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" Certified Public Accountants and Advisors

Mayor and Members Of the City Commission
City of Miami Beach, Florida
Attention: N1. Jorge Gonzalez, City Manager

Thank you for this epportunity to assist the City of Miami Beach, Florida (the City") by
performing an Organizational and Operational Review and Analysis” of the Building
Department. T hisreport documentsthe results of out work.

To accomplish the objectives of this review and analyss, existing policies and procedures were
reviewed; practices followed by the department’s staff were observed and analyzed; financial,
managaement reporting and support systems wer e reviewed; various analyses and reviews were
conducted of department’s operations; the Mayor, City Commissioners, departmental
management and staff, and other external $akeholder swereinterviewed.

The cooper ation received from the City Manager's officethe Building Department, along with
assistance received from other departments was excellent. Staff of the building department are
highly motivated and professional, and their assdance was essential to the successful
completion of this project. V@ want t0 also thank external dakehdde's for thar time and
assistance Which also made thiS project successful. All suggegtions and comments were
considered amd, Where appropriate, were incorporated |N the observations, findings, and
recommendations documented | N this report.  We have also provided interal management’s
responset o thisreport,

V& hope tha appropriate action will be taken to address the observations, findings, and
recommendations embodied in this report. |mproved conditionswithin the Building Department
will bendfit all of the building department’s Stakehol ders, the department's staff, the City
Commissonersand City adminigration,and citizens, as a whole.

Pleasedo nat hestateto contact us if you have any questionsregardingany aspect of this report.

Miani Florida

December 16,2008 TCoh baZ= e Lo
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City of Miami Beach Building Department
Organizational and Operational
Review and Analysis

1 INTRODUCTION

For several years, the City of Miami Beach's Building Department and related departments
involved inthebuilding/development processhave been challenged by administrative and operating
issues. As aresult, the City hasengaged in severa studiesof itsbuilding/development departments
designed to improve their operations and service delivery capabilities.

In January 2000, the then City Manager made a report to the then City Commissioners
(Commission Memorandum No. 55-00, dated January 12, 2000) on the status of implementing
recommendations made by its Business Resolution Task Force (BRTF). The task force's
recommendations, which were the result of a seven (7) month study by a group of fourteen (14)
individuals with varying backgrounds, were included in its report dated November 30, 1999. The
report’s recommendations were grouped into five (5) categories: Expedite Permitting, Improve
Customer Service, Simplify Land Use Boards Process, Improve Staffing and Hiring, and Invest in
Technology. Thechairpersonof the task force noted in the cover letter to the report the following
statement: "Tangible results can only be achieved if the City commits to implementing the
recommendations and monitorsthe progressof their implementation."

On January 30,2006, the City Manager announced thecreation of the Building Devel opment
Process Taskforce (BDPT) in a “Letter to Commission™ (LTC No. 028-2007). The mission of the
task force was * ... to improve the City's service delivery in the area of construction and
development services through a partnership and dialogue between City departments involved
throughout the process and industry representatives.”  Representatives from the Building
Department, Public Works, Fire Prevention, and Planning/Zoning formed an interdepartmental
group charged with conductinga processreview and recommending short, medium, and long-term
solutionsto processchallengesidentified intheir review. Interdepartmental recommendations were
to betempered by input on issue resol ution and strategy from industry representatives during public
meetings. TheCity manager anticipated that thisprocess would resultin "significant improvements"
to the building/development process. The efforts of thistask force are ongoing today.

The City's Internal Audit Division conducted aregularly scheduled audit of the Building
Department. Prior to theinitiation of theaudit, which was scheduled to start during the 200612007
fiscal year, Building Department management brought to the attention of Internal Audit concerns
surrounding the lack of accountability, procedures, and controlsin place impacting the integrity of
permit fees collected. The Internal Audit Division increased the scope of their audit to include an
assessment of the reliability and integrity of building permit fees collected, while considering the
implementation of a simplified building permit fee structure. The audit's findings and
recommendations were submitted to the current City Manager in areport dated July 3,2008. The
report covered the period October 1, 2006 through December 31, 2007. The audit mentioned
numerous areaswhere the Department faced operational challengesand challengesassociated with
the proper assessmentand collection of permit fees, and withtheuse and interpretation of the permit
fee schedule. Theaudit documented problems in the administration of the fee process, including,
but not limited to, use of a complicated, confusing, and inadequately designed system for the
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calculation of fees; improper assessment and under-collection of fees; and, general deficienciesin
the systems and controls in effect over the process.

In addition to the internal audit, the Internal Audit Division provided the Building
Department with a separate audit staff person to conduct an ongoing review of the fee calculation
processfor al permits at closeout. Thisactivity hasidentified over $6 million of previously not
assessed and uncollected revenue for the fiscal year ended 2007. This process is ongoing.

The Miami Beach Chamber of Commerce also commissioned a review of the City
departments involved in the building and permitting process. The Chamber's Building and
Permitting Committee “... was created to voice its concerns and suggest balanced solutions and
improvements™ to the numerous issues and complaints of dissatisfaction with City services the
Chamber received from the business and residential community. The committee's findings and
recommendations were addressed in a"List of Concerns & Solutions," which represented the body
of itsreport tothe Chamber dated February 19,2008. Their report isbeing reviewed by the Building
Department.

Other factors have also contributed to the need for the Building Department to improve its
Image and provide quality services to its customer basein an environment of trust.

In September 2006, a Chief Electrical I nspector in the Building Department wasarrested for
allegedly taking bribes. In March 2008, two Building Department employees and a Planning
Department employee were arrested for participating in alleged illegal activitiesand one Building
Department employee voluntarily resigned from the Department. The then head of the Building
Department, whose performance was under question, resigned his position after being on the job
approximately two and a half years.

The Department has had five (5) department heads over the period 2005 - 2008; three of
which have been the City's Building Officia. In 2001, the Department had approximately 49
employees. 1n 2008the Department had or isauthorized 79 employees. The Department hasgrown
so fast that its processes, systems, and procedures have not kept pace with the growth.

It is in this atmosphere that the City continues its efforts to restructure the Building
Department and improve its operationsand operating efficiency.

The current City Manager's office has worked closdy with Building Department
management and support staff to identify areasfor improvement in operations and opportunities to
enhance and develop administrativesystems. Through thoseefforts, City and Building Department
management havealready identified issuesat the Department that needed to beaddressed. TheCity
Manager's officehassought to ensurethat i ssuesthat are important to the organization's operations
are identified, analyzed, and resolved through organizational, administrative, and system
improvements. This project engagement was structured to facilitate those general objectives.
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The objectives and scopeof servicesfor this engagement were stated in adetailed work plan
which wasincluded as"Attachment A" to thisfirm’s contract for professional serviceswith the City.
In summary, we were to address four areas in our review and analysis of the Building Department.
Those areas are identified asfollaws.

> Conduct an organizational and operational review of the Building Department.

> Review and comment on the City's proposa for developing a new fee structure for
Building Department services.

> Identify areas in the Building Department that might benefit from outsourcing.
> Identify industry "best practices™ that the Building Department could adopt.

Thisorganizational and operational review was designed to document the major processes
of the Department's operating ar eas, assesstheir effectiveness, and pinpoint inefficient operations
and inadequate systems. The review of the Department's processes, systems, operations, and
strategieswas primarily conducted at the level of thedivision chiefsand below. Thiswasdoneto
better identify areas for improvement at the steff level.

Although this review primarily focused on the Building Department, the departments that
work closely with the Building Department in the building/development process (Public Works,
Planning/Zoning, and Fire Prevention) were also subjected to limited reviews. These reviews
focused on the interrelationships between the departments and their respective impacts on the
individualsand entities who require building/development Services.

The approach to conducting these reviews included the following.

o Learning about the organization, how operations function, how staff address
problems and meet standards, and how staff manage operational resources.

Gaining an understanding of the functional area's objectives, processes and
information systems, and how they integrate with overall operations.

> Evaluating information from management and staff; procedural documentation;
reviews of departmental processesand performance measurement data.

Assessingthe area’stotal operational environment,its capabilities, requirements, and
how current efficiencies compared to the past or to standard benchmarks, where
applicable.

> Identifying areas that can be effectively outsourced.
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The methodol ogies used in performing thisproject included interviews, information and data
anaysis, and trend analysis. The consultants relied heavily upon the accuracy of data and
information contained in reportsprovided by staff. Extensive interviewswere conducted with staff
of the four departments, departmental management, the Mayor and City Commissioners, and
external stakeholderswho use the services provided by the departments. The study methodol ogy
also included data and information gathering from other building departmentsand a peer review.
The peer review was conducted with the assi stance of building department managersand staff from
other area municipalitiesand jurisdictions, and industry professionals,

Our observations, findings, and recommendations for improvement are based on the
collective efforts of this review and analysis, and the active involvement and input from City
administration and departmental staff. Interim observations, findings, and recommendations have
been presented to City and departmental management over the course of the project sothat critical
recommendations could be evaluated and, if approved, implemented immediately. The interim
observations, findings, and recommendations, along with the comprehensive recommendations of
thisreport, are included in section VII of this report.

The field work on this project was conducted over the period August 11 - December 16,
2008. Except as noted in the body of this report, the status of the Building Department's
implementation of any of our interim recommendations was not specifically tracked.

An organizational and operational review and analysis, such asthis project assignment, is
critical to the success of any organization because it can provide a method to do the following.

> Evaluate specific operations independently and objectively.

Assess compliance with organizational objectives, policies and procedures.
- Assess the effectiveness of management control systems.

Identify criteria for measuring achievement of organizational objectives.
Assess the reliability and usefulness of management reports.

Identify problem areasand their underlying causes.

> Identify opportunities for improvement and cost reduction or containment.

f

Aswith any project of this nature, the desired end result isan honest picture of the organization's
current situation, including it's strengths and weaknesses, and challengesand choicesit hasfor the
future. This assessment process was adapted to fit the needs and culture of the Building
Department's organization and environment.

Tofacilitate our work, the City Manager insured that any resources, data, reports, analyses,
studies, or other information we requested, was made available. We were alse provided with
complete, unquestionedaccesstodl City staff, especially staff of the Building, Fire(Fire Prevention
Division), Public Works, and Planning/Zoning departments. All staffcontactswereinformative and
instrumental in conducting thisreview and analysis.
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Individual sand personsrepresenting entitiesthat usetheservicesofthe Building Department
were also key contributors to the successful completion of this project.

IL EXECUTIVE SUMMARY

Over the period 1999 through 2008, the Building Department has undergone a number of
reviews, studies, and analysesof itsoperations. Many recommendations have been made and many
have been implemented. At least five(5) directors haveled the Department in the past four (4) years
and organizational changes have been madethroughout thestructure. Operating and administrative
policiesand procedures are also undergoing frequent changes. New softwaresupport systemshave
been implemented and other technological innovations have been introduced into the Department.
Although there have been numerous changes made in Building Department operations over the
years, the public"* perception of improved operationsand change has not been realized.

This report provides a summary of the significant findings, observations, and
recommendations developed as a result of a detailed review and analysis of the Building
Department's organization and operations. The three departments that work closely with the
Building Department as part of the building/development process (Fire, Public Works, and
Planning/Zoning) have also been reviewed, at alesser level than that of the Building Department.
Thereport will also discussthe resultsof our review of the Permit Fee and Cost Allocation request
for proposal; present the considerationswe have outlined regarding the outsourcing/privatization
of Building Department services; and, identify "best practices™ the Department might consider to
improve its operations, This "Executive Summar y" is structured to follow the above four main
elements of the scope of servicesof the project.

Tocomplement our work, the Building Department preparedasurmar y of itsshort-term and
long-terminitiatives. Some of theinitiatives are the result of our collaborative efforts. Otherswere
inspiredby the Building Department’s new management philosophiesand strategic planning efforts.
The Department's initiatives are included in “Exhibit E" of this report.

A. ORGANIZATIONAL AND OPERATIONAL REVIEWANDANALYSISOFTHE
BUILDING DEPARTMENT

L. The Building/Development Process

The building/development process is defined by a complex set of working
interrelationships between the Building, Fire, Public Works, and Planning/Zoning
departments. The departments are all autonomous entities, but they must work
effectively asa single unit to be effective. The Building Department serves as the
basic coordinating unit for the other departments because they are the primary user
department for the Permits Plus system, the system that generates the processing
flow and tracks the status of building permit applications. The Permits Plus system
also maintains control over al plan reviewer and inspector comments and permit
status.
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Thereisno lead coordinator for thefour departments. Thedepartments work
with each other on apurely cooperative basis. One of thedepartment headsor athird
party should be appointed asthe coordinator of the group, who hasthe authority to
call thedepartmentsinto meetings, analyze problems, and resolve inter-departmental
issues. They should operate under a formal "charter that defines their coordinated
scope and responsibilities.  Such an effort will go a long way towards the
development of an efficient and effective building/development processing
mechanism, able to be responsive to customer needs.

[City Manages sFollow-up: As a result of discussions with the Bui | di ng
Director and his follow-up discussions with the City Manager, the City
Manager sent a memorandum to thxe membersof the Building Development
Task Force dated December 8, 2008, designatingthe Building Director ax
the chairperson of the inter-departmental team. As stated in the
memorandum, the chairperson'srole is to facilitate communication and
guiide process improvementinitiativesof the inter-departmental team and to
coordinate responses and direct staff and resourcesan behalf of the City
Manager to facilitate building development projects. (This action
affirmatively address one of the major recommendations stated in the
" ComprehensiveObservations, Findings,and Recommendations ** sectionof
thisreport, section VIl ]

2. TheBuilding Department
ORGANIZATION AND STAFFING

The Building Department has undergone many changes in the past several
years. These changes have included administrative changes, changes in the
organization structure, and changes in systems and procedures. Changes in laws,
rules, and regulations at thefederal, state, and loca level havealso had their impact
on the Department. And today, the far reaching effects of the global, national, and
local economicrecession ismanifesting itself in reduced construction and renovation
activities, a processthat started several yearsago.

The Building Department is divided into two major subdivisions:
Administration and Operations. The Administration division providesa variety of
staff/support services. It is composed of building records and plans routing,
engineering inspections, development services coordination, front permit counter
processing, structural/building plans review, and information technology support.
TheOperations Division providesminimum standards, provisionsand requirements
for safeand stable design, method of construction and uses of materials in buildings
and/or structures erected, constructed, enlarged, altered, repaired, moved, converted
to other uses or demolished; and, it provides for the safety of workersand others
during these operations and regulates the equipment, materials, use and occupancy
of al buildings and/or structures. Operations includes plan review and inspection
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servicesinail disciplinesand tradeareas, accessibility plansreview/inspections, and
building code compliance/violations.

The Building Department provides supervision of construction activities,
acceptance of building permit applications, issuance of all building and trade
permits, verification of compliance with the FloridaBuilding Codeand enforcement
of codes promulgated by variousregulatory agencies. Plumbing, building, electrical,
elevator and mechanieal officials inspect new and existing structuresfor compliance.
The Department also provides building code enforcement services for buildings
within the City.

Building codeimplementation includes plan reviewsand siteinspectionsfor
building, structural, electrical, mechanical, plumbing, fuel gas, accessibility,
engineering and elevators; and, final review and certification of completion and
occupancy.

The Florida Building Code defines the role of the building official and the
operational relationship of thosecertified professional swhoconduct the plansreview
and inspection functionsof aBuilding Department. TheCode is unambiguous about
the designation of the building official (building code administrator) as the direct
reporting authority for plans examiners and inspectors. Based on interviews with
staff and a review of the functional areas assigned to the Department's senior
management, the formal (and informal) organization structure of the Building
Department places certain reviewers/inspectors in a functional and structural
organizational relationship where they do not report to the building code
administrator, directly or indirectly; or, where they appear to reportto more than one
assistant director.

The "Engineering ~ function (sometimes referred to as "Engineering
Inspections™), for example, reportstothe Assistant Director for Administration. The
individuals who staff the function consist of the Chief of Engineering and
approximately five (5) engineering inspectors. The"Engineering" function, among
other activities, is responsible for "reviewing building and structural plans in
compliance with the provisionsof the Florida Building Code.”” Additionally, based
on observations, interviews, and a review of internal documents, the Assistant
Director for Administration has been actively involved in the resolution of building
plansreview and inspection issuesdeaf ing with projects under constructionand plans
being reviewed. The Assistant Director for Administration does not report to the
building code administrator and the position is not accountabl e to the building code
administrator. This observation has been brought to the attention of City and
Building Department management. Although the Department's organization has
undergone some modifications since this point was initialy brought to
management's attention, as of the end of our field work on December 16,2008, it did
not appear that the organization had been restructured and/or the structural unit
redefined to eliminate the concern that was raised.
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[Building Director ’s Follow-tip: On April 8,2009,we wer einformedfu the
name of the "Engineering Inspecfi ons ” unit was re-tided amdf its functions
redefined in January 2009, as part of the budget process. The urit was
renamed the " Governmental Compliance Section.”” The newresponsibilities
include reviewing projects submitted to the Building Department for
compliance with the City of Miami Beach Flood Plain Management
Ordinance, tiw National Flood Insurance Regulations, andi npl enen ting the
provfsions Of the M am 'mde County 40-yeal‘ bU||d|ng recerfifiication
ordinance. The section alsodeterminesthar all approvalshave been entered
into the Permits Plus system prior o processing certificates of
occupancy completion and Occupant Content paperworkfor the Building
Qficid'sapproval.]

[Additional Building Department « farification: In a letter dated April 13,
2009, the Building Department provided us with information further
clarifying the Department s organization Structure. The letter is includedin
"Exhibit F" of this report.]

Some of the Department's employees are covered by collective bargaining
agreementsthat currently cover the period October 1,2006 - September 30,2009.
The collective bargaining agreements are with the Communications Workers of
America (CWA) and the Government Supervisors Association of Florida (GSA).

The Department's budgeted staffing level has grown over the yearsand has
been at 79 since 2006. With reduced construction /renovation activity, the 2009
budget shows the impact of staffing and other cost increases as revenuesdecr ease.
Datawas not readily availabletotrack functional staffing levels aver atime horizon
so that trends, if any, could be observed.

BUDGET AND FINANCIAL OPERATIONS

The Department is funded through fees paid for the various services it
provides. Thecollection of, expenditure of, and accounting for feesof the Building
Department is guided by Section 553.80(7), FS In summary, that section of the
Florida Statutes does the following.

> Providesfor the development of a reasonable fees for services.

bas Establishesthat feesand related finesand investment earningsrelated
to the fees are to be used solely for carrying out the City's
responsibilities in enforcing the Florida Building Code.
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r Establishes that amounts collected and earned may not exceed the
total estimated annual costs of allowable activities to operate the
Department.

2 Allowsunexpended balancesto becarried forward to futureyears for
allowable activitiesor may be refunded.

- Establishesthat Fees charged must be consistently applied.

Identifiesactivitiesthat cannot be funded using feescollected by the

Building Department.

Instructs the City to properly account for and over seethe use of and

expenditure of Building Department fees.

Feescollected by the Department are included in the"Licenses and Permits"
section of the General Fund budget. As such, itisdifficult to distinguishthisspecific
purpose revenue from other general fund monies accounted for in "Licenses and
Permits.” Additionally, the matching of Building Department permit fee revenue
with related expensesof the Department in theyear collected and expended becomes
adifficult, but not impossible, exercise.

In fiscal year 2008, the City Commission conditioned its approval of a
resolution (Resolution No. 2008-26771), which approved the use of a$15 million
surplus containing $6 million of building permit fee revenue, based on a review of
building/development process revenues and expenses to ensure that
building/development processrevenues wereonly being used for approved purposes.
A consultant's report served asthe basisto support the use of al but approximately
$911,483 of fee revenue. The report was based on the use of an indirect cost rate
(34%) that was approximated as a result of a 1999 rate study commissioned by the
City. Duringthe latter part of the 2008 calendar year, a new indirect cost rate study
yielded an indirect cost rateof 15.4%, substantially lower than the 34% rate used in
the consultant's calculations of the building fee surplus. Given an over 50%
reduction in the indirect cost rate, it is likely that using the 34% estimated rate
yielded total departmental expenses that were too high over a period of years.
Consequently, the $ 911,483 calculation was too low in 2008 and was probably
understated in prior years.

The Building Department's legal requirements in this area make the
administrative and accounting treatment for its fee revenue and operating
expenditures resemble those of an enterprise fund activity. Alongwith insuring that
the City’s indirect cost rate is updated on a periodic basis, we recommend fhat 1he
City record and report al revenuesand related expenditures associated with these

activities similar fo ar enterprise fund. Implementingthi's recommendation would
alsofacilitatethe proper accounting for and use of interest earningsdueto building
fee surpluses.
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The fiscal year 2008 budget anticipated a reduction in revenue due to a
possibleslow down in new large construction projects. That budget anticipated that
based on the trend at the time, “... the City of Miami Beach will continue to
experience a multitude of new construction and renovation projects. The future
outlook may show a reduction in volume of large new construction projects, offset
in part by increased renovation project activity." The projected budget for 2009
anticipates a further erosion of the Department's revenue base. However, the
Department's projected expenses for 2009 have not been adjusted to reflect the
anticipated downturn in construction and renovation activity. The effects of the
currentlocal, national, and global economic downturn may proveto bea challenge
in maintaining expenditure levels as high as those projected.

SYSTEMSAND PROCEDURES

Over the years, the Building Department has been on an active growth path.
Building activity over the yearshas been rapid. Improvements in the Department's
systems, processes, and procedures have not been able to keep up with the rapid
growth in the Department caused by dramatic increasesin the need for servicesto
its customers. In many cases the Department has implemented procedures before
providing adequate documentation and training to staff and/or notification to the
public. This has caused confusion on the part of staff and customers.

The Department does not have formal policy and procedures manualsfor its
administrative and operating areas. Although there is currently a manua that
addresses many of the Department's operations (“"Manud of Policies and
Procedures™), it isnot comprehensive nor isitall-inclusive. Additionally it continues
to undergo changes based on the current evolutionary nature of the Department. The
Department should generally commit fo an organizational structure; seftle en the
basic processflows, both overall andfor each furctional area; and then, proceedto
formally develop policies, systems, and procedures in support of each activity.
Developing a comprehensive policies and procedures manual is a much needed
activity. |t iSalso a time-consuming process and resources should be dedicated to
it, if the work isto be done in atimely manner. Thisisan activity that can be easily
contracfed-out.

STATISTICAL ANALYSIS OF OPERATIONS

Infiscal year 2008, the Building Department processed 11,764 applications
for permits. Duringthe same period, the Department approved 11,051 permits and
issued certificates of completion and certificates of occupancy for 337 projects.
Since2005, the percentage changein " PermitsApplied For'* and " Permits Approved"
has slowed. Permit applications in FY2008 represented a 13.3% reduction over
FY2007 applications. Similarly, permit approvals were down by 13.1% over the
same period in FY2007. An analysis of the statistical data shows atrend towardsa
decrease in building/renovation activity between FY 2004 and FY2008. The
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decreases are consistent with the general decline in global, national, and local
economicconditionsexperienced over the past few years. Thefact that the national
economy has been in arecession for over ayear further supportsthistrend that has
also affected the south Floridaarea.

OPERATING DIVISION REVIEWS

Detailed interview sessions were conducted with representativesof al of the
operating divisions of the Building Department and with representatives of Fire
Prevention, Public Works, and Planning/Zoning. The reviews were conducted in
such a manner to alow the consultants to gain a general understanding of each
operating division or Department in the following areas.

> Staffing

> lun review responsibilities

Inspection responsibilities

Permit fee system and schedule

Single Point of Contact program

Use of Private Providers

Licensesand training

Workflow

Computer support systems

r- Other areas of interest to the division/department

I Y vy Y Y

f

f

The summarized comments of staff follow.
BUILDING DEPARTMENT

Plans Review

-

Some staff felt the walk-through processshould beeliminated except
for small projects. Some also felt there wastoo much Interference
from individual s outside of the Department.

The Department does not have a checklist for each permit or
inspection type.

Fee System

> The fee system and schedule is too complicated and should be
simplified.
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Per mitsPlus

-

Although it is a vital system to the Department's operations, staff
noted many security issues and processing issues with the system.

Single Point of Contact (SPC) Thi S processhas been discontinued,)

-

The system shows favoritism to certain customers. It isa way of
giving certain customers special attention and treatment. There was
no consistency asto which projects were SPC and which were not.
Therewasno objectiveway ofdeter miningwhich projectsqualify for
SPC.

Inspections

T

Some Indicated that automatically scheduling appointments through
the IVR/Permits Plus systems is problematic for severa divisions.
Inthosedivisions, the processdoesnot altow for efficient scheduling
of staff.

> Because of workload and lack of sufficient staffing, elevator
inspections are behind.
Miscellaneous

-

Themorale of the Department i s low because of recent events. City
needs to encourage staff and nake them fedl they are valued.

Supervisors do not pass information on to staff.
Communication between plan reviewers and inspectorsis lacking.

During interactions with customers, management does not always
support staff when they follow the rules.

No processesand procedures in place. Process changesare word of
mouth, not written. Information not being relayed to permit clerks.

There are morale and trust problems in the Department.
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FIRE PREVENTION

>

b

Concern raised about the fact that Permits Plus does not have
functioning audit trails.

Additional space and drafting tables where permits are processed,
plansare reviewed, customer waiting area.

Generally satisfied with the fee schedulefor Fire.
Would consider eliminating some walk-throughs.

Satisfied with the RFP for cast and fee study plan.

PUBLIC WORKS

Staff believe the fee schedule is inadequate and outdated.
Feel an adequate cost study iscritical.
Public Works sometimes unnecessarily included in work flow.

Suggestscreatinga"Building Development Permit Issuance Group™
to manage the overall process with the other departments.

PLANNINGZONING

-

Would liketo have projectsin PermitsPlus but system softwareis a
problem.

Would liketo have a systematic approach to calculating the Parking
Impact Fee and the Concurrency Mitigation fee.

Zoning inspections are not part of the IVR/Permits Plus system.
Inspections sometimes not scheduled.

Sometimes included in work flow when not necessary.

INTERNAL AUDIT REPORT (July 3, 2008}

The July 3,2008 Internal Audit Report wasconducted to determine whether
transactions, adjustments, and processing procedures were established, authorized,
and maintained in accordance with laws, regulations, contracts, and management's
policies; whether transactions wereaccounted for and wereaccurately and promptly
recorded: whether recorded balances were periodically substantiated and eval uated;
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and, whether City assets, records and files were properly safeguarded, controlled,
and accessrestricted in accordance with management's criteria. Theoverall opinion
concluded asa result of the audit was that accountability and controls over permit
revenue collections need to be addressed. A related review has identified millions
of dollarsin permit fees that were not assessed; and therefore, were not collected,

QUALITY CONTROL REVIEW (October 2008)

In early October 2008, the permit clerk supervisor and the Assistant Director
for Administration started to perform spot (“random') audits of permit fees other
than building permit fees. Asof mid-October, they noted errorsin calculations of
the sanitation impact fee, the fee for alterations/remodeling for single family,
duplexes,andareasincondos; and, thefeefor alterations/repair to marine structures.
Investigations into the discrepancies revealed that the problem with properly
calculating the feeswas related to a mis-interpretation of the proper methodology
for calculating the fee; errorsin the Municipal Code Book, errors in the Ordinance
that was presented to the Commission for approval; and/or the municipal code
information on theweb site (Municode). Errorswerealsofound inthe*“Blie Book™
of feesthat was distributed to the public and there were errors in the manner that
Permits Pluscalculates certainfees. These wmd other errors in the method i fiees
are calculated should be identified and corrected immediately.

3. Customer Processing

Customers have several points at which they interface with the Building
Department. Information on the Department and its overall operations can be
obtained using the internet and the City and Department's web site.

The Department's officesarelocated in close quarter son the second floor of
City Hall. Themain processing starting point in the Department istoo small for the
velume of people served. Large numbers of customers occupy this space for
extended periods of time, giving the impression of general chaos and confusion.
Because of the lack of seating and general work space, customers sit on the floors
and crowd the halls in the immediate area, making the smooth flow of traffic
impossible. With targe numbers of people waiting to be served and the Q-Matics
system calling out processing numbersand giving directions, the noiselevet is high
and one gets the impression that the operation is inefficient and disorderly. Given
the number of people sewed by the Department, the cramped service areas create
logistical problems that get trandated into actual or perceived service delivery
problems.

Consideration should be given to relocating the Department to afirst floor

location B a building where the Department would be in space that is not
uncomfortably crowded and where customers can be easily served.
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The Building Department receives an average of 80,000 calls per year.
Currently the Department does not have the resources to answer and respond to all
thecallsitreceives. Theabandon rate of callsiscurrently at 31%. Additionally, the
City's IVR system receives approximately 77,000calls per year with an abandoned
rateof 80%. Asaresult, the Department'simage suffersand customers go unserved
and arefrustrated. Staffing limitations prevent the Department from assigning more
resources to this function. Although a vitalfunction d the Department, the Call
Center is not a function that the City hasto perform internally. The fimetion could
be easily contracted-out.

4, Technology Solutions

The Department embracesthe useof technology to increase theefficiency of
its operations. In 2007, the Department introduced the use of computers to be used
in the field to accumulate and transmit inspection status information to the
Department's central computer operation. Thisallowed the Department to have up-
to-date statusinformationon projectsunder construction. Other technological tools
introduced to the Department included on-line permit application for certain permit
types, Q-Matics (acustomer queuing program application), Permits Plus (a process
control system), Interactive Voice Response {IVR - acustomer cal-in scheduling
application), Permit Manager - Online Permitting, and BuildFax.

The Permits Plus system is a critical tool in the smooth operation of the
building/development process. It isthe primary support system for the Building
Department'soperations. It isalso atool used by other City departments.

The Building Department uses Permits Plusto, among other things, manage
a project from application to completion (final approved occupancy). Itseffective
operation iscritical for the Department to effectively carry-out itsresponsibilities.
The software handles tasks such as calculating permit fees, issuing permits,
managing the plan review cycle, and recording plan review and inspection results.
It isalso used for monitoring the inspection process. Permits Plus has been used by
the Department for approximately ten years. Staff find it to becomplex and not user
friendly. Ascurrently configured, it lacks the security needed to properly manage
the building/development process.

During the course of this review and analysis, several significant issues
related to the Department's use of the Permits Plus system were identified and
brought to the attention of City and Department management. Those issues include
the following.

> The current permit fee schedules, which are the basis for inputting

much of the permit data into Permits Plusfor the purpose of making
feecalcutations, donot match the current fee screens b Permits Plus.
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Building Department inspectors use of the inspection assignment
module doesnot result inthe effectiveand efficient useof inspectors.
Human intervention isrequired to efficiently assign inspectors. One
inspector issolely responsible for manually assigning inspectionsto
projects.

- Thesystem doesnot have afunctioningaudit trail to determine what
changes have been made and by whom.

= The approva screen within Permits Plus is virtualy open to all
employees of the Department and likely any department that usesthe
shared system.

> The July 8, 2008 internal audit report on the Building Department
revealed significant deficiencies that left the Department open to
abuse.

- Thereisconcern about the security of Permits Plusin al of the City
departmentsthat use the system. One of the major concerns raised
among departmentswasthebelief that anyone in any user department
has accessto input datainto thevarious screenswithin Permits Plus.

Dueto the significant role Permits Plus plays in the building/development
process for the City, interim recommendations have been made to City and Building
Department management to address the security and processing issues found
reviewing the system.

The Q-Matics system is capable of generating reports which show waiting
times, transactiontimes, customer flow patternsand trendsfor each servicecategory.
Decisions concerning staffing can also be made based on the data. Although the
system hasthese reporting capabilities, the featuresare not being used effectively or
at all. Staff responsible for supporting the system are not familiar with the basic
operations of the reporting system. Thesystem's management reports are not being
utilized and the types of data the system maintains is not well known by support
personnel. Such data was not utilized as part of the analyses in this report because
the data and its interpretation could not be relied on. Therefore, we were without
sufficient information on which some basic analyses of staffing patterns, waiting
times, and processing times could be conducted.

Page 16



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

Theeffective use of technology can assist the Department in reducing ihe cost
of its operations and ir providing more efficieni and effective services to the
Depariments customers. Additionally, the Departmentcow/d increase its operating
efficiency by better understanding the feaiures of the technology it currently has and
using those features to enhance ihw Department's operationsand service delivery.

5. Building Development Process Focus Group

In February 2007, the City created a Building/Development Process Focus
Group. This representsanother stepinits effortsto work with City departments and
user representatives to improve the systems and procedures involved in the
building/development process, Thisisthefirst forma undertaking by the City since
implementing the recommendations of the Business Resolution Task Force, whose
efforts concluded in November 1999. The Building/Development Process Focus
Group isprimarily a City staff effort composed of representatives of the Building,
Planning/Zoning, FirePrevention (Fire Department), and Public Worksdepartments.
However, the meetings are open to the public to receive their feedback. Members
of the four City departments form the nucleus of a team that is charged with
conducting aprocessreviewto provide the City Manager with recommendations for
the short-term (recommendations that can be implemented immediately or "easy
fixes”), medium-term, and long-range (recommendations geared toward the future
vision of the respective processes, which could be implemented over thenext five
to seven years).

Many of the issues identified by the Building/Development ProcessFocus
Group, are similar toones identified in the earlier study by the Business Resolution
Task Force. They are also similar to issuesidentified and discussed at a Building
Department retreat held in late 2005/¢arly 2006.

The City's management has exercised wisdom in undergoing periodic
reviews of the Department's operations to ensure that service improvements are
identified and implemented in a timely manner. However, the degree to which
identified changes have improved the Department's operations, and the public's
general perception of improvements in the Department and the servicesit provides
has not been realized.

6. Stakeholder Interviews

In an effort to obtain input from the individuals most affected by the
operations of the Building Department, we interviewed Department stakehol ders.
Lists of individuals and entities who represented a broad spectrum of Building
Department stakeholders were developed. A cross-section of the prospective
participants was selected. They represented many of the groups who interface with
the Department. The pool of possible external participants included individual
homeowners, large and small property owners, builders, developers, lawyers,
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expediters, architects, engineers, and similar individuals and professions. From the
pool, a final list was developed and individuals were contacted to participatein the
interview process,

Our requests for interviews was greeted with appreciation by some
individuals and apprehension from others. Some refused to participate for fear of
possible retaliation or retribution by the City or the Department, even though they
were assured their participation would be anonymous. Somefélt their participation
wastheir civic duty. All who participated appeared to have the best interests of the
City and the Department inmind. Therewasnoindication that any participantswere
vindictive or were in any way trying to cast anegative cloud over the Department.
Respondents premised to be honest and candid in their responsesto questions.

Sameof'the commentsreceived areanecdotal and may not be supportable by
specific evidence; however, some comments were based on supportable
documentation that wasreviewed by the interviewer. The comments received are
important because they represent people's perceptions of the nature of the
Department, its staff,and its activities, Perceptionsthat are held by alarge enough
group of individuals tend to become viewed as "redlity"" in peoples’ minds.

The Miami Beach Chamber of Commerce (the "Chamber") was one of the
external stakeholder groups identified. A Chamber committee had recently
completed its own review of the City's Building Department. The findings and
recommendations of the Chamber's committee report areincluded in this report.

Although they are not external participants, the Mayor and al City
Commissioners participated in the interview phase of the project. As elected
officials, they serve constituency groupsand receive input from constituents that is
important tothis project. Their comments and perceptionsarealso included in the
body of the report.

Except for the comments contained in the Chamber of Commerce report, to
ensure anonymity, the commentsreceived from stakehol ders wer e not attributable
to any individual or group.

Many of the commentsfrom the Chamber of Commerce's report wereechoed
in comments from the individuals and entity representatives interviewed.
Interviewee comments were generally critical of the Building Department's staff,
processes, and procedures, However, on a number of occasions, staff were praised
for their fairness, knowledge. and work attitude.
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Althoughthecomments received f raminterviewees were madein 2008, some
of them arerepresentative of commentsthat have been documented by the City since
the review conducted in 1999. While some who were interviewed were
complementary about the staff and operations of the Department, most interviewee
comments were not. The Department's perceived ability to perform its services
efficiently, effectively, and courteously isin doubt.

B. PERMIT FEE AND COST ALLOCATION REVIEW

Thecurrent permit fee schedul e isvery complex consisting of numerousand varying
fees for different types of projectsand scopes of work. Although the actual calculation of
thefeesisautomated (cal culated usingthePermits Plussystem), theaccuracy of the datathat
isentered into the system isdifficult to accurately determine because of the fee schedule€'s
complexity and the lack of standardized processes and procedures for calculating it.
Consequently, the accurate cotlection of permit fees is very difficult. Additionally, the
Building Department fee schedule was last revised on October 1,2003.

A basic component of the Building Department's cost structure is its indirect cost
rate. The City currently does not know if the existing fee structure coverstheir costs,
particularly indirect costs. Indirect costs were last calculated in a fiscal year 1999 study.
They have not been formally updated since that study.

The City's objectivein having its permit fee structure and system reviewed was to
ensure that feesare set at alevel and in amanner to cover thedirect and indirect costsof the
building development process, are implementable, are understandable, areeasily updated in
response to change, and can ensure the integrity of the permitting processand collection of
fees.

Building Department management officials and staff from the various Building
Department disciplines, as well as building development officials in other departments,
opined almost universally, that they need and arein favor of having asimplified fee schedule
devel oped.

We reviewed the Request for Proposal for a Building Development Process Cost
Allocation and Fees Study (REP) and made recommendations on it during the first few
weeks of the project engagement. In the process of developing our recommendations, we
reviewed the RFP document and the existing fee schedule, in detail; analyzed the pertinent
findings and recommendations of the Internal Audit report which addressed the proposed
projects;, and, obtained input from the other departments who are part of the
building/development process. Our findings and recommendations, which wer e presented
to City and Department management in the early stages of the project, included the
following.
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The RFP’s statement of scope of services and its requirements of the
successful proposer are adequate for accomplishing management's
objectives.

- The study should be separated into two distinct projects and separate RFPs
should be issueed. One project would be thw development d acity-wide and
building/development process specific indirect cau rate plan. The second
project ,wouldbe i developmentd a simplified permit fee siruciure and
calculation mechanism,

> The resulting RFPs should he released immediately.

i OUTSOURCING/PRIVATIZATION

This aspect of the project was devoted to performing a detailed review of the
Building Department and identifying those areas the City might be able to receive benefit
fram by contracting-out the activity. To provide a basis on which to evauate the
significance of privatizing activities and establish the City's exposure to having a core
function outsourced, City and Building Department officials were asked to identify the
"core" functions of the Department. The"core™ functionswere identified asfollows.

iy

Insure that all construction projectscomply with Florida Building Code
Review building plans

- Perform building inspections

- [ssue permits

r- Issue occupancy certificates

-~ Collect proper fees

The Building Department currently participates in several activities that can be
categorized as outsourcing or “"contracting out." The Department has developed a
contractual relationship with companies that provide staff support in the plans review and
inspection areas. The Department also uses contractors to provide inspection servicesfor
certain projects requiring expedited treatment. In these cases, the developer/owner
reimburses the Department's costs billed by the contractor.
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As aresult of our review, several areas were identified as possible prospects for
outsourcing. An outsourcing feasibility table was created showing the "Reasons to
Outsource™ and the "Reasonsto Retain asa City Function." Since adecision to outsource
should be based on a seriesof analytical determinations, it isnot in the scope of thisanalysis
to make aformal recommendation to the City to contract-out or retain afunction. However ,
asaresult of analyzing the information in thetable, some d theareaswhere the Depiriineni
might benefit from contracting out are the following.

- Permit Counter
- Records Management
Call Center

Theseareasare not corefunctions of the Department; they are support services; staffing can
be flexible depending on activity; the collective bargaining considerationsare not onerous,
and, the functionseasily lend themselves to outsourcing.

Also, given that building activity isundergoing aslowdown due to global, national,
anil focal economic conditions, the Gty showld consider staffing thereview and inspection
areas at M ni numlevelsrequiredto conduct abaselevel of service deliveryand contracting
out, as required, to meet periodic higher leve! staffingneeds or the need to staff particuEa
projects. Appropriate analyses should be conducted to determine thefeasibility of #his and
other #jforty ra reduce costsand to determine the resultant i npact s on the Department and
itsoperations. In implementing any outsourcing activities, the City must consider any
requirements placed on it by the coElective bargaining agreements if hasin place.

D BEST PRACTICES (BENCHMARKING)

In an effortto find waysto improveitsoperations, policies, and procedures, the City
wanted to compare certain operational aspects of its Department to comparablecities. The
City wanted to know what it could learn from other Building Departments. The intent of
such areview wasto identify the "best practices” followed by these organizations o that,
where possible and where applicable, they could be incorporated into the City's Building
Department operations. To accomplish thisobjective, two projects were undertaken. One
project utilized a survey questionnaire which was sent to ten (10) carefully selected
jurisdictions. The other project utilized a "peer review" process in which knowledgeable
building professionals were invited to meet with the Building Department and comment on
certain processesfollowed by the Department.

Theseven(7) jurisdictionswho responded to the survey provided the City of Miami
Beach and the Building Department with a wealth of information that can serve asthe basis
for improving some of the Department's systems, procedures, and operations. The survey
information will beturned-over to the Building Department. The benefit to be derived from
the information in the survey responseswill come as the Department's staff analyzes the
information, in detail, and doesformal follow-up work with the respondents. This survey
represents the first step in developing a meaningful dialogue with peer organizations.
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A peer review i s the processof submitting one's work to thejudgment of another who
isequally qualified. The point of peer review isto help each other understand and improve
the quality of their work. A peer review identifies any deviation from standards; suggests
improvement opportunities; and, promotes the exchange of techniquesand education of the
participants. The process can be used to diagnose weaknesses; provide a supportive
environment within which possibleimprovementscan bedetermined; and, provide acontext
within which one can reflect upon the practices the Department follows.

The senior staff of the Building Department demonstrated their dedication and
support for the Department by subjecting themselvesto such a process. Opening onself to
the critical review of peers was not easy, but the outcome of the process we think was
rewarding.

Several building professionals participated in the peer review discussion. Topics
were offered for open discussion. As a resuh of the interchanges between participants,
recommendations were made that may be of benefit to the Department. The
recommendations are summarized in the body of the report.

Now that closer relationships have beer established among the participants, this
effort can be continued on an informai basis between the staff of the Miami Beach Building
Department and the respective staff of peer entities. Process participants should be
expandedre include memhersof the Fire Depariment, Public Works, and Planming/Zoning.
To be comprehensive in itsapproach, staff ar all levelsof the organization should be able
to participate in an appropriately structured program. Thisinitial peer review session
should be consideredasthe begi nni ngd « ‘cross cultural" educafional process, not theerd:.
Expanding the Department s experiential base would go a long way fo creating a
Department ableto devel opment more innovative, efficient, andeffeciive processings s fims
andproceduresand a departmental environment more open fo heing responsive to customer
needs.
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E. OBSERVATIONS, FINDINGS, AND RECOMMENDATIONS

Our observations, findings, and recommendations are found in section VII of this
report. They includethe observations,findings, and recommendations fromthetwo interim
meetingswith City and Department staff, and the comprehensiveobservations,findings, and
recommendations developed for presentation with this final report. The comprehensive
observations, findings, and recommendations of this report are summarized below.

1.

10.

1.

12.

13.

Ensure that the Building Department's formal (and informal) organization
and responsibility reporting structure is in compliance with the Florida
Building Code.

Separate the duties of fee assessmeni and receipt of fee payments,

Implement customer SErvice improvements.

Develop and implement a simplified permit fee structure and calculation
methodology.

Develop policiesand procedures to implement the Private Provider process.

Develop a system oOf exception reporting and staff’ accountability and
respansibiling reporting.

Require inspeciors and reviewers to document and support plan Of
construction modificarions that are in excess of established threshholds or
requirements.

Provide adequate and timely training for staff.

Enhancemonitoring and contral over Building Depariment fiscal operations

Conduct a comprehensive review of the methodology used ro calculate all
feesand ensure that all documentscontaining ee information are consistent

Provide adequate physical space,for Building Department operati ons.
Create and saff a high-level customer advocate {ombudsman) position
responsive to customers interacting Wth building/development process
departments.

Require inspectors and reviewers to internally resolve interdisciplinary,

inter-departmental and/or intra-deparimental conflicts before they are
communicated to the customer.
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Use issues or conflicts as material for training of inspectors and plan
reviewers.

Consider outsourcing the Call Center operation

Consider outsourcing the permit counter and records management service
areas.

Analyze ihe effectiveness of the Department's technology solutions fo
provi di ng customer SUppOrt.

Increase operating efficiency through the effective use of technology
Review and analyze staffing levels.

Appoint anindividual fo coordinate the efforts of the building/development
process departments.

Develop formal  policies and procedures manuals for all
building/development process disciplines.

Complete the provess of developing plan review and inspection checkliists.
Enhance staff knowledgeand wuse of Department zechnology.

Perform a comprehensive review and analysisof the Permits Plussystem.
Global Recommendation

Based on our detailed review and analysis of the Building Department, we
recommend thef ol | ow ng Srategic approach toimprovingthe Department's

operations and effectiveness.

Stabilize senior management.

b Create a friendly and open work environment, for szeff and clients.
¢ Trainand properly equip staff.
. Create an open and #on-congested work environment for staff and
clients.
e Gain the trust and respect of staff and clients.
f Include stakeholdersin developing process improvements.
ir Make customer service one of the Department’s highest priorities.

Understand and effectively use the Department's systems.

Page 24



City of Miami Beach Building Department
Organizational and Oper ational Review and Analysis

ORGANIZATIONAL AND OPERATIONAL REVIEW AND ANALYSIS (OF THE
BUILDING DEPARTMENT

A. THE BUILDING/DEVELOPMENT PROCESS

Therearefour (4) City departmentsthat comprisethebasic functionsinvolvedinthe
building/development process. They arethe Building Department, Fire Prevention (which
15 part of the Fire Department), Public Works, and Planning/Zoning. Each departmentis
responsiblefor a particular and specialized portion of thebuilding/development processand
each hasan independent governmental functionwithin theCity sructure Each hasitsown
processesand procedur esfor i nsuri ng compliancewithall applicable laws, rulesr egulations,
and directives, processng project plans and, monitoring project construction and
completion. Each department isalso inter-dependent o f theother departments.  Although
the departments are autonomous, they mug operate as a unit to insure that
building/development activitiesin the City are compliant with the numerouslaws, rules,
regulations, and directives of the City of Miami Beach and the federal, State, and local
gover ning bodiesthat regulatethar activities. They mug adhereto many, and sometimes
conflicting, legidative and administrative congtraints, on one hand, and at the same time,
they must make the processwor kablefor the cusomersthey serve.

Thereis no onecontrolling department in thisgroup of four. They work with each
other onapurey cooper ativebasis. Additionally, based on theCity'sorganization sructure,
they do not report to one single higher-level authority, such asan assistant City manager.
The Building Department and the Fire Department report directly to the City Manager,
Planning/Zoning reports to one assgant City manager; and, Public Works reportsto a
different assgant City manager. The complex interrelationship between the four
departmentsisillustrated below.
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= Public Works

The Building Department gener ally servesasthe coor dinatingunit in the per mitting
and ingpection phase of the buildingldeveloprnent process. The Department isthepublic's
basc interface point. Plans are submitted to the Building Department; controlled and
‘monitoredby the Department to ensurethat they areprocessed by all required departments
in atimely n@nner ; project plansare permitted; congruction activitiesare ingpected; and,
upon completion of congruction, occupancy is granted through a final review and
certification process. Thedeveloperlowner inter faceswith thepr ocessaccor ding to Specific
protocolsdeveloped by theindividual departments, but coor dinated,in general, by the use
of a computer-based sysem maintained by the Building Department (PermitsPlus).

The general responsibilitiesof each of the four departments, as they relate to the

building/development plan review, ingection, and final certification process, are
summarized asfollows.
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Building Department:

TheBuildingDepartment providessupervision of construction activities, acceptance
of building permit applications, Issuance of all building and trade permits, verification of
compliance with the Florida Building Code and enforcement of codes promulgated by
regulatory agencies such as the Hotel and Restaurant Commission, Miami-Dade
Environmental Resources Management, State Departments of Health and Professional
Regulation, Board of Adjustment, and the U.S. Army Curp of Engineers. Plumbing,
building, electrical, elevator and mechanical officials inspect new and existing structuresfor
compliance.

Fire Prevention:

Fire Prevention, which is a division of the Fire Department, is responsible for the
ongoing review of al plans submitted for permit to insure compliance with applicablefire
and life safety codes; and, it performs all new construction inspections. Thereview of all
plans submitted for permit servesto insure compliance with applicablefire and life safety
codes.

Puablic \Mrks:

The Public WorksDepartment performs planning; design; construction; maintenance
and repair; and, operation of the City's infrastructure, including utility systems and the
City's buildingsandfacilities. The Department isal so responsiblefor the City's cleanliness,
and manages the solid waste collection and disposal program. The primary interface with
the Building Department and the building/development processtakes place in the Right of
Way (ROW) Division and Right of Way Management {(ROWM).

The Right of Way Management Section is responsible for managing the activities
associated with the use of the City's rightsof way. The Right of Way section reviews all
residential and commercial construction plans, reviews Planning Board and Zoning Board
items, issues right of way permits, and manages activities within the City's rights of way.

Planmlng/Zoning:
The mission statement for the Planning/Zoning Department isasfollows.
" We are dedicated to developing, refining, and effectuating a comprehensive urban
planning vision for Miami Beach with the god to preservetheintegrity of the City's
unique design heritage, enhance the quality and diversity of the urban experience,

inclusive of itsresidential neighborhoods, business districts, and resort, recreation
and entertainment areas."
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The Planning/Zoning Department generates and applies regulatory standards and
pol icies that are designed toensurethat thecity perpetuatesitstradition of progressive urban
design and planning. TheDepartment isalso responsible for providing professional analysis
and recommendations to the City Manager and City Commission on all land development
issues. Staff of the Department serve as staff to the City's Planning Board, Board of
Adjustment, Design Review Board and Historic Preservation Board.

The Department reviews al building permits for compliance with the City's land
development regulations and for consistency with architectural review guidelines and
preservation criteria.

Thefollowing flow chart illustrates the buildingidevelopment process.

(Thisspace has been intentionally left blank.)
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Follow-up Action by the City Manager:

As aresult of discussions with the Building Director and 4is_follow-updiscussions
with the City Manager, the City Manager sent a memorandum to the members of the
Buil ding Development Task Force dated December 8, 2008, desi gnating the Building
Director asthe chairperson i+f the inter-departmental ream. Asstated in the memorandum,
the chairperson's role is to facilitate communication and guide process i npr ovenent
initiatives of the infer-departmental team and to coordinate responses ard direct staff and
resourceson behalf of the City Manager i« facilitate huilding development profects. (This
action affirmatively address one of the major recommendations stated in the
“Comprehensive Observations, Findings, a#« Recommendations' section of this report,
section VI1)

B. THE BUILDING DEPARTMENT

The Building Department was established in 1925, at a point when the City had its
own building code. The Florida Building Code was mandated by the State under chapter
2000-141 of the Lawsof Florida, whichamends Chapter 120, F.S. As of March 1, 2002, the
Florida Building Code superseded all local building codes which are developed and
maintained by the FloridaBuilding Commission. Thecode currently in effect isthe Florida
Building Code, 2005 revision. The Department provides buildingcode enforcement services
for construction projects within the jurisdiction of the City of Miami Beach. The mission
statement of the Building Department is as follows.

"We are dedicated to efficient and effective supervision of construction activities
within the City limits to assure compliance with the Florida Building 'Code."

1. Organization and Staffing

TheBuilding Department isdivided into two major subdivisions: Administrationand
Operations. The Administration division provides a variety of staff/support services. Per
thefiscal year 2008 " Departmental Work Plan," it iscomposed of building recordsand plans
routing, engineering inspections, development services coordination, front permit counter
processing, structural/building plans review, and information technology support. The
"Departmental Work Plan” statesthat the OperationsDivision provides minimum standards,
provisions and requirements for safe and stable design, method of construction and uses of
materials in buildings and/or structures erected, constructed, enlarged, altered, repaired,
moved, converted to other usesor demolished; and, it providesfor the safety of workers and
others during these operations and regul ates the equipment, materials, use and occupancy
of all buildings and/or structures. Operations includes plan review and inspection services
in all disciplines and trade areas, accessibility plans review/inspections, and building code
compliance/violations.
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A functional organizationchart, that reflectsthe Department's structure based onthe
'Departmental Work Plan,” follows. A functional organization chart, that reflects the
Department's structure at thetimethe field work on this project was underway, followsthe
"Departmental Work Plan structure and isbased on modificationsto the structureasaresult

of our discussions with Building Department management.

(This space has been intentionally left blank.)
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City of Miami Beach Building: Department
Organizational and Operational Review and Analysis

TheBuilding Department provides supervision of constructionactivities, acceptance
of building permit applications, issuance of al building and trade permits, verification of
compliance with the Florida Building Code and enforcement of codes promulgated by
regulatory agencies such as the Hotel and Restaurant Commission, Miami-Dade
Environmental Resources Management, State Departments of Health and Professional
Regulation, Board of Adjustment and the U.S. Army Corp of Engineers. Plumbing,
building, electrical, elevator and mechanical officialsinspect new and existing structuresfor
compliance. (Source: City of Miami Beach web site.)

The Department also provides building code enforcement services for buildings
within the City of Miami Beach"" jurisdiction.

Building code implementation includes plan reviews and site inspections for
building, structural, electrical, mechanical, plumbing, fuel gas, accessibility, engineeringand
elevators; and, final review and certification of completion and occupancy.

The Florida Building Code defines the role of the building officia and the
operational relationship of those certified professionals who conduct the plans review and
inspection functionsof aBuilding Department. Title XX X1, Chapter 468, Part X|1, Section
468.604 of the Florida Statutesspecifiesthe responsibilities of building code administrators,
plans examiners, and inspectors asfollows.

468.604 Responsibilities of buil ding code administrators, plans examiners, and
inspectors.--

(1) Itisthe responsibility of ¢#e building code administrator or building official to
administrate, supervise, direct, enforce, or perform the permitting and inspection of
construction, alteration, repair, remodeling, or demolition of struciures and the
ingallatiorn of building systems within the boundaries of their governmental
jurisdiction, when permitting is required, to ensure compliance wth the Florida
Building Code and any applicable local technical amendment to the Florida
Building Code. The building code administi-ator or building afficial shall faithfully
perform these responsibilities without interference from any person. These
responsibilities include:

(@) The review of construction plans to ensure compliance with il
applicable sections of the code. The construction plans must be reviewed
beforetheissuanceof any building, systern installation, or other construction
permit. The review of construction plans must he done by the bui | di ng code
administrator or building official or by a person having the appropriate
plans examiner license issued under this chapter.
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(b) The inspection of each phase of construction where a building or other
construction permit has been i ssued. The bu | d ng code administrator or
building efficial, or a person having ke appropriate building codeinspector
license issued under rhis chapter, shall inspect the construction or
installation to ensure that s work is performed in accordance with
applicable sections of the code.

(2) It is the responsibility of the building code inspector to conduct inspections of
construction, alteration, repair, remodeling, or demolition of structures and the
installation of building systems, when permitting is required, to ensure compliance
withthe Florida Building Codeand any applicabie |ocal technical amendment to the
Florida Building (udie. Each building code inspector must be licensed in the
appropriate cafegory as defied ir s. 468.603. The building code inspector's
responsibilities must be performed under the direction of the building code
administrator or building official without interference from any unlicensed person.

(3) Itisthe responsibility of the plans examiner i conduct review aof construction
plans submitted in the permit application to assure compliance with the Florida
Building Code and any applicable local technical amendment t0 the Florida
Building Code. The review of construction plansmust be done by the building code
administrator Or building official or by a person licensedin the appropriate plans
examiner category as defined in s. 468.603. The plans examiner'sresponsibilities
must be performed under the supervision and authority of the building code
administrator or building official without interference fromany unlicensed person.

The above portions of the Code are unambiguous about the designation of the
building official (building code administrator) as the direct reporting authority for plans
examiners and inspectors. Based on interviews with staff and a review of the functional
areas assigned to the Department's senior management, the formal (and informal)
organization structure of the Miami Beach Building Department places certain
reviewers/ingpectors in afunctional and structural organizational relationship where they
do not report to the building code administrator, directly or indirectly; or wherethey appear
to report to more than one assistant director.

The "Engineering ” function (sometimes referred to as" Engineering Inspections™),
for example, noted in the chartsabove, reportsto the Assistant Director for Administration.
According to Department documentation, the individualswho staff the function consist of
the Chief of Engineering and approximately five (5) engineering inspectors. Based on the
fiscal year 2008 “Departmental Work Plan," the "Engineering” function, among other
activities, isresponsiblefor "reviewing building and structural plansin compliancewiththe
provisionsof the FloridaBuilding Code." Additionally, based on observations, interviews,
and a review of internal documents, the Assistant Director for Administration has been
actively involved in the resolution of building plans review and inspection issues dealing
with projects under construction and plans being reviewed. The Assistant Director for
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Administration does not report to the building code administrator and the position is not
accountable to the building code administrator. This observation has been brought to the
attention of City and Building Department management. Although the Department's
organization has undergone some modifications since this point was initially brought to
management's attention, as of the end of our field work on December 16,2008, it did not
appear that the organization had been restructured and/or the structural unit redefined to
eliminate the concern that was raised.

[Building Director s Follow-up: OnApril 8,2009,we wer e informedthat the
name of the "Engineering Inspections” unit wasre-titled and its functions
redefined in January 2009, as part of the budget process. Theunit was
renamedthe " Governmental Compliance Section. " Thenew responsibilities
include reviewing projects submitted i the Building Department jor
compliance with the Ciry of Miami Beach Flood Plain Manragement
Ordinance,the National Flood | nsuranceRegulatious,and implementingthe
provisions of the Miami-Dude County 40-year building recertification
ordinance. The sectionalso determines that all appr oval s havebeenentered
into the Permits Plus system prior to processing certificates of
occupancy/completion and Occupant Content paperwork far the Building
Official’s approval ]

[Additional Building Department Clarification: In a letfer dated April 13,
2009, the Building Department provided us with information further
clarifying the Department s organization siruciure. Theletter ixincludedin
"Exhibit F” ofthis report.]

Based on information provided by the Building Director, the Department has three
(3) general classes of employees. The classifications are Not Represenied, CWA (Union -
Communications Workers of America), and GSA (Union - Government Supervisors
Association of Florida). Based on staffing levelsin 2008,theDepartment's general grouping
of personnel according to these classifications was as follows.

Page 36



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

Classification Employee Grouping

Mot Represented Senior and middle management, [T analysts,
operations’ managers, office associates,
senior inspectors, and division chiefs

Communications Workers of America Permit clerks, clerks and typist,
(CWA) administrative aide, inspectors, and

il'ihj'IL'L Wirs.

Covernment Supervisors Association of Senior building inspectors,
Florida (GSA)

The City operates under union contracts with five (5) bargaining units. As noted
above, the two bargaining units that currently operate within the Building Department
include the CWA and the GSA. Both bargaining agreements cover the period October 1,
2006 - September 30,20009.
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Historical staffinglevelsin the Department over the period 2000 - 2008 were

asfollows. The projected staffing level for 2009, per the adopted budget, is also
included.

Stafling
Fiscal Year Full TimePart Time
JECH) 440
2001 521
2002 361
2003 5671
2004 B3/
2005 71
2006 7910
2007 790
2008 TO
2009 Budget 7O/
Source: City of Miami Beach Environmental Scan 2000 -
2%
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The functional breakdown of staff in FY 2008 was approximately as

follows.
Section Mo, of Siaff
Administration 3
Finance & Admimstration (i
Information Technology 3
“Microfilm/Records Office 4
Call Center

Permitting Clerks and Plans Routing

Plan Reviewers

Building

Elecirical

Elevator

Mechanical

Plumbing

Violations

Total Budgeted Staff
Sour ce: Building Department - EmployeeList by Section (08/2008) I
N e e e ey ey =R

Datawasnot readily available to track functional staffing levelsover atime
horizon so that trends, if any, could be observed.

The general responsibilities of the Building Department's functional units,
asdescribed in the Department's fiscal year 2009 "' Current Service Level" budget
schedules, follows. If an organizational unit (identified withan ***) was not defined
in the"Current Service Level" budget schedule, its description was taken from the
Department's 2008 fiscal year "Departmental Work Plan."
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L

‘ Functional Area General Responsibilities

l Director's Office The Building Director supervises the Administration and
Operations Divisions of the Department to ensure theefficient and
effective supervision of construction activities to safeguard the

public health, safety and general welfare of the City's residents by
assuring compliance with the Florida Building Code

Administration TheBuilding Department Administration Division consists of an
Assistant Director of Administration who supervisesAdministrative
Services which includes the Permitting, Plans Review Section,
Finance, IT technology, Records& Microfilm, Genera Phone

Reception.
Finance and Administrative Ihe Finance Section manages through policy setting, providing
Services direction to staff, monitoring and evaluating efficiency and

effectiveness, and establishinginternal controlsand coordinatesand
oversees the budget process and ensures efficient and effective
operations of daily financial activities including but not limited to
revenuecollection,accountability for inventory of fleet, computers,
phones and radios, establishing policiesand procedures, enforcing
the City's Work Rules, overseeing the Department's Quality
Control and training staff to facilitate operations and enhance
internal controls.
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——————————

Plans Review Section

—

Plan Review Section is responsible for the daily operation of the
building and structural plans processing, 40-year recertification
program and plan review enforcementfunctionsof the Department,
supervising staff in various professional and non-professional
positions. A Senior Section Chief provides direction and
supervision of the plans permit processing functions in order to
comply with applicable ordinancesand codes, and to protect life
and property in the most responsible manner possible and resolves
numerous individual problems with industry and private citizens,
relatesto the Board of Rulesand Appealsand several other boards
and government agenciesand determinesprioritiesfor theefficient
utilization of resources required to review construction drawings
and enforcement in athorough, competent and professional manner.

]:'I.'!:"'I'llllllll_

|
|

Permilling: The main goal of this section is to provide excellent
customer service by ensuring that permit applicationsare received,
reviewed, processed and issued and that building permit fees are
properly collected aswell asreceiving, reviewing& updating of all
information related to contractorslicenses, liability insurancesand
workman compensation insurance. This section supervises the
effective intra-departmental routing/assigning of both walk-thru
plans and dropped-off construction plans, shop drawings,
specifications, engineering documents & calculations to all
applicableinterna plans-reviewingdisciplinesthat form the City's
Development Review Process consisting of the Building
Department, Planning Department, Public Works Department, and
Fire Prevention Department to maximize efficiency of resources
utilized & minimize plans review turn-around times.
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Operations

Supervises Section Chiefs and Inspectors for the Building,
Mechanical, Electrical, Plumbing, Elevator and Code Compliance
Sections. The Operations Division is responsible for the daily
operation of the Building, Mechanical, Electrical, Plumbing, and
Elevator field inspections, and Code Compliance Section, and
enforcement functions of the Department, supervising staff in
variousprofessional and non-professional positions. The Assistant
Director of Operations gives direction to Section Chiefs and
Inspectors, resolves numerous individual problems with industry
and privatecitizens, relates to the Board of Rules and Appealsand
severa other boards and government agencies and determines
priorities for the efficient utilization of resources required to
perform inspections and enforcement in athorough, competent and
professiona manner.

Violations - Cade

Complinnce

——

The Violations Section isresponsible for the code enforcement
functions of the Department by serving the public by processing
expired permits, permit renewals, issuing Stop Work Orders,
responding to Customer complaints, closing violations and
preparing casesfor Special Master.

Accessibility (ADA) Plans
Review/Inspection *

Responsible for review and processing of plans received for
issuance of building permitsin compliance with the Accessibility
provisions of the Florida Building Code. Responsible for
performing inspections of building and structures in compliance
with the accessibility provisions of the Florida Building Code.

Mechanical Inspections and
Plan Beview

Direction and supervision of the Mechanical field inspection
functionsin order to comply with applicable ordinancesand codes,
and to protect life and property in the most responsible, cost
beneficial manner possible.

Electrical Inspections and
Plan Review

Direction and supervision of the Electrical field inspection
functions in order to comply with applicable ordinances and codes,
and to protect life and property in the most responsible, cost

heneficial manner possible,
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Plumbing Inspectionsand
Plan Review

Direction and supervision of the Plumbing field inspection
functionsin order to comply with applicable ordinances and codes,
and to protect life and property in the most responsible, cost
beneficial manner possible.

Building Inspections and
Plan Review

Direction and supervision of the Building field inspection
functionsin order to comply with applicable ordinancesand codes,
and to protect iife and property in the most responsible, cost
beneficial manner possible. Interpretation of the Building and
Roofing provisions of the FBC and various provisions of the City
of Miami Beach Ordinances for the purposes of resolving
differences of opinion between private parties or implementing
policiesand procedures for in-house steff.

Engineering *

Responsible far reviewing building and structures plansin
compliance with the provision of the Florida Building Code, the
City of Miami Beach Flood Plain Management Ordinance, DEP,
DERM and the National Hood Insurance program regulations.
Responsible for implementing the provisions of the Miami Dade
County 40-year building recertification ordinance. Responsiblefor
issuanceof all demolition and partial demolition permitswithin the
City of Miami Beach. Responsible for issuance of all Certificates
of Occupancy, Certificates of Completion and Occupant Content
Certificates.

Elevator Inspections and
Plan Review

Direction and supervision of the Elevator field inspection
functionsin order to comply with applicableordinancesand codes,
and to protect life and property in the most responsible, cost
beneficial manner possible.

Information Technology *

Responsible for maintenance, troubleshooting and upgrade to
user side of all applications system software used in the Building
Department including permitting software, hand-held computer
inspection software, internet permitting software, queuing
management software and any other future technology initiatives
taken by the Department.
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Front PermitsCounter *

Responsible for receiving, reviewing, processing and issuance
of al building permit applications including analyzing, computing
and cellecting of all building permit fees. Responsiblefor receiving,
reviewing and updating of al information related to contractors
licenses, liability insurancesand workman compensation insurance.

Building Records/Plans
Routing *

Responsible for receiving, reviewing, processing and routing of
all plansand records through the Walk-through plans processing
and drop-off plans processing programs. Responsible for storing
maintenance and retrieval of all Building Department records
including blueprints, microfilmsand permit application recordsand
documents. Responsiblefor scheduling, coordinating and shipment
of all building records required for conversion to microfilm by
approved vendors, and follow-up quality control of conwverted
records.

Phone Reception/Better
Place *

Responsible for receiving all incoming calls made to the
Department and processing of all complaints received through the
Better Place System.

inspection Services
Coordinator *

Building and Roofing
| nspection *

E__—__ —

Responsible for effectively coordinating, scheduling, assigning
and monitoring al the inspection requests received by the
Department. Responsible for providing on-sitedispute resolutions
for al inspection related issues.

Responsible for performing inspections of buildings and
| structures in compliance with the building and roofing provisions
| of the Florida Building Code.
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2. Budget and Financial Operations

The Department is funded through fees paid for the various services
it provides. The feeschedul efor the Department was las amended in 2003.
The collection of, expenditure of, and accounting for fees of the Building
Department are guided by the following section of the Florida Statutes,
553.80(7).

553.80(7) The gover ni ng bodies of local governments iy provide a
schedule of reasonablefees, asauthorizedbys. 125.56(2) or s. 166.222 and
this section, for enforcing this part. These fees, and any fines or investment
earnings related to the fees, shall be used solelyfar carrying out the local
government's responsibilitiesin enfor cingthe Florida Building Code. When
providinga schedule of reasonable fees, the fotal estimated annual!revenue
derived fromfees, and the fifinesand investment earrings related to the fees,
may not exceed thetotal estimated annual costsof allowable activities. Any
unexpended balances shall be carried forward to future years for allowable
activitiesor shall herefunded at the discretion of the Jocal government. The
basisfor afee structurefor allowable activitiesskall relate to the level of
service providedbythe local government and shalllinclude consideration for
refunding fees due t0 reduced services based on services provided as
prescribed by s. 553.791, Aut not provided by the local government. Fees
charged shall be consistentlyapplied.

As used in this subsection, the phrase"enforcingthe Florida
Building Code" includes the direct costs and reasonable indirect
costs associated with review of building plans, building inspections,
reinspections, and building permit processing; building code
enforcement; and fire inspectionsassociated with new construction,
The phrase may also include iraining costs associated with 1he
enforcement of the Florida Building Code and enforcement action
pertainingto unlicensed contractor activity t0the extent nof fiunded
by other userf ees.

(b  Thefollowing activities may not e funded withfees adopted
for enforcing the Florida Bui | di ng Code:

! Planning and zoning or other general government
activities.

2. Inspections of public buildings for areduced ee or no

Jee.
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3 Public information requests, communityf uncti ons,
boards, and any program not directly related to enfor cement
of the Florida Building Code.

4, Enforcement and implementation of any other local
ordinance, excludingvalidly adopted|ocal amendmentste the
Florida Building Code and excluding ary local ordinance
directly related to enforcing the H ori da Building Code as
defined in paragraph (a).

() A local government shall use recognized management,
accounting, and oversight practices i ensure it fees, fines, and
investment €arningsgenerated under thissubsection are maintained
andallocated or used solely for the purposesdescribed in paragraph

fah.

In summary, the above section of the Florida Statutes does the following.

>

b

Providesfor the development of a seasonablefees for services.
Establishesthat feesand rel ated finesand investment earningsrelated
to the fees are i be used solely for carrying out the City's
responsihilitiesin enforcing the Florida Building Code.
Establishes that amounts collected and earned may not exceed the
total estimated annual costs of allowable activities to operate the
department.

Allows unexpended balances to becarried forward to futureyearsfor
allowable activities or may be refunded.

Establishes that fees charged must be consistently applied.

Identifies activitiesthat cannot be funded using fees collected by the
Building Department.

Instructsthe City to properly account for and overseethe use of and
expenditure of Building Department fees.
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Feescollected by the Department are included in the "Licenses and Permits'
section o fthe General Fund budget. Assuch, it isdifficult to distinguish thisspecific
purpose revenue from other general fund monies accounted for in "Licenses and
Permits." Additionally, the matching of Building Department permit fee revenue
with related expensesofthe Department in theyear collected and expended becomes
a difficult, but not impossible, exercise. The Building Department™® legal
requirements inthisarea maketheadministrativeand accounting treatment for itsfee
revenue and operating expenditures resemblethose of an'* enterprisefund' activity.

In addition to the above, the fact that Building Department revenues are
included in thegeneral fund createsthesituation where Building Department monies
may be inadvertently used to support activities prohibited by law. In the City
Manager's Letter to Commissioners No. 152-2008 dated June 3,2008 (Analysis of
Building Fee Revenues), the City Manager noted that an operating budget surplus
in fiscal year 2007 of $15,504,725 was partially due to the inclusion of over $6
million of previously uncollected building permit fee revenue. The revenue was
generated as aresult of "inconsistenciesin the application of building permit feesin
the City." The City Commission adopted Resolution No. 2008-26771, which
approved the use of the$1 5 million surplustofund the City's capital reserve, replace
Capital Investment Upkeep Account funds, reimburse the City's fiscal year 2008
operating contingency, and other City purposes not related to Building Department
operations. However, the City Commission's approva of the resolution was
conditioned on a review of building/development processrevenuesand expenseso
ensure that building/development process revenues were only being used for
approved purposes.

Todeterminetheamount of building/development processfundsthat should
be retained and held uncommitted in the General Fund, the City relied on a 2003
consultant's study that was updated by the consultant in 2008. (The consultant's
study isreferenced by the City Manager inhis™ "Adydedl  Budget Message™ for fiscal
year 2009totheMayor and City Commission, dated September 17,2008.) The2008
update noted that, based on an average indirect cost rate approximated by the
consultant at 34%, the Building Department was projected to have a carry-over
deficit in fiscal year 2007. However, due to the City's comprehensive review of
multiple yearsof open permits, approximately $6million of previously unrecognized
revenuefrom prior year swascollected during fiscal yeas2007. As aresult of the $6
million collected in fiscal year 2007, the consultants projected arevised carry-over
of $2.8 million in fiscal year 2007, and a projected deficit of $3.5 million in fiscal
year 2008. The fina conclusion of the updated report was that the Building
Department would have a cumulative annual carry-over of $911,483. This was
determined to be the amount of building/development processfees to beretained by
the General Fund. The report also showed that there was a positive cumulative
carry-over each fiscal year for the 2003 - 2008 fiscal year periods.
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The preliminary Building Department financial information for fiscal year
2008 and the adopted budget for fiscal year 2009 reflectsthat a 15.4% indirect cost
rate is being used, substantially less than the 34% "average" rate used by the
consultant over thefiscal year period 2003 -2007. The 15.4% rate isbased on anew
indirect cost ratestudy completed by the City sinceour field work concluded in mid-
December 2008. If the new indirect cost is 15.4%, it is likely that the rate used by
the City over theyearssince 1998/1999 (34%), may have been too high. Given the
above, the cumulative carry-over should prebably be greater than the amount
projected by the consultant and relied upon by the City.

In governmental accounting, an " enterprisefund™ isused to account for any
activity for which afeeischarged to external usersfor goodsor services. Given the
fact that historically building ees collected have been in excessof expenditures, and
the faci that the indirect cost rate may have been overstated over the years, we
recommend that the City implement the use of an enterprise funi or other special
purpose revenue fund fo accountfor and monitor building fee collections and
expenditures, separate from the General Fund. Implementing thisrecommendation
would also facilitate the proper accounting for and use of interest earning due to
building fee surpluses.

We further recommend that the Ci#y have an indirect cost study per f or ned
on aperiodic basis. Special studiesof the type conducted by the City's consultant
would be unnecessary and the ongoing status of building fee collections compared
to related expenditures would be more transparent and easily monitored on an
ongoing basis.

A schedule showing the results of the Building Department's financial
operations over the period 2001 - 2008 follows. The source of the "' Revenue,"
" Expenditures,” and “Personne!” datawasthe™ Departmental Financial Summaries-
Fiscal Year Budgets” (2008 Building Revenue and Expense History). The new
15.4% indirect cost rate was used for the period 2006 - 2008, rather than the
historical 34% rate.

(This space has been intentionally left blank.)
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Revenue:
Parmits
Certificates of Occupancy/Completion
Building Citations/Code Violations
Other Income
Total Revenue

Expenditures:
Salaries/Salaries and Benefits
Operating -« peresc « Cher Oper ating Expenses
Internal Services
Capital
Total Expenditures

Estimated Support and Indirect Cost (34%)

Total Expendi t ures, Supportand Indirect Cost

Revenue in Excessof Expenditures, Support and

Indirect st

Cumulative Revenue in Excessof Expenditures, Support

and Indirect Cost

Personnd:
Full time

. Part-time

Note: Revenue amounts adjusted since prior budget year.

** Note: 2006 - 2009 financial information includes indirect costs at 15 4%k ruther than 34%
Sour ce: Departmental Financial Summaries- Fiscal Year Budgets
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Fiscal Year
Actual Actual Actual Actual * Actual Actual Actual Preliminary
2001 2002 2003 2004 2005 2006 ** 2007 ** 2008 **
i T15 TOR &1 19K 156 LR TR R L5 324 3002 £5. 329, 20 £7 1,058 12243003 811,540 062
LT Bl 2650 iR a5T ST M) 1.232 14 L PR Y ATH TES RIS
7 HE 117,442 v T 1 5003 T8 Vi B30 1’3 77 170 T
$A 117 12, 30 2000 kol RET e _-I__!_"h__|__| I M), BOE G 155 147 426
L 012048 4RI 397 £5 niin A6 F6,913 242 38 2T EIR 50 361357  SI13.251n51 12473 M
$2,178,372 $2.774.086 $£3,151,502 $3,333,765 $4,002.688 $4,395.949 $5,190.830 $5,774,173
808,174 466,434 238,350 425,813 636,484 900,473 901,907 906.04t
605,809 734,131 758,472 798,127 929,315 1,168.143 1,570,371 1,605,238
1% 141 {400, 01 }3,&R87 120489 17,271 223 505 142076 137,993
S5 6] a0 LR S 0922 4 ATH, 104 55,585 758 L6 GHE T 7,805, 184 $H.523 445
$1,227,944 $1,349,696 $1,425,352 $1,658,586 $1,899,158 $1,029,963 $1,201,998 $1.312.,611
4,839,544 5,319,391 5,617,563 6,536,780 3,484,916 7,718,033 9,007,182 9,836.056
5273104 ($496,994) ($11,102) $376,462 $762,902 $1,643,324 $4,245,469 $2,631,047
$273,104 (55238500 ($234,992) $141,470 $904,372 £2.547.697 $6,793,165 $9,430.213
52 56 56 63 71 79 79 79
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Except for fiscal years 2002 and 2003. the Department has historically
generated an excess of revenuesover expenditures. Thesignificant increasein 2007
is due to the City's efforts at recovering permit fees that were inaccurately
cal cul ated.

The fiscal year 2008 budget anticipated a reduction in revenue due to a
possibleslow down innew largeconstruction projects. That budget anticipated that
based on the trend at the time, “... the City of Miami Beach will continue to
experience a multitude of new construction and renovation projects. The future
outlook may show areduction in volume of large new construction projects, offset
in part by increased renovation project activity." The projected budget for 2009
anticipates a further erosion of the Department's revenue base. However, the
Department's projected expenditure level for 2009 is greater than its anticipated
revenueand doesnot reflect the antici pated downturn in construction and renovation
activity. The effectsof the current local, national, and global economic downturn
may prove to be a challenge in maintaining expenditure levels as high as those
projected.

3. Systemsand Procedures

Over the years, the Building Department has been on an active growth path.
Building activity over the yearshasbeen rapid. Improvementsin the Department's
systems, processes, and procedures have not been able to keep up with the rapid
growth in the Department caused by dramatic increases in the need for servicesto
its customers. In many cases the Department has implemented procedures before
providing adequate documentation and training to staff and/or notification to the
public. Staff noted instances where customers have informed them of procedural
changes made by management. This has caused confusion on the part of staff and
customers.

The Department should generally commit to an organizational structure;
settle onthe basic processflows, both overall and for each functional area; and then,
proceed to formally develop policies, systems, and procedures in support ol each
activity. Developing a comprehensive policies and procedures manual is a much
needed activity.

4, Statistical Analysisof Operations

In fiscal year 2008, the Building Department processed 11,764 applications
for permits. During the same period, the Department approved 11,051 permitsand
issued certificates of completion and certificates of occupancy for 337 projects.
Since 2005, the percentagechangein"Permits Applied For" and "PermitsApproved"
has slowed. Permit applications in FY2008 represented a 13.3% reduction over
FY2007 applications. Similarly, permit approvals were down by 13.1%: fiver the:
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same period in FY2007. The following table and associated graphical
representations of the data in the table shows a trend towards a decrease in
building/renovation activity between FY 2004 and FY2008. The decreases are
consistent withthegeneral declinein global, natianal, and local economicconditions
experienced over the past few years. Thefact that the U.S. economy has been ina

recession for over a year further supportsthis trend that hasalso affected the south
Floridaarea.

(This space has been intentionally left blank,)
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Year-to-Year Percentage Changes in Permits Applied For and Approved

% Change in Yo Change in
Permits Permits Permits Permits
Fiscal Year Applied For Applied For & pproved Approved
20004 11,876 - 11,359 =
2005 13,621 14.7% 12,831 13.0%
2iHG 13.284 {2.5%) 12,210 (4.8%)
2007 13,562 2.1% 12,716 4.1%
20008 11,764 (13.3%:) 11,051 (13.1%)

(This space has been intentionally left blank.)

Page 53

Sour ce: Building Department Reporting System I



City of Miami Beach Building Department
Organizational and Operational Review and Analysis
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Miami Beach Building Department
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In addition to the above, the following data on Building Department plan
reviews and inspections over the period FY2003 - FY 2008 further illustratesthe
genera decline in total departmental activity. Thedatais not analyzed at the level
of the individual inspection areas or plan review areas.

The tables include plan review and inspection historical data and the
percentage changes in that data over the period of the data series. Graphical
representations of the data followsthetables.

(This space has been intentionally left blank.)
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Building Department Inspections by Fiscal Y ear

Inspection Area 2003 2004 2005 2006 2007 2008
Building 32,749 | 32489 | 34351 | 29969 | 30647 | 27,781
Electrical 8.025 9474 | 10,901 11.557 | 12,887 | 14,063
Elevator 1,762 4. 579 4 9096 4050 4 6409 1813
Engineering 231 115 195 174 219 158
Mechanical 3438 3.843 4916 3,927 3424 4,234
Planning - - - 2
Plumbing 9,289 8,297 9.073 B.033 £.975 8,706
RLI 4 - % =
Special Events | | 3 l |
Violations il |, 2599 2368 1,769 2,044 1.811

Total Inspections ST.Ra0 | 60097 | 66,807 S0.520 | 62846 | 60,568

(This space hasbeen intentionally lzft blank.)
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Year-to-Year Percentage Change in Building Department Inspections by Fiscal Year

Inspection Area 2003 2004 2005 2006 2007 2008
Building = | {0.8%) 5. 7% | (12.8%) 2.3% | (9.4%)
Electrical - L8.1% 15.1% 6.0 I 1.5% 9.1%
Elevator - 21.7%: O 1% | (18.]1%:) 13.7% | (18.0%)
Engineering = | (530.2%) 69.6% | (10.8%:) 25.9% | (27.9%)
Mechanical - [ 1.8% 27.9% | (20.1%) | (12.8%0) 23. %
Planning - - -

Plumbing = | {10 7%%) O.4% | (11.5%) [1.7% | {3.0%)
RLI - | (1000

Ya)
Special Events - 0.0% | 200.0% | (66.7%) 0.0% 0.0%
Violations - | 259.8% 0.0% 0.0% 0.0% 0.0%

Total | nspections

3.9%

11.2%

(10.9%)

(Thisspace has been intentionally l=ft blank.)
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Building Department Plan Reviews by Fiscal Year

Plan Review Ares 2003 2004 2005 2006 2007 2008
Accessibility 2,062 1,318 3,714 3,767 1.028 1,672
Building 4. 625 T.119 B.G6HET EB.151] 1712 7.601
Elecirical 5,992 1.237 7337 7.078 6. 838 7.040
Elevator 226 |, 403 1,043 677 399 284
Engineering 4.762 6, 79 3248 7,107 5,856 4,693
Mechanical 4209 5,736 5279 4 884 4,402 4,186
Plumbing 5474 6,316 3,644 6,605 L 5425
Structural 2,543 4,141 5,730 440 1.714 7.306

Total Plan Reviews 249 983 42259 | 47682 | 44.799 | 42 358 18,213
Source: Miami Beach Building Department, Building: & Trade Inspections Report

(This space has been intentionally left blank.)
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Year-to-Year Building Department Plan Reviews by Fiseal Year

Plan Review Area 1003 20414 2005 200 2007 2008
Accessibility -1 61.9% | 11.3% | 4% [ (19.6%) | (44.8%)
Building - 53.9% 2200 | (62%) | (54%) | (1.4%)
Electrical . 20.8% 4% | (3.5%) | (3.4%) 3.0%
Elevator = | 520.8% | (25.7%) | (35.0%) | (41.0%) | (28.8%)
Engineering =1 42.1% | 36.6% | (23.2%) | (17.6%) | (19.984)
Mechanical = | 334% | (B.0%) | (7.5%) | (9.9%) | (4.9%)
Plumbing - 19.0%: 2.0%% b B"% (4.3%) | (15.4%)
Structural = f2.8% 18.4% | 2.4%% 19.8% | (5.3%)

Total Plan Beviews - 40.5% 12.8% | (6.0%) | (5.4%) | (9.8%)

(Thisspace has been intentionally left blank.)
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5.

Operating Division Reviews

Detailed interview sessions were conducted with representatives of
al of the operating divisions of the Building Department and with
representativesof Fire Prevention, Public Works, and Planning/Zoning. The
reviews were conducted in such amanner asto allow the consultantsto gain
a general understanding of the operating division or department in the
following aress.

X Staffing

3= Plan review responsibilities

r- Inspection responsibilities

- Permit fee system and schedule

> Single Point of Contact program

> Use of Private Providers

- Licenses and training

- Workflow

- Computer support systems

> Other areas of interest to the division/department

The observations and comments of division and departmental staff
follow. On occasion it was necessary to protect the anonymity of staff
becauseofthe sensitive natureoftheir comments. Therefore, staff comments
are presented in summary form and are not attributable to any one person.
Where it was necessary to address a specific operational issue, the discipline
areaisidentified. Some of the views expressed are anecdotal and may not
be supportable by specific evidence; however, some comments were based
on supportable documentation that was reviewed by the interviewer.
Discussions with Fire Prevention, Public Works, and Planning/Zoning
organizational units are presented separately from those of the Building
Department.

Bui | di ng Department
Plan Reviews

= The current plan review processis in chaos. Walk-throughs should
be eliminated except for homeowners and small projects.
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Plans are reviewed in anormal manner unlessthe City Manager or a
Commissioner intervenes and says a certain project should be done
"NOW." Thishappensregularly. (Although thisview wasexpressed
by several staff members, there was no evidence presented to
substantiate the comments. However, it ispossible that other staff of
the Department or customers affected by a decision made by the
Department might have made such assertions to facilitate action on
behalf of a project.)

Staff arerequiredto look at project square footage and project value
information to determinereasonabl eness of the cal culated permit fee.

The Department does not have a checklist for each permit or
inspection type.

Fee System

o

Thecurrent fee schedule and system istoo complicated and needsto
be simplified. (A universal comment from most divisons.) Two
divisions had no problem with the fee schedule.

The fee schedule and system is absurd,

A simplified fee schedule could be based on value and/or square
footage and then trade permits could be a percentage of the overall
master permit.

There is a problem with the fee sheets matching the Permits Plus
screensthat are used to calculate fees.

Elevator permit and inspection fees are very smple and straight
forward. Nochangeis needed.

Per mits Plus

.

The Permits Plus security has been improved but there are still
problems. Theworkflow screens seem to have more security but the
approval screensdo not. Edit and delete functions in the approval
Screen are not secure.

Permits Plus security is a big issue. The approval screen has

problems. Edit and delete functions in the approval screen are wide
open to manipul ation.
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> Special event permits are entered into Permits Plus but are not
removed after an event iscompleted. They remain inthe" Approved™
status.

Private Provider

Examiners have used it before and there were problems. The City
reviewed the work of Private Provider plan reviewers and found
serious issues that were overlooked and not properly approved.
Consequently, the City had to take a closer look at those projects.
The Private Provider processis not being used much now.

Private Provider projects are rare and when it was used it was
problematic. Private provider/plan reviewers overlooked a number
of items, some related to accessibility and some not. The program
has inherent "conflicts of interest™ associated with it.

Oneprivate provider project did not work well. Problemswerefound
in both the plans review and inspection areas.

Single Point of Contact (SPC) (This process has been discontinued.)
No problemswere found with SPC projects that were City projects.

> Does not like the SPC process because it was perceived as blatant
favoritism towards acontractor. This perception was held by many
employees. It wassimply away of giving some clients preferential
treatment. (Almost a universal comment acrossall disciplines.)

> There are no objectivecriteria asto which projects were eligible for
SPC and which were not.

> The City had this program for awhile to ensure large projects would
getdoneontime. Theredid not seem to beany consistency to which
projects were SPC and which were not.

= nly involved with City projectsthat utilized a SPC. Thiswasdone
to facilitate and coordinate the project through the Building
Department process. Saw no problemswith it. Did not recall any
SPC projects that were not City projects.
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I nspections

Automatically scheduling appointments using the Permits Plus and
the IVR system interface is problematic and does not allow for the
efficient scheduling of staff. Schedules are re-done by hand.

Based ontheelevator division's workload requirementsand the need
for timely inspections, thedivisionis understaffed. As of October 6,
2008, the division was approximately 10 months behind with
Inspections.

> Annual periodic inspections - 691 overdue (thisisan actua
count)

» Annua witnessing of tests- 250 overdue (thisis an estimate)

» 5-year witnessing of tests - 250 overdue (this isan estimate)

There are approximately 1,800 elevators within the City
subject to the division's inspections.

Miscellaneous

Morale of Department employees is felt to be very low because of
recent events (employee arrests and allegations of wrong-doing).
After all the studies are done and the crimina allegations are
adjudicated, City management needs to step up and clear the air and
encourage the employees and make them fed they are valued and
hard working folksjust trying to dotheir jobs. Thiswould help with
the public's and the press perceptions as well.

Supervisors do not pass information on to staff.
Communication between plan reviewersand inspectorsis lacking.

During interactions with customers, management does not always
support staff when they follow the rules.

No processes and procedures in place. Process changes areword of
mouth, not written. Information not being relayed to permit clerks.

There are morale and trust problems in the Department.
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FIRE PREVENTION
Organization Structure and Operations

The Fire Prevention Division's organizationa structure is
documented on the organi zation chart that follows. The organizational units
that are most related to building development and permit processing
functions are New Construction, Special Eventsand High Rise Buildings.
Seven full-timeand onepart-time Fire Protection Analystsreport tothe Chief
Fire Protection Analyst in the New Construction Section. Three Fire
Protection Analysts serveasplan reviewersat the Building Department. Two
of the three accommodate walk-through permit processing during the
morningsand work on drop-offsin theafternoonsand one workson drop-off
processing all day. The other four conduct field inspectionsall day.
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The Building Department uses two methods for plan reviews and
permit approval. For substantial projects, plans are dropped off for review
to bepicked up(with plan review comments) at alater date. For smaller, less
complex projects, a walk-through process is utilized. Staff estimate that
many of the walk-through permitsare obtained by permit expediters, working
on behaf of contractors or developers seeking permits. Contractors,
developers and permit expediters using this method will wait at the Ruilding
Department to have the permit approved the same day.

Thedivision does not issuethe permitsor accept permit fees. All fire
permits areissued by the Building Department. However, feescollected for
fire permitsare recorded as fee revenue for the Division.

Thedivision must seedll plan r eview comments by other departments
and agree with revisions made by other departments, before final approval
and issuance of a permit, Fire permits must be approved and issued in
accordance with Florida Statute Chapter 633 - Fire Prevention and Control.

PermitsPlus System

Inspections are requested through the Interactive Voice Response
(IVR) system which integrates directly with the permit scheduling tables in
the Permits Plus system. The system automatically compiles a list of
inspections scheduled for the following day. On the morning of the day the
inspections are scheduled, a supervisor accesses the system and assigns the
inspectionsto individual inspectors and printstheinspection schedule, The
supervisor isthe only person with access to the inspection schedule module.
If a supervisor is not available, other senior division officials print the
scheduleand manually writein theinspection assignments. The inspections
are assigned based on geographic zones when expedient but inspector
workload isalso a consideration.

On rare occasions, dueto emergencies, inspections are requested and
performed on an ad-hoc basis outside of the IVR system.

Security permissions/system access is controlled by the Fire
Marshall's secretary. The secretary is the only person who has the access
and ability to add or change permissions. She receives verbal instructions
from the FireMarshall toadd or change permissionsand access. ThePermits
Plus system does not have functioning audit trails to indicate and track
changes and updates to the system and who makesthe changes,

Page 69



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

Currently there are only two typesof access permissions, “read only*
and "enter.” Read only allows users to view only. Enter allows users to
perform al system functions such as entering, changing information
(including dates), and deleting information. According to the "Fire
Department User Groups™ list, six fire protection analysts haveread and enter
permissions, asdo four plan examiners and five secretaries. All other active
personnel on the list have read only access.

The division does not use Tough Books at this time to enter the
results of their inspectionsinto the Permits Plus system. Initial attemptsto
use the laptops were not as successful due to unreliability of the data.
Currently, the inspectorsreturn to the of ficeapproximately 30 minutesbefore
the end of the day to enter the results of their inspections. The division
intendsto resume using the Tough Bookswhen the next (new) version of the
software is installed.

Observationsand Recommendations for Changes/Improvement

The following staff observations and recommendations for
operational improvements have been made.

= Provide additional space and drafting tables on the second
floor (Building Department) of City Hall where permits are
processed, plans are reviewed and customers and permit
expediters wait and conduct business.

- A system of audit trailsshould becreated (in Permits Plus) to
indicateand track changesand updatesto the systemand who
makes the changes.

> Simplification of the fire portion of the permit fee schedule
does not appear to be a problem for the Department; it is not
complicated. Thefeefor fire permitsis based on the number
of components because it represents the complexity of the
system. Administration of that portion of the fee does not
appear to bean issue.

> Infavor of eliminating certain projectsfromthewalk-through
process to reducethecrowding and thechaoticatmosphere at
the Building Department. Consideration might begivento a
drop-off with a 48 hour turn-around requirement as an
alternative method.

> Consider changing/reclassifying the fire suppression permit
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from a mechanical (Building Department) permit to a fire
permit.

> Satisfied with the requirements laid out in the draft RFP for
a building development process cost allocation and fees
study.

PUBLIC WORKS
Organization and Plan Review

Onelicensed engineer concentrateson the technical aspectsof large projects.
The Right of Way Management (ROWM) team deals with smaller, less
complex projects (walk-thought), although they do drop-offs as well. In
addition, they are responsible for sidewalk cafes/news racks and utility
locates. ROWM currently hasseven peopletechnically assigned asfollows:
three to the permits processing section; two to sidewalk cales/news racks;
one to utility locates; and, one general inspector. Thethree in the Permits
Processing section spend most of their time doing plan reviews; both walk-
thought and drop-offs. They do both al day. One of the 1w in sidewalk
cafes/new racks section also does plan reviews. The division's manager
emphasized that even though these individuals are technically assigned to
these sections he hasattempted to crosstrain them all and uses most of them
in all functions now.

Public Works ison the Q-Matics system and their clients haveto comeup to
the 4" floor, where Public Works is located, from the 2™ floor where the
Building Department islocated. They have not had an issue with Q-Matics
but they do not get the volume that isexperienced on the 2™ door, wherethe
Building Department is located.

I nspections

Public Works has one inspector, but others are on-call as needed. Public
worksisnot tied into the IVR/Permits Plus automated inspection assignment
system except for CO/CC inspections. Clients call-in and schedule an
appointment for an inspection. Public Works does not get the volume
experienced by the Building Department. Public Wrks averages
approximately ten (10) inspections per day.

Page 71



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

PermitsPlus

Many permit fees charged by Public Works are not on the Permits Plus
system. The ROWM division double-checks as many calculations as
possible, especially those associated with large fees.  Issues with Permits
Plus security city-wide continue to beanissue. It isbelieved that all of the
ROW Management employees havefull access to the system to do theit jobs,
but they are not sure precisely what that access is.  In addition, it is
believed that City employees, other than Public Works Department
employees, have full access to their approval screens and vice-versa. This
has been verified through testing.

Fee Schedule

It is believed the fee schedule isinadequate and outdated. The Department
does not charge costs associated with plan review. In addition, other fees
charged may betoo low to cover costsand should bereviewed, A simplified
feeschedulewould bewelcomed aslongasit covered al departmental costs.

An adequate cost study iscritical.

Payment o f Permit Fees

After the permit fee is calculated at the front desk, the client takes the
paperwork to the City cashier and paysthefee. Theclient receives areceipt
from the City cashier and takes it back to Public Works and the permit is
Issued.

Q-Matics and Workflow Processing

Public Works is on the Q-Matics system and the system routes clients to
Public Works as appropriate. However, problems exist with the process
workflow that iscreated when the Building Department permit clerks create
theworkflow in PermitsPlus. Sometimesthe permit clerksput Public Works
in the workflow when their clearance is not needed and sometimesthey are
not included when they should be.

Building/Development Process

Thebuildingldevelopment permitting process could be improved by making
it more seamlessand transparent to clients. Representatives of al of the
building/development process departmentsshould possibly be housedinthe
same location so clientswould not have to go to different floors or different
departments to get plans approved and permits issued. Thiswould help

clientsin their process flow aswell as improve communication among the
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various departments.

Consideration should be given to putting a " building development per mit
issuance group'* together under one person to manage the overall process.

PLANNINGEONING
Responsibilities

ThePlanning Department (Planning) has 3 primary responsibilities:
they provide professional analysisand recommendations to the City Manager
and Commission on all land devel opment issues; they serve as staff support
to the City's Planning Board, Board of Adjustment, Design Review Board
(DRB), and Historical Preservation Board (HPB); and, they review the
majority of building permits for compliance with land development
regulations, and design and historical review guidelines.

Wor kflow

When aproject isfirst initiated it would typically goto Planning first.
Planning decides whether or not the project needs to be reviewed by the
Department. If it comesunder their purview, they enter the project into an
Excel spreadsheet for tracking purposesand begin the appropriate review.

Projects are not entered into the Permits Plus system until the
Building Department receives an application for a building permit. At that
time, the Building Department enters the project into Permits Plusand sets
up a project review workflow. Although it would be desirable to have
Planning projects tracked by the Permits Plus from their inception, the
system does not have the capability of tracking projectsat multiple levels.
Planning has four (4) planners who review building permits, but other
plannershelp, asneeded. Planningisrequired to review most of the building
projectsin the process of permitting.

Fee Calculation and Collection

The calculation and collection of DRB and HPB fees is not
automated. The DRB and HRB feesarerelatively straightforward and do not
present a problem in terms of calculating the correct fees. Parking Impact
feesand the Concurrency Mitigation feeshowever, arenot as straightforward
and a more systematic approach, especialy for Concurrency, is needed for
calculating and verifying the amount of thefees. In addition, the amount of
the fee should be updated regularly.
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Planning calculatesthe variousfees but they do not collect the fees.
Fees are collected by the City cashier located on the first floor. After the
applicant pays the cashier they return with the receipt from the City cashier
and they then receive the appropriate paper work from Planning.

PermitsPlus

The degree of access to the Permits Plus system by Planning staff is
uncertain. It is felt that other departments, particularly the Building
Department, have access to their approval screen and may have approved
projects. Also, it would be helpful if he Zoning approval screen had a
separate line for approving the Concurrency Mitigation decision and fee.

Inspections

Currently, Planning/Zoning hastwo inspectors. Zoning inspections
are not part of the IVR/Permits Plus system. Their inspectionsare only
included when it is part of a Certificate of Occupancy or Certificate of
Completion. This has created problems because clients thought they had
approval but Planning had not donetheir inspections.

i()-Matics

Planning ison the Q-Matics system and the system routesclientsto Planning,
asappropriate. Sometimes the permit clerks put Planning in the workflow
when their clearance isnot needed and sometimesthey are not included when
they should be.

Concurrency Mitigation

In @ memorandum dated March 27, 2008, Planning and Zoning
proposed several changes to the Assistant City Manager regarding the way
Concurrency Mitigation feesare calculated, verified, and collected.

= Planning proposed adding a separate line item for concurrency
review tothe building permit review screensin Permits Plusand that
the amount of the fee and the method of its calculation be added to
Permits Plus.
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> Planning proposed that the payment of fees procedure be changed to
require that the receptionist process the payment and,
after verification of payment, the appropriate information would be
entered into the staff planner's approval comments in Permits Plus.
At present, the receptionist normally handlesthe payments and the
Planner enters the commentsinto Permits Plus.

> Planning further proposed that the GIS based Concurrency
Management System (CMS) computer be returned to the Public
Works Department, to enabl e the review of the calculations made in
the Planning Department.

6. Internal Audit Report (July 3,2008)

The Internal Audit Report covered the period October 1, 2006 through
December 31,2007. Theaudit's findings and recommendations were submitted to
the City Manager In a report dated July 3, 2008. The purpose the audit was to
determine whether transactions, adjustments, and processing procedures were
established, authorized, and maintained in accordance with laws, regulations,
contracts, and management's policies; whether transactions were accounted for and
were accurately and promptly recorded; whether recorded balanceswereperiodically
substantiated and evaluated; and, whether City assets, recordsand fileswere properly
safeguarded, controlled, and access restricted in accordance with management's
criteria.

The overall opinion concluded as a result of the audit and the areas of
deficiency that were noted in the'audit are stated below as they appeared in the audit
report.

‘Despite the efforts made by the department to improve the procedures,
accountability, and controls over the permit revenue collections, | nternal
Audit found shefollowng areastha still need to be addressed. As an
intermediate control i place, the ongoing review of permits at close out is
minimizing any loss of fee revenues.

1. I naccurate information is being furnished and used for permit fee
calculations.

2. Systemfee calculationgor combined projectswere not correct.

3. Space is not provided on s application for proper allocationd job
values and square footage for projecty combining #enovations and
NEeW cenasiric i
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10.

11

12

13.

14.

15.

16.

Correctionsto applications.wereobserved after the application had
been si gned, notarized, and up-fiontf ees have been calculated.

Incomplete building permit applications are being accepted.,
Original permit applications are not kept in the department’s filing
system until after the plans have been reviewed and the permit is
approved.

Insufficient supporting documentation is kept on file as part of the
permit application package.

TheBuilding e pntme nt's adopred fee scheduleiscomplexand lacks
reglar revisions.

M nor discrepancies were noted between the department's fee
schedule and currently distribute Mechanical, Electrical and
Plumbingfee sheets.

Insufficient and inconsistent useand application of thefee schedule
for the calculation d building permitf ees.

No pal i cies and procedures are written and in place that are well
known and consistently followed by department personnel.

Inconsistency in data entry to the sysfem.
Poor computer system controls in place.

Insufficient segregation d duties exists within the permit clerks
positions that impact department processes.

Long processing cycles for Non Sufficient Fund (NSF) checks.

Outdated permit data wasfound on the department's computer

i ST ”

7. Quality Control Review (October 2008)

In early October 2008, the permit clerk supervisor and the Assistant Director
for Administration started to perform spot (" random") audits of permit fees other
than building permit fees. As of mid-October. they noted errorsin calculations of
the sanitation impact fee, the fee for alterations/remodeling for single family,
duplexes, and areasin condos; and, thefeefor alterations/repair to marinestructures.

Page 76



City of Miami Beach Building Department
Organizational and Oper ational Review and Analysis

Investigations into the discrepancies revealed that the problem with properly
calculating the feeswas related to a mis-interpretation of the proper methodol ogy
for calculating the fee; errors in the Municipal Code Book, errors in the Ordinance
that was presented to the Commission for approval; and/or, the municipal code
information on theweb site(Municode). Errorswereasofound in the™ BlueBook™
of fees that was distributed to the public and there were errors in the manner that
PermitsPlus calcul ates certain fees. Theseand other errorsin the method that fees
are calculated should be identified and corrected immediately.

C. CUSTOMER INTERACTION

Customers have severa points a which they interface with the Building
Department.  Information on the Department and its overall operations can be
obtained using the internet and the City and Department's web site. The following
flowchartsillustrate the processesfollowed by the Department in providing services
to its customers. The process flowcharts are described asfollows.

> Process Flowchart No.1 - Ticket Routing Process. Customers
arriving at the Department for servicesareissued processing tickets
that identify the basic service(s) they require and the associated
processing humber maintains their processing order in the various
processing queues.

Process Flowchart No.2 - Q-Matics Customer Processing: The Q-
Matics system takes customers through the processing cycle in an
orderedfashion. Customersare processed according to the timethey
are logged into the system. As a customer movesfrom one waiting
line to another, their place in line is determined by the time they
initially entered the system. Therefore, as a customer moves from
one waiting line to the next, the customer is moved in front of any
customer who arrived after them, when they first checked-in with the
permit clerk. Thiscan become confusing to customers who seetheir
position in linemoved back in favor of acustomer just entering that
particular waiting line.

= Process Flowcharf Ne.3 - Initial Permit Fee Calculation Review:
This processflowchartdescribesthe processfor theinitia calculation
of the permit fee. The updated amount of the permit is verified prior
to the issuance of the certificate of occupancy/certificate of
completion.
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Note:

Process Flowchart No.4 - Overall Plan Review Processing Work
Fiow: Process flowcharts No. 4 and No.5 are related. The overall
plan review processing consists of two processing options: drop-off
and walk-through. These flowcharts take a customer through each
process from initial customer contact through final permitting.

ProcessFlowchart Ne.5 - Overall Plan Review ProcessingWork
Flow, Walk- Through Processing: Thisprocessflowchart represents
the walk-through portion of the permitting process.

The Department has implemented changesto itsoperating processes
since the start of thisproject, thereforethe processingflowchartsthat
follow may not represent the actual processes currently followed by
staff.
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Initial Permit Fee Calculation Review

™ Contrctor Affidasd
"Work Permit /\ppiscatim’ submitted with "Work
Valuation Reveiw Permit Application”
v docurmens.

Process Flowchart No. 3
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reviewed by plans
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The na n processing garting point for cusomersin the Department is the second
floor lobby, which is too small for the volume of people served. Large numbers of
customer soccupy this gpacefor extended periodsof time, givingtheimpresson of general
chaosand confusion. Becauseof the lack of seatingand general wor k space, customer ssit
on the floor sand crowd the hallsin the immediatearea, making the smooth flow of traffic
impossible. With large numbersof people waiting to be served and the Q-Matics system
callingout processingnumber sand givingdir ections, thenoiselevel ishigh and onegets the
i npressi on that the operation is inefficient and disorderly. Thefollowing picturesof the
oaceillugratesthe close quartersin which cust oner s nast conduct business.
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TheBuilding Department r eceivesan aver ageof 80,000callsper year. Currentlythe
Department does not have the resourcesto answer and respond to all the calls it receives.
Theabandonrateof callsis currentlyat 31%. Additionally, the City's IVR system receives
approximately 77,000 calls per year with an abandoned rate of 80%. As a result, the
Department's image suffers and customers go unserved and they are frustrated. Staffing
limitationsprevent the Department from assigning more resourcesto thisfunction. Although
a vital function of the Department, the Call Center is not a function that the City has fo
perform infernally. The function could be easily contracted-out.

(Thisspace has been intentionally l«ft blank.)
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D. TECHNOLOGY SOLUTIONS

The Department embraces the use of technology to increase the efficiency of its
operations. In 2007, the Department introduced the use of computersto be used inthefield
to accumulate and transmit inspection status information to the Department's central
computer system. This allowed the Department to have up-to-date status information on
projects under construction. Other technological tools introduced to the Department
included on-line permit application for certain permit types, Q-Matics (acustomer queuing
program application), Permits Plus (aprocess control system), Interactive Voice Response
(IVR - a customer call-in scheduling application), Permit Manager - Online Permitting, and
BuildFax. A moredetailed overview of these applications follows.

| . (3-Matics

The Q-Matic system is used to manage customer processing at the permit
counter and throughout the permitting and plan review process. The system
schedulesthe customer's waiting linestatusat the variousstationsthe customer must
visitfor processing, tracksthe processing time at each station, and assistsin moving
the customer from one processing station to the next, asdefined in the work-flow for
a particular customer.

The system provides on-line information and stores customer processing
statisticsthat allow the Department to cater to the individual customer's needs and
helps to optimize departmental staffing. The system is designed to automatically
provide essential data necessary to make decisions that will increase efficiency,
improve the effectiveness of the organization, and increase customer satisfaction by
improving the level of service. If set-up properly, managers can receive online
information concerning activitiesat the workstations: number of customer swaiting,
waiting times, number of windowsopen for each service category, and similar data.
Managers can receive instant warnings if waiting timesexceed or fall below pre-set
values. They can then reschedule workstation staff directly to correct the situation.

Q-Matics uses LED displays, TV monitors, and audio announcement devices
in the lobby and processing areas to direct customers to the appropriate processing
workstations.

The system is capable of generating reports which show waiting times,
transaction times, customer flow patterns and trends for each service category.
Decisions concerning staffing can also be made based on the data. Managers or
other persons with overall responsibility can study every aspect of a customer's
activitiesand receivereportsonthecurrent service levelsand customer flow patterns
and trendsfor each servicecategory. Decisionsconcerning staffing can alsobemade
based on the data.
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Although the system has reporting capabilities that are designed to give
management statistical tools that can be used to efficiently manage the flow of
customers through the process and to schedule staff in a productive manner, the
featuresare not being used effectively or at all. Staff responsiblefor supporting the
system are not familiar with the basic operations of the reporting system. The
system's management reports are not being utilized and thetypes of datathe system
maintainsisnot well known by support personnel. Such datawas not utilized aspart
of the analyses in this report because the data and its interpretation could not be
relied on. Therefore, we were without sufficient information on which some basic
analyses of staffing patterns, waiting times, and processing times could be
conducted.

2. PermitsPlus System

PermitsPlusisatracking softwaresystemused by approximately eleveni | 1)
City departments, including the four building/development departments. The
software is a useful tool for mapping-out a process and controlling the interaction
between the steps in the process. The Building Department uses Permits Plus to,
among other things, managea project from applicationto completion (final approved
occupancy). The Department uses Permits Plusfor tasks such ascal culating permit
fees, issuing permits, managing the plan review cycle, and recording inspection
results. It can aso be used for inspection routing. Permits Plushasbeen used by the
Department for approximately ten years. Staff find it to be complex and not user
friendly. As currently configured, it lacksthe security needed to properly manage
the building/development process. Permits Pius isthe primary support system for
the Building Department's operations. Its effective operation is critical for the
Department to effectively carry-out its responsibilities.

The building/development process departments, in particular the Building
Department, usePermitsPlustotrack projectsand issue permits. Other departments
that use Permits Plus include Code Enforcement, Capital Improvement Program,
Police, Parking, City Attorney, Finance, and the City Clerk.

Our initial work on Permits Plus security focused on the Building
Department. The Building Department internal audit report dated July 3, 2008
revealed a number of deficiencies. Some of the deficiencies" represent significant
weaknesses that, if not corrected, could negatively impact the integrity of permit
fees, opening a great window of opportunity for unscrupulous behavior." The
following are some of the deficiencies noted B the audit report.

> Severa fees were identified as erroneously calculated by Permits
Plus.

Page 87



City of Miami Beach Building Department
Organizational and Oper ational Review and Analysis

Permits Plus does not allow the allocation of costs or gross areas
when two scopes of work are combined into one permit. Asaresult,
there were occasions in which data provided for fee calculation
combined both new construction and alterations or remodeling.
Therefore, separate fee calculations could not be made.

> Dataentered into Permits Flus can be overwritten by anyonethat has
edit privileges without leaving an audit trail.

- Paymentsor adjustmentsfor outstanding feescan be posted to a prior
date. Consequently, payments or adjustments that are backdated to
a prior date or period would not 'be included on the current daily
activity report. Therefore, backdated transactions would not be
noticed unless prior reports were re-printed and reviewed.

Based on initial discussions with Information Technology personnel who
have responsibility for Permits Plus, some of the system's deficiencies, which have
been identified, are being corrected. However, given some of the functional and
operational problems experienced with the system, a comprehensive review and
analysis of the system’s features, internal control capabilities, and theextentto which
the system's features are being used by the Building Department has never been
conducted. As aresult, it isunclear how other departments that use the system are
affected by deficiencies in the Permits Plus software.

Given the significant i ssues identified within the Bui | di ng Department, we
recommend the City performacomprehensive review and analysis & Permits Plus
to determine weaknesses and vulnerabilities in the system and develop short, mid,
andlongterm strategiesta enstre the City isprofected from gbuse whileit continues
to provi de services 1o the building/development communir

During the course of this review and analysis, several significant issues
related to the Department's use of the Permits Plus system were identified and
brought to the attention of City and departmental management. Thoseissuesinclude
the following.

» The current permit fee schedules, which are the basis for inputting
much of the permit data into Permits Plusfor the purpose of making
feecal culations, do not matchthe current fee screensin PermitsPlus.
Consequently, permit clerks are required to create a work around to
record and collect the proper fees.

> The use of the inspection assignment module does not result in the
effective and efficient use of inspectors in some divisions of the
Department. In those instances, human intervention is required to
efficiently assign inspectors.
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» The system hasan audit trail feature to determinewhat changes have
been made and by whom. However, an attempt to implement the
audit trail feature built into Permits Plus caused a significant
degradation inthesystem's operation. Useaof the system's audit trait
feature was discontinued.

o The approval screen within Permits Plus is virtually open to al
employeesof the Department and likely any department that uses the
shared system. This represents a lack of security control over the
systems access and use.

> The July 3, 2008 interna audit report on the Building Department
revealed significant deficiencies that left the Department open to
possible abuse.

» There is concern about the security of Permits Plus in al of the
building/development process departments.  Discussions with
officials from the Planning, Public Works, and Firc Departments,
noted possible Permits Plussecurity issues within thosedepartments.
One of the major concerns raised among departments was the belief
that anyone in any user department had access to input data into the
various screens within Permits Plus.

Due to the significant role Permits Plus plays in the building/development
processfor the City, interim recommendations havebeen madeto City and Building
Department management to addressthe security and processingissuesfound through
interviews with buildingldevelopment process departmental personnel and 1T
personnel. These recommendationsareincluded in the™ Observations, Findings, and
Recommendations™ section of this report, section VII.

3. Interactive Voice Response (IVR) System

As aserviceto itscustomers, the Building Department utilizes an automated
cal-in system that allows the user to schedule inspections, cancel inspections, or
obtain information on inspection results. There is no need to speak to a customer
service representative. The system is available for use seven days aweek, twenty-
four hoursaday. Inspections are scheduled on a "first come - first served” basis.
Thesystem guidesthecaller through thestepsinvolved in properly usingthe system.
Inspection areas covered by the system include building, electrical, mechanical,
plumbing, and elevator. This service does not cover inspection scheduling and
inspection results for the Fire Department, Public Works, or Planning/Zoning.
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4. Permit Manager - Online Permitting

Permit Manager gives a user the ability to filefor permitsand check permit
statusonline. Inspectionscan also be scheduled. To check apermit’s status, a user
simply creates an account and accesses permit status information anytime, day or
night. Filing for a permit can only be done by licensed contractors who are
registered with the Building Department. Once registered, licensed contractors can
apply for, pay for, and print online permits anytime, day or night. Somedepartments
requirethat licensed contractors register with the City and obtain authorizationtouse
Permit Manager before filing for a permit. Those departments issue a personal
identification number (PIN) that will provide the contractor with appropriate
authorization.

5, BuildFax

An online system through the City's web site that provides building permit
and property information. Simplified property information is made availableto the
general public.

Theeffective use of technology can assist the Department in reducing the cost of its
operations and in providing more efficient and effective services to the Department's
customers. One area the Department has started to review is the use of electronic plans
review technology. Thisisarelatively new areaof technology being used by some building
departments. Its use should be studied for possible implementation in the future.
Additionally, the Department could increaseitsoperating efficiency by better understanding
the features (and limitations) of the technology it currently has and maximizing the use of
that technology.

E. BUILDING/DEVELOPMENT PROCESS FOCUS GROUP

The City's creation of the Building/Development Process Focus Group represents
another stepinitseffortstowork with City departmentsand user representativesto improve
the systems and procedures involved in the building/development process. This effort
commenced in February 2007. It was the first formal undertaking by the City since
implementing the recommendationsof the Business Resolution Task Force. The Business
Resolution Task Force's effortsconcluded in November 1999. The City Manager made a
report to City Commissioners (Commission Memorandum No. 55-00, dated January 12,
20003 on the status o f implementing the recommendations made by its Business Resolution
Task Force (BRTF).

The Building/Development Focus Group is primarily a City staff effort composed
of representativesof theBuilding, Planning/Zoning, Fire Prevention (Fire Department), and
Public Works departments. However, the meetings are open to the public to receive their
feedback. Membersof thefour City departments form the nucleusof a team that is charged
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with conducting a process review to provide the City Manager with recommendations for
the short-term (recommendations that can be implemented immediately or " easy fixes"),
medium-term, and long-range (recommendations geared toward the future vision of the
respective processes, which can be implemented over the next five to seven years).

A preliminary list of opportunities for improvement was developed by the group.
The list included the following.

Y

Complexity in the permit application process.

Unnecessary Permitting

o Incompl ete inspections.

> Improvements to walk-through process.

> Inconsistency in information provided to customers.

Plans Review

o Inconsistency of review process.

> Excessive comments.

» New comments identified during subsequent reviews.

® Lack of information to architects/engineers on what City reviewers
expect to seeon drawings.

Inspections

> Re-inspectionsand/or inconsistencies of inspections.

> Conflicts between permitted drawings and what an inspector

enforces.
> New requests on subsequent inspections.

TCOs, Expired TCOs, CO Process
) 2 Refusal to sign-off on Final C/O dueto minor issues.
Need for accessto information electronically whilein thefield.

Need for additional on-line services (including plans review, payments,
change of contractor, €tc.).

Improvements to departmental web sites.

Page 91



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

p s Internal communication
® Need for improved communication between al departments that
"touch" the development process.
) o Need for coordination between departments/disciplines to eliminate
redundancy and conflicts within the development process.
- External Communication
» Lack of live customer service representatives (voice mail, phone
system, etc).

»> Lack of or incomplete information provided to different customers.
> Need for improved front counter assistance.

Specificareasthe Building Development Process FocusGroup has sought to address
inctude the following.

Improvements derived from implementation of the concurrent review
process.

- Development of plans review, inspections, and customer submittal checklists.
Single Point o f Contact
Work Flow and there-review process.

- Building Department permit counter: cxpress lane for trade permits, online
registration for tickets, and setting naxi num number of projects to be
processed per personlcompany per day.

Recognized the challenges being faced by the complicated fee schedule.

- Issue when there is a different person performing second and subsequent
reviews of plans and "issues" are noted.

- Changes made across disciplines,
How to effectively resolve issueswhen staffhaving different interpretations
of the City Code, Florida Building Code, life safety code, and other rules,
regulations, or requirements.
One department, on a subsequent review, makes changes in their

discipline/requirements that hasan impact on another discipline overseen by
another department.
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A review of the meeting notices [i:r the Building Devel opment Process Focus Group
revealed that many meetings were of the “internal” group and they were not open to the

public.

By way of comparison, recommendations made by the "Business Resolution Task
Force™ inits November 30, 1999 report included the following.

Expedite permitting by doing the following.

>
>

-

=
b

Limit the number of plansfor walk-through processing per customer.
Substantially limit Design Review Board review toexterior work and
interior public spaces.

Empower staff to make broader decisions during walk-through to
back-up counter person.

Have a senior planner available during walk-thru to back-up the
counter person.

Develop walk-thru process guidelinesand, if Design Review Board
approval is required, allow applicants to choose what order to get
plan review approvals.

Actively involve the plans router in monitoring the progress of the
plansreview.

Offer more competitive salary ranges.

Co-locate Fire Prevention staff within the Building Department to
facilitate the plansreview process.

Improve customer service.

Improve staffing and hiring.

Invest in technology (in particular, provide field inspectors with hand-held
computers).

In addition to the above, the Building Department conducted a retreat in late
2005/early 2006. Processing issueswerediscussed and recommendationsfor improvements
to operations and procedures were suggested. Same of the issues that were discussed
included the following.

VvV

Customers waiting along time for service.

Customers missing documentation.

Responding to customer questions regarding review processing times.
Process workflow issues.

How to handle customers who only require information.

What customers require ticketsto be processed.

Customers going through multiple processing steps for simple projects.
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Many of theabove issues, whi ch have been identified by the Building/Development
Process Focus Group, the Business Resolution Task Force, and those raised in the retreat,
continue to be issuestoday. Over the years, the Department has not been able develop the
necessary policies, systems, and proceduresto effectively address and resolve the issues.

The City's management hasexercised wisdom in undergoing periodic reviewsof the
Department's operationsto ensurethat serviceimprovements are identified and implemented
in atimely manner. However, the degree to which identified changes have improved the
Department's operationsisquestionable; and, the public doestot have ageneral perception
that there have been improvementsin the Department and the services it provides.

F. STAKEHOLDER INTERVIEWS

An important part of insuring the success of any project endeavor is to involve
external stakeholdersinall phasesof the project. Inthe caseofthe Building Department and
the City, stakeholders can beinternal (staff, division chiefs, managers, etc.) or they can be
externad (homeowners, builders, developers, expediters, etc.) to the City/Building
Department. Stakeholders are the end-users or clients, they are the people for which a
process or procedure is developed. Stakeholders are the people who will influence the
design and, ultimately, the people who will reap the benefits of an effectively run
department, a successful project, a sound processor procedure, or other beneficial activity.

In an effort to obtain input from the individuals most affected by the operations of
the Building Department, we set out to interview Department stakeholders. Lists of
individuals and entities who represented a broad spectrum of Building Department
stakeholdersweredeveloped. A cross-section of the prospective participants was sel ected.
They represented nany of the groups who interface with the Department. The pool of
possible external participants included individual homeowners, large and small property
owners. builders, developers, lawyers, expediters, architects, engineers, and similar
individuals and professions. From the pool, afinal list was developed and individualswere
contacted to participate in the interview process.

Theresponsetothe request to beinterviewed was greeted with appreciation by some
individuals and apprehension from others. Some refused to participate for fear of possible
retaliation or retribution by the City or the Department, even though they were assured their
participation would be anonymous. Some felt their participation wastheir civic duty. All
who participated appeared to havethe best interestsof the City and the Department in mind.
There was no indication that any participants were vindictive or were in any way trying to
cast anegative cloud over the Department. Respondents promised to be honest and candid
in their responses to questions.

The comments that follow are representative of the points stressed by interview

participants. Some areanecdotal and may not besupportabl e by specificevidence; however,
some comments were hased on supportable documentation that was reviewed by the
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interviewer. All of the comments presented are deemed to be important input into this
process because the statements represent people's perceptions of the nature of the
Department, its staff, and itsactivities. Perceptions that are held by a large enough group
of individuals tend to become viewed as “reality” in peoples minds.

The Miami Beach Chamber of Commerce (the "Chamber') wasone of the external
stakeholder groups identified. Quite coincidentally, a Chamber committee had recently
completed its own review of the City's Building Department. Their review had been
presented to the City earlier in the year, but the City had not commented upori it as of the
completion of the field work on this project (mid-December 2008). The findings and
recommendationsof the Chamber's committeereport areincluded | ater in thissection of our
report.

Although they are not external participants, the Mayor and all City Commissioners
participated in the interview phase of the project. As elected officials, they serve
constituency groups and receive input from constituents that isimportant to this project.
Their comments and perceptions are also included in the comments that follow.

Except for the comments contained in the Chamber of Commerce report, to ensure
anonymity, the comments that follow are not attributable to any individual or group.

1. Stakeholder Comments

There should be a contact point for people who are not building
professionals.

Customers need an advocate in the Department.

- Small projectcustomersand homeownersfind the per mittingprocess
so difficult they opt to risk being fined for not obtaining permits.

Fire Department reviewers/inspectors are most difficult towork with.
They sense the power they have over you and the process and they
intimidate you.

- All customers should be treated equally. Favored statusis given to
large developments and projects.

S The inspection processisnot standardized. Inspectors donot appear
to have guidelines they follow.

-~ I feel the Department is at the threshold of providing exceptional
service, but it is not there yet.
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- Too much time is wasted between points of service at windows.
-~ They will not work with you if all of your paperwork isnot in place.
- The are no work areas available for customersto use.

- If you missyour number being called, your ticket iskilled. Y ou have
to remain in the area as crowed asit is.

- Miami Beach hasthe potential of beingthe best Building Department
inthe area.

- Issuance of permit cards issometimes slow.

- I question whether the follow-up audit of the permit feeisaccessing
only thoseitemsthat are appropriate for the calculation of the permit
fee. | think they are capturing items that are not appropriate per the
building code.

- | have a great deal of respect for the staff and the work they are
doing.

- 1 feel the staff processing permitsin the Building Department are fair
and | feel the Fire Department staff are absolutely fair.

- The process nust be fair and legal, not personal. Some senior
departmental management have made the process personal in some
cases.

- The audit department is making changesto application data. In one
case, | noted that application data was changed on a project from six

years ago.
- | think the auditors aretargeting projectsfor audit.
- Inspections are being held up because of the auditing process.

Inspections are being delayed on projects until fees are paid on
audited projects.

- Permits are expiring and customers are not being notified. Current
economictimesare making it difficult to proceed with some projects.

= Things wer e doable and workable before the last director and some
of hisstaff werein charge.
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- Staff morale was affected by management favoritism. Staff do not
feel securein their jobs.

- It appears that high level administrative positions are being filled
with staff who do not have the necessary qualifications for the
positions.

- The current workflow system isa disaster. Customers not able to
address questions because the workflow process is not completed.
Plansmust remain in process. Workflow cripplesthesystem. There
isno flexibility. Why do projects need to go through Public Works
and Planning/Zoning when they are not affected?

- Rules as to what gets dropped-off and what can be walked through
are not clear or adhered to.

= The last director created many problems. Why was he selected for
the position? He was not the most qualified person applying for the
job.

- The Department had great and honorable leadership at onetime.

- Thefee structure istoo complicated and must be simplified.

- Repeat reviewsby different inspectors are a problem. One inspector
identifies problems that you correct and later another asksyou to do
morethingsrelated tothesame issue. Why can't theinspectorsagree
on what needs to be done before they leave us with comments.

- Fire review and Planning reviews take extended periods of time to
complete.

- The City Manager is not in touch with how badly some Building
Department managers treat customers.
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Some high level management in the Department are vindictive. | am
concerned about raisingissues on My projects because | do not want
them to be delayed by the Department. They do not appr eciate that
time delays cost money. | make changes on my projectsnot because
| or my architects/engineers/contractors agree with the changes
mandated by Building Department reviewers and inspectors
(especially firereviewers/inspectors) in al cases, but | make them
because | cannot afford to slow down a project or stop it to appeal
decisions, especially decisionsthat are based on desire or preference
and not the building or firecode. The Fire Department is of primary
concern.

- The Department needs an appeal process.

- What | want asa developer isorderly, evenhanded treatment by the
City.

= The Department needs better leadership and more education for
people on the "front line."

The most important thing the City can do is live up to its mission
statement and the values it lays out on the City's web site.

Although these comments were made in 2008, some of them are representative of
comments that have been documented by the City since the review conducted in 1999.
Whilesome who wereinterviewed werequite complementary about the staff and operations
of the Department, mog interviewee comments were not. The Department's perceived
ability to perform itsservices efficiently, effectively, and courteously is in doubt.

In August 2005, a"Benchmarking and Customer Service Analysis' was prepared by
a consultant for the City. Some of the issues identified in that analysis continue to be
identified as strengths and/or deficiencies by customerstoday. Some of the findings and
recommendations presented in the "Customer Survey Analysis' section of the report
included thefollowing.

The analysis demonsiraied that the City has professional, knowledgeable, and
dedicated personnel rwwolved in the construction permirting process. However, as
previously stated, only 62% d customers surveyed are satisfied with 1 level d
service they receive.
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Among the most prevalent feedback/concerns received from customerswas:

The inability to contact City personnel via iiw telephone;

The maximum waik-through review time of 15 mirnutes, even though some
reviewers take 45 minutestor evi ew,

The needfar additional personnel at the permir counter;

The need for creation of an express lane-for small items;

O-Matic system's lack of holds or pauses, to allow customers fo attend
meetings With officials or visit other offices.

The Department nor allowing permit applications to be dropped off for later
processing; and,

I'he Department not allowing simple permit applicationsto be processed and
pai d for the same day.

Thefollowing are some of the recommendationsthat are provided withinthe report.
The (ity should consider:

1.

Implementing a simplified fee schedule to allow for Plans Examiners to
expedite the review of plans(elimnating the need for them to determine
fees);

As)sessi ng the stuffing levels at the fronf counter and/o cross-training the
clerical staff to cover peak demand times;

Saggering lunch hoursof front counter personne to allow the front counter
to remain open longer hours;

Providingan information counter that affows access the computer system to
check and track the status of permits, plans, and inspections, and can be
assigned fo filter customer service calls;

Enhancing itseducation effortson the permitting process to the public; and

Determining the validity and addressing some general concerns with the
processwhi ch arelisted in section 4.2.2 6.

> 66% of customers surveyed felt satisfied with the plans review
or ocess.

73% of customers felt the plansexaminerswere accessible; 77% felt
they were courteous and professional; and, 69% felf they were
knowledgeable.

54% of customersfelt the permitting processwas easy to follow.
67% of customers felt their planreview requests were processed in
a timely manner; hut, several cusfomers complained that the 75
minute review time was insufficient. Customers noted that the
reviewers would spend more time with customers in spited e 15
minute fime limitation, resulting in longer waiting ri nes.

Py
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2. Chamber of CommerceReport (February 19,2008)

TheMiami Beach Chamber of Commercecreated a "Building and Permitting
Committee™ toaddress*... numerous concernsand complaintsfrom the businessand
residential community concerning dissatisfaction with City services that affected
both membersand nonmembersof the MBCC. Thiscommitteewascreated to voice
itsconcerns and suggest balanced solutions and improvements.” Thecomplaintsin
the report, which was dated February 19,2008, "... primarily dealt with unnecessary
hardships, irregularities in the implementation of public policies, procedures and
inspections; as well as lack of follow up, information, or personnel and outdated
building and permitting codes and enforcement techniques.” User input waslargely
based upon anecdotal information provided to the committee from the study's
participants. The goal of thecommitteewas"... toidentify and addressthelegitimate
concernsof thecommunity ...” The committee held meetings with a diverse group
of Building Department users/customers such as business owners, legal
representatives, architects, engineers, designers, residents, and other management
and professional entities. The committee also met with members of the Business
Resolution Task Forcethat conducted thestudy that was conducted for the City and
presented in itsreport dated November 30, 1999.

The summarized results of the Chamber's report follow.

Lack of coordination and interna discussion/problem resolution among
Building Department, Fire, Public Works, and Planning/Zoning. Customer
left to try to resolve interdepartmental issues with little or no help from
departments.

Unnecessary permitting - Customersarefrustrated by havingto obtain sign-
offs from inspection areasnot directly involved in the process For the permit
they seek.

A major problem identified was complaints regarding the inconsistency in
inspections and/or of the inspectors who are performing the inspections.
When different inspectors review the same work, new requirements may be
added-on by the subsequent inspector or the new inspector may require
changes which conflict with the previous inspector's review comments.

Information being provided to the public is not consistent and is not being
provided in an informative, customer-friendly manner. More and better
oversight and involvement by supervisors is required.

= The Certificate of Occupancy and Temporary Certificate of Occupancy

processes need to be more clearly defined and assistance given to customers
to facilitate concluding the processes as timely and efficiently as possible.
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The City should implement needed changesin processes and procedures as
quickly as possible.

- The City should develop a mechanism for ongoing input and participation
from the users of the building/development processdepartments.

- Implementing process and procedura changes should be properly managed
to ensure a smooth transition from the old to the new. Staff and users need
to beeducated on processand procedur al changes beforebaengimplemented.

- Processing delays should be minimized.
The relevance of some historic preservation decisions should be reviewed.

Many of the above comments from the Chamber of Commerce's report are
echoed in commentsfrom other individual sand entity representatives, asnoted inthe
" Stakeholder Responses" section, above. The Chamber of Commerce report is
included in "Exhibit C" of this report.

IV. PERMIT FEE AND COST ALLOCATION PLAN REVIEW

TheCity of Miami Beach's objective in having itspermit fee structureand system reviewed
wasto ensure that feesare set at alevel and in amanner to cover thedirect and indirect costs of the
building devel opment process, areimplementable, are understandabl e, areeasily updated in response
to change, and can ensure the integrity of the permitting process and collection of fees.

TheCity currently does not know if the existing feestructure coverstheir costs, particularly
indirect costs for the Building Department. Indirect costswere last calculated in afiscal year 1999
study. They have not been updated since that study. The current permit fee schedule is very
complex consisting of numerous and varying feesfor different typesof projectsand scopes of work.
Although the actual calculation of the feesisautomated (cal culated using the Permits Plus system),
the accuracy of the data that isentered into the system isdifficult to accurately determine because
of the fee schedule's complexity and the lack of standardized processes and procedures for
calculating it. Consequently, the accurate collection of permit feesisvery difficult. Additionaly,
the Building Department fee schedule was last revised on October 1, 2003. Updating the fee
schedulewould requirepassing anew City ordinance. Finally, the software system used to calculate
permit feesand track thevariousprojectsisoutdated, complex, not user friendly, and currently lacks
the security measures to ensure the integrity of the permitting processand collection of fees. The
Permits Plus Software system is discussed in nare detail in the "Technology Solutions' section of
this report.
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While the City's Internal Auditor recommended in July 2008, among other things,
“pursuing” a simplified fee schedule and the City has drafted a Request for Proposal (RFP} for the
development of an updated cost allocation plan, thiseffort has been suspended pending the results
of thisengagement. The RFP ( Request for Proposals for a Building Development Process Cost
Allocation and Fees Study - RFP # 34-07/08) identified the broad objectives of the work requested
to be performed asfollows.

"Thegoal for thiscontract is for the consultant to update st udi es of direct andindirect costs
refated to the building development process, and provide relevant and realistic
recommendations,appropriatefeelevels andstructuref or buildingdevel opmentpermif ees.
The consultant will work closely with a staff committee 1o be comprised of representatives
from the Office of Budget and Performance | mprovement, Building Department, PUbEC
Works/Engineering, Fire Prevention,and Plarning/Zoning. The consultant shoulddevelop
recommendations thai helpensure thatfees are set at « level and in a manner to cover the
direct and indirect costs of the building development process, are impiementable, are
understandable, easily updated in response fo change, and ensure the integrity of the
permifting processand collection of fees.”

Building Department management officials and staff from the various Building Department
disciplines, as well as building development officials in other departments, opined amost
universally, that they need and are in favor of having asimplified fee schedule devel oped.

Given the urgency of theexecution of thisnew cost allocation plan and permit fee study, we
reviewed the RFP and made recommendations on it during the first few weeks of the project
engagement. In the processof developing our recommendations, we reviewed the RFP document
and the existing fee schedule, in detail; analyzed the pertinent findings and recommendations of the
Internal Audit report which addressed the proposed projects; and, obtained input from the other
departmentswhoare part of the building/development process. Our findingsand recommendations,
which were presented to City and departmental management in the early stages of the project,
included the following.

- The RFP’s statement of scope of services and its requirements of the successful
proposer are adequate for accomplishing management's objectives.

The study should be separated into two distinct projectsand separate RFPs should
be issued. One project would be the development of a city-wide and
building/development process specific indirect cost rate plan. The second project
would be the development of a simplified permit fee structure and calculation
mechanism.

- The resulting RFPs should be released immediately
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Building Department officials have also taken steps within the last year to improve the
reliability and integrity of the permitting process and collection of fees, but many additional
measuresshould betaken. Some of the necessary actions are known by Building Department staff,
but were delayed pending the arrival of the new building director in September 2008.

V. OUTSOURCING PRIVATIZEATLON

Over the past severa years, governmental entities across the country have been giving
consideration to outsourcing various services. Inthe City's current operating environment, aswith
governmental entities across Florid and the country, there is pressure on governmental
administrators to do more with less. The lure to turn a governmental service over to the private
sector to manage because it would be cost effective, and/or moreefficiently managed and carried-out
hasdevel oped asan alluring proposition to many organizations. However, such adecision must be
carefully evaluated, thought-out, and planned.

By definition, the terms "outsourcing'™ and “privatization” are interchangeable and can be
used to refer to the same concept: turning over the management of a service by one entity, be it
public or private, profit or non-profit, to another entity through a formal process or transition.
Another expression commonly used to identify thisprocessis”contracting out.” Thefirst entity (the
contracting entity) remains ultimately responsible for the service while the second entity (the
contractor) actually manages it.

An outsourcing evaluation should follow a discipf ined, managerial approach from planning
through contract negotiation and implementation, to ongoing management of the retationship. The

planning, analysis and design steps followed during an outsourcing assessment are similar to those
of a basic project management/development Cycle.

(This space has been intentionally left blank.)
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Proj ect Management/Development Cycle

1. Feasibility
Study

6. Contract
Eiemewal or

| (4.
‘Fermination |

2. Analyze
Requirements

3. Define

Relationship
5. Contract With Contractor
Management

and Negotiate
L& ‘

Contract
4. Implement
Terms of the
Contract
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Some reasons for contracting out include the following.

To have access to technology, skills, and knowledge not internally available.

To improve business processes and enable organizational change.

To provide needed short-term serviceswithout adding to ongoing operational : costs.
To Focus internal resources on "core" strategic plans and objectives.

f Y

Some of the reasonsfor using internal resources includethe following.

> To retain skilled personnel who are able to respond directly to the department's
needs.

> To obtain needed services at lower overall cost.

- To take advantage of employees unique insight into a project or the department'’s
goals.
To have ownership and control over resourcesand personnel assets.

Inareport dated March 14,1997, the U.S. General Accounting Office, General Government
Division, prepared a detailed discussion of lessons learned by state and city governments in
implementing privatization efforts. The report, "Privatization: LessonsLearned by Stateand Local
Governments,"* (GAQ/GGD-97-48, March 14, 1997) discusses six (6) "L essons Common to State
and Local Governments," and it details questions that should be addressed regarding each topic, as
an entity proceedsthrough the privatization process. Thelesson categories include the following.

- Political Champion

> Implementation Structure
Legislative and Resource Changes
Reliable Cost Data

> Strategies for Workforce Transition

> Monitoring and Oversight

Thedetailed questions contained in the report form the basi sfor makingthelevel of comprehensive
analysis required to make the decision to privatize and they present guidelines for the
implementation stepsrequired to perform asuccessful privatization of services. A copy of the report
isincluded as Exhibit "A™ of this report.

This aspect of the project was devoted to performing a detailed review of the Building
Department and identifying those areas the City might be able to receive benefit from by
privatizing/outsourcing the activity. To provide a basis on which to evaluate the significance of
privatizingactivities and establish the City's exposure to having a core function outsourced, City
and Building Department officials were asked to identify the "core™ functions of the Department.
The"core" functions were identified as follows.

Insure that all construction projects comply with Florida Building Code
Review building plans
Perform building inspections

L’

Page 105



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

- [ssue permits
- I ssue occupancy certificates
Collect proper fees

The Building Department currently participatesin several activitiesthat can be categorized
asoutsourcing or "contracting out.,” The Department hasdevel oped acontractual relationship with
approximately five (5) entitiesthat provide staff support in the plansreview and inspection areas.
When staffing shortages occur in these areas, temporary staff [tom one or more of the contractors
are brought in to supplement the Department's staft. The Department also uses these contractors
to provide inspection servicesfor certain projectsrequiring expedited treatment. |n these cases, the
developer/owner reimbursesthe Department's costs billed by the contractor.

Thefollowing tableidentifiesthe operational areasidentified for possibleprivatization. The
table also contains an evaluation of the feasibility for privatization. Thisanalysisshould not be
considered aformal recommendation to City and departmental management to privatizea particular
operation. An exhaustive process and evaluation, which is outside the scope of this review and
analysis, should beconducted by the City before making such adetermination. However, asaresult
of analyzing the information in the following table, we identified certain areas that appear to be
likely candidates for outsourcing.

(Thisspace has been intentionally left blank.)

Page 106



Qutsourcing/Privatization Analysis

Building Department Function Reason to Qutsource Reason to Retain as a City Function
1. Permit Counter l. Not a "core” function of the| L. Employees are under the direct
department. control of departmental
2. Support service. management.
3. Requires specific customer service 2. Permit clerksknow the Permits Plus
training and interpersonal skills. system.
4, Training is a cost factor.
5. Limited collective bargaining
considerations.
2 Plans Review 1. Availability of staff may be limited | 1. A "core" function of the department.
due to job market conditions. 2. Requiresspecificexpertise, training,
2. Training isa cost factor. and certification.
3. Human resources and unionization | 3. Must be able to easily coordinate
issuesno longer afactor. activities with interdepartmental
4. Flexibility in staffing. reviewers.
5. Limited collective bargaining | 4. Employees are under the direct
considerations. control of departmental
management.
3. Inspections l. Availability of staff may belimited 1. A “core” function of the department.
due to job market conditions. 2 Requiresspecificexpertise, training,
2. Training isa cost factor. and certification.
3. Human resources and unionization 3. Must be able to easily coordinate
issues no longer afactor. activities with interdepartmental
4. Flexibility in staffing. Inspectors.
5. Limited collective bargaining 4. Employees are under the direct
considerations. control of departmental
management.
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Based on the above analysis, some of the areas where the Department might benefit
from contracting out are the following.

r- Permit Counter
s Records Management
> Call Center

Also, given that building activity is undergoing a owdown dueto global, national,
and local economic conditions, the City should consider staffing the review and inspection
areasat minimum levelsrequired to conduct abase level of servicedelivery and contracting
out, asrequired, to meet periodic higher level staffing needs or the need to staff particular
projects. Appropriateanalyses should beconducted to determinethefeasibility of this and
other efforts to reduce costs and to determinethe resultant impacts on the Department and
its operations. In implementing any outsourcing activities, the City must consider any
requirements placed on it by the collective bargaining agreements it hasin place.

The City’s bargaining agreementswith the Communications Workers of America
(CWA) and the Government Supervisors Association (GSA) containsimilar wordinginthe
sections that address member rights in the event the City opts to contract-out services
presently being performed by bargaining unit employees. Thebasic languagecontainedin
each agreement (Section 911 of the CWA agreement and Section 119 of the GSA
agreement) is as follows.

Naotification in the Eventd Transfer or Contracting Out - When the City contemplates
entering into a contract with an outside supplier or service agency fo perform services
presently being performed by the Bargaining Unit employeesand such contract shall result
in the lay-off of any bargaining unit employee, the @ty agrees that it will, upon written
request, meet and discuss Wth the representafivesof the Union the effect of such contract
upon members of the Bargaining Unit.

If the City enfers infosuch a Contract and, asa resuit thereof, an employeewill helaid off;
the City agrees 1o ask the Contractor to provide first consideration for such employee for
any available work.

In the event that the employee is not employed by i Contractor, the Citywill offer such
employee another available jib with the Gty, if there is a budgeted vacancy and the
employee affected by the subcontracting is qualified to perform. Questi ons of qualification
to perform the job duties shall be decided in i sole discretion of the City Manager, or
histher designee for Human Resour ces.

Ifthere arenc jObsavailable, i Reductionin Force provision contained inthi s Agreement
shall apply, provided that such laid-off employee shall he recalled to work before the Ciry
hires new, permanent employees to perform the work of the classification held by the
employee at the rime of the layoff.
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Thi s recall right shall existfor up e the individual'stotal service time with the Cify,but not
to exceed two (2) yearsafter the date of the person'siavuff date, but such recall right shall
cease asof two (2 yearsafier layoff, or if the employeedoesnot return towork asscheduled
if he/she isoffered arecall notice prior to the two (2) years.

It shall be the responsibility of the laid-off employee to notifi the Human Resources
Department when technical skills, training, and experience have beern enhanced during the
lavaff period, Whi ch may allow the individual i apply for another bargaining unit job wifh
the Gty.

Nothingin thix Sectionwill be construedtofimit the Unian's right fo bar gai n concerningthe
identified i npact or effectsd subcontracting suir or transferring upon Bargaining Uit
members.

Other than the above guarantees offered by the City to bargaining unit members, the City isfreeto
contract-out (outsource) servicesit determinesare in the best interest of the City.

VI. BEST PRACTICES(BENCHMARKING)

In an effort to develop the best possible processes and procedures to service the Building
Department's customer base, the City wanted to ook at other peer Building Department operations.
Theintent of such areview wasto identify the "best practices” followed by these organizations so
that, where possible and where applicable, they could be incorporated into the City's Building
Department operations. To accomplish this objective, two projects were undertaken. One project
utilized a survey questionnaire which was sent to ten (10) carefully selected cities and political
jurisdictions. Theother project utilized a"*' per review" process in which knowledgeable building
professional swereinvited to meet with the Building Departmentand comment on certain processes
followed by the Department. The following sections of this review and analysis describe the
projectsin more detail and present their findings and conclusions.

(This space has been intentionally left blank.)
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Survey/Questionnaire

Ten (10) cities were selected and offered to participate in this survey project. A

questionnaire was carefully developed to ask for input on specific operational areas. A copy
of the questionnaire isincluded in "Exhibit D” of thisreport. The primary areas addressed
in the questionnaire wer ethe fallowing.

a—

Building Functions and Processes
Software and Technology
Permitting Feesand Structure
Performance Monitoring
Customer Satisfaction
Comparative Statistics

Responses were received from seven (7) of the ten governmental entities surveyed. Those
cities included the following.

Aventura

Cord Gables
Jacksonville

Key Biscayne
Miami-Dade County
Surfside

Tampa

A comparison schedule of the summarized responses received from the seven

cities/jurisdictions follows, along with a discussion of those processes, procedures, and/or
practices the City might benefit from through adoption.

(This space has been intentionally left blank.)

Page 113



City of Miami Beach Building Department

Summary of Survey Responses ]
— I .- i
|
M iumi Heach Awventura Uoral Gables Jucksamvilbe Kev Biscavne Aliamsi-Dasde Comniy Surfside '_]'amp_a
- . . _ *%* Ruilding Functions and Processes*** L - - -
Bépnﬂment use of outside contractors. Yes Landscaping reviews "No response i i o None used None used * Building Official pasition ts None used )
Corporate vendor provides some outsaurced
| Py IEErS '*  Planning/Zaning functions are
' J - . outsourced . I—
Private Provider process. Seldom used NSS |P/P process utilized. Quality No P/P used * Lessthan 1% are PIP ;No response ,Departmentdoes not have anv private
assurance ar d audit procedures in Permits issued by F/P randomly provtden on staff. There areasmall
place selected for quality control ! group of centractors in our
*  20%of permits selected for plan irpsdeiion that © private
review providers to conduct same-day
*  50%or less of inspections selected inspections, as we areonly ableto
for mspection try County staff ' provide next-day service All private
Approximately 15% of commergial provider inspections arc 100%
and residential mspections th 2008 audited, as 1t isstill necessary Fora
3 _ . o o ) IAudit process in place . . _ _|CSD mspector to do afollow-up
Types of walk-through plan review. N o response NSS No watk-through process *  Small residential projects “nv permit application that doesnot  *  "Walk-through" process No response AJC change-out, minor structural
! %25 14K (20-30 minutes, customer in linvolve extensive structural eliminated 10 vearsago * County Irepairs (only), ptumbing and
labrinan *  Small commercial  'calculations Mostly mterior 'uses "simple projects’ and "complex lmechanical (enly)
| prugents = $100,000 (Fre Marshall — renovations of kitchens, bathrooms,  projects” categones *  Simple . l
! Jreviewsfirst) * Interior | projects routed electronicatly and
! trenovations and remodeling or tenant | concurrently to al reviewmg agencies !
‘BHH/ da%‘gﬁ-o"d F"c',‘r‘ié‘gsgsappo' ntments l Initial rewview completed in 1 - 4days
SanlT process walk-through plans. No T ONSS Mo walk-through process ) Interaction willi customers includes iYes ! Interaction with customers limited to |Both apply -
| discussions with plan reviewers to sid !fmnt counter Plans routed by staff  |*  Interaction with customers 15
. ! i n understanding their comments limited to the front counter (submittal
\I | ins stay with applicant who moves | of plans, receipt of comments) Plans
| between reviewers |are routed by stafT
\ | *  Interaction with customer includes
‘l Interaction with customers incindes | discussions with plan reviewers
disenssions with plan reviewers to sid \ to aid in undomimnding Wi
1n understanding their comments comments Plans stay with the
Plans stay with applicant who moves | applicant who moves between
e . between reviewers — | reviewers
Interaction with eustomer during walk-throughplan ;Yes NSS No walk-through process Interaction * Dedicated resources {special Specific trmes and by appointment for Interaction with cusiomer #to ¥Yes *  Dedicated resources{special
review. with customer during walk-through  window, separate staff, etc ) - residential and businesses. front counter Plans muted by staff window, separate staff, etc) for
plan review Residents 3 plans examinersfor residents and businesses 4
residential and signs - Businesses | commercial / 9 residential Plans
| plans examiner for commercial Examiners Specified
& I i K times for residents and businesses
I Sewctfie Domus - Rendents | TAM - Hours are 7:30 AM — 4:30 PM
| l4:30 PM, MF) - Businesses {7TAM - 4 *  No appointments are required.
i {PM, M-F) i o |
Availability of staff for walk-through review. Afternoor: dedicated to homeowners  Mss N o walk-through process '®  Residents -not required "Informal process where customers N/A No response h customer mezts first with Permit
* Businesses - required |come in and meet with Chief | Technician; then. a Plans Examiner 15
| 'Inspectors Sequence 1s mechanical, icontacted for evaluation of proposed
plumbing, electrical, building, and iwork
} structural/building official R -
Drop-off plan review turn sround time. 30 davs - residential 45 days- NSS Approximately 1 week. *  Residential and commercial Orderly procession thru all iPlans tracked through electronic ,Approx. 5 days for small jobs Large ' working days
commercial $100,000 is  working days departments, endtng with Building  |system Customers receivee-mail or  jobs approx. 2 weeks
Y Commercml > $100.000 15 10 Official. ,phonenotifications of status
working days | scallating e-mails sent to plan
*  Plans examiners review and reviewers and respective division
o ) S L ) process eartiest plans in system dinge
Customer feedback - plan review comments. * Dvirect commumicaton with NSS Feedback b mm with 1+ building department is "fastest in No formal prozess of obtaining Customer surveys with nﬁ'o—p-'oﬁ‘ -Department contacts contracton and ! After 1st review
customers * Suggestion forms customers State " customer feedaack Mosr comments boxes Mondav design professional  faxes comments to them Plans are reviewed for compliance

® Satisfaction surveys

are positive about the efficiency of
process

appointments with exit surveys

with al of the applicable codes
Needed correetions areindicated on
comment sheets that describe

1items to be corrected The customer 12
notified by tetephoneffax or

emait Customers have 60 davs from
the date of netification to

respond to the comments




Plan review productivity.

How plan reviews arc standardized,

Accuracy of permit feecalculation.

Multi-disciplinary plansreviewed,
Method of assigning inspectors.

City of Miami Beach Building Department
Summary of Surrey Responses

Miami Beach

Aventura

Coral Cables

Jacksonville

Key Biscayne

Miami-Dade € numty

Surfside

Tampa

Daily reports to section chiets NSS

Comments reviewed E\) section chiefs [MSS

traming as neaded

IFee sheets and applications being NSS§
revised

NSS

|

|
Concurrently |

Ry area and inspection

Customer feedback - failed inspections.

InspercEinn g;mductis'ity

Nvwrige mspucimns par ey

Method to ensur e standardized reviews.

25 [ 5 NSS

Datly reports for section chiefs NSS

NSS

Comments reviewed by section chiefs

: 8 needed

15 12

nezl mspectors coordinate
assignments

Computer system rcpon

Plan review checklist as pe} Florida
Building Code

Defined by Fee resolution

]
I
Sequentiatly

Assignment by area
[

By meetings

Cormputer s slem report

|

|

| Inspection checklist as per Florida
Huilding Code

\

in timely manner, supervisor assigns
them in order tomeet 5 and 10 day
goafs 3 residential, 4 commercial, 2
multi-disciplinary, 3 walk-in
residential, | commercial walk-in
plans examiners
periodicatly When warranted,
changes or Improvements made from
valid custemers' complaints or
{susgestions
iFees generated by computer system
= on authorized fees for vanious

items
|

Sequentially

No response

No response

No response

N 0 response
[

No response

**% Coftware mmil Tei |III|||.||_|_'. bl

Building Official visually checks
plans review activity and reviews
number of inspections per disciplime

Building Official invites periodic
visits from &iami Dade code
compliznce personnel to morotor

Iquality of review by disciplines
1Fees calculated by Accela software

—_
Sequentially

Software prints al insp_)ectEr;_requests Inspectorsscgrcgétéa by disciph

at 7 AM and dsitributed to each

Plan review neasur es tracked monthly No response

;M Activity Strategy System (ASE) -

iscore wrd
|

|Computer system randamly (i
Iplansto be delivered to divisien
director Ta quality control

For new construction, plan review
system prarapts building reviewer to
re-calculate area of construction
Inspectors arc second Irne of defense
for al other feeissucs

*  Bequentially - drop-off

* Concurrently - walk through
¥of changes in plans, reviewing
discipling re-routes plans to affected
areas

and by terntory

Customer calls or gses enline tolearn Customer survey boxes.

reason for failure of inspections

All inspection requests must be
complied with every day.

Field iripw wita code compliance

Performance measures tracked on
scorecard

Freld unit supervisor riding with
;inspectorchecklist and field
inspector's Pelizy and Procedure
Revrew Form

No response

Crice applications approved, fecs are
,calculated

nlFerenl mspectors PEr trade.

'Customersusually call to g

peciian results
I
{No response o
[
No response
I
3to5

100%

Review of plans by field inspectors at
time of inspection

= are calculated by mainframe
computer based on data
submitted by customers

iConcurrcntly Itis managed_gy the
Icommunication between al Plans
Examiners
|
Inspectorsare assigned aspecific
trade mspection area composed
SULVEIN CCTINLE T

Customer feedback is generally
received by way of atelephone call

or written correspondence
{ Productivity 15 manitored by the
collection of data reported on a
monthly repart — i €, number of
nspections per staff member per
month, averagenuirmber of Inspections
FEr U

Chief Inspectors are respensible to
perform quality assurance

inspecttons on each of their staff
members, using the Quality
'‘AssuranceForm & aguide Chief
' Inspectors al so conduct ridealongs

to further ensure quality control and tol
mentor staff

members on = one-on-onebasis Upon
completion of the Quality
!Assumnce form, the Chief discusses
ithe results with his staff

netlet and ensures that any stems

|requin'ng special attention are
addressed and also remarkson areas

I

RSN TR e with
completing four {4) Quality
Assuranceforms each weck This
'resultsin each Inspector being
monitored approximately once every




City_of Miami Beach Building Department

Summary of Survey Responses

Miami Beach

Coral Gables

| Tampa

Software and technology to improve profess ® (3-Matics (customer queuing)
operations. * Permits Plus (process workflow and' permits, plens review, and process
tracking/plan review/inspection
approval decumentation

ifee calculations)

HTE System - process Ta [ilin

Process and issus permats and
mspections

* Laptops - Pannasonic - Enter
'inspection results and code
enforcement tickets

i* PDxAs - Sprint - Enter inspection
results from field

Fregquency fees updated.
Fee-structure-based on trigger ? (e.g., CPI}

Mathod of accounting for, monitoring, and sunirullisg Fees included in General Fund, no
pecial accounting for revenues.

fee collection and expenditures. g
— - - - - reviewed periodically =~

Performance measures. ¥ Individual performance
Performance M easure - Description of bow the * 1st, mid-tern, and end of year
measure is calinlsied - Related ohjective evaluations

Method of obtaining customer comments.

Periodic statistically valid customer satisfaction
SUIYEYS

Periodic mse of focusgroup ? 1+ 3 times dunng theyear

Yearly report analysis

[ 5

Quarterly and mohthly re_p_(_)rts
permits issued, Inspections, cash

Customer complaint cards/customer
feedbackcards

'‘Annually
e
iCollections deposited into General
Fuid

_ _ ¥** permitting Feesand Structure . - _
~ Morethan ey %y Every 2-5years Evory 2- 5 years . More than every 5-years

No M 3 No No o

i set-up in an Enterprise Fund Collected fees deposited m separate  Fees set-up in m Esterprise Fund No response
account

—_ ) LL L - o -

- “#% Performance Monitoring e - - _
_ - — _—_— | B -

Annual enpl oyee evaluation - | No response

*  Permits issued - Computer
program - Mo of permts issued.

*  New residential building permits
tssued - Computer program - No il
residential building permits issued

*  Code compliance fees collected -
Computer program - Pay the code
compliance fee

*  Residential permits issued -
Computer program - Pay the building
R
| Computer program - Quarterly
i building permit surcharge fex

¢+ Permits issued - Computer
program - Raviews

**% customer Satisfaction ¥**

" Customer cnmpiaint_cards

No response

No respanse

Permits and Inspections- EDEN -

Jacksonville ‘ Key Biscayne Miami-Dade County Surfside
*  Bid application - in house system  *  Permits Plus *  Mainframe pertittimg and Sunguard HTT, - Sunguard HTE -
* Concurrency management - in '®  FileMaker Pro (retrieve inspection application - In house Process applications, inspections,
house ¢ (3{S System - in | information in old (pre-2000) permits system - Permit application contractor |wenses
house *  Florida i ypions

acceptance through CO issuance,
including management records ®
Mabile Inspection Application - In
| house system - Routes, tracks,
displays, and records mspection, real
ime resultsfrom ita: field
Plans Tracking - In house system -

Tracks rea time plan review routing

| and processing Including systematic
(iustomer notification

Building Support System - In
house system - Manages enforcement
! nl unsafe structures cases ¥
‘ customer comp'aint through

Building Code - ICL - code research

tnvestigation, enforcement action, agd

collection of penalties
Micrafilm Appointments - In house -
Online application to request
appointments o- review and print
Images * Attendance Tracking -
Tracks and records employee
attendance * Voice

| Response System - [#if -Allowsfor

|

*k*k

iNU building department process
1specific computer applications

identified

gf\ﬁnually_

2=5 ymon of collections
to department requiremnents

|Employees graded under established
Icriteria - Evaltate employee's
performance and provide incentive for!

betterment 1
I

[ ]
Plan review tum around time -
Based on workdays - Timelv

Customer service ®  Plan review
quality - Random plan review check
Iy supervisor - Quality plan revi

#  TInspection rollover - % w1 if
scheduled mspections not completed -
Timely customer service

* [Inspection quality - Supervisor
performs g/a audit of mspections -

{lus T o] s

Customer complaint cards " No respoﬁs]e *  Customer lunicards th_response

N/A Morethan 5 years " "Noresponse

Every 3- 51
Every 3 years Annually Annually No respange

Ly

Monthly
Activity Report - Calculate total
inapections, plan reviews,

ermits issued, disapprovals - Monitor,
evel of production

and performance
* Annua Performance Evaluation -

Evaluate a variety of categories
related to

I job performance - Overall

TR T
| Discussion of reletive issues(ie,
|code, technical, mentoring,

mn el - improve
cohesiveness o team and ingrease
individual performance
* Ride-alongs - Direct mentoring |
supervisor with staff member,
completion o filuslsiy Assurance

'Form - Increase/monitor individual

'Customer Service Comment Card

No response
INa pesfuman




City of Miami Beach Building Department
Summary of Survey Responses

'sz of longitudinal survey as customer goes through

Proceas,

Other survey types.

Permits umalier 51, (0L isld - g ilolomg
Permits under & 1,IHHL{HHI - Demolition
Permits under $ 1,004,000 - Flectrical
Permits under %,IHHL,[HHI - Flevator
Permits mniler 51,0860, (00 - Generator
Permils mnider 51 0085 (WM - Mechanical
Fermits under 51, [MHLUMNHI — Plambing
Permitts aver 51,000,004

Population
Number of building emplovees
FY I8 Hasidiet

Note: DNA . Data Not Available
Mk - Wad Applicable
NSS - Yon Standard Survey Used

|
|

Miami Beach Aventura Coral Gables Jacksonville Key Biseayme Miami-Bade County Surfside Tampa

INo response NSS No response WA No response No response

, ) I | No N/A

Mot Appicah) - MiA it L KA : NiA \N/A _" N )

- _ I
T T **% Comparative Simtistics ¥** T
. _..NSS N - - - =
-Noresponsein survey NSS________ 2,050-8 167,067 878 - $2,679,891 — 13,360 - (384 . &3 140 124 2036 - DNA - [1H4 Noresponse 1507 - $4.984.243 - DNA 2,984 - N/A* - §2.056230.79
__. Noresporse in survey NS5 B _. .. 73-%1,007,025-%41,045 650 - &7 (47 954 - [IMA 21 - DNA - DNA By respense [ § %0 %00 . [INA NIA® - NIA® - N/AR

No resporse m survey INSS 1,123 - 51,657,602 - § 284,303 A, N6D - DA - B0 257 447 769- DNA- DNA No response |59 - % 114,828 - DA 5182 - NrA* - $543, 23866

Notesporsen survey” [N8§ _ R-t-4 DNA-DNA-DNA __ 0-DNA-DNA No response 1- DNA - DNA Nta - NiA - N/A _

No resporse In survey NSS 48-51.221215-§ 4940 IJNA - DNA - DNA 16 - [0, - D4 No response ‘0. DNA - DNA LA A R o

No TESPOrsSe In survey i ) i535 - % 204 RES - % 17.229 - [ 4 - $],288,225 368 - DNA —DNA- MoaD T AL |65 -$22,170 - DNA— _ _ 1256 - WUAR . L8004 44

- No response in HE3 — ,850- % 1,307,345 - § | & 431 14,630 - DNA -§11 37,448 410 - DNA - DNA No response 57 - $81.595 - DNA 5,647 - MiA* - §71 364 00
No resporse in survey AL 30 - $88,075,250 - % 1, 119, 885 65 - §1 14K TAR #6563 - DNA 0-DNA-DNA No response No response B WA - HIAY - NIAS
[ T +« Tampa does not mamtain reports
| !basedm this 1% of information
— - - — - - _I** Included in building paermit

, _ 83,933NSS T 2002 ) 1,007,000/ No response 332,370
- 75 NSS 67 - ) 234 o . 93
! o __BH00 621 MaS $7964728 $11,214,706 $1.210,000 §4524 11D $118.270)
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As aresult of the survey, thefollowing processes, procedures, and/or practiceswere
identified that might be useful to the City Building Department.

I

Private Provider Process

Although the Private Provider process isavailable for use, clients were not
actively using the process in al the areas surveyed. However, some
respondents had developed detailed monitoring programsto administer the
processto ensure compliance with State law.

Plan review productivity.

M ost respondents had amechanism for timely review and follow-up on plan
review process productivity. Active review of each project's status by
supervisors using timely, periodic management reports was a basic
requirement of the respondents.

How plan reviews are standardized.

The random review of plans by supervisors helpsensure quality control and
the useof County code compliance personnel to monitor departmental review
activities are meansof insuring quality and consistency of reviews.
Accuracy of permit fee calculations.

Generally, feesare calculated using computer software systems. Calculated
fees are sometimes subjected to manua checking for correctness and
reasonableness of the amount charged.

Inspection productivity.

Periodic inspection status reporting reviewed by supervisors wasa key tool
used. One department uses a detailed "Scorecard” on which inspection
activity is reported and monitored, along with other department activity
information.

Method to ensure standardized reviews.

Standardization of inspections monitored by using checklists, reviews by

County code compliance personnel, and the use of a "Quality Assurance
Form" by one jurisdiction.
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7. Fregquency fees updated.

Fee updates are done on a periodic basis. Half of the respondents did fee
updates annually.

8. Method of accounting for, monitoring, and controlling fee collection and
expenditures.

Two respondents used Enterprise Funds, two deposited fundsin the General
Fund, and one stated that funds are deposited into a separate account.

Additional information should be obtained from the jurisdictions to
determine the advantages/disadvantages associated with their methods of
accounting for, monitoring, and controlling fee collection and expenditures.

The responding jurisdictions provided the City of Miami Beach with some useful
information that can serve as the basis for improving some of the Department™® systems,
procedures, and operations. The survey information will be turned-over to the Building
Department. The benefit to be derived from the information in the survey responses will
comeasthe Department's staff analyzesthe information, in detail, and doesformal foll ow-
up work with the respondents. This survey represents the first step in developing a
meaningful dialogue with peer organizations.

B. Peer Review

Peer reviewsaretypical practicesintheacademicand scholarly worksareas. Studies
and scholarly worksare subjected to the rigorous review of peersin an effort to promote the
critical review of such works to ensure they are intellectually sound and that they follow
proven analytical methodology. In recent years, other professions have undertaken peer
review processes to assist them in improving their operations. The public accounting
profession is one of the groups of organizations that have implemented a peer review
mechanism. The City Building Department's use of this technique is unique.

Peer review isthe process of submitting one's work to the judgment of another who
isequaly qualified. The point of peer review is not to help each other fed better. It is to
help each other understand and improve the quality of their work. A peer review identifies
any deviation from standards; suggests improvement opportunities; and, promotes the
exchange of techniques and education of the participants. The process can be used to
diagnose weaknesses, provide a supportive environment within which possible
improvements can be determined; and, provide a context within which one can reflect upon
the practices the Department follows.
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The senior staff of the Building Department demonstrated their dedication and
support for the Department by subjecting themselvesto such a process. Opening onself to
the critical review of peers was not easy, but the outcome of the precess we think was
rewarding.

Building professional swho participated inthe processincluded representatives from
area building departments (Miami-Dade County, City of Miami Beach, the City of Coral
Gables, and the Miami-Dade County School System). Other participants included
individuals representing a company that specializes in the outsourcinglprivatization of
Building Department operations; aformer city building official; an architect who performs
plans review and inspection services; and, a City of Miami Beach consultant.

The peer review participantswere guided through adiscussion processthat included
the following topics.

- Customer front-end processing
- Work flow control and tracking
- Mechanisms used to control permitting and inspection process

- Use of Private Providers
- Customer satisfaction
- Interdepartmental cooperation

- Online permit applications

- Electronic plans review

- Use of plan's review and inspection checklists
- Outsourcing/privatization

Some of the recommendations from the peer review session are asfollows.
- Use review/inspection checklists to standardize precessing, minimize wait

times, and minimize possibility that reviewer/inspector will overlook
something while servicing a customer.

- Apply aratio of one (1) field unit supervisor to seven (7) inspectors.
- Permit cards are issued by the cashier.
- Identify the ideal use of space before making changes. Determine optimum

space needed given requirements.

- Understand your user groups.

- Use web site and online sofutions forl customers who do not need to come
into the department for services.

- Use greetersin the lobby area

- Utilize online application preparation.

- Provide public records information online.

- Use only oneversion of plans for initial review by all disciplines.

- Use "secret shopper™ program as part of performance survey methodology.
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- Conduct exit surveys after customers complete processing for the day.

- If an electronic plans review system is used by the department, conduct
random reviews of electronic plan reviews monthly at a minimum.
Conduct monthly (at a minimum) building/development group meetings.

Theaboverecommendationswere madeasaresult of the formal peer group meeting.
Now that closer relationships have been established among the participants, thiseffort can
be continued on an informal basis between the staff of the Miami Beach Building
Department and the respective staff of peesentities. Process participantsshoul d be expanded
to include members of the Fire Department, Public Works, and Planning/Zoning. To be
comprehensive in its approach, staff at all levels of the organization should be able to
participate in an appropriately structured program. The initial peer review session should
be considered as the beginning of a "cross cultural™ educational process, not the end.
Expanding the Department's experiential basewould goalong way to creatingadepartment
able to development more innovative, efficient, and effective processing systems and
procedures and a departmental environment more open to being responsive to customer
needs.

VII. OBSERVATIONS, FINDINGS, AND RECOMMENDATIONS

As aresult of the preceding analyses and detailed reviews, some recommendations have
already been made to, and implemented by, City and departmental management to improve
Department operations and administrative and staff effectiveness. This report section presents a
comprehensive listing of the observations, findings, and recommendations that have been made.
During the course of the project, observations, findings, and recommendations were presented to
City and departmental management on areas of improvement that could be implemented, if
approvcd, prior to the complction of the project. As noted in the ™ Executive Summary” of this
report, our primary objective wasto identify challengesto the effective and efficient operations of
the Department and develop recommended actions to correct the deficiencies noted. Because of
changesin the leadership at the Department over thepast four (4) years, attempting to assessblame
or responsibility for specific administrative or operational challenges was felt to be
counterproductive. However, effectively addressing the challenges identified is paramount to
improving the Department's overall operations for the future.

An "observation' documents an action or a pattern of behavior that occurred or was seen
during the course of the project. A "finding" results from drawing a conclusion after examiningor
investigating an issue. "Recommendations" are the proposed actions that management and/or staff
should take to improve a condition that was the result of a specific observation or finding.

Our preliminary observations, findings, and recommendationswere presented to City and
departmental management over the course of the project so that critical recommendations could be
evaluated and, if approved, implemented immediately. The preliminary observations, findings, and
recommendations were presented during project status meetings held on September 5, 2008 and
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October 3,2008. Thecomplete text of those status reportsfollows. Additionally, acomprehensive
presentation of our recommendations follows the two status reports in this section of our report.
Please notethat the field work on this project was conducted over the period August X - December

16.2008.

A.

Preliminary Observations, Findings, and Recommendations - First Project
Status Meeting (September 5,2008)

1. Organization Structure

The Building Department's **Proposed Organization™ shows the top level
departmental structure with two (2) major entities reporting to the Department's
Director. Thetwo entitiesareidentifiedas" Administration™ and "' Operations," both
headed by assistant directors. Theinspection chiefsreport to the Assistant Director
for Operations. Among other units reporting to the Assistant Director for
Administration isthe Chief Plans Examiner. The Assistant Director for Operations
isthe City's Building Official (BO).

Based on Florida Statute 468.604 (Responsibilities of building code
administrators, plansexaminers, and inspectors), the building code administrator or
building official isresponsiblefor administering, supervising, directing, enforcing,
or performing the processes of " permitting and inspection of construction, alteration,
repair, remodeling, or demolition of structures and the installation of building
systems within the boundaries of their governmental jurisdiction, when permitting
isrequired, to ensure compliance with the Florida Building Code and any applicable
local technical amendment to the Florida Building Code. The building code
administrator or building official shall faithfully perform these responsibilities
without interference fromany person.” As such, the plansexaminer function should
be supervised by the Assistant Director for Operations.

Other than the organizational location of the plans examiner function, the
organization structure of the Building Department has not been reviewed on a
detailed basis, as of this date, In addition to the above, there does not appear to bea
specific job description for the Assistant Director for Operations. Given the unique
requirementsfor this position, a specific job description should be devel oped which
identifies the State's legal qualifications as a Building Official as one of the
"Minimum Requirements' for the job.
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2. Cash Callections - Permit Fee Payments

The Miami Beach Building Department's permit processing procedures do
not separate the duties of recording amounts due, acceptance of payments, and
recording of payments.

Permit clerksassessand collect permit fees. Additionally, other disciplines
in the Department are authorized to receive payments such as the engineering,
elevator and violation sections. According to Permits Plus security controls, any
employee withinthe Building Department (about 79 employees) can record payment
receipts into the system. In addition, many of these same employees can make
entries that determine the amount of feesowed, This vulnerability in the system
allowsfor the possible mishandling of f unds and/or the manipulation of amounts due
and paid.

Best practicesand good internal control proceduresrequire separation of the
duties of recording of amounts due, receiving payments, and recording the receipt
of payments.

We recommend that all permit paymentsbe collected by the City Cashier or
aspecificcashiering function in the Building Department. The permit clerk or other
employee that determinesthe fee due should record theamount due in Permits Plus
and the customer should be referred to the appropriate cashiering location to pay for
and receive the permit. Appropriate proceduresto implement this recommendation
should be devel oped depending on whether the City Cashier or adepartment cashier
is used.

3. Security I ssuesWith Permits Plus- Security System Assessment

Permits Plus is wused by approximately fourteen (14) City
departments/sections including the building/development departments (Building,
Planning/Zoning, Public Works, and Fire). Thebuilding/development departments,
in particular the Building Department, use Permits Plusto track projects, calculate
permit fees, and document the issuance of permits. Theother departments/sections,
that use Permits Plus for a variety of reasons, include Code Enforcement, Capital
Improvement Program, Police, Parking, City Attorney, Finance, Property
Management, City Clerk, and Sanitation.

Our initial work on Permits Plus security has focused on the Building
Department. The Building Department internal audit report, dated July 3, 2008,
revealed significant deficiencies that left the Department open to abuse. Same
progresshasbeen made in instituting controls, however much more needsto bedone
and atimetablefor implementingchanges hasnot been developed. For example, the
system does not have afunctioning audit trail to determine what changes are made

Page 123



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

and by whom. An attempt to implement the audit trail features built into Permits
Pluscaused asignificant degradation in thesystem's operations. Use of thesystem's
audit trait features was discontinued. Additionally, we were told that additional
security enhancements were put on hold pending the arrival of the new Building
Department Director.

Although a new system or upgrading to a more current version of Permits
Plus is contemplated, this process is not expected to occur for two i threeyears.

Based on initia discussions with Information Technology personnel, who
have responsibility for Permits Plus, it isunclear what security controlsarein place
within the other departments/sections using Permits Plus, However, based on the
control problems identified with Permits Plus within the Building Department, we
are concerned about system security within the other departments as well. Tt does
not appear that these other departments have added theinitia security permissions
(controls) begun by the Building Department.

Consequently. given the previous issues within the Building and Planning
Departments and given the ineffective security features in Permits Plus, we
recommend that the City have a comprehensive security review of Permits Plusto
determine weaknesses and vulnerabilities and develop short, mid, and long term
strategies to ensure the City is protected from abuse while it continuesto provide
services to thecommunity.

4, Training

The July 3, 2008 Building Department audit report, as well as Building
Department officials: have identified a critical need to properly train Building
Department personnel, particularly permit clerks. For example, according to the
audit report, inaccurate information was being accepted on permit applications,
consequently wrong fees were being charged. These clerks have important job
functions. Among other things, those functions include reviewing applications,
verifying plans, determining when to separate structuresinto different permit types,
and calculating up-front fees.

Informal training of permit clerks has begun during biweekly staff meetings
conducted by the Development Review Services Coordinator. In addition, the
Assistant Director of Administration stated that the proposed Building Department
fiscal year 2009 budget has funds dedicated to training. The Chief Accessibility
Inspector is pursuing working with the International Code Council (ICC) to develop
atraining curriculum with the potential of some type of permit clerk certification
program.
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Weagreewith theinitial stepstaken by the Building Departmentand strongly
recommend that the City dedicate appropriate resources to ensure that Building
Department personnel receive appropriatetraining, particularly permitsclerks, who
are responsible for ensuring the accuracy of revenues due the City.

5. Outsourcing

The City is currently using two practicesthat are related to the process of
outsourcing. ThePrivate Provider processgivesthe customer the option of usingthe
City's plan reviewers and inspectors or hiring a certified architect/engineer to
performtherequired services. Whereinspectionsareconcerned, the City can choose
to conduct itsown inspections along side the Private Provider's inspection process
or it can opt to rely on the Private Provider's inspections. |f the practiceisused, the
City should put in place a mechanism to"audit" the work performed by the private
provider. This practice has the benefit of freeing-up City resources and can be
effective if monitored properly. Based on discussions with staff, the practice is
seldom used. Thisservice is paid for by the customer.

The department also contracts-out inspectionswhen work loads dictate. At
lease two companiesare under contract with the City to provide this assistance on
an as-needed basis.

The above practices can form the basis for a more structured outsourcing
program that can be easily integrated into the department's operations. This topic
will be further investigated during the course of our work.

6. Use reservation system (telephone and web based) for permitting and
special routing of major and minor projects.

The City usesthe Q-Matics system as its base customer scheduling system.
Ascustomers come to the department for services, the system placesthem in lines
according to their needs. We have observed the queuing process on several
occasions and feel that the system might be improved by doing the following.

a. Implement acall-in reservation system where customers can schedule

an appointment to seeareviewer. Thereservation system could aso
be web-based.
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b. Set-up certain permit windows to handle projects having varying
degreesof complexity. Onewindow might only handle water heater
installations and other similarly non-complex projects. Another
window might handle only projects over a certain dollar value or
perceived complexity.

C. Special, tailored servicefor owners/developers for an additional fee.
7. Implement a simplified permit feeand calculation methodology

Based onapreliminary review of the permit feecal culation methodology and
the historical results of the permit fee calculation, it appears that approximately
eighty (80) percent of the monies generated by the fee consists of building permit
fees. The remaining twenty (20) percent is comprised of al the other components
of the fee. Given the complexity of the fee calculation structure, its subjective
nature, and the ease with which it can be manipulated, the City should give
consideration to asimplified fee structure. Possibleconsideration could begivento
a structure that is based on a percentage of 'building™
construction/renovation/remodeling cost and/or square footage of the project. The
study and implementation of asimplified feestructureand cal culation methodol ogy
should be undertaken immediately.

B. Preliminary Observations, Findings, and Recommendations- Second Project
Status M eeting (October 3,2008)

1. General

a. An owner who has an open permit that may be abandoned, may be
duearefund. Until recently, there wasnot ctarity on how the refund,
if any, wasto be calculated.

b. Section 553.791, Florida Statutes (Alternative plans review and
inspection.) provides for the use of "private providers” upon the
election of afee owner "'to provide plansreview or required building
inspections, or both." The statute allows for the local building code
enforcement agency to "audit the performance of building code
inspection services by private providers operating within the
jurisdiction.” The City is also authorized to establish a system of
registration to verify compliancewith thelicensure requirements and
the insurance requirements for private providers and their duly
authorized representatives.
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The City does not currently have a process in place to audit the
performanceof building inspection servicesby Private Providersnor
does it have a mechanism to formally monitor private provider
compliance with licensure or insurance requirements.

The City’s Building Official informs us that he is aware of these
deficiencies and isin the process of addressing them. However, no
formal processesor procedures have been devel oped to-date.

Sub-section (19}, Section553.791, FloridaStatutes (Alternative plans
review and inspection) Section statesthat the" local government, the
local building official, and their building code enforcement personnel
shall be immune from liability to any person or party for any action
or inaction by afee owner of a building, or by a private provider or
its duly authorized representative, in connection building code
inspection services asauthorized in the act.”

As of this date, the City has not sought an opinion from the
appropriateauthority clarifyingit'slegal position and identifying any
associated liability the City is exposed to, if an owner(s) uses the
private provider process.

2. Building Department

a

Two issues related to the Fee Sheets were identified in the Internal
Audit Report. The issue of the Fee Sheets not agreeing with the
ordinance hasbeen rectified. However, Permits Plusfee screens have
not been reprogrammed to agreewith the new " Fee Sheets." Unless
corrected, this will continue to be a source of permit fee
miscal culations.

According to the Chief Elevator Inspector, the Elevator section isat
least ten (10) months behind intheir inspections. The late inspection
categoriesareasfollows.

o 250 annual inspections
> 300 one-year test/witnessing inspections.
» 250 five-year test/witnessing inspections.

A position was approved in the Elevator division to assist with this
process, but the position was never filled.
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c. Sequencing of Inspections. Currently, inspections requested
through the VR system are not sequenced in the order they haveto
be performed, when they aretransferred to the Permits Plus system.
In other words, technically a contractor could cal for a final
inspection and it would be scheduled without any site work being
completed.  Sequencing could potentially save the City and the
contractor resources. The City would avoid unnecessary attempts at
inspections and the contractor could avoid potential rework.
Inspection sequencing would require software changes to Permits
Plus or be incorporated into the successor to Permits Plus.

d. Many buildings requiring re-certification are in violation. As of
September 25,2008,335 buildings (13.4%) were in violation of re-
certification requirements. The City has approximately 2,500
buildings in its Building Department inventory. Some of these
violations date back to the year 2000.

e, In general, the department's inspectors are assigned to work in
specific sectors of the City to perform their inspections. Although
this alows the inspectors to become familiar with the specific
projectsthey areassigned towork on, it also createsasituation where
an ingpector might abuse the relationship that can develop with a
customer being served.

Tominimizetheimpact and influence that a particular inspector might have
over projects being inspected in his/her assigned sector, the department
should consider rotating inspectors within the three sectors on a**random*
basis.

3. Planning Department

a. PermitsPlusSecurity- Similar to Building Department security issues
but the department has not begun security review and enhancements
like the Building Department. Planning officials believe that
individuals other than Planning employees have access to their
approval screens.

b. Integrity and reliability of the calculation and collection of:
> Design Review Board Fees
o Historical Review Board Fees
> Parking Impact Fee
»> Concurrency Mitigation Fees

Page 128



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

These fees are not calculated and collected in a systematic way to
ensure the accuracy of the fees.

Thereis not a separate approval line for Concurrency Mitigation on
the Permits Plus system. It is part of the overall approval for
planning/zoning. On March 27, 2008, the Planning and Zoning
Manager proposed several changes to the Assistant City Manager
regarding the way the Concurrency Mitigation fees are calculated,
collected, and verified, but these changes have not been completed.

The Concurrency Mitigation Feeisnot regularly updated. Itwas last
updated in approximately 2000.

Projectsarenot tracked in PermitsPlusuntil the Building Department
puts the projects into the system. They are tracked on Excel
spreadsheets. Planningofficialstold usthey would liketoenter their
projects into Permits Plus from the inception but the system is not
programmed for this capability.

Zoning inspectionsarenot part of the [VR system. Their inspections
are only included when the inspections are part of a CO or CC
process. This hascreated problems because clientsthought they had
approval but Planning had not done their inspection.

There isa problem with the process workflow that is created when
the Building Department permit cler kscreatethe workflow in Permits
Plus. According to Planning Department officials, sometimes the
permit clerks put Planning in the wor kf | owwhen their clearance is
not needed and a sosometimesthey are not included inthe workflow
when they should be.

4. Public Works

a

Permits Plus Security- Similar 1 Building Department but has not
begun security review and enhancements like the Building
Department. Public Works officials believe other than Public Works
employees have access to their approval scrcens and vice versa.

Not al inspectionsareon thel VR system, only those associated with
CO or CC. Otherscal in to schedule the inspection.
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C. Many permit fees charged by Public Works are not on the Permits
Plus system; consequently there could be accuracy, reliability and
integrity issues. Public Works officials stated they try to double-
check asmany calculations as possible.

d. Theseis a problem with the process workflow that is created when
the Building Department permit clerks createthe workflowin Permits
Plus. According to Public Works officials, sometimes the permit
clerks put Public Works in the workflow when their clearance is not
needed and also sometimes they are not included in the workflow
when they should be. They believe the permit clerks need additional
training and are overwhelmed by the amount and pace of their
workload.

7 Compr ehensiveObservations, Findings, and Recommendations

As noted above, our interim observations, findings, and recommendations
were presented to City and departmental management at project statusmeetingsheld
during the course of the project. Only the mgjor recommendations identified in our
interim status reports have been refined and restated in thisreport section, along with
recommendations related to areas identified since our last status report to
management.

I. Ensure that the Building Department's formal (and informal)
organizationand responsibility reportingstr uctureisin compliancewith
the Florida Building Code.

The Building Department has undergone many changes in the past several
years. These changes have included administrative changes, changes in the
organization structure, and changes in systems and procedures. Changes in laws,
rules, and regulations at the federal, state, and local level havealso had their impact
on the Department.

The Department has shifted its structure from one where the head of the
department was also the City's building official (“building code administrator'* per
the Florida Building Code). However, becauseof the staff supervision requirements
established by the Florida Building Code, certain supervisory, reporting, and
administrative duties are the responsibility of the building official and must fall
under the building official's organizational structure. Although the Department's
organization hasundergonesome modificationssincethis point wasinitially brought
to management's attention, as of the end of our field work in mid-December 2008,
it does not appear that certain functions of the organization have been restructured
and/or the structural units redefined to eliminate the concern that was raised. The
Department's formal and informal organizational structure, along with the
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supervisory responsibilities of al managers and staff in the Department should be
reviewed to ensurethat they meet the letter and intent of the Code.

2. Separatethe dutiesof fee assessment and receipt of fee payments.

TheBuilding Department's permit processing proceduresdo not separate the
dutiesof permit feeassessment, recording anount s due, acceptanceof payments, and
recording of payments.

Permit clerks assessand collect permitfees. Additionally, other disciplines
in the Department are authorized to receive payments such as the engineering,
elevator and violation sections. According to Permits Plus security controls, any
employeewithin theBuilding Department (about 79 employees) can record payment
receipts into the system. In addition, many of these same employees can make
entries that determine the amount of feesowed. This vulnerability in the system
allowsfor the possible mishandling of funds and/or the manipulation of amountsdue
and paid.

Best practicesand good internal control procedur esrequire separation of the
duties of fee assessment, recording of amounts due, receiving payments, and
recording the receipt of payments.

Werecommend that al permit paymentsbecollected by aCity Cashier, who
would be located in the Building Department's office space. The permit clerk or
other employeethat determinesthe fee due should record the amount duein Permits
Plus and the customer should be referred to the City Cashier, who works for the
Finance Department, to pay for and receive the permit or other receipt for payment
for services provided by the Department. This cashier could aso be used by the
other departments that make up the building/development process. Appropriate
proceduresto implement this recommendation should be devel oped.

3. Implement customer service improvements.

The City uses the Q-Matics System as its base customer scheduling
system. As customers come to the Department for services, the system,
under the control of staff, places them in lines according to their needs. We
have observed the customer service process on several occasions and feel
that the system might be improved by doing the following.

a Implement acall-in reservation system wherecustomerscan schedule
an appointment to seeareviewer. Thereservation system could also
be web-based.
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b. Set-up certain permit windows to handle projects having varying
degrees of complexity, during peak operating times. One window
might only handle non-complex projects such as water heater
installations and other minor homeowner projects. Other windows
might handle projects over acertain dollar valueor perceived degree
of complexity.

C. During peak operating periods, station a customer service
representative in thelobby areatoassist in routing clients/customers
tothe appropriate window for processing and to answer information-
only questions.

d. Implement special, tailored services for owners/developers for an
additional fee.

4, Develop and implement asimplified per mit feestructureand calculation
methodology.

The Department's permit fee structure has bee almost universally described
as too complex and difficult to comprehend. This has led to inefficiencies and
inconsistencies in charging customers. Additionally, the fee structurehas not been
updated on a regular basis to ensure that the operating needs of the Building
Department and the other departments who are part of the building/development
process, are met. We support the City's decision to act immediately to engage a
consultant to assist in the review and analysis of the permit fee, its structure, the
methodol ogy for its cal cul ation and assessment, itssimplification, and related i ssues.

5. Develop policies and procedures to implement the Private Provider
process.

Section 553.791, Florida Statutes (Alternative plansreview and inspection.)
provides for the use of "private providers” upon the election of a fee owner "'to
provide plansreview or required building inspections, or both.” The statute allows
for thelocal building codeenforcement agency to™ auditthe performance of building
codeinspection services by private providers operatingwithinthejurisdiction.” The
City isalso authorized to establish a system of registration toverify compliance with
the licensure requirementsand the insurance requirements for private providers and
their duly authorized representatives.

Page 132



City of Miami Beach Building Department
Organizational and Operational Review and Analysis

The Private Provider process has been used infrequently by
builder/developers in the City over the past ten (10) years. A recently completed
major development project was initially being devel oped using thisprocess. There
weresignificant problems associated with the project that might havebeen detected
if appropriate proceduresto implement the Private Provider processwere in place.
The Building Department took the corrective actions necessary to ensure that the
project was completed in a safe and compliant manner. The City does not currently
have a formal process in place to audit the performance of building inspection
services by Private Providers nor does it have a mechanism to formally monitor
private provider compliance with licensure or insurance requirements.

Additionally, sub-section (19), Section 553.791, Florida Statutes (Alternative
plans review and inspection) statesthat thelocal government, the loca building
official, and their building code enforcement personnel shall be immune from
ligbility to any person or party for any action or inaction by a fee owner of a
building, or by aprivate provider or itsduly authorized representative, in connection
building codeinspection services asauthorized in theact.”" Asof thisdate, the City
has not sought an opinionfromtheappropriateauthority clarifying it's legal position
and identifying any associated liability the City isexposed to, if an owner(s) usesthe
private provider process.

The Building Department should develop the necessary policies and
proceduresto implement the Private Provider process, in compliance with State law.

6. Develop a system of exception reporting and staff accountability and
responsibility reporting.

Review/inspection comments are included in Permits Plus as plans are
reviewed and/or construction activitiesare under way. Although review/inspection
managers monitor thesecommentson projects, the system doesnot include adequate
exception reporting that makes the identification of problem areas automatic. All
comments must be reviewed for al projects. If possible, using the Permits Plus
system, the Department should develop and implement procedures to generate
automatic management exception reports to enhance thereview/inspection process,
provide better service to customers, and ensure quality control over plan
reviews/inspections performed by the Department.
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7. Require inspectors and reviewers to document and support plan or
construction modifications that arein excess of established threshholds
or requirements.

A complaint heard during our interviewswas that therewasno effectiveway
todisagreewiththe Department's management and/or staff without fear of retaliation
or retribution. At times, customersare asked to make changesto project plansor to
make additions to project construction activities that are not specified in ther
approved set of project drawings. Sometimesthese requests are deemed appropriate
and the customer makes them, without question. Sometimes these requests are not
deemed to be appropriate and the customer challenges the request outright or wants
to but isconcerned that the plan reviewer/inspector or higher level supervisor will
causeadelay inthe project, if the request isnot complied with. Besidesthe Building
Department, this issue has been prominently associated with Fire Prevention
Division reviewers/inspectors and their management.

In these cases, a customer needs a neutral processin place that requires
building representatives to formally justify their requests for changes based on the
established requirements of law or public safety. The customer should not have to
fileaformal complaint to havethe issue mediated or to receivesuch documentation.

Staff should be required to substantiate, through specific written
documentation accompanied by legallsafety regulatory support, any requests for
"substantive'™ changes and/or modificationsto plans being processed or approved
plans, and project modificationsthat havea'substantive' financial or design impact
onaproject. Thisdocumentation should be provided tothecustomer asapart of the
Department's standard operating procedures. The customer should not have to
request the documentation. The documentation should be reviewed and approved
by the reviewer/inspector or other individual making the requirement and the
building official, Fire Marshall, or other appropriate management authority.

The need for such documentation should betriggered by internal procedures
designed to enhance the customer service aspects of the plan review/inspection
process and to provide staff with quality control featuresfor the review/inspection
processes they administer. Additionally, a mediation process, initiated by the
Department, should be considered as a part of the procedures being devel oped.

8. Provideadequate and timely training for staff.

Over theyears, the Building Department has been on an active growth path.
Building activity over the years hasbeen rapid, Improvementsin the Department’s
systems, processes, and procedures have not been able to keep up with the rapid
growth in the Department caused by dramatic increases in the need for services to
its customers. In many cases the Department has implemented procedures before
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providing adeguate documentation and training to staff and/or notification to the
public. Additionally, staff noted instances where customers have informed them of
procedural changes made by management. Thishas caused confusion on the part of
staff and customers.

The July 3, 2008 Building Department internal audit report, as well as
Building Department officials, have identified a critical need to properly train
Building Department personnel, particularly permit clerks. For example, according
totheaudit report, inaccurate information was being accepted on permit applications,
consequently incorrect fees were being charged. These clerks have important job
functions. Among other things, those functions include reviewing applications,
verifying plans, determining when to separate structures into different permit types,
and calculating up-front fees.

Informal training of permit clerkshas begun during biweekly staff meetings
conducted by the Development Review Services Coordinator. In addition, the
Assistant Director of Administration stated that the proposed Building Department
fiscal year 2009 budget has funds dedicated to training. The Chief Accessibility
Inspector is pursuing working with the International Code Council {ICC) to develop
atraining curriculum with the potential of sometype of permit clerk certification
program.

Weagreewiththeinitial stepstaken by the Building Department and strongly
recommend that the City dedicate appropriate resources to ensure that Building
Department personnel receive appropriate training. Additionally, the Department
should ensure that staff are properly notified of and trained in any new procedures
before implementation and before release to the public.

9. Enhance monitoring and control over Building Department fiscal
operations.

Feescollected by the Department are included in the"Licensesand Permits™
section of the General Fund budget. As such, it isdifficult todistinguish thisspecific
purpose revenue from other general fund monies accounted for in "Licenses and
Permits.” Additionally, the matching of Building Department permit fee revenue
with related expensesof the Department in the year collected and expended becomes
adifficult, but not impossible, exercise. Becausethe Building Department hasbeen
generating a surplus since 2004, the fact that Building Department revenues are
included in the general fund creates asituation where Building Department monies
may be used to support general or specific purpose activities that are prohibited by
law. The Building Department's legal requirements in this area make the
administrative and accounting treatment for its fee revenue and operating
expenditures resemblethose of an enterprisefund activity. We recommend that the
City segregate the accounting activities of the Building Department into a special
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fund; or at aminimum, placeall Building Department revenue in a separate account
outside of thegeneral fund. Implementing thisrecommendation would alsofacilitate
the proper accounting for and use of interest earning dueto building fee surpluses.

0.  Conduct acomprehensivereview of the methodology used to calculate
all feesand ensure that all documents containing fee information are
consistent.

While performing random quality control audits of fees other than permit
fees, errors were noted in the calculations of the sanitation impact fee, the fee for
alterations/remodeling for singlefamily, duplexes, and areasin condos; and, thefee
for alterations/repair to marine structures. Investigations into the discrepancies
revealed that the problem with properly calculating the fees wasrelated to a mis-
interpretation of the proper methodology for calculating the fee; errors in the
Municipal Code Book, errorsin the Ordinance that was presented to the Commission
for approval; and/or the municipa code information on the web site (Municode).
Errorswere also found in the" Blue Book™ of feesthat wasdistributed to the public
and there were errors in the manner that Permits Plus calculates certain fees. These
and other errors in the method that fees are calculated should be identified,
investigated, and corrected immediately.

Although this represents a tedious process, management should conduct a
comprehensive review of the calculation of all fees by first determining that the
Municipa Ordinance information for all fees is correct; correcting the information
in MuniCode; reviewing and correcting, as necessary, the calculations in Permits
Plus; and correcting the fee data in the" Blue Book."

11.  Provideadequate physical spacefor Building Department operations.

The Department's officesarelocated in close quarterson thesecond floor of
City Hall. Given the number of people served by the Department, the cramped
service areas create logistical problemsthat get trandated into actual or perceived
service delivery problems.

Consideration should be given to relocating the Department to afirst floor
location in a building where the Department would be in space that is not
uncomfortably crowded and where customers can be easily served. Additionally,
consideration should be given to locating plan reviewers, for all
building/development process departments, in the same area.
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12. Createand staff a high-level customer advocate (ombudsman) position
responsive tocustomer sinteracting with building/development process
departments.

TheCity should consider staffing acustomer advocate(ombudsman) position
in the Building Department. Customers need an advocate who is able to be an
intermediary between them and the Department. The position should report to the
director.

A customer advocate could provide independent, confidential assistance in
resolving disputes. A customer advocate is not an advocate for a complaining
individual or for the organization that employs them. They act as a source of
information and referral and respond to individuals questions. As impartial
members of an organization, they take into account the interests and rights of all
parties involved.

A customer advocate would be responsible far examining the actions of the
Department. When acomplaint isreceived, thecustomer advocatedetermines if the
complaint is within their jurisdiction. If worthy of investigation, the customer
advocate is responsible for collecting and evaluating al the facts regarding the
complaint. They determine if the agency committed an error, acted unfairly, or
caused harm. Ifacomplaint isvalid, thecustomer advocatemak esrecommendations
to correct the immediate situation aswell asimprove the policiesand proceduresof
the Department for the future.

Among other abilities, a customer advocate should have qualifications like
good communication and problem solving skills; decision making and Srategic
thinking skills; conflict resolution skills; good interpersonal skills; knowledgeof the
Building Department and redated entities; sensitivity to diversity issues, a
professional demeanor; and, strong presentation skills.

13.  Requireinspectorsand reviewerstointernally resolveinterdisciplinary,
inter -departmental ,and/or intra-departmental conflicts beforethey are
communicated tothe customer.

14. e issuesor conflicts as material for training of inspectors and plan
reviewers.
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15.  Consider outsourcingthe Call Center operation.

The Building Department receives an average of 80,000 calls per year.
Currently the Department does not have the resourcesto answer and respond to all
thecallsitreceives. Theabandon rateof callsiscurrently at 31%. Additionally, the
City's VR system receives approximately 77,000 calls per year with an abandoned
rateof 80%. As aresult, the Department's image suffers and customers go unserved
and they arefrustrated. Although a vital function of the Department, the Call Center
isnot afunction that the City hasto perform internally. Thefunction could beeasily
contracted-out for the following reasons.

- Itis not a"core" function of the Department.

= It isasupport service.

bos An outside contractor has the flexibility to easily assign more staffing to the
function, as call volumes dictate.

The Gty woul d no longer have collective bargaining considerations.
> This has become a function that easily lends itself to outsourcing.

As with any proposed outsourcing opportunity, the City should make a
thorough cost/benefit analysisand an organizational analysistoinsurethat theeffects
of an outsourcing effort are understood, prior to making the formal decision to
outsource. Among other considerations, the analysis should address any
requirements placed on the Department by the collective bargaining agreementsit
hasin place.

16.  Consider outsourcing the permit counter and records management
serviceareas.

Based on the outsourcing feasibility analysis, the “Permit Counter'? and
"Records Management™ are likely prospectsfor outsourcing. These areas have the
following characteristics.

> They are not "core'" functions of the Department.

- They are support services.

- They alow for flexibility in staffing as volumes change.
) There are limited collective bargaining considerations.

Aswith any proposed outsourcing opportunity, the City should make a thorough
cost/benefit analysis and an organizational analysisto insure that the effects of an
outsourcing effort are understood, prior to making theformal decision to outsource.
Among other considerations, the analysis should address any requirements placed
on the Department by the collective bargaining agreements it has in place.
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17.  Analyzethe effectiveness of the Department’'stechnology solutionsto
providing customer support.

Thefact that call volumesare so high isapossibleindication that some of the
Department's existing technology solutions, many designed to assist and service
customer's actual and/or perceived needs, areinadequate, too difficult to use, do not
adequately address areasin which customer's require servicedelivery assistance, or
arenot adequately explained. The Department should conduct formal reviews of the
use and effectiveness of all of its customer service delivery mechanisms.

18. I ncr ease oper ating efficiency through the effective useof technology.

The effective use of technology can assist the Department in reducing the
cost of its operations and in providing more efficient and effective services to the
Department's customers. One areathe Department has started to review isthe use
of electronic plans review technology. Thisisa relatively new area of technology
being used by some building departments. Its use should be studied for possible
implementation in the future. Additionally, the Department could increase its
operating efficiency by better understanding the features (and limitations) of the
technology it currently hasand maximizing the use of that technology.

19. Review and analyze staffing levels.

Given that building activity is undergoing a slowdown due to global,
national, and local economic conditions, the City should consider staffing thereview
and inspection areas at minimum levels required to conduct a base level of service
delivery and contracting out, asrequired, to meet periodic higher level staffing needs
or the need to staff particular projects. Appropriateanalysesshould be conducted to
determinethefeasibility of thisand other efforts toreduce costsand to determine the
resultant impacts on the Department and its operations. As with any proposed
outsourcing opportunity, the City should make athorough cost/benefit analysisand
an organizational analysis to insure that the effects of an outsourcing effort are
understood, prior to making the formal decision to outsource. Among other
considerations, the analysis should address any requirements placed on the
Department by the collective bargaining agreementsit hasin place.
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20. Appoint an individual to coordinate the efforts of the
building/development processdepartments.

Thebuilding/development process requiresthe closecooperation of four City
departments. They work with each other on a cooperative basis. Although the
Building Department servesasthe primary coordinating entity with the Fire, Public
Works, and Planning/Zoning departments, there isno one individual specifically
tasked with the responsibility of ensuring that the effortsof the departments, in this
process, are coordinated. Thisisimportant because it places accountability for the
group's effortswithoneindividual and it givesthegroupafocal pointfor leadership.
The coordinator would have the authority to call the group into meetings, analyze
problems, and resolve inter-departmental issues. Additionally, the departments
should operate under a formal "charter" that defines their coordinated scope and
responsibilities. Such an effort will go along way towards the development of an
efficient and effective building/development processing mechanism that can work
as one unit, able to be responsive to customer needs. The City Manger should
appoint the group's coordinator and the authority of the appointee should be
specifically identified and communicated to the building/development process
department heads and all their staff members.

21. Develop formal policies and procedures manuals for all
building/development processdisciplines.

The Department needs to devel op formal policy and procedures manualsfor
its administrative and operating areas. Although there is currently a manual that
addresses many of the Department's operations (“"Manual of Policies and
Procedures™), itisnot comprehensive nor isital-inclusive. Additionally itcontinues
to undergo changes based onthe current evolutionary nature of the Department. The
Department should generally commit to an organizational structure; settle on the
basic processflows, both overall and for each functional area; and then, proceed to
formally develop policies, systems, and procedures in support of each activity,
including the building/development process overall.

Completing the tasks, required to accomplish the above, will require staff
resources not currently available to the Department, especially given the apparent
staff workload dictated by present day-to-day job responsibilities. Developing a
comprehensive policies and proceduresmanual is amuch needed activity. 1 isalso
a time-consuming process and resources should be dedicated to it, if the work isto
be done in atimely manner. Thisisan activity that can be easily contracted-out.
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22.  Complete the process of developing plan review and inspection
checklists,

The Department hasstarted the processof devel oping and implementing plan
review and inspection checklist. Such checklistsarean effective quality control tool.
They provide reviewers and inspectors with a systematic approach to doing their
work. They are not a substitutefor exercising professional careand diligence in the
review/inspection process. Checklistscan help to ensure that plan reviewers and
inspectors focus on those areas vital to effectively addressing the Code and public
safety. When followed and properly documented, they can also help to minimize
unnecessary re-inspections of work. Checklists should be developed and used for
all plan review and project inspection project phases.

23.  Enhancestaff knowledgeand use of Department technology.

According to the software devel oper's documentation, the Q-Matics system
is capable of generating reports which show waiting times, transaction times,
customer flow patternsand trends for each service category. The documentation
further states that decisions concerning staffing can be made based on the data,
Althoughthe system issupposed to havethesecapabilities, thefeaturesare not being
used. Staff responsible for supporting the system are not familiar with the basic
operations of these aspects of the system's reporting and analysis capabilities. The
system's management reports are not being utilized and the types of datathe system
maintainsis not well known by support personnel. The Department should exploit
the capabilitiesof all of thissystem and all of itscomputer software, Personnel who
oversee systems should be trained in the use of the systems and their features.
Departmental management should beawareof all system capabilitiesand effectively
utilize the information provided by itssystems.

24.  Perform a comprehensive review and analysis of the Permits Plus
system.

During the course of this review and analysis, severa significant issues
related to the Building Department's use of the Permits Plus system were identified
and brought to the attention of City and departmental management. The
Department's recent internal audit was extremely critical of the system and its
operations. The internal audit report noted that some of the system's deficiencies
"represent significant weaknessesthat, if not corrected, could negatively impact the
integrity of permit fees, opening a great window of opportunity for unscrupulous
behavior." There were aso problems with the use of the system in other
departments. Giventhesignificantissuesidentifiedwithin the Building Department
and other departments, we recommend that the City perform acomprehensive review
and analysis of Permits Plus to determine weaknesses and vulnerabilities in the
system and develop short, mid, and long term strategies to ensure the City is
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protected from abuse while it continues to provide services o the
building/development community.

25. Global Recommendation

Based on our detailed review and analysis of the Building Department, we
recommend the following strategic approach to improving the Department's
operationsand effectiveness.

a

b.

Stabilize senior management.
Create a friendly and open work environment for staff and clients.
Train and properly equip staff.

Create an open and non-congested work environment for staff and
clients.

Gain the trust and respect of staff and clients.
Include stakeholders in devel oping process improvements.
Make customer service one of the Department's highest priorities.

Understand and effectively use the Department's systems.
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U.S. General Accounting Office Report
"Privatization: LessonsLearned by State
and Local Governments"



April 1998

GAQ/GGD-98-87

United States General Accounting Office
General Government Division

Privatization

QuestionsState
and Loca
Decisionmakers
Used When
Considering
Privatization
Options




Preface

Over the past several year s, stateand
local governments have increased their
use of varioustypes of privatization.
Privatizationiscomnmonl y defined as
any process that isaimed at shifting
functionsand responsibilities, in whole
or in part, [ren the governmenttothe
privatesector through such activities
as contractingout or asset sales.! A
1997 Council of State Gover nnent s'
aurvey found that stateagencies
responsiblefor trangportation,
corrections, higher education,and
social serviceshad all increased
privatization activities since 10E5
According to the International City/
Gounty Management Association, city
governments have also increased the
nunber and typesof services
contracted, such as child welfare
programs, health services, street
maintenance,and dat a processing.”

Congress and theadminigration
indicated an interest in havingthe
feder al government nerease its use of
privatization. Inligt of thisinterest,
we wer easked by the Chairman of the

'See Tams Related to Privatization
Activities and Processes (GAC/GGD-07-
121, July 1997).

Pritwpde Pracijces A Rovow of
Privatization in State Government, Council
of State {rovernments {Lexington, KY: Nov,
1997).

Lotermmbioanl Lopkys iy ianaemen

Association Municipal Year Flook |50
Aternative Service Delivery in Local
Government, |[F2-10 (Washington, D.C.:
1T, p. 28,
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House Task Force on Privatizationto
identify lessonslearned by stateand
city gover nmentsin implementing
privatizationefforts. Qur subsequent
report, Privatization: Lessons Leamed
bv State and L ocal Gover nments (GAG/
33D 97-48, Ma. 14, 1997), discussed
privatization lessonslearned by, and
therelated experiencesof, the tatesof
Georgia, M assachusetts, Michigan,
New Yark, and Virginiaaswell as the
dty o Indianapalis, Indiana.

Thispublication responds to arequest
from thet ask for ce Chairman and
several other Members of the House of
Representativesthat we identify the
critical questions that state and local
decisionmakers found usef ul when
considering whether to privatizea
government activity. The questionsin
thispublicationwereidentified by
decisionmakers in the stateand local
gover nmentswediscussed in our
March 1997 report and correspond to
thelessonslearned by those
governments. In preparingthis
publication,in Mrch 1998, we
provided privatizationofficialsfram
thesix governmentsa drafi of the
questionsfor their review and
comment. Al SiXgovernnents
concurred wth the quest i ons and
provided comments, which we have
included @& appropriate.
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Major contributor sto thispublication
were John K. Needham, Donald L.
Bumgardner, Kiki Theodoropoulos,
and Marlene Zacharias. If thereare
any questionson the material in this
publication, please contact meon

WHEY E14 -
(A0 Bl2-867H

<
J Christopher Mihm

Associate Director, Federal
Management and Workforce | ssues
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Introduction

The six governments we visited
tailored their approachesto
privatizationto ther particular
political, economic, and labor
environments. V& selectedthe sates
of Georgia, M assachusetts, Michigan,
New York, and Virginiabecause, at the
time, they had t he most extensive
privatization efforts involving activities
that correlate with those performed at
thefederal level. We selected the city
o Indianapolisbecause it vas cited
mor efrequently by the panel of
privatization experts we consulted
than any other city or statefor its
privatizationexperience. Onthebass
of our review of thereevant literature,
theviewsof apane d privatization
experts, and our work at the sateand
local governments, we identified—-as
shown in the figure-six lessonsthat
wer e generally commonto dl of the
governments in implementing
privatizationinitiatives.
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Figure: Lessons Common to State and tecal Governments
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Political Champion

—

Political Champion

= =

Privatization can be best introduced
and sustained when there is a
committed political teader to champion
it. In thesx governments, apolitical
leader or, in one case, several leaders
warking in concert played a crucial
roleinintroduci ng privatization.
Theseleaders built internal and
external support for privatization,
sustained momentum for their
privatization initiatives, and adjusted
implementation strategies when
barriers to privatizationar ose.

The chief executive (i.e., the governor
or mayor) was the palitical champion
for the most recent privatization
effortsin Georgia, Massachusetts,
Michigan,New York,and Indianapolis.
In Virginia, key state legislator sand the
gover nor worked together to introduce
new privatization initiatives.
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Questions Concerning Political
Champion | ssues

I. Who in the govemment will provideleadership in assessing
the casefor privatizationand supportingthe privatization effort
once it isunder way?

2. Istheactivity viewed by policymakers and other
stakeholder sas one the govemment should (1) provide and
produce, (2) providebut not produce, or (3) not produce, and
have other optionstoimprove the activity been considered?

3. Should the government involve the private sector in the
activity ar isthe activity so intimately related to the public
interest that it & inher ently gover nmental?

4. \M private sector participation improve performance of the
activity? That is:

e A there subgtantial problems in current service delivery?

¢ Are therebenchmarks that indicatepotential for cost savings
or servicequa ity improvements?

e Wil privatization incr ease choicesavailable to
citizens?

5. Do policymakers, agency officials, and other stakeholders
agree on the goalsthe privatization isto achieve?

6. Will theusersof theservice, interest groups, or pubhc
officialsbe resstant to changesin serviceproviders? If so,
how will thisresistancebe mitigated?

7. |s therea need for an advisory group or commissionto
identify activities that are candidatesfor privatizationand to
build consensusfor it?



Implementation Structure

Implomentation
. Strueture

Once political leader sintroduce
privatization, governments need to
establish an organizational and
analytical structureto implement the
privatization effort. Thi s structurecan
include commissions, staff offices, and
anahytical frameworks for privatization
decisionmaking. Fivedf thesix

gover nmentswe reviewed established
governmentwide commissionsto
identify privatizationopportunities
among government activitiesand to set
policiesto guideprivatization
initiatives. The conm ssi ons were
created either by the chief executive
(in Georgia, Michigan, New York, and
Indianapoalis) or by the state legidature
{in Virginia). Massachusetts did not
use a commission; instead, cabinet
secretaries selected the gover nment
activitiestoprivatize. The
governments found that privatization
can take variousforms, such as
contractingout and asset sales, and
that implementation str ategiesand
analysesneed to betailored to the
project or situation and will likely vary
dependingon thefarm of privatization.
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Questions Concerning
Implementation Structure

1. Given the natureof the activity, what typedf privatization
would be most viableand best servethepublicinterest {e.g.,
contracting out, managed competition, divestiture)?

2. Istheactivity already performed in theprivate sector ?

3. Istherea competitivemarketplace? If not, can onebe
created?

4. Aretherebarriers to entry by privatefirms, such as
significant sart-up costs? If so, can they be mitigated?

5. Aretherefactorsthat could limit theuse of privatization,
such as" natural monopolies," in which production cannot be
duplicated {e.g., a single sour ce for city water supply); and
"public goods' that cannot sustain private markets? If so, how
could these factorsbe mitigated?

6. Will the contractual arrangements and the type of service
permit thegover nment to switch from one service provider to
another without seriousdisruption in the ftow of service or
unduecost at the end of the contract or option year?

7. Will there be an office and/or knowledgeablestaff available
to collect and analyze performance and cost data and provide
technical assistance to agencies?

8. Havethelegal,financial, and technical risks/liabilities to the
government been identified, considered, and evaluated?

9. What will be done with the activity's current facilities,
technology, and other resour ces?
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Legislative and Resource Changes

f Governments nay need to enact

f LEE';':E:S,“ legislative changesand/or reduce

[ =banges resour cesavailable to government
agenciesin order to encour age greater
use of privatization. Georgia, for
example, enacted legislation to reform
thegate scivil service and to reduce
the operating funds of state agencies.
Virginiareduced the size of the sate's
workforce and enacted legislation to
establish an independent state council
tofoster privatization efforts. These
actions, officials told us, sent asi gnal
to managers and employeesthat
political leader swer e seriousabout
implementing privatization.
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Questions Concerning Legidative
and Resource Changes

L. Arethere statutory or regulatory barriersto private sector
performance o the activity? That is

* Aretherelaws,tax policies, regulations, or grant
requirementsthat either mandate or constrain who can
perform the activity?

» What aretheimplicationsof theselegal and regulatory
requirementsfor ajssientinl privatization?

2. Will thereneed to beachangein thestatutory or regulatory
reguirements to ensure asuccessful privatization for a
particular activity? That is

e |s theresupport for such a change?
+ Are the changesto laws or regulationsfeasiblein the current
political and economic environment?

3. Arethererelationships with other stae or federal programs
prescribed by law that could inhibit or prohibit a change in
service providers (e.g., interservice support agreements,
intergovernmental agreements)?

4. What incentives are most appropriatefor i nprovi ng
performanceand maximizing savingst hr ough privatization
(e.g., using savings to improve other agency activities)?

5. If there are savingsfrom the privatization, either initially or
over thelongterm, how will they be distributed (e.g.,
reinvested through serviceimprovements, tax risuetisns, or
deficit reduction] ?

6. Under what conditions will the private sector provide

needed equipment or facilities that are not owned by the
government?
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Reliable Cost Data

| Eliahis
Cost Data

Reliableand complete cost dataon
gover nment activitiesare needed to
assess the overall performance of
activitiestargeted for privatization, to
support informed privatization
decisions, and to makethese decisions
easier ta implement and justify to
potential critics. Mst of the

gover nmentswe sur veyed used
estimated cost data, because obtaining
complete cost' and performancedata
by activity [raen their accounting
systemswasdifficult. However,
Indianapolisand morerecently Virginia
used new techniques,such as activity-
based costing to obtain more precise
and complete cost data. Althoughthe
use of estimated cost datacan save a
government the time and cost
associated with preparingmore

accur atedata, theresulting
imprecision can have negative
consequences. For example, in

M assachusetts, the State Auditor
questioned savingsreported from
privatized activitiesbecause an
inadequate cost analysiswasdone
before the privatization.

'Complete costs are generally defined as
the fully allocated costsof an activity.
These include all direct and indirect
personnel costs, materialsand supplies,
equipment, capital depreciation cost, rent,
mamntenance and repairs, utilities,
insurance, personnel travel, operations
overhead, and general and administrative
over head.
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Questions Concerning Reliable
Cost Data

1. Hasevidence been presented on the potential for significant
enhancements to economy, efficiency,or effectiveness? That
is

* H5 acost/benefit analysis of a possibleprivatization been
done, including the effects of shifting coststo service
recipients?

¢ Havetangiblebenefits—such asoperating and capital cost
savings, higher quality services, moreor better service
delivery options-been identified?

¢ \dul d providing potential contractors with adraft "request
for proposals" yield useful information on what cost and
service qud ity improvements might be possible with
privatization?

2. Have the complete costs of alternative service providers
been considered (i.e., costs of retaining the activity in-house;
cost implications of along-term commitment; start-up and
capital investment costs; conversion costs, including the sale of
surplus property and transactional costsinvolved in displacing
government employees; and government costs to noni t or
private sector performance)?

3 Doesthe relevant government office have the accounting
systems to produce complete cost datain order to make avalid
comparison to the privatesector's cost? If not, are cost
estimates acceptable for making such a comparison, and/or
would the use of activity-based costing methodsbe feasible on
acase-by-case basis?

4. If the privatesector isunableto meet its contractual

obligations, have potential alternatives and ik estimated costs
of resuming responsibilityfor the operation been considered?
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Strategies for Workforce Transition

rgtrategiee;
for Workforce
Trans itiqn

We found that governments needed to
develop strategiesto help their
workforces make thetransitionto a
private sector environment. Such
strategies, for example, might seek to
involve employeesin the privatization
process, provide trainingto help
preparethem for privatization,and
create asafety net for displaced
employees. For example, all six
governments developed progriis or
policiesto address employee concerns
with possible Job loss due to
privatization. These strategies
included offeringworkers early
retirement, severance pay, or a buyout
or, if theactivity was taken over by a
private firm, ensuring that employees
concerns about compensationissues
were addressed.

Because Virginiafound that employees
concerns were one of the biggest
barriers to privatization, the governor
directed state officials to identify ways
for departing state workers to compete
in the private sector. TS led tothe
passage o the WorkforceTransition
Act, which mitigatedsonme d the
employees concerns, such asjob l0ss,
training, and benefits.
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Questions Concerning Workforce
Transition

1. What rdewill the gover nment agency initially have in
considering privatizationasa strategy? Will the agency be
allowed to competewith private sector firms and submita
proposal to perform the service? If so, under what taemsand
conditions? How will the competition process be coor dinated
with the regular procurement process? Who will over seethe
competition process?

2. If theactivity isprivatized, what will betheimpact on the
employment status and the portability of their pensionsand
benefits? W training be provided to government employees?

3. Wha will be the impact on union employees? How will the
government comply with contractual and civil service
requirements?

4. Doreguirementsof current labor contracts pose a challenge
to privatization? If so, what aretheimplicationsof these
requirementsfor the privatizati on, and can these contractsbe
revised?

5. W public policies,such as equal employment

opportunities, be changed if the service provider is changed
and gover nment employeestransfer to the private sector ?
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Monitoring and Oversight

Monitoring
and Oversight

When a government’s role in the
delivery of services isreduced but not

eliminated through privatization,
monitoringand oversight isneeded
that evaluates compliancewith the
termsof the privatization agreement
and evaluatesperformancein
deliveringservices.

Officials from all Sx gover nments

wor ked to enhance their employees
skills so that they could undertake
mor e sophisticated especially for
complex activities, such as wastewater
treatment or the medical care of
prisoners. Monitoring performance
sometimes required new or innovative
approaches. For example, Virginia
used anewly designed approach to
measur e the performance of itstwo
contractor -oper atedchild support
enforcement offices. Mrgna
established quarterly and semjannual
reporting requirementsin the contract,
using statistical measur esto compare
the performanceof contractor-
operated child support offices with a
hypot heti cal officewith similaritiesin
such areasassizeand demographics.
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Questions Concerning Monitoring
and Oversight

1. Gan the government rai rnta n necessary conirot and
accountability for activitiesthat have been contracted out?
That is

¢ Does the gover nment haveand will it maintain the capacity
(e.g., the expertise, staff, funding) to provide suitable
oversght of private sector performance?

= |f not, can theagency recr uit, attract, retain, and train
employeeswith the necessary knowledgeand skills?

¢ Doesthe government retain the legal authority to provide
effective oversight?

2. If theactivity has been divested, doesthe government retain
regulatory responsbilities after the divegtiture?

3. Have the ¢riteria {e.g., cost, quality, customer service,
timeliness) that will be used to evaluatetheprivatized activity
been defined?

4. What incentives and penalties will be used in contractual
arrangementsto ensuredesired performance?

5. Areperformanceand cost requirementsspecified anid
measur ement systemsin place?

6. Does the government agency have an effectivequality
control systemin place,or can it be developed to determine
confor manceto ceniractual requirements?

7. Do potential contractors havearecord for effective
performanceand quality control on prior projects?

8. Wil there be sufficientfundingto pay for oversightand
quality control?



Notes
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Internal Audit Division

=

TO:! Jorge M. Gonzalez, City Manager sl
VIA: Kathie G. Brooks, Budget and Perfgg ance ImprovementDirector *r"';-ﬁ. /
FROM:  James J. Sutter, Internal Auditor,A -

DATE:  July 3, 2008

AJDIT:  Building Permit Fees

PERIOD: October 7, 2006 through December 31, 2007

Thisreportis the result of a scheduled audit to assess the reliability and integrity of Building Permit
Fees collected, while considering the implementation of a simplified Building Permit Fee structure.

INTRODUCTION

The Building Department provides supervision of construction activities, acceptance of building
permit applications, issuance of dl building and trade permits, verification of compliance with the

F.orida Building Code and enforcement of codes promulgated by regulatory agencies such as the

Hotel and Restaurant Commission, Miami-Dade Environmental Resources Management, State
Department of Health and Professional Regulation, Board of Adjustment and the U.S. Army Corp of
Engineers. Plumbing, building, electrical, elevatorand mechanicalefficials inspectnew and existing
structures for compliance.

A feefor each permit shall be paid as required, in accor dancewith the fee schedule established and

approved by City Commission, on all buildings, structures, electrical, gas, mechanical and plumbing

systens or alterations requiring a permit. These fees cover costs incurred by all departments

directly involved as well as an allocation of administration and overhead by other supporting

departments. In addition, the departmentis responsible for collecting fire,Miami Dade Compliance,

sanitation, zoning, and radon fees in relationto the planreviews, inspections and code ertforcement.

Building permit fees collected during fiscal years 2006, 2007, and for the three months ended

1213112007 have been included in the following table:

FY 200512006. | FY 2008/2007 | FY 2007/2008 (1) . ' To61
| Building Permit Fees (2) | $4,564,910.45 | $8,134,498."5 | $2,233,958.21 | $ 14,933,366.81

() Feerevenues represeni three (3) months (1010112007 — 1213112007)
(2) Building Permit Fees represent f ees assessed for Building permits alone. It excludes Mechanical,
Electrical, Plumbing, and any other Fees collected with the approval of a permit.

Not only itis the law to obtain a building permit, but obtaining a building permit protects the permit

holder as well as the owner of the property. With a building permitthe permitholderreceives advice

from reviewersand inspectorswho will approve each phase of the project, checking to ensure that
the work is completed in accordance with the approved plans, as well as with state and local laws,
rules, and regulations.

Prior toinitiation of the audit scheduled for fiscal year 2006107, Building Department management
alerted Internal Audit to concerns surroundingthe lack of accountability, procedures, and contro's in
place impacting the integrity of the permit fees collected. Internal Audit's involvementwas more
extensivedue to the need to addressthese concerns. Internal Audit utilized an external consultant,
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JRD & Associates Inc., to assist in developing the audit plan and approach as well as
recommending guidance on howf ees are assessed. The consultantalso performed a comparison
of how permit fees are charged in other municipalities. In addition to the audit, a separate audit staff
member was providedto the Building Department on an ongoing basis to review fee calculationsfor
allpermits at closeout. Eversi nce, they have arduously worked to addr esstheir concerns improving
the reliability, accountability, and integrity of the fees collected.

As aresult of Internal Audit's separate review of building permits at closeout, a total of $761,389 has
been recuperated between the 4" Quarter of Fiscal Year 2007 and the 1% Quarter of Fiscal Year
2008. This amount was mainly recovered from building permits for which fees were previously
calculated based on inaccurate information provided to the Building Department. @r audit report
focuses on results from both our audit procedures preformed and our separate 0ngoi ng review of
building permits at closeout.

OVERALL OPINION

Despite the efforts made by the department to improve the procedures, accountability, and controls
over the permit revenue collections, Internal Audit found the following areas that still need to be
addressed. As an intermediate control in place, the ongoi ng review of permits at close out is
minimizing any loss of fee r evenues.

1. Inaccurate information is being furnished and used for permit fee calculations.
2 System feecalculations far combined projects were not correct.

Space is not provided on the application for proper allocation of job values and square
footage for projects combining renovations and new construction.

4. Correctionsto applications were observed after the application had been signed, notarized,
and up-frontfees have been calculated.

5. Incomplete building permit applications are being accepted.

6. Original permit applications are not keptin the department's filing Syst emuntil after the
plans have been reviewed and the permitis approved.

7. Insufficient supporting documentation iS kept on file as part of the permit application
package.

8. The Building Department's adopted fee schedul eis complex and lacks regular revisions.

0. Minor discrepancies were noted between the department's fee schedule and currently

distribute Mechanical, Electrical, and Plumbing fee sheets.

10. Insufficient and inconsistent use and application of the fee schedulefor the calculation of
building permit fees.

11. No policies and procedures are written and in place that are well known and consistently
followed by department personnel.

12. Inconsistency in data entry o the system.

13. Poor computer Syst emcontrols in place.
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14. Insufficient segregation of duties exists within the permit clerks' positions that impact
department processes.

15. Long processing cycles for Non Sufficient Fund (NSF) checks.
16.  Outdated permit data was found on the department’'scomputer system.

Additional details of our findings and proposed recommendations are included in the "Findings,
Recommendations and Management Responses" section of this report.

As recommended by the City's external consultant JRD & Associates, we feel that the City should
pursue a simplified fee schedule. Corrective action should be taken on t hese findings prior to
implementing a simplified fee schedule. Once corrected, the department would generate more
accurate and reliable informaticn to better establisheffective fee levelsrequiredto cover the current
costs of operations.

Although this repert focuses on exceptions, weaknesses, and problems, this should not be
under st ood to mean there are not also various strengths and accomplishments. Furthermore, our
testing was limitedto determine whether departmentfees VW&r € properly calculated, try to previde a
valid estimate d Building Permit Revenues, and to determine any necessary improvements to
enhance currentcontrols over r evenues. Had we performedadditional procedures or testing, other
matters might have come fa our attention that would have been reported here in.

PURPOSE

The purpose of this audit is ta determine whether transactions, adjustments, and precessing
procedures are established, authorized, and maintained in accordance with laws, regulations,
contracts, and management's policy; whether transactions are accounted for, accurately and
promptly recorded; whether recorded balances are periodically substantiated and evaluated; and
whether City assets, records and files are properly safeguardedand controlled, and access thereto
is restricted in accordance with management's criteria,

SCOPE
1. To determine if building departmentfees are properly calculated and collected.
2 Determine through statistical sampling, a valid estimate of building permit fees.

3 To review processing of fee calculation and determine any improvements necessary for
enhancing controls over permit revenue.

FINDINGS, RECOMMENDATIONS AND MANAGEMENT RESPONSES

1. Einding: /naccurate information being provided for feesalcwations
. As aresult of Internal Audit's assistance to the Building Department a total nurmber of seventy-
eight (78) permits have been reviewed before receiving their final Certificate of Occupancy(CO}
or Certificate of Completion {CC). Inall cases (W%} the results from these reviews confirmed
the inaccuracy of informationprovided to the department en the permit application. Thereviews
consisted of comparing the information provided on the permitapplicationto the valuesreflected
on the construction contract or on forms G702 and GY03.
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Comparing the square footage and construction estimates provided initially on the applications
to the actualfi gures provided onthe plans, the contract,and on forms G702 and G703, showed
material differences directly impacting the reliability of the permit fees assessed. These
discrepanciesprevented Internal Auditfrom deriving a valid estimate of the building permitfees
through statisticat sampling.

Recommendation(s):

The department should establish methods iz assist the permit clerks in assessing
reasonableness of information provided on the permit application. The guidance should be
accompanied with proper training in order for them to acquire a complete understanding of such.

Another step could consist of ensuring that value verification review, conducted by the building
review discipline, is completed priorto any other review from other disciplines. This step would
contribute to ensure that proper permit fees are assessed prior to incurring additional costs for
the department. In addition, the department should consider establishing enforcing measures
such as penalties or interest for permit fees not paid on time due to misrepreserations on the
permit application.

Management Response:

Building agrees with OBP{'s findings and hasimplementeda training plan for the Permit Clerks,
however, the Building Plan Examiners are the professionals qualified to review the accuracy of
job values and total gross square f 00t ages of a project. The Building Plan Examinersreviewthe
job value verification (AE Affidavit) when the projectis assignedto them by the Chief responsible
for the plans review section. As for the suggestion that the Building discipline review the AE
affidavit prior to the review of other disciplines, this is just not practical since it would cause a
delay in the plan review process.

The new Building Director started his tenure in the City of Miami Beach on March 13, 2006.
During the period between mid March and May of 2006 the Building Director, Tom Velazquez,
reported to the City Manager's ¢ffice some of his findings regarding the general lack of
accountability and internal controls in the Building Department. Of particular concern was the
lack of oversight and procedures that addressed the proper verification, calculation and
collection of permits fees / revenue.

Late March 2007, at the request of the Department Director, a review of the permit fees for a
multi-story new condominium and renovation project was performed by the new Assistant
Director of Administration, Graciela Escalante. Because of the Department Director's concern
regarding permit fee oversight and accountability in general he requested a projectaccounting
review prior to approval of a refund request in the anount of $256,730by the Developers of this
project for TCO charges. This review of the project accounting revealed thatj ob values and
square footage as submitted on permit applications by Owners/Developers/Contractors and/for
Expediters were never verified for accuracy by Building Department personnel. The result oft he
evaluation of the project disclosed that rather then the City owing a refund to the
Ceveloper/Owner, the Developer/Owner owed the City $1,246,809 in permit fees.

As a result of the findings and process failures discovered by the current Administration,
procedures were put in place to properly accountfor proper revenue collection and verification.
Administration developed an AE affidavit form, a three part form executed by the Architect,
Owner and Contractor to certify job value and total gr oss square footage which are necessary
values to determine the permit fees as required by ordinance. A directive to Building Staff was

Page 4 of 15



Internal Audit Report
Building Permit Fees
July 3,2008

issued on April 27, 2007 to implement the new plans review process and procedures which
included the required submittal of the AE affidavit form by the applicant. The Building Plan
Examiners are made responsibie to ascertain that the job values submitted reflectthe current
industry costs per square foot and that the gross square footages are reasonably accurate.

Permits are not issued unless the AE affidavitis submitted and verified. In addition, the Building
Director madethe determinationthat CO's ALz would not be approved without a permit review
of the project,

These new procedures created an extensive amountd Vrk far an Administration which was
not equipped with a Finance Section with the expertise requiredto verify the project accounting
requirements generated by the new procedures.

Sometime in May 2007 the Building Director requested an audit of the permit fee and revenue
collection process as well assistance with the day to day permit reviews of projects requiring
CO/CC.

Theresult of the ongoing permit review and Building's commitmentto addressthese concerns
generated aver $6 million dollarsin additional revenue for the fiscal year 06-07,

In additionto these measures, the Building Department proposedto the City Manager's office a
re-organization of the Building Department which includes a Finance and Administrative
Services Section.

The City Manageralso received authorizationfrom the City Commission in My 2008to pursue
an operational audit through a qualified audit firm to mate closely examine Building Department
processes and procedures. A portion d the scope of work for this company will be to examine -
the currentstructure of the Building Departmentand make recommendations for improvements.
In the short term, audit staff from OBPI has been temporarily re-assigned toimplementthe more
immediateinternal controlsnecessar y to ensure that the City is properly collecting revenue that
is due. The recently hired Building Director will be tasked with closely examining these issues
and willimplementing appropriate solutions.

2. Finding; System fee calculation Weaknesses
Although the calculations for nast of the fees assessed by the departmentwere found to be
correct, contingent to the reliability of the information provided and entered to the system, the
fallowing fees were identified as erronecusly calculated by the department’ssyst emsoftware
and are In need of immediate correction:

a. Fees assessed for permits that combined new construction with alteration remodeling
(“Other” sub-type) did not aflocate the corresponding portions of the feeto the individual jobs
performed. In most cases, the fees were calculated using total construction costs; therefore
disregarding the square footage for new construction.

b. The MiamiDade County Code Compliance fees as calculated by the department's system
are based uponthe City's Code which states that this fee is calculated upon work valuation.
In comparing the City's Code with the Miami Dade County's Code it was noted that there
was a discrepancy in language as to how the value of work is calculated. For new
constructionthe City based itz valuationon the contractors' submitted costs rather than the
County's method of $65 dollars per square foot.
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¢) Zoning and sanitation f ees are capped to a maximum of one hundred ($700) and one
thousand five hundred ($1,500) dollars respectively. This means that any individual who
applies for a building permitinvolving only new constructionwill pay a maximura of $700 for
zoning fees and a maximum of $1,500 for sanitation. The same applies for individuals
applying for a permit that involves alteration and remodeling only. Guidance in how to
calculate zoning and sanitationfees can be found on the buitding fee schedule. However,
for projects that combine both, new construction and alteration remodeling, the maximum
amount that is being charged is also capped at $100 and $1,500 respectively. As aresult,
the fees assessed for combined projects are not consistentor proportionalto those charged
for the same services under separate permits.

Out of the 42 sampled buildingpermits, 7 permits {17%) could have been charged additional
fees aver the cap limiiation in the amount of $6,906.

Recommendation(s);

a) Thedepartment should correct the systemin order to calculate the permit fees based on the
data allocated to the individualjob types within a projectinstead of the information provided
on the general screen for total construction values. Collaboration from the Information
Technology (IT) department could be consideredfor a faster resolution. In addition, fees
assessed for projects combining; new construction and alteration remodeling should be
reviewed in order to ensur e the accuracy of the fee calculation at the time of application.

b) The Building Departmentshoul d work with the City’s Attorney Office to determine theimpact
of the calculation of Miami Dade County Code Compliance fees and discuss these impacts
with Miami Dade Count y.

¢) Resulting from inquiries to our external consultant, separating the work types in different
permits could help to maintainconsistency and proportionality. This revision will provide a
better fee allocation for the differentscopes of work, as well as maintainprapertionality for all
permit fees assessed.

Management Response [SeeNote 11:

The Building Departmenthas been made aware of this Permits Plus scftware system flaw and is
working with IT Department to correct it. Building may need to get a proposal from Accella
{Permits Plus Vendor to resolve the preblem. It appears that the problem may be more extensive
and the staff from the permit counter will have to check permit fee calculations from a different
software application until the problem is resolved.

The Building Department is requesting applicants to submit separate permits for separate
structures where feasible to provide a better fee allocation for different permit types, however,
the permit fee ordinance is mute regarding how to charge permits which contain both new
construction and renovation. In cases where it is not feasible to separate a project the system
software will have to be corrected to implementthe suggested permit fee allocations. In addition
the Building Department is in the process of determiring the impact of the calculation of the
Miami Dade Count y Code Compliance fees with the Cizy's Attorney's Office and wil' coordinate
with Miami Dade (bunty to address this matter.

3. Finding: Application does not provide space forproper allocation of job values and square
footage.

Permit fees are generally computed fol | ow ng the department’s fee schedule. The rates o

amounts charged vary depending on the extent and characteristics of the work being done. For
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example: Building Fees assessed for an addition to an existing structure or NEWconstruction
are primarily based on the Gross Area of the new construction, provided in square feet.
Meanwhile, buildingfees assessed for an alteration or remodeling are primarily based on the job
value, also known as the cost of construction paid by the owner. However, the permit
application currently used does not allow the allocation of costs or gr 0SS areas whent W0 scopes
of work are combinedinto one permit. As a result, Internal Audit noticed occasionsin which data
provided for fee calculation combined bath new construction and alterations or remodeling
thereby precluding separate fee calculations.

Recommendation{s):

The department should consider revising the permit application in order to provide additional
fields to properly allocate the job value and correspondinggross area to the specific project( new
construction, alterations/remodeling, demolitions, etc.). In addition, permit clerks should not
inquire, accept values, or data to correct the Permit Application from anyone other than the
permit holder. With this recommendationthe department would contributeto improve reliability
of both, the information provided on the permit application and the fees assessed.

Management Response (See Note 1):

We agree and have made the recemmended changes. In addition We have added three check
boxes in the permit application for new construction, renovations and revisions in order to
differentiate between the type of construction and permit type request.

Finding: Corrections to applications were observed affer the application had been signed,
notarized, and up-frontfees have been calculated.

Building permit applications are required to be completed in detail and signed by the permit

holder, Instances were noted whereby correctionsto the informationon the Permit Application

were accepted without the submission of a Revised Permit Application. Continuingto operate in

this manner could result in confusionwith respect to which data to use for fee calculation.

Recommendation(s}):

No corrections should be allowed on a completed application. If corrections or revisions are
necessary, then the permit holder should submit a new "Revised" application once a previous
one has been submitted. Accordingly, permitfees shouldbe recalculatedbased on the updated
information in order to account for any balance or credit resulting from the revision. Necessary
changes made by the departmentshould be documented and included en a separate section of
the application or as an attachment. This should reduce potential confusion and improve audit
trails while maintaining a chronological order of events.

Management Response {See Note 1);
We agree with the finding and implemented the recommendation.

Finding:  Incomplete applications were being accepted when issuing a permit,
BuildingPermitApplications Wer e submitted with incomplete sect i ons. Somne of the incomplete
sections observed included the gr oss area of the project and/or job value, which are used to
calculate the fees depending on the scope of work, date of application, which contributesto the
tracking of when the application or the permit should expire, the type of work, and owner's
contact information and signatures to name a few.

The following table helps 1o illustrate our findings in referenceto incomplete permit applications
based on our sample of permits tested:
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. . - . # of incomplete o
Permit Category # of permits tested applications Percentage (%}
Commercial 25 8 ) 32%
Residential | 17 5 ] 29%
Totals , 42 | 13 . 31%

Thirty one percent (31%) of the permits tested were applied for and/or approved with incomplete
sections of the application.

Recommendation(s):

Because the Permit Application is a major source of information and reference, dl sections
should be fully completed. Up-front fees, permit sub-type, among other, are calculated and
imputed into the system using the information provided on the application.

Management Response (See Note 1):

We agree with the finding and implemented the recommendation. We are no longer accepting
incomplete permit applications, In addition, applicants submitting building permit applications
are required to submitan executed AE affidavit withtie application.

8. Finding:  Original permit applications arenot kept in the department unfif after the plans have
been reviewed and the permit is approved.

When applying for a building permit, it is required for the permit holder to submit a complete
permit application. This applicationis used as referenceta enter the permit holder's information,
job descriptions and values to the system. Applicationinformation is also used to calculate the
up-front fees, and total permitfees for the project. In addition, the information is use to create a
work flow in the system identifying the different disciplines required to perform plan reviews
depending on the characteristics of the work.

Even though the information on the applicationis used to calculate up-front fees, total permit
f ees,and to issue a transaction/permit number among others, neither the original permit
application nor a copy is kept by the department until the plans are reviewed and the permit is
approved. Any changesto the application prior to the plan's approval, especially changes that
could have animpact onthe permit's up-frontfee calculationsand averall fee structure, are rict
revised on the department’s computer system.

Recommendation(s}:

Once a permit applicationis accepted and up-front fees have been calculated, the department
should retain the application along with 2! required documentation from the contractor. This
way, any changes to the application can be verified and compared to the initial application.
Retaining the initial application will contribute to implement the recommendation for finding
number three (3) above. Also, inthe event the permit holder abandons the project prior to the
permit’s approval, then the City would be able to retainthe corresponding up-front fees based on
the information provided.

Management Response {See Note 1):

We agree with the finding and implemented the recommendation. We are no longer accepting
incomplete permit applications. Original permit applicationswill be filed In as part of a central
filing Syst emin process of being implemented.
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7. Finding: Insufficient supporting documentation kept on file as part of the permit application

package.
Internal Audit reviewed the application packages for forty-twe (42) sampled permits in order to
evaluate their completeness. Of the forty-two (42) application packages reviewed, all were
missing twa or mor e of the following required documentation:

a) Qopy of State Certification\ith an occupational licensefor the place of business; or Copy of
Certificate of Competency with a Municipal Cantractors Occupational License;

b) Certificate of insurance for Liability and Worker's Compensation;

c) Change of contractor form when it was applicable;

di Request for permit extension of time when it was applicable.

Recommendsation{s);

Every application should be filed accompanied by all required documentationfor the permit's
approval. Because the applicationpackageis often used as a primary source of informationin
relationto the permit, it should be kept organized, maintained, and readily available as needed.
In addition to effectively maintaining audit trails, we!l documented records should assist in
sustaining efective controls, easing review processesand research.

Management Response (See Note 1):

We agree with the finding and implemented the recommendation. Original permit applications
and all supportingdocuments will be filed in as part of a central filing Syst emin process of being
implemented.

Finding: Department's complex fee schedufe and lack of regular revisions.

The Building Department's fee schedule consists of numerousfees for specific scope of works.
This complexity leads to inefficiencies and inconsistencies B charging customers. The City's
external censuitant JRD & Associates preformed a comparison of fee structuresused at other
municipalities and further recommended that the City's fee schedule be modifiedto a simplified
fee schedule. Benefits af having a simplified fee schedule cited by the consultantinclude having
a more efficient way to charge customers, a streamlined process, an appropriate feeing
mechanism and less congestion in the waiting areas.

In addition, the Building Department Fee Schedule Was last revised on October 1, 2003 and
tees currently charged may or may not be sufficientto cover the City's costs sf operationand
enforcement of the Florida Building Code. These costs include those incurred by all
departments directly involved as well as an allocation of administration and overhead by other
supporting departments.

Recommendation(s):

The City should pursue a simplified fee schedule. Prior to revising any fees, the City should
create a cost analysis of all direct and indirect costs associated with the operations and
enforcement of the Gity’s building codes. This analysis can be used to determine the sufficiency
o the f ees being charged to cover them.

The department needs to establish a base line of total fees earned by fiscal year after
implementing recommendationsto ensure that the currently approved fees are being properly
corrected. Fees collected resulting from the close-out reviews presently conducted should be
separated from total fees to mare clearly reflect actual fees collected for the fiscal year.

Going forward, revisions of the fea schedule should be completed periodically to reflect any
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9.

10.

changes, if any, resulting from cost increases and new industry conditions.

M anagement Response [Seg Mote 11:

We agree and are going to implement recommendation. QBP| and the Building Departmentare
working on a Request for Proposal for a Consultantto analyze the current fee schedule and
make racemmendations for simplification.

Finding:  Poor correlationbetween the department’s fee scheduleand currently distributed fee
sheets.

After reviewing the department’ fee schedule and comparing it to the Mechanical, Electrical,

and Plumbing f ee sheets {M.E.P.s}, currentlydistributed by the department, Internal Audit found

minor discrepancies on the fee structure between the M.E.P. fee sheets and the Diepartment's

Fee Schedule.

Recommendation(s):

All fees assessed by th& Building Department should be included and detailed on the
Department's Fee schedule. Atthe same time, the fee Scheduleshould be reviewed to include
thelanguageand fee structure approved by the City Gonmi Ssi on and reflected an Appendix A
of the City Code. These annual revi ews should verify and ensure correlation and consistency
with the Florida Building Code, State Statutes, The Florida Administrative Code, and other fee
structures established by those departmentsinvolved IN the approval of the building permit (Ex:
Fire Department, Zoning, Sanitation, etc.). Having one established reference source i
document all permit fees should eliminate confusion to departmentpersonnel, as ##il as to the
public,

Manasement Response {See Note 1}

We agree with the finding and are inthe process of making sure that the fee sheets, and permit
plus computer software are consistent with the Department's fee schedule.

Finding:  Insufficientand inconsistent use and application d the fee schedule on building
permits

Resul t's from Internal Audit's testing and interviews with department's personnel showed an

inconsistent application af the permit fee schedule, thus having a direct impact on the fees

collected by the departmenf. The following is a list of those inconsistencies found:

a) Planre-review fees are not always charged.

b) Re-inspection fees are not always charged.

c) Permit extension fees are not always charged.

d) Applicable fees and credits for expired permits were not always applied correctly.

e) Reviews and approvalsi ssued for sub-permitswith expired master permits. Re-instatement
fees were not paid on the expired permit at the time of review.

This finding is correlated to finding #41 and finding #12. Because of the lack of written and
known policies and procedures accompanied by poor syst emnotations and referencing, it is
very hard to track re-revisions and re-inspections on mast permits.

Recommendation{s):

The department should closer track "re-reviews" and “re-inspections”. This can be
accomplished by noting the system and following up on plan review notes not addr essed as
instructed by the inspectors. Also, more descriptive notations should be taken by the inspectors
on the fidld in reference to repeated violations or inspections due to incomplete work at time of
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1.

12.

inspection. Moreover, permit extensionf ees should be charged once a "Permit Extension Farm®
has been submitted, prior to the permit expiration date, and approved by the building official.
Not filing the extension of the permit prior to the permit expiration date should result in an
expired permitand applicable fees should be assessed following page No. 12, section 2 of the
permitf ee schedule. Lastly, incorporatingthe recommendations for findings #* 1 and #12 should
contribute to an improvement of the use and application of the fee schedule, as well as an
increase of the applicable fees.

Management Response {See Note 1%

Inresponse to a and b above, Building Departmentis in the process of implementinginspection
and plan review checklists that are automated and integralto the permits plus software. This will
not only alleviate the problems with inconsistent plan reviews but will allow staff to track and
monitor which plan review commentswere not addressed repeatedly by the Architect. Currently,
the electronicsoftware (Permits Plus) is not set up to accurately track and substantiate claims by
Architects specific to comments that are not addressed in the plan review.

The same would apply to the inspection checklists which are currently being tested by the
Inspection staff. Reports can be generated on repeat failed inspections and the Customer
charged accordingly.

In responseto c,d, and e above we agtee with the findings and have implemented the changes
according to the permit fee schedule.

Finding: Lack of polides and procedures in place that are well known and consistently
followed by depariment personnel.

Although Management Staff has recently instructed NEWoperational guidelines to be followed,
no standard policies and procedures are written and in place to be consistently followed by
permit clerksand other personnel. Employees currently operate following traditionalmethods of
operationsthat have been established by prior administrationsand/or employees. As aresult,
deviationin methods used by differentemployeeswas noted for transactionssuch as a change
of contractor, permit revisions, cfiange of use permits, among others.

Recommendation(s):

The department should establishwritten policies and procedures to be knewn and followed by
all departments' personnel. The procedures should be accompaniedby proper training so that
employees can acquire a full understanding of the same, Adopting this recommendationwill
contribute for a standardization of the department's operations and improve audit trails.

Management Response {See Not e 1):

Currently, the new Administration has a draft "Manual of Policies and Procedures”™ which we plan
to publish for our enpl oyees and customers onthe department's newwebsite. The new website
is scheduled to be launchedin June | July 2008,

Finding:  fnconsistency in dafz enfry to the system
Results from our review showed that not all data is being consistently entered into the
department's computer system. The following data entry shortcomings were observed:

a) There were instances noted where the job value entered to the system'sgeneral screen
did not coincide with the job value entered on the fee calculation scr een.

b} Projects that were supposed to be marked as "City projects"were not marked accordingly.
¢} Erroneous permit subtypes were selected occasionally.
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d) Notes enteredto the system were dften very hardto follow, asthey were abbreviated and
extremely shortened.

Shortcomingslike the ones mentioned above represent a challenge to the department'sinternal
communication, often resulting on inefficiency, inaccurate permit fees, poor audit trails, and
diminished review and supervision.

Recommendation(s):

In order to improve the depariment's internal communication and eliminate existent barriers.
minimal descriptive criteria necessary when entering information inte the system should be
established. In addition, a series of training sessions informing employees of the impaortance of
such descriptive criteria when entering notes, as well as potentiat repercussions from not witing
them should beimplemented. Thisway the departmentwon't have to depend on anindividual's
abilityto r enenber the particulars of a specificpermit. Withthisimplementation, the department
will be securing improved audit trails, easing review and supervision, and contributing o the
reliability of the permit fee calculations.

Management Response (See Note 3):

The Permit Clerks have never received proper training for their specific job responsibilities as
well as the technical training required for proficiency in the permit fee ordinance and application
d ordinance with Permits Pius system. We are in the process of developing a training plan and
giving "one an one” training to the Permit Clerks.

Theissue of proper professional and technical training and mentering was non-existentin the
previous Building Administration. It is the intention of the current Administrationto hire an
outside Consultantto develop a curriculum of training cl asses for the professional and non-
professional personnel.

13. Finding:  Poor computer system controlsin place
Testing performed to Permit Plus, the computer software currently used by the department,
revealed the following deficiencies in need of correction:

a) Data enteredinto the system can be overwritten by anyone that has edit privileges without
leavinganytrails. The only fields currently protected are the Job value, occupancytype, the
fields related to client's information, and square footage, on the '‘General" screen only.

b} Paymentsor adjustmentsfor outstandingfees can be postedto a prior date. Consequently,
paymentsOr adjustments that are backdatedto a prior date or period would not beincluded
on the current daily activity report. Therefore, backdated transactions would not be noticed
unless prior reports were re-printed and reviewed.

These deficiencies represent significant weaknesses that if not corrected could negatively
impact the integrity of permit fees, opening a great W ndow of opportunity for unscrupulous
behavior.

Recommendation(s):

a) Thesystem should prevent any changes to existing informationwithout proper authorization
and without identification of the individual making the changes. In addition, every
authorization should be accompaniedby a brief, but sufficient explanationfor the changes.
Although the department may be considering upgrading their computer system, sufficient
testing should be performed before its full integration in order to assure that adequate
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controls areimplemented.

b) The department should correct the systemin order to prevent the backdating of transactions
currently taking place. Implementing this control will contribute to a higher integrity of permit

fees and an improved reliability of daily reconciliations.

ManagementResponse (See Note 1}: _

The previous Building Department Administration did not have any witten policies and
procedures nor did it have a weill organized or documented business process and flow. Thisis
evidentin the application of the permit plus software which does not reflectthe actual needs of
the departmentin its functionality. Permit Plus has some features in its Sof t war e that Wer e not
activated and thus the software was not utilized to its maximum efficiency. For example, &ll
users have access to make enriesand changes to all fields and compositions. The system has
the capability to restrict access to usersthat are not requiredto make data entriesin areas they
are not responsible for. The previous administration did not restrict access to users by job
function, thus creating a system with potentially extensive security breaches.

Currently, we are working with IT to restrict access itz users by their job functions and have
implemented the latest upgradeto the system which contains an audit trail. In addition, we are
actively pursuing a Newsystem Whose software has security controls in place to ensure system

integrity.

We are working with IT to get the n@st out of the systern we currently have. We agree that
Permits Plus has serious security | SSUeS.

14.Finding:  Insufficient Segregation of duties on department processes.
The building departmentin an effort to maximize efficiency, engaged in training sessionsduring
which, every permit clerk was trained as a plan router and granted system access accordingly.
In addition, permit clerks are responsible for the calculation and collection of permit f ees for
every permit. Clerks alsa reconcile the daily permit revenues collected at the end of the day.
They handie the cash regder, the safe, and have system clearanceto make adjustments and
apply payments, Consideringthese facts, internal Audit opines that insufficient segregation of
duties exist on these functions. Inadequate segregation of duties can contribute to a
deterioration of controls, supervision, and a window of opportunity for unscrupulous behavior.

Recommendation{s):

Responsibility for the daily revenue reconciliation should be assigned to an individual with no
relation to the collection, application, or adjustments of paymenis on the system. The
combination for the safe should be changed, granting access to the individuat in charge of the
reconciliation and management only. The reconciliation should be completed, signed by the
preparer, and taken to the cashiers no later than the next business day.

Management Response (Sea Note 1):

We have implementedthe recommendations. Thedaily revenue collection and processingwilt
be directly under the supervision of the Building Finance and AdministrativeServices Manager.

15. Finding:  Long processing cycles for farn Sufficient Fund (MSF) checks.
Not only are Non-Sufficient Fund checks an eminentrisk to the collection of permit revenues, but
also a contributing factor to incur additional costs and generate processes to the department.
Often a check is accepted for payment of multiple permits for which the department provides
planreviews, inspectionsetc. Once a checkis identified as NSF, the department p aces a hold
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Internal Audit Report
Building Permit Fees
July 3,2008

on dl permits paid by the identified check. At that point all vark and inspections for those
permits are put in a hold status preventing any additional services until all correspondingfees
are paid. This is why timing is very important on this process. The longer it takes for the
department to identify a NSF check, higher costs will be incurred by continuing to render
services, and the collection process will become more difficult.

With this in mind, Interral Audit sampled Si xteen (18) different checks identified as Non-
Sufficient Fund (NSF) in order to estimate the average number of business days it took the
departmentto identify them as NSF checks from the day they were accepted. The results are
reflected on the following table:

~ AVERAGE # OF

STAGE OF THE CYCLE BUSINESS DAYS TO
L __COMPLETE CYCLE
To 1.87

___ DATE PROCESSED BY CASHIERS |
FROM DATE PROCESSED BY CASHIERS

o | 7.81

__DATE NSF NOTICE WAS MAILED BY BANK |
FROM DATE NSE NOTICE MAILED BY BANK

TO ' 582
| DATE BUILDING DEPARTMENTISNOTIEY |
| OVERALL BUSINESS CAYS TO COMPLETE 15 34

ENTIRE CYCLE ) N

~ FROM DATE POSTED BY CLERKS 1 ‘

The average time for the department to identify the checksas NSF checks was 15.31 business
days. As a resultfrom the long NSF processingcycle, a representative responsiblefor the City's
bank account swas also contacted in order to find ways to improve the tength of time it takes to
completethe cycle.

Recommendation(s}:

Subsequent to inquiries made to the bank representative, it was agreed that copies of NSF
checks would be faxed to the Finance Department on a daily basis. This should contribute to
reduce the amount d time to completethe cycle. Nonet hel ess, the Building department should
create and maintainalistd bad accounts for individualsor contractors that have issued two or
mare NSF checks. Once a bad accountis identified, no additional checks should be accepted.
Only cashier checks, money orders, credit cards, or cash should be accepted fromt hese bad
accounts.

In order to facilitate identifying the NSF checks corresponding to the building department, the
clerks should write the name cf the department on every check that is accepted. Inaddition, the
Building Department should maintain direct communication with the Finance Department to
ensur e that NSF notices are forwarded as soon as they arereceived.

Management Response (Sze Note 1):
We agree and willimplement procedures.

16. Finding:  Outdated pamit data was found Onthe department’s computersyst em
Internal Audit requested a list of all building permits with"applied* and/or "approved"status fram
the departmentin order to select a sample of permits to analyze as part of our audit. As a result,
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Internal Audit Report
Building Permit Fees
July 3, 2008

we were provided with multiple lists of permits adding up to 25,331 among themall, Subsequent
inquiries about the volume of permits in applied or approved status for different permit
categories and sub-types reflected an overflow of outdated permits and permitinformation as a
result of data transferred from an ode system to the one currently in use. The excessive
amount of outdated permits included permits that should have been expired, but were stilt in
applied a approved status; permits that work has been completed and CC and/or CO hasbeen
issued, still on "approved" or "applied" status, among others.

ecommendation(s):
Even though the departmentis well aware of this situation and is currently working to correctthe
data overflow, additional considerationand efforts should be invested in order to expedite the
process. A cleaner database should contribute with more reliable informaticn for analysis and
decision making, and also would provide a better estimate of revenues that should have been
collected, if any, on the remaining permits. Collaboration from the Information Technology (IT)
department could be considered for a faster resolution.

Management Response (See Note 1):

We agree and are currently actively working with IT to clean-up database.

Management Response - General Comment (Notel D =

Iti= importantto not e that the Building Departmentrequested this audit because Administrationhad
many items of concern regarding the integrity and accountability of the enforcement of the City's
Permit Fee Ordinance and Revenue collection process and procedures. Many of the findings of
OBPI's audit were the initiallyitems of concern to the Building DepartmentAdministration. Thus, the
OBPI audit confirmed many of Building" " initial findings. Duringthe course of the audit, Buildinghas
been actively working on implementing internal controls to address these findings.

EXIT CONFERENCE

A meeting was held on March 11, 2008 to discuss the audit report and to solicit management
responses noted above. Attendeeswere Thonmas Velasquez, Building Director; Grace Escalante,
Assistant Building Director; Alexis Givings, Building Services Coordinator; James Sutter, Internal
Auditor; Laura Rubines, Assistant Internal Auditor; and Fidel Miranda, Auditor. Management
r esponses were subsequently received and incorporated within the report. All were in agreement
with the contents of this report.

(Audit performed by Fidel Miranda, Auditor)
F lobpiEALCNDOCT-OMREPOATS - FINALBUILDING DEPARTMENTdoc

cc: Tim Hemstreet, Assistant City Manager
Jorge Gomez, Acting Building Director
Graciela Escalante, Assistant Building Director
Patricia Walker, Chief Financial Officer
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MIAMI BEACH CHAMBER OF COMMERCE

Building and Permitting Committee

February 19", 2008

The Miami Beach Chamber of Commerce Building and Permitting Committee was
created after receiving numerous concerns and complaints from the business and
residential community concerning dissatisfaction with City services that affected both
members and non-members of the MBCC. This committee was created to voice its
concernsand suggest balanced solutions and improvements.

This committee was chaired by Calvin Kohli and its members included, Louis Martinez,
Aaron Tandy, Alfredo Gonzalez and Michael Larkin.

The complaints primarily dealt with unnecessary hardships, irregularities in the
implementation of public policies, procedures and inspections; as well as lack of follow
up, information, or personnel and outdated building and permitting codes and
enforcement techniques. As the City has thrived with more construction and
development, the demand has risen, but quality and procedures are outdated. Theseisan
urgent need of improvement with constant and consistent upgrades, including
improvement of the knowledge base of personnel employed in related departments of the
City of Miami Beach so that a uniform approach may be achieved.

The god of this committee was to identify and address the legitimate concerns of the
community when it comes to dealing with the various City of Miami Beach departments
involved in the Building & Permitting process. This was achieved by holding several
committee meetings and discussions with a diverse group of people such as business
owners, lega representatives, architects, engineers, designers, residents, and other
management and professional entities. Information was also shared and obtained in
cooperation with the members of the Building Task Force, which was created by
Commissioner Saul Gross.

The attached list will address some of the most important and immediate concerns that
were identified, followed by some solutions and recommendations and other necessary
follow-up. We understand that the City of Miami Beach has already initiated steps to
improve the building and permitting process and we gladly acknowledge and appreciate
that effort. Our findings are based on our interaction and hands-on experience. Our report
should not be taken as criticism or judgment but rather as ajoint effort to work with the
City of Miami Beach, and the heads of its departments to assist them in identifying and



improving the existing system, and to aid them with any support that they might need in
order to accomplish this.

Submitted by,

Calvin Kohli
Chairperson, on behalf of the

MIAMI REACH CHAMBER OF COMMERCE BUILDING AND PERMITTING
COMMITTEE

CC: All members| City of Miami Beach.



PROCESS:

The MBCC Building and Permitting Committee invited chamber members and non-
members who were affected by building and permitting issues, along with residents who
had heard about this committee and professionals who had dealings with the City
departments involved in the Building & Permitting process, to attend
meetings/workshops. The first meeting was held at the Chamber office, where open
discussions revealed a lot of frustration and the complaints of several people, especially
from the business community.

Thereafter, meetings were held regularly, and asthe participation grew, so did the list of
concerns. These discussions revealed several areas that needed immediate and long term
solutions. We also had several participants from the Building and Permitting Task Force
who raised their frustrations and were happy to see the MBCC Building and Permitting
Committee working for acommon goal - improvement of servicesfor the community.

LIST OF CONCERNS & SOLUTIONS:

1) DEPARTMENTS: The City's Building Department workstogether with several other
departments like Fire, Planning, and Public Works. Most of the time the burden to
resolve issues, both minor and major, with other departments falls on the business owners
who are juggling coordination between departments. This causes a lot of delays,
frustration and repetitious work. This discouraging process is frustrating and time-
consuming and can add significant additional costs to the person who is trying to get
matters resolved to avoid unnecessary delays.

Solution: More coordination and efficient communication is required between
departments, and conflicts within the development process need to be resolved by the
City. Inter-departmental computer networking should be established, Inter-departmental
group meetings should take place on a regular basis. The departmental heads need to
urgently review the policies and procedures in place and share these to make
interdepartmental improvements and avoid conflicts. Department heads should meet
every month at least to identify, solve and implement new procedures as required. Other
departments need to review the files /' cases simultaneously to avoid delays instead of
waiting for one department to complete the review process. Copies of such documents
should be provided to each department ahead of time for case review etc.

2) UNNECESSARY PERMITTING: Permits are a good way of governing procedures,
but excessive and unnecessary permitting should be checked and changed. Items that
require permitting should be identified and the ones that don't should be removed. For
example, with regard to a re-roofing permit, the Public Works department should have no
role in the review of a permit that will permit the re-roofing of a structure. Yet, Public
Works is one of the required signatories for a re-roofing permit. Thisis aconstant hassle
for customers who are frustrated by excessive permits and accompanying paperwork and



requirements, and who are confronted by unknown procedures and constant changes to
regulations or interpretation of thoseregularitiesdictated by personnel.

Solution: Permitting information should be classified and identified both via brochures
and on the City of Miami Beach website. Unnecessary permitting should be reduced or
removed. We need to encourage businesses from relocating so they can grow and prosper
in Miami Beach. Therefore, a realistic approach should be put in place. User-friendly,
easy-to-understand instructionsand guides along with proper support should be provided.
Building permitting fees should be regulated. A checklist should be provided of
everything required from A to Z. Each application should be made to be processed with
defined application permit fees and the removal of any permitting quota restrictions for
personal delivery to the counter.

3 INSPECTIONS: The biggest complaint is regarding the inconsistency in inspections
and of the inspectors who are performing these inspections. Each inspector adds to the
previous inspection new requirements which incur costs, loss of time, delays in opening
business, etc. Different inspectors at times show up for the same inspections and have
their own conclusions, which change from one inspector to the other and from one
department to the other. There is no consistency.

Solution: Inspectors should be kept up to date about the existing and new rules and
regulations. The same inspectors should be handed a file/ case from initiation to closing
so there is no inconsistency in directions to customers. Added comments after re-
inspection requiring additional work and re-inspections should be stated in writing and
followed up. Conflict between permitted drawings and what an inspector enforces should
be checked. The inspection process should be expedited especially if a customer has
followed and met the requirements.  Other cities offer 24-hour inspections and this
should be considered. A checklist should also be provided at the beginning of the
process.

4) INCONSISTENCY IN INFORMATION/PERSONAL: Poor attitude,
misinformation and inconsistencies created by personnel wastes time asthe customer isat
the mercy of the personnel behind the counter. Misinformation leads to delays, and
absol ute discouragement and a black mark to the reputation of our city.

Solution: The employees and the staff need incentives and information to provide
improved customer service. They lack consistency in the information they share and give
out to the public at times. There needsto beefficiency to cut timethat iswasted in a run-
around. More information counters and live telephone service, Internet access and
constant updates must be given. Educationa briefings and frequent meetings should be
held by each departmental head / supervisor and their staff / employees to increase their
knowledge base. Better quality and professional, friendly services should be provided.
Better customer service and an employee review must be done by the supervisors All
complaints should be assessed fairly and addressed. Supervisors need to review
inconsistenciesand take customers' legitimate concernsseriously and assist. A checklist
should be made of improvements. Employees and staff should be better trained far good



quality customer service. Employees should be trained and kept up to date. People
should feel welcomed by Miami Beach whether they want to reside or conduct business.

5) INCONSISTENCY IN REVIEW PROCESS: Each inspector reviewing a case or a
file has a different opinion and there are excessive comments made. Once the business
owner addresses the initial concerns, new comments and ether requirements are identified
during subsequent reviews thus wasting time and causing delays and frustration. There is
inconsistency in enforcing rules and codes.

Solution: As stated previously, one inspector should be handed afew casesthat he or she
needs to close from the beginning to the end so no blame game goes around. Most
important, the customer should not have to pay the price for inconsistent information
especialy when they are following procedures. The inspectors should follow the law and
all the requirements, and they should be trained not to have contradictory comments or
excessive comments every time they review a case or afile. A checklist should be also
provided and a plans review supervisor should be made available for appointments to
resolve discrepancies.

6) LACK OF INFORMATION: The City needs to clearly provide to professionals,
architects, and engineers what expectations are required in a brochure or on a web site
etc. Misinformation or no information hinders the progress. Professionals who line up to
gather information are discouraged by lack of information and inconsistencies between
personnel.

Solution: Web Site / Technology / Brochures : An updated web site with case
information and status information should be accessible electronically via the Internet.
More on-line services should beadded like plan reviews, payments and change of names,
ete. Checklists of al required data for each department, procedure and employee |
inspector job description and requirement should be made available. More educated
brochures | pamphlets available to simplify the process step-by-step including posting on
the website. Real time data should be available 24 hours aday. The checklist of " in-case
scenarios™ should also be provided, such as extending permit time, renewals, etc.

8) TCO: EXPIRED TCO and the CO PROCESS: Several complaints and concerns
were obtained on this subject that MOST of us arewell aware of. The delays in issuance
of the TCO (Temporary Certificate of Occupancy) have caused lots of legal problems.
New codes in place have furthermore expanded these problems. Unnecessary
obstructions and delays in granting certificate of occupancy, delayed inspections, added
items which delay in obtaining occupational, license. Businessesend up stuck and lose
money, which isdiscouraging. A checklist should also be provided for these matters.

Solution: Partial CO’s and CO’s to be issued and expedited when al requirements are
met. We understand that the City has removed the TCO process.

9) SHORT & LONG TERM GOALS:. There has been an oversight with the
overdevelopment of our great city. The departments and their heads need to expand and



improve so asto keep pace with the development of this city both in short and long term.
The departmentsneed to be up-to-date and march two steps ahead in order to forecast the
needs of the business community and especialy the markets which caused an influx of
new devel opment.

Solution: While severa issues require thorough and immediate analysis for
improvements, short term and minor issues should be fixed immediately to ease the
burden. The heads of the departments should be made aware of these situations and they
should review the process, meet and resolve these issues. Changes should be
implemented assoon as they can,

10) CITY TASK FORCE/INDEPENDENT COMMITTEES. To avoid this from
happening and to remain constantly up to date, not only the department heads and their
supervisors should regularly review the process in place and meet regularly and update
their staff and bring forward the concerns of the community, but also the City
Commission should permanently create a Task Force to review the process hand-in-hand
with the departmental heads to keep the system efficient. Open forums may be held by
the task force to review additional commentsfrom the customers/ professionals/ genera
public asto further improve the existing system in place.

11) PARKING IMPACT FEES. Commission to review these fees and codes be
modified so that small businesses can aso survive. This code was made for larger
business and creates a hardship for smaller businesses. As a result, we recommend a
reduction in the parking impact fee amount of $35,000 per parking space for smal
businesses. The foregoing parking impact fee amount creates an incredible burden on
small start up businessesthat cannot be easily absorbed.

12) NEW REGULATIONS: New regulations and requirements have been added while
the MBCC Building and Permitting committee and the Building Task force has been
meeting in trying to find solutionsto the existing issues thus making it more difficult in
some ways. Such rules, like added costs on application fees, would further burden the
existing crisis. Minor solutions should be adopted immediately by departmental heads
after review and other improvements should be placed in the pipeline. We need to make
this process user friendly, customer-oriented, progressive and heathy for our beach
economy and welcoming whilefollowing procedures.

13). DELAY S: The entire permitting process is marked with delays. Thiscompounds the
frustration of the whole processin place. The city should implement a system to expedite
the process. Currently, all it causes are delaysand further delays. City employees need to
be courteous and not give super-extended appointments, thereby causing further delay.
There should be a better system of generating appointmentsand assi sting businessesand
closing files. 15 minute mle. If additional staff is required then it should be done while
simultaneously training and improving the existing staff who it seems have been on their
own without any follow up or sufficient supervision. A timeline needs to be established
at the outset, adhered to and cooperation from the City and its personnel to meet the time
line encouraged.



14) HISTORIC PRESERVATION: Another point raised in our meetings has been the
decisions made by the historic preservation board on issues that have no historic
relevance. For example structures that are being replaced on private property that
were originally constructed less than 15 years ago. We request that this board analyze all
factsand use objective criteriaand be friendly.

CONCLUSION:

We understand and comprehend that the requested process and solutions cannot be
implemented overnight but a direction must be adopted and plan of action put in place to
achieve these goas. Some changes are minor while other are significant. These
implementations are for general purposes and for al who conduct or intend to conduct
businessin the city of Miami Beach, and not for any special interest group(s).

The departments need to improve their services and procedures and implement ways to
remain ahead of the game and not fall back. Staged progress needs to be made with these
goals Set aside with objectives to be followed, and everyone should be kept informed.

The requirements once initiated and finalized should be placed in a checklist format and
on a website for both customers and city staff. Special staff members can be assigned for
developers with severa projects and special sections should be created for small business
owners who are desperately trying to open businesses on their own. Assistance and
guidance should be provided to these small business owners in afriendly format.

Improved customer service is required with knowledgeable staff to guide and assist
customers with the Building and Permitting process. They should guide and be available
to assist in application, permitting, review, plans and other processes involved. Added
personal can also help resolve the burden.

Appointments should be made available for the professionals and others requiring
information and follow ups. Legitimate complaints should be addressed and recorded.
Based on our findings the reputation of the Building Department must be upgraded to
professional and courteous standards, while maintaining its integrity.

A proper and complete brochure listing detailed process and requirements of each
department, including a checklist, should be provided to the customer online or in print
along with atimeline for completion of the process. All correspondence/ communication
between the city and the customer should be in writing with an attached checklist of
requirements.

All data and case | file numbers must be updated and available online 24 hours a day.
This website address should be printed on the application forms of all departments with
instructions and be on the checklist. Electronic filing, payments and electronic
submissions should expedite and make the system more efficient.



V& would also apprediate if our committee could have a point of contact from each
departmental head that we can deal with should we have any inquiry or need further
information/ assstance.

i are forwarding copies of this summarization report to heads of all departments
including thee city manager and assistant manager. We would aso like t invite the
building department heads along with the city manager Jorge Gonzalez, and assistant ity
manager Tim Hemstreet t o our upcoming Board of Governorsmedting, which will take
place on Tuesday, June 3™, 2008 at 4:30pm at our chamber offices. Please mark your
calendars, as your attendance and update / response to ar compilation would be nuch
appreciaed.

If you have any commentsar questions, please email them to me at CK ohli@ol.com o
contact Vanja Majkic at the Miami Beach Chamber of Commer ceofficeat 305.695-6817.

Thank you far your attention.
Best Regards

Calvin Kohli

Chairperson: Building & Permitting Committee
MIAMI BEACH CHAMBER (0F COMMERCE
Board of Governor MBCC

Govermnment Affairs CommitteeMBCC

CC:

Mayor & The Commission City of Miami Beach
Thomas Velazquez : Building Dir ector
Graciela Escalante: Assistant Building Director
Jorge Gomez : Planning Director

Fred Beckmann: Public Works Director

Sonia Machen: FireMarshall

EricYuhr:  FireChief

Tim Hemstreet: Assgant City Manager
Jorge Gonzalez: City Manager

Jose Smith:  City Attorney
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Name of City or Political Subdivision:
Contact Person:
Contact Telephone:

Contact E-mail:

A.

CITY OF MIAMI BEACH

BUILDING DEPARTMENT BENCHMARKING SURVEY

BUILDING FUNCTIONS ANI} PROCESSES

1. General

a.

Attach afunctional table of organization for your department (i.e. showing
the organizational relationshipsof the core functions handled by your
department} .

For each of thesefunctions, identify by highlighting on the attachment
those functions performed by outside contractors (attach copies of
contracts) instead of City/County employees.

Identify the degreeto which the Private Provider" processis used in your
organization. What audit processis in place?

2. Walk-Through Plan Review

a.

Attach a list of the types of plan review that are handled by a walk-though
process.

For items handled by a walk-though process, check which of the fellowing
apply. (Select onethat best applies.)

O Interaction with customers is limited to the front counter (submittal
of plans, receipt of comments). Plans are routed by staff.

m Interaction with customersincludes discussions with plan

reviewersto aid in understanding their comments. Plansstay with
the applicant who moves between reviewers.
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C. Identify the levd of availability of department personnel for plans
submitted through the walk-through process. Check all that apply.

[
Ll

—

Dedicated resources(special window, separatestaff, etc.)

[] Forresidents [ For businesses

Specified times{e.g., 12 noon to 4 PM, Wednesdays, etc.)

O Forresidents ] For businesses

0 By appointment
[] For residents [ For businesses
d. Describethe processes used to manage walk-through customer queues.
3. Drop-off Plans Review

For each of thefollowing, provide a brief description of the techniques used to
manage your drop-off plan review process. (Use additional space, if required.)

Process

Process M anagement Technique

Plan review turn-
around time

Customer feedback
regarding plan review
comments

Pan review
productivity

Plan review quality
assurance- to ensure
standardized reviews

Accuracy of thefee

calculation -
application quality
assurance.
4. How do you process the multi-disciplinary componentsof plan reviews?
[l Sequentially
[0  Concurrently

If concurrent, describe how the review of the components of varying disciplines
are managed to eliminate interdisciplinary conflicts?
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5. For each of the following, provide a brief description of the techniques used to
manage your inspection process.

Process Process M anagement Technique

Assignment of
inspectors (by area,

region, permit type, 5
etc.)

Customer feedback
regarding failed
inspections

Inspection
productivity

Inspection quality
assurance - to ensure
standardized reviews

Average number of inspections per inspector per day:
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B.

SOFTWARE AND TECHNOLOGY

6. List al software and technology used in your department to improve building
process operations.

Use the table below to identify whether the software/technology was devel oped
in-house of by athird party vendor and the functionality of the
software/technology. (Use additional space, if required.)

Name of
Technology/Software

In-Houseor Third party
Vendor

Brief Description of
Functionality

[ In House
O

(name of vendor)

LI In House
O

(name of vendor)

L1 In House
O

(name of vendor)

L] In House
O

(name of vendor)

L] In House
O

_{name of vendor)

] In House
O

(name of vendor)

Ll In House
]

(nameof vendor)

LI In House
O

(name of vendor)

[ In House
]

(name of vendor)

Attach additional sheets if needed
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C.

PERMITTING FEESAND STRUCTURE

fa

Fee Schedule
a. Attach a copy of your fee schedule.
b. Provide the average frequency that your fees are updated.
] Annually
[ Every 2 — 5 years
O More than every 5 years
C. Isthe fee structure based an atrigger such asthe CP1? (3 Yes [0 No
d. Florida Statues Section 553.80(7):

Describe the method your department usesfor ensuring compliance with
Florida Statute Section 553.80(7).

'The governing bodies of local governments may provide a schedul e of
reasonable fees, as authorized by s. 125.56(2) or s. 166.222 and this
section, for enforcing this part. These fees, and any fines or investment
earnings related to the fees, shall be used solely for carrying out the local
government's responsibilitiesin enforcing the Florida Building Code.
When providing a schedule of reasonablefees, the total estimated annual
revenue derived from fees, and the fines and investment earnings related
to the fees, may not exceed the total estimated annual costs of aliowable
activities. Any unexpended balances shall be carried forward to future
yearsfor allowable activitiesor shall be refunded at the discretion of the
loca government. The basisfor afee structure for allowable activities
shall relate to the level of service provided by the local government. Fees
charged shall be consistently applied.”

Check the response(s) that best apply.
[ Fees set-up in an Enterprise Fund
Annual reconciliation of collections to department requirements

O
O 2 — S year reconciliation of collectionsto department requirements
O

Other (please describe)
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D. PERFORMANCE MONITORING

8. Providea lig of the most important performance measures used & your
department and the relevant objective that you are trying to achieve by monitoring
this measure. (Use additional space, if required.)

Performance
M easur e

Description of How the Related Objective
Measureis Calculated

E. CUSTOMERSATISFACTION

9. Check all types of methodsregularly used to assesscustomer satisfaction.

Ll

O

Customer complaint cards
Customer feedback cards

Periodic statistically valid customer satisfaction surveys

[ 1-3timesduring theyear
Annually

[ Bi-annually

0  Every3-5vyears

O Morethan 5 years

Periodic customer focus groups

1 - 3tinas during the year
Annually

Bi-annually

Every 3 -5 years
Morethan 5 years

OoOon
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[ Continuous longitudinal surveys of satisfaction as the customer moves
through the building process.

O  Other, please specify.

Attach any available documentation regarding customer satisfaction ratesin your
department.

F. COMPARATIVE STATISTICS

10.  Provide department work load information, regarding number, type and value of
permitsfor the last year
. Tvpe | #of Permits | Value | Revenues
Permits Under %1 mllion |
| Building
Demalition
Electrical
L I'*"‘*'_'.i'.'_
Generator
Miechanical
Plumbing

Permits Over %1 million

11 Provide the following information regarding your department and/or jurisdiction.

a Population

b. Number of Building Department employees

. Building Department operating budget (FY 2009)

Thank you for your participation.

Please contact Arnold A. Broussard, Consulting Manager, TCBA Watson Rice LLP at
(561) 315-5243, E-mail: abroussard@watsonrice.com,

for any questions regarding this survey.
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BUILDING DEVELOPMENT PROCE
LONG AND SHORT TERM INITIATIVES

There are many long and short term improvements that are being implemented in the
Building Department and the other City departments involved in the Building
Development Process.

We have separated these improvements into four general categories. technology,

financia and managementissues, service quality and internal controlsissues. Below isa
synopsisof each of these initiatives:

=]

A. Technology """ -~ SR TR

i

ii.

1il.

vii.

Electronic Plan Review System — This system will expedite the plan review
process by providing concurrent reviews, standardize the review criteria, track
changesto therevisions asthey are submitted, make the submittal processessi er,
a .eliminate paper. A contract for the purchase of this system has aready been
executed and we will begin a pilot of the system during the sunmer .

Central Record Automation — The Department is moving aggressively towards
digitizing our old paper and microfichefiles. Thisprocessstarted earlier thisyear
and isexpectedto be completed by theend of the year. Asaresult of this project,
we will be ableto reduce staff and turn-aroundtime for records request.

Expanding on-line permit applications— The current permitting system allows for
permitsto be processed on-line in situations wherethere is an gpproved master
permit and a subsidiary permit is requested under thet master. The system is
being programmed to be ableto accept more permit types for on-line applications.

. Complete forms on-line — We are alo expanding the system capabilities so that

the customer can complete forms on-line for other permits that required plansto
be submitted and have our staff can upload it into our system when the customers
cometo the department.

Hand-held computer in the field — The Building Department has successfully
implemented the use of hand-held and severa other departments involved in the
Building Development processar e currently in the implementation phese

Implementation of new website — TS project was recently completed. It
provides a nare organized and accessible interface with our residents and it
expands the numbe of transactions that can be completed in the website such as
on-line payments. The website link is: http://web.miamibeachfl. gov/building.

Permit Plus System Replacement — The City is pursuing the replacement of its
permitting system to ensure better security and auditing controls, improve web
access, dlow information sharing with other databases in the City and make it




easier for our customer to do business with the City. We expect to complete this
project inthefal of 2010.

viii. Vehide tracking system — The Department will be implementing a vehicle

tracking system to ensure the efficiency of the inspectors, provide more real time
data to our customers and serve asan internal control tool.

B. Financial and Management | ssues

i.

ii.

Multi-year financial reconciliation — The City has recently completed a five year
financia reconciliation of revenues and expenses for the Building Department.
The available balance has been identified for future Building Department
expenditures and to implement the technological improvementslisted above.

Update of Fee Ordinance — A consultant has been selected to develop a new fee
structure. The objectives of the new feestructureare:

a  Simplicity for staff and customers
b. Moveaway from avalue based system

c. Revenueneutral inthe current year but have a sdf adjusting trigger in future
years

d. Establish amore equitable fee basis between new construction and renovation

Data Integrity Process — In order to access the improvements in the Building
Department, it iscritical that the data used to measure performance being reported
by the Department to measure its performance is highly reliable, All of the data
routinely reported by the Department will be subjected to a detailed integrity
process.

. Outsourcing Opportunities — The Department has started to explore outsourcing

opportunities, such as
a Cal Center - The contract was executed and service will begin by May 2009.

b. Elevator Maintenance — A bid has been issued and recommendations for
awards will go to the Commissionin April 2009.

c. Records Management - A contract has been executed and we expect all
recordsto be digitized within one-year.

d. Permit Clerk Function — This was recommended by the Watson Rice
consulting group. We will explore the viability of this issue over the next few
months.



e. PlansReviewersand Inspectors— We have established contracts to retain
plans reviewers and inspectors on an hourly basisto be able to better adjust to
changesin service demand.

C. Service Quality

ii.

Vi,

wii.

Viil.

Modify space configuration to better serve our customers- We will be modifying
the space on the second floor to make more counter space available to service the
customers, we will be moving our greeter (ticketing issuing and customer
information person) to the first floor lobby area and create a nicer area for the
customerswaiting to get served.

Complete procedures manual for building department — The Department has
began a process of identifying all of the processes utilized in the Department and
procedures will be developed for al of them. The first phase will include
cataloging zll of the department's processes hasalready been completed. Thisisa
long term effort.

Complete Plan Review Guide - The Building Development Task Force is
working on the new Plan Review Guide.

. Private Providers Process — The Building Department is finalizing the procedures

to be followed by projects following the State optional process to have a private
provider performed the initial plans review and inspection process. This will be
completed in April 2009.

Implement Plan Review Checklist — The plan review checklist will be
implemented this summer as part of the phase-in of the electronic plan review
process.

Implement Inspection Checklist - The capability of the existing permitting system
to implement the inspection checklist is being determined, once this assessment is
completed, we will know if this can be accomplished prior to the conversion to
the new system.

Set-up quality control and inspection mechanism - The function of a quality
control inspector has been created in the Building Department. This person also
serves as an ombudsman to help resolve problems that our customer may have
with any areaof the operation.

Implement 24 hour walk-thru process - Currently, our customers have two options
on how to get their plans reviewed through the Building Development Process,
the Drop-Off and the Walk-Thru systems.

The plans that qualify for the walk-thru system are for small jobs and revisionsto
larger job that will take less than 15 minutes to review per trade. All other jobs
arerequired to be Drop-Off.




ix.

We are looking to implement a third aternative to provide a different service
option to our customers. The new aternative, that we arecalling the" 24 hr walk-
thru process” will alow customers, whose permits qualify for a walk-thru, the
option to drop-off their plans and pick-them up the following day.

This program isintended to provide an expedited servicefor small jobs. The pilot
phase commenced on March 30,20009.

Phase| - Pilot Phase
The pilot phasethat has the following restrictions:

* Homeowners — We will, initially accept only permit applications from
homeowners, as per the guidelines currenily in effect to grant homeowners
priority la the afternoonhours,

e Maximum of 5 drop-offsper day will be accepted
Drop-off time: Before 1:30pm; (if after 1:30 pm they can pick it up in 2
businessdays)

* Pick uptime: after 3 pm thefollowing businessday
2 copies of the planswill berequired

We are imposing these limitations on the pilot program to ensure we can
deliver on our promise to deliver the plansin 24 hours. We will run the pilot
phase for approximately two months.

Phase II- Implementation of 24hr walk-thru

Based on the results of the pilot phase, we will adapt the parameters for the
permanent 24hr walk-thru process. We will evaluate options such as increasing
the number of plans accepted per day, expanding the program to accept small
projects, varying drop off and pick up times, etc.

Technical Trainingfor plans processorsand inspectors - The Building Department
is in the process of finalizing a training plan for each functional section of the
Building Department. Once approved, the Building Department will be investing
approximately $100,000 per year over the next three to four years to give our
technica staff the knowledge base, tools and resources required 1 be on top of
the most current design and construction trends in the industry.

New Queuing System — QMB - The current queuing system utilized for managing
the walk-thru process is very rigid, does not provide for a transparent process as
to where a person is in the process, does not show al customers that are still
pending for each discipline's plan review, does not provide the information for
the section Chiefsto adjust staff levels depending on work load, nor does it allow
for an individual to bein multiple queuesa the sametime.



Understanding these limitations, during our meeting with the professional Plans
Expediters, they recommended that we look at the system utilized by the City of
Miami. We have assessed their system and will be modifying to meet the City's
Security requirements.

Aspart of this system, we will place large monitors in the lobby area showing the
different queues. This will make the process more transparent for customers, and
avoid having customers wondering where they stand in the queue. This system
will be implemented by June 2009.

xi. Customer Service

a Staff meetings - Routine staff meetings are being conducted to improve
communications, discuss procedures and customer services standards and
improve morale, these include:

I. Monthly meetings of the Building Development Task Force
ii. Bi-weekly Section Chiefs meetingsin the Building Department
iii. Monthly Department-wide meetings in the Building Department

b. Customer service training - The City offers mandatory Customer Service
Training pursuant to the City's Standards of Excellence. In addition to this
training the Building Department will bring in International Code Council
(ICC) to target the sengitive issues regarding code officials and customer
service.

D. Internal Controls

a. Permit Plus Security Issues - The Permit Plus permitting software that the
Building Department uses to process permit applications and records plan review
and ingpection data was lacking certain security protocols. Over the past two
years, Building Department Support Services has been applying internal security
controls into the system as much asis practical and feasible.

b. Closed Circuit Television (CCTV) - The Building and Planning Departments
have implemented a CCTV system to monitor the activitiesin these departments.

Ii. Transfer cashier function to Finance Department — To enhance internal controls,
the Department is coordinating with the Finance Department the transfer of the
cashiering functions.
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MIAMIBEACH

City of Miemi Baach, 1700 Convention Center Drive, Miomi Beach, Florida 33 139, wwaw.miamibeachf.gov
BUILDING DEPARTMENT
3056737610

TCBA Watson Rice LLP-Miami

Att: Arnold A. Broussard, Consulting Manager
@l den Glades Office Condo Park

500 NW 165 Street Road

Suite 205

Miami, Florida, 33169- 6303

LN &
s B

Dear Mr. Broussard:

| have the following comments to the observations found in the TCBA-WRLLP report
dated 12-16-09 and submitted to the City April 8, 2009:

3 Quotefrom Page 6 and 7, dth" paragraph:

"The Building Departmentis divided into two major subdivisions:

Administration and Operations. The Administration division provides a variety of
staff/support services. It is composed of building recordsand plansrouting,
engineering inspections, development services coordination, front permit counter
processing, structural/building plans review, and information technofogy support.

The Operations Division provides minimum standards, provisions and requirements
for safe and stable design, method of congructionand uses of materialsin buildings
and/or structures erected, constructed, enlarged, altered, repaired, moved, converted
to other uses or demolished; and, it provides for the safety of workers and others
during these operationsand regulates :he equipment, materials, use and occupancy
ofall buiidings and/or structures. Operations includespian reviewand inspection
services in alt disciplines and trade areas, accessibility plans review/inspections, and
building code compliance/viclations.”

Response: this paragraph describes the two major subdivisions of the Building
Department. Please note that the description of the organizational structure you are
describing is the Table of Organization that was proposed to the City Manager's office
by T. Velazquez and never approved by the City Manager. Please note that under
this "Proposed Table of Organization” (see attached Exhibit A) the Building Directer was
both Building Director and Building Official. Please see attached Proposed Table of
Organization, Exhibit A.

In addition, please find the "Existing Table of Organization” (Exhibit B} which was the
only approved Table of Qrganization (TO) for the Building Department which was in
ptace under Thomas Velazquez's, tenure from March 13, 2006 until the City Manager
approved a new TO for the Department under Alex Rey, Building Director, on 10-27-08.

Alex Rey, Building Director joined the Department in September 2, 2008 and as a result
a New Table of Organization was proposed to the City Manager and subsequently



approved in October 27, 2008. (See attached Exhibit C). Please note that from July 2008
to September 2008 the Building Department under went a period of transition under an
Acting Director (Mr. Jorge Gomez}. In addition, the City brought back from retirement Mr.
McConachie who was designated as the Building Official for the City.

Quote fromPage 12, 3rd and 4¢h paragraph:

"The Florida Building Code defines the role of the building official and the

operational relationship of those certified professionals who conduct the plans review
and inspection functions of a Building Department. The Code is unambiguous about
the designation of the building official (building code administrator) as the direct
reporting authority for plans examiners and inspectors. Based on interviews with
staff and a review of the functional areas assigned to the Department's senior
management, the formal (and informal) organization structure of the Building
Department places certain reviewersfinspecters in a functional and structural
organizationalrelationship where they do not report to the building code
administrator, directly or indirectly; or, where they appear to report to more than one
assistant director.

The Engineering "function {sometimes referred to as Engineering

Inspections"), for example, reports to the Assistant Director for Administration. The
individuals who staff the function consist of the Chief of Engineering and

approximately five (5) engineering inspectors. The Engineering” function, among

other activities, is responsible for reviewing building and structuralplansin

compliance with the provisions of the Florida Building Code." Additionally, based

on observations, interviews, and a review of internal documents, the Assistant
Director for Administration has been actively involved in the resolution of building
plansreview and inspection issues dealing with projects under construction and plans
being reviewed. The Assistant Director for Administration does not report to the
building code administrator and the positionis not accountable to the building code
administrator."

Response:

The comment that “the Department places certain reviewers and inspectors in a
functional and structural organizational relationship where they do not report to
the Building Code Administrator, directly or indirectly: or where they appear tfo
report more than one Assistant Director", is not valid since you are referring to a TO
(See Exhibit A) that was never approved. The Existing TO {See Exhibit B) was in efiect
through-out Thomas Velazquez's tenure and he was both the Building Director/Building
Official. The functional and structural organizational relationship where certain reviewers
and inspectors did not report to the Building Code Administrator simply did not exist.

The comment that "the Assistant Director for Administration has been actively
involved in the resolution of building plans review and inspection issues dealing
with projects under construction and plans being reviewed. The Assistant Director
for Administration does not report fo the building code administrator and the
position is not accountable to the building code administrator." This statement is
not correct since the TCBA-WRLLP report is referring to a TO that was in place under
the tenure of Thomas Velazquez, who was the Building Director / Building Official,

In addition, please be advised that part of Ny job duties as the Assistant Director of
Administration is to be involved administratively with all the internal and external



processes that occur in the Building Department and to facilitate those processes to the
general public.

At the request of my then Supervisor, Mr. Velazquez, | attended many meetings with
Architects, Contractors and Developers in regards to many administrative issues they
had with the services offered by the Building Department.

Please note that at no time, during Nl. Velazquez’s tenure nor currently during Mr.
Rey’s tenure have | been involved in the resolution of, Of determination of or
interpretation of code and enforcement issues.

In addition, please note that after Thomas Velazquez resignationin Juty, 2008, Mr. Jorge
Gomez was the Acting Building Director and Mr. Richard McConachie the Building
Official. It was made very clear to the Department that all code and enforcement issues
were directly under the supervision of Richard McConachie. Soon after Mr. Alex Rey
joined the Department as Director in September 2008 a new TO as we know it today
was approved by the City Manager in October 2008.

Please do not hesitate to contact me # you would like to di scus this further or need
additional clarification. My cell phonies 786-299-0115.

Assistant-Director Support Services
CMB Building Department

Cc;

Mr. Jorge Genzalez, CMB City Manager

Mr. Alex Rey, Building Director

Mr. Tim Hemstreet, Assistant City Manager

Ms. Rhonda Mentoya-Hasan, Assistant City Attorney

Mr. Richard McConachie, Building Official

Ms. Graciela Escalante, Assistant Building Director
Personnel File
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