have found that targeted

enforcement activity, particularly when focused on high-impact corridors and chronic

' See FAST Pilot Program Status Report to the Neighborhood Services and Education Committee:
https://sanjose.leqistar.com/View.ashx?M=F&ID=13532904&GUID=A4C06095-CC46-4E0A-896A-
E38E631542C7 See FAST Pilot Program Status Report to the Neighborhood Services and Education
Committee: https://sanjose.legistar.com/View.ashx?M=F&ID=13532904&GUID=A4C06095-CC46-4E0QA-
896A-E38E631542C7

2 See Manager’s Budget Addendum #15, Downtown Enhanced Vacant Building Program for additional
information: https://www.sanjoseca.gov/home/showpublisheddocument/131898/639150312474830000



https://sanjose.legistar.com/View.ashx?M=F&ID=13532904&GUID=A4C06095-CC46-4E0A-896A-E38E631542C7
https://sanjose.legistar.com/View.ashx?M=F&ID=13532904&GUID=A4C06095-CC46-4E0A-896A-E38E631542C7
https://sanjose.legistar.com/View.ashx?M=F&ID=13532904&GUID=A4C06095-CC46-4E0A-896A-E38E631542C7
https://sanjose.legistar.com/View.ashx?M=F&ID=13532904&GUID=A4C06095-CC46-4E0A-896A-E38E631542C7
https://www.sanjoseca.gov/home/showpublisheddocument/131898/639150312474830000

HONORABLE MAYOR AND CITY COUNCIL

May 28, 2026

Subject: Targeted Strategic Code Enforcement Pilot Program
Page 3

problem properties, is associated with measurable reductions in neighborhood
nuisances and crime while also supporting broader neighborhood stabilization efforts.
Research further demonstrates that proactive engagement strategies, including early
owner outreach, risk-based compliance approaches, and consistent follow-up, improve
voluntary compliance and reduce long-term enforcement costs. Current best practices
also emphasize the importance of objective targeting criteria, transparent outreach and
implementation, and reinvestment-focused strategies to support equitable and outcome-
oriented enforcement practices.

Consistent with the above, the FAST Pilot Program and Enhanced VBS Program
demonstrated that targeted, proactive enforcement supported by dedicated staffing,
interdepartmental coordination, outreach, and early intervention improves compliance,
increases efficiency, and strengthens accountability for chronic nuisance and blighted
properties. Building on these findings, benchmarking best practices, and lessons
learned from both programs, the following strategies would be incorporated into a
Targeted Strategic Enforcement Pilot Program:

Outreach and education-first approach supporting voluntary compliance.
Proactive inspection and early intervention strategies.

Data driven identification of chronic violators and nuisance properties.
Geographic and corridor-based enforcement targeting priority areas.

Strategic enforcement escalation based on severity, conditions, and compliance
history.

e Multi-department coordination and collaboration.

e Alignment with neighborhood stabilization and revitalization goals.

e Sustainable staffing and funding model for long term implementation.

Targeted Strategic Code Enforcement Pilot Program

A Targeted Strategic Code Enforcement Pilot Program would implement a proactive,
data-driven enforcement model within four geographic priority areas utilizing robust
outreach and education, proactive and expedited enforcement, coordinated multi-
department response, and administrative and legal remedies to accelerate resolution of
chronic violations, support property rehabilitation, and advance neighborhood
improvement and economic revitalization.

Pilot Program Framework and Implementation

The pilot framework and implementation would be structured around the following
components:
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Table A: Pilot Program Framework and Implementation

Component Description
1 Pilot Area Analysis and Identify up to four geographic priority areas using data (complaints,
Selection vacancies, repeat violations, compliance history, and neighborhood
conditions).
2 Implementation Planning | Finalize performance metrics, scheduling, and outreach/education

materials to support deployment and workload management.

3 Community Outreach

Provide multilingual outreach and education to property owners,
businesses, and neighborhood groups on requirements, timelines,
and resources.

4 Deployment

Deploy two Inspectors will be deployed to one priority area per
quarter, rotating through approved areas based on capacity and
conditions.

5 Field Operations

Conduct proactive inspections, outreach, field surveys, and
targeted enforcement focused on vacant, nuisance, and repeat
violation properties.

6 Escalated Enforcement
& Case Management

Adjust inspection frequency and enforcement response based on
life safety risks and repeat violations; elevate complex cases to the
City Attorney’s Office and partner departments as needed. Enroll
non-compliant or chronic properties into CORE, as appropriate, for
continued monitoring and stabilization.

8 Performance Evaluation

Track outcomes tied to City Council priorities, including
neighborhood conditions, efficiency, proactive deployment,
compliance, and resolution of chronic nuisance properties.

Table B: Pilot Program Performance Metrics

Metric

Definition

Case Duration

Measures average case resolution (timeline from case initiation to
compliance)

# of Recurring Violations
# of Repeat Service Requests

Tracks the frequency of repeat violations and service requests per
property over time

# of Proactive Enforcement
Actions
# of Reactive Enforcement
Actions

Measures the proportion of inspections/enforcement actions
initiated proactively vs. those generated in response to
complaints/service requests

Voluntary Compliance Rate

% of cases resolved prior to citation issuance or other
enforcement tool

# of Chronic Nuisance / Repeat
Violator Properties

Measures the # of properties with repeated violations over a
defined threshold (e.g., 3+ cases within 12 months)

Enforcement Tool required

Tracks # of properties reaching compliance at each enforcement
stage

The implementation of the pilot program also requires consideration of key operational,
community, and resource-related factors that may impact execution. The following table
summarizes anticipated challenges associated with pilot deployment, along with
corresponding mitigation strategies that would guide implementation and support
consistent program performance across all phases of the pilot.
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Table C: Potential Pilot Program Challenges and Mitigation Strategies

Potential Challenge Mitigation Strategy

Staffing impacts to existing Add funded, dedicated pilot staffing resources to minimize impacts

operations to citywide core services and ongoing initiatives.

Community concerns regarding Incorporate education-first outreach, advance notification, and

proactive enforcement escalated enforcement strategies.

Limited data tracking and Utilize existing reporting tools and operational metrics to support

performance monitoring deployment decisions and pilot performance evaluation.

capabilities

Long-term funding sustainability Evaluate cost recovery opportunities and operational outcomes to
inform future scalability.

Complex chronic nuisance and Increase coordination through CORE, the City Attorney’s Office,

repeat violator cases and interdepartmental partners on complex cases requiring
escalated enforcement actions and long-term compliance
strategies.

Staffing Resources

To ensure a sustainable targeted strategic enforcement pilot program, the pilot requires
the addition of 1.0 Program Manager position and 2.0 Code Enforcement Inspector
positions.

The Division is currently managing multiple ongoing initiatives and Code Transformation
Work Plan efforts, which continue to place significant demands on existing staff
capacity. These pressures are further compounded by the regular need to fill Code
Enforcement Inspector vacancies, which is a continued focus. As an example,
vacancies within the Multiple Housing Program reduces the Division’s ability to
complete required inspections under the Residential Occupancy Fee-for-Service
program. As a result, the Division is projected to complete approximately 66% (1,429
buildings) of its 2025-2026 inspection target, leaving an estimated 724 buildings
uninspected.

Given these combined workload demands and vacancy levels, the pilot cannot be
absorbed within existing staffing without significantly impacting core service delivery,
ongoing initiatives, and Code Transformation Work Plan efforts. Dedicated additional
staffing would be required to support effective implementation and sustained operations.

The cost of 1.0 Program Manager and 2.0 Code Enforcement Inspector positions is
estimated at approximately $577,000 annually (see Table C: Targeted Strategic Code
Enforcement Pilot Program Cost Analysis). Staffing and resource assumptions are
generally modeled after the FAST Pilot Program and may vary based on final
configuration, technology needs, vehicle requirements, and data tracking and reporting
enhancements necessary to support proactive deployment, coordinated field
operations, and performance monitoring.
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Table D: Pilot Program Cost Analysis

|Positions ||# of Positions ||Tota| Position Cost |
[Program Manager 1.0 1$220,450 |
|Code Enforcement Inspector ||2.0 ||$356,545 |
[Total 3.0 |$576,995 |

The Program Manager would provide centralized oversight of the pilot and related
initiatives (including Enhanced VBS and CORE), ensuring consistent implementation,
interdepartmental coordination, resource alignment, and performance evaluation. The
two Code Enforcement Inspectors would be dedicated to outreach, proactive
inspections, expedited case management, vacant property stabilization, and
enforcement within designated priority areas.

The pilot would also rely on existing Division staff, including administrative staff for
mailings, data entry, citation processing, and customer service; a Code Enforcement
Supervisor for field coordination and operational oversight; the Deputy Director and
Division Manager for executive direction, strategy, and analysis; and the Public
Information team for outreach and communications.

While the City may explore potential cost recovery opportunities through reinspection
fees or other mechanisms tied to proactive enforcement, repeat violations, or chronic
nuisance properties, prior experience with the VBS cost recovery model demonstrates
that reliance on fee recovery is inherently limited due to variable collection rates and
dependence on voluntary payment compliance. From a broader feasibility and
sustainability perspective, it is also important to consider the pilot’s long-term funding
structure, including whether a limited fee-based model could supplement General Fund
support while maintaining operational effectiveness.

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 to evaluate the feasibility and
estimated cost of a Targeted Strategic Code Enforcement Pilot Program, the cost of the
pilot program is not included in the 2026-2027 Proposed Operating Budget. Should the
City Council reallocate 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.

CHRIS BURTON
Director, Planning, Building, and Code
Enforcement Department

ATTACHMENT:
Addition to Cleaning Up Our Neighborhoods Focus Area FY 2026-2027 Work Plan —
Targeted Strategic Code Enforcement Pilot Program



Attachment: Addition to Cleaning Up Our Neighborhoods Focus Area FY 2026-
2027 Work Plan — Targeted Strategic Code Enforcement Pilot Program

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 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 1.4: Conduct a Strategic Code Enforcement Pilot in four pilot areas by March
2027 and provide a status update on the pilot at the April 2027 Neighborhood
Services and Education Committee meeting.

Change Initiative: Under this program, the City would evaluate a more focused,
outcomes-driven approach to addressing persistent code violations in targeted areas.
Building on current efforts such as the Enhanced Vacant Building and Storefront
Program and the CORE Pilot Program, this initiative would test the effectiveness of
concentrating resources within defined geographies and priority property types. The
pilot would emphasize proactive, data-informed enforcement strategies that address
clusters of non-compliant properties and improve coordination across departments to
support more timely and durable resolutions.

This effort would also examine the operational and financial feasibility of a more
coordinated enforcement model, aligning Code Enforcement with key City partners to
better address long-standing violations through structured escalation pathways and
strengthened enforcement tools.

Hypothesis: Concentrating coordinated, data-informed code enforcement efforts
within defined priority areas will improve case resolution speed, reduce repeat and
chronic violations, increase cost recovery, and enhance the rate at which properties
are returned to compliant and productive use compared to existing reactive
enforcement practices.

Success Measures:
e Case Duration
o # of Chronic Nuisance / Repeat Violator Properties
Operational Measures/Milestones:
o # of Proactive Enforcement Actions
# of Reactive Enforcement Actions
Voluntary Compliance Rate
# of Recurring Violations
# of Repeat Service Requests
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