FINAL REPORT

MANAGEMENT STUDY AND ANALYSIS
WITH RECOMMENDATIONS

INSPECTIONAL SERVICES DEPARTMENT
CITY OF BOSTON, MASSACHUSETTS

William Sommers
M anagement Consultant

October 10, 2003
Revised October 14, 2003



TABLE OF CONTENTS

I INTRODUCTION

Il EXECUTIVE SUMMARY OF RECOMMENDATIONS

[ INSPECTIONAL SERVICES OPERATION: AN OVERVIEW

Background

General Organizational Structure

City, State and Neighborhood I nteractions
Overall Data: Budget, Personnel, Revenue
ISD & Service Concept

ISD As Economic Facilitator

SUuhkhwbdpE

IV STUDY & ANALYSISOF ISD ORGANIZATION
1. Office of the Commissioner
2. Adminigtration & Management
3. Inspector of Buildings
4. Field Services
V GENERAL RECOMMENDATIONS

VI CONCLUSIONS

PRESENTATION OF 26 CHARTS

PRESENTATION OF APPENDICES: | - XI

14
14
14-16
14-19
19-20
20-22

23-25
25-34
34-48
49-54

1-3

3-14

14-22

22-54

54-57

57-58



. INTRODUCTION

1. Basisfor the Report

This Report on the results of a “Management Study & Anadyss With Recommendations’
was underteken at the request of Mayor Thomas Menino and the Commissoner of
Inspectional Services Department, Mr. Kevin Joyce. Discusson on the scope of the
proposed study began in December, 2002 and continued into the first months of 2003.
Once the details were agreed upon, authorization for work to be undertaken during FY
2003 was given through the issuance of a purchase order while the work planned for FY
2004 was further defined through a regular contract. Copies of the authorizing Purchase
Order and the Standard Contract are included as Appendix | and Il of this Report. As
required by Bogon City Purchasng Rules, the consultant submitted a resume of
experience and education before the contract was awarded. This resume is reproduced as

Appendix I11.

2. General Scope of the Report

The management Sudy contract authorizes the consultant to “provide management
consultant services to the Adminigration & Finance Divison of the Ingpectiond Services
Depatment” and to “advise on dl aspects of the operations a ISD including, but not
limited to, budgeting, organizationd redtructuring, and operationd andyss to determine
methods for improving permitting process transparency.” Upon the consultant’s ariva
in May, 2003, and after discussons with the consultant, the Mayor and the
Commissioner, the latter issued a “Statement of 1SD Consultancy,” dated May 14, 2003,
which was circulated to dl Divison Heads in ISD. The consultant in a letter to the
Boston Herad dated June 10, 2003 further amplified this, @pies of these documents are
included as Appendix IV and V of this Report.

3. Methodology Used in Preparing the Report

The initid work of the consultant included three vidts to ISD in Boston during May, June
and July and home office work for a tota of 283 hours or the equivdent of just over 35
days. The basic focus was to examine the Department’s key service operations which was
effected through over gxty interviews with ISD managers and operating personnd,
sdected clients, other Boston city depatments and Commonwedth regulatory units,
including the Depatment of Public Safety’s Building Inspections Divison. 1SD
documents, covering annud budgets, monthly & annud reports of dl divisons as wdl as
externd reports on ISD operations made during the last ten years were dso reviewed. In
addition, the consultant, with the cooperation of ISD front desk operations, began
offering a “sarvice quedionnaire’ to I1SD dients to gauge reactions, criticiam and
recommendations on ISD sarvicess A dmilar questionnaire was sent to sdected dients
who make frequent use of the ISD as a continuing effort to eicit commentary and



suggestions for improvement.  Many of the suggestions from both of these outreach
efforts have been included in the Report’ s recommendations.

4. Organization of the Report

In addition to this Introduction, the Report focuses on a series recommendations which
the consultant believes will greetly increase the Department’s ability to serve its dlientde
in the context of increased demand for 1SD services againgt the backdrop of current and
expected cuts in management and operationd personnel.  These recommendations are
highlighted in the body of the Report with an Executive Summary to facilitate ease of
reference and usage, paticulaly regarding implementation. Mindful of decreased
funding avalable to ISD, now and in the near future, the recommendations are classified
for implementation in five categories. &) savings, b) no cog, c)smdl codt, d) medium cost
and e)large cost.

The next section. Background. provides a generd prelude to 1SD, giving dements of its
most recent higtory, including trends on budgets, revenues, personnd, etc. Its reationship
with other City Depatments, Neighborhoods and State Government units is aso
included. Commentary on ISD as both a service organization and its vitd importance as
a fadlitator of Bogton's economic drength concludes this section.  The consultant
believes that this background, however short, is essentid in underganding many of the
recommendations summearized in the prior section and detailed in the section to follow.

In Study & Analysis, the Report gets specific in detailing the operation of each of the
ISD components, which are defined in the Department’ s current chart of organization.

While this section atempts to cover the mgor operating respongbilities of each of the
four mgor functiond areas and ther subsidiary units its detall is focused largdy on
those dements that contribute, directly and indirectly, to client service. This expostion,
in turn, leads to the Recommendations, the key e ementsin the Report.

While the General Recommendations section grows out of the andyss made in the
preceding section, effective implementation requires a Department-wide approach. The
concerned areas include reporting, training, professond and operating coordination and
regular sessons involving reviews of current operations and exchanges of information
and viewpoints. This section aso discuses the future possbility of having a centrd
support  dtaff  operation that, with computerization, would consolidate in work
assgnments and work space the main support to front counter permitting, processing,
permit issuance and cashier. The section concludes with a recommendation on how the
adopted recommendations should be implemented, including the appointment by the
Mayor of a seven person I1SD Advisory Management Improvement Commission to
review both the full implementation plan as presented by ISD management and its
implementation over the course of the next two years.

Findly, the Report's Conclusons collect sdected more generad observations by the
consultant about ISD, the needs involved in keeping the Depatment sendtive to its
purposes while entering into an era where personne and funds will be in short supply. It



a0 suggests that the Recommendations be thoroughly discussed in ISD so that those
recommendations which are accepted will then be prioritized and a dated action plan be
agreed upon for implementation of the Report.

5. Respongbility For The Report and its Recommendations

The consultant has received complete cooperation and access to information, documents
and personne through the ISD Commissoner. Current employees of the Depatment —
and of other City Departments - have been extremdy hdpful in giving thar time to
gather requested data as well as offering frank opinions on ISD operations adong with a
number of important recommendations. This has dso been true of former employees and
of 1SD dients who have been equdly forthcoming. A lising of the people interviewed
and those consulted is contained in Appendix X. The consultant is extremely appreciative
and thankful for ther willingness to help.

At the same time, the consultant bears the full burden of interpreting the data, of the
andysis made and of the recommendations offered in the Report.

Il EXECUTIVE SUMMARYOF RECOMMENDATIONS

As a reault of this Study & Anadyss of the Ingpectiond Services Depatment, City of
Boston, authorized by Purchase Order 202437, the contractor, William Sommers, visited
ISD during May, June and July, 2003. The Study’s main god is “to help the Department
of Ingpectiond Services rase its overdl efficiency within current budgetary guiddines’
The contractor interviewed a sSgnificant number of ISD employees, met with officers
from other City Depatments and aso interviewed a sdection of 1SD  dients
Quedtionnaires on I1SD operations were sent to selected contractors and were made
avaladle a the Cashier’s Unit for daily use. The results of these questionnaires have dso
been reviewed. In addition, the contractor reviewed budgets, revenue reports,
departmenta  reports, Commissioner’s Bulletins and previous sudies of 1SD.  1SD
operdaions were examined in detall.

As a reault of this dudy, the contractor has made 43 recommendations summarized in
wha follows. The recommendations are lised numericdly and dso identify the office,
unit or divison involved. The recommendaions are put in broad cost categories
savings, no cogt, smal cost, medium cost and large cost (See Chart 26). Depending on
the recommendations chosen for implementation more detailed categorization will be
forthcoming. As noted the recommendations are shown within the organizationd unit
where they gpply. However, many of the recommendations will need the assstance of
other units for implementation. Again, these will be worked out in more detal, once ISD
decides on implementation and establishes priorities.



IOFFICE OF THE COMMISSIONER

1. REVIVE ISD INFORMATION BOOKLETS AND PROCESS CHECKLISTS:

As part of its outreach emphas's, the Commissioner’ s Office should revive the dient

information booklets. They will have to be updated and reprinted but the cost should be
minima and the resultant benefits will make this a very cogt- effective action. The need

for the checkligts and their usage will be discussed more fully in the andyss of the

building & zoning procedures within the I ngpector of Building’'s domain.

2. UPDATE AND CODIFY THE COMMISSIONER’S BULLETINS: The Bulletins
contain policy and procedure determinations over the lagt 15 years and are most relevant
to ISD’s operations. They should be updated, revised and re-issued as a printed manud
for use by 1SD middle management and dso made available & a nomina price to ISD
cdients. The manud could be used for training purposes. Recommended aso is the
incluson of a bulletin covering the procedures, processes and operations affecting the
Front Counter. This proposa will aso be examined during discusson of the Building
Permit Divison.

3. ESTABLISH COMMISSIONER'SQUARTERLY REVIEWSWITH

ISD'’s MIDDLE MANAGEMENT: The Commissoner should establish a regular,
programmed quarterly review of progress, problems and with separate divisons and,
where necessary, with separate individud sub-units. These meetings should be based on
the newly revised reporting sysem where issues of client service, productivity and
organization can be discussed.

4. ASSIGN AN EXPERIENCED 1ISD PROFESSIONAL TO THE
COMMISSIONER’'S STAFF. A currently operating divison or unit head with
demonstrated operational knowledge and problemsolving experience in 1SD should be
assigned to the Commissioner’s Office to undertake assgnments on a daily basis that will
better assist the Commissoner. The postion of Chief of Staff could then be diminated
and funds saved would be sufficient to retore at least one vitadly needed postion lost by
the FY 04 mandated personnd reduction.

IDIVISION OF HUMAN RESOURCES & TRAINING

5. THE DIVISION SHOULD CONSIDER THE FORMATION OF AN ISD
TRAINING COMMITTEE THAT WOULD MEET PERIODICALLY UNDER
THE AEGIS OF THE PERSONNEL DIVISION, PRIORITIZE TRAINING
NEEDS AND DESIGN AN IN-HOUSE PROGRAM TO MEET THESE NEEDS.
This Report mentions in-house, in-service traning in much of its commentay and
recommendations. The proposed committee should bring these together and a plan
worked out for implementation. The training should be daffed by in-house expertise,
should use the techniques of brain-storming, experience interchange and trandference of
information between units in the Depatment and between Depatments. This traning
project should aim at least-cogt training solutions.



6. REQUEST THAT “IT" REVIEW CURRENT ON-LINE SYSTEMS
INVOLVING THE I1SD PERSONNEL DIVISSION TO DETERMINE ADD-ONS
AND OTHER CONNECTIONS THAT WOULD SIMPLIFY THE DIVISION'S
PAPER HANDLING: While the Divison uses available software programs to process
much of its paper-work, IT should assist in upgrading systems, adding new ones and
working out computerized processes in order that more of the details can be
computerized.

[BOARD OF APPEALY

7. APPOINT AFULL TIME HEAD OF THE BOARD OF APPEALS STAFF: ltis
veay important that the Board daff have a full time head to give daly direction and
consgency to the Board's operation. Various dternaives in sdecting the head daff
person ae avalable advertised recruitment, agppointment from within the Department,
temporary or full-time assgnment. At a time when gaff through the City —and ISD — are
being reduced, certain of the suggested dternatives could achieve both objectives. dtaff
minimums and full-time continuity.

Note: This postion is currently being advertised for applications and interviews.

8. MOVE BOARD OF APPEALS STAFF & OPERATIONS FROM CITY HALL
TO 1SD LOCATION: This would increese the efficiency and effectiveness of the
Board’'s processing work since it is tied directly with the work of 1SD’s plans/review unit
on denids and implementation of resultant decisons by the Board. Moreover, staff back
up and interchange would be greetly facilitated by having the Board's daff in close
working proximity to 1SD and would make computerization and info tie-ins eader.
Hearings could be held in the large hearing room on the 2 Floor at 1010 Massachusetts
Avenue through arangements with the Board of Hedth and paking facilities for
hearings could aso be aranged through 1SD.  While this shift would disrupt the
exchanges between city council members and condituents involved, more efficient and
less costly operation may, in times of sgnificant fiscal stress, take precedence.

It should aso be noted that shifting the Board to the 1SD location, would free-up
additiona space for dready overcrowded city offices.

Note: This move would dso include shifting the mesetings of the Board of Examiners to
ISD where the Board' s support is dready being supplied by 1SD’s Building Divison.

9. COMPUTERIZATION OF THE BOARD’'S PROCESSES. The Board's processes
are too long on hand-work and too short on the application of the most minima of
computer technology. Log books, file sysems and most paper-work should be
committed to the computer and the exchange of information between I1SD and the
Board's daff should be via dectronic transfer.  Much of this can be done on regular
computer programs, eg. excd. If the CD disk proposd for submisson of development
plans is implemented, a amilar sysem would have to be inddled with the Board's daff
for the trandfer of plans and subsequent addition of gpprovas and conditions related to
the Board's decisons. (See Recommendaions under PlavZoning Unit of Divison of



Building Permits) In addition, the Board of Appeds daff should adopt a number system
consgent with 1SD’s s0 that a closer interchange can diminae search time and
confusion resulting from an un-integrated reference system.

10. INSTAIl SYSTEMATIC ARCHIVE SYSTEM FOR BOARD RECORDS:

The Board of Appedls records should be sent to Boston City Archives after 3 years to
make more room available and thus increase efficiency. When records are needed from
the archives, two sources would be avalable @) referra to the archive deposit and b)
referrd to the ISD Info-trieve system to the building jackets containing prior decisons.

IDIVISION OF BUDGET MANAGEMENT]

11. REVISE THE MONTHLY COLLECTION REPORT SYSTEM: Based on the
previous discusson, the Monthly Collection Report should be revised to reflect a more
understandable association of revenues and permits issued, eg. short forms, long forms,
fire, occupancy and use, etc, and revenues gained from ordinary services, i.e. copying,
microfilm, service charges, print outs, etic. Quaterly and annud summaries should dso
be included. A suggested revison is shown as Chart 10. The revison should, of course,
be reviewed with Treasury and Accounting and would be consgent with the proposed
recommendations — Point of Sdes computerization - for the Cashier’s Office.  More
compaaive andyss of collections regarding current and prior yea’'s should dso be
included.

12. TAKE LEAD ROLE IN THE PROPOSED REVISION OF I1SD’S MONTHLY,
QUARTERLY AND ANNUAL REPORTS: The details of the proposed revison are,
a noted, contaned in the recommendations discussed in Section V'  Generd
Recommendations. However, Adminigration & Finance should take the lead in devisng
and implementing a more effective reporting sysem for both management usage and
public informetion.

13. DEVISE A MORE COORDINATED, BOTTOMSUP BUDGET
PREPARATION PROCESS FOR THE UPCOMING FY05 BUDGET: The
dlocation of scarce resources in the FY05 budget should be carefully coordinated with
ISD’s middle-manegement under a god-setting exercise that is based on more effective
use of dlotted resources.  While the ISD Commissioner , in associgtion with the 1SD’s
budget personnd, especidly the Deputy Commissoner for Adminidration & Finance,
mugt make the find decisons it is criticd that thoughtful and redigic inputs be received
from 1SD’s middle- management.

IDIVISION OF CONSTITUENT SERVICES

14. WORK CLOSELY WITH THE ISD MANAGEMENT CONSULTANT TO
IDENTIFY BETTER ORGANIZATION STRATEGY INCLUDING SUMMARY
REPORTS OF ACTIVITIES THAT HAVE HAD SUCCESS IN PROBLEM -
SOLVING IN ORDER TO REPLICATE THE PROCESS. While Condituent
Services follows, in generd, a problem-solving process with its neighborhood groups, the



work being done should be reviewed and andyzed so that the best parts of the process
can be generdized and spread to other users and clients for ther benefit. A more
regularized reporting system should dso betied to this.

15. DEVELOP A STANDARD, CONCISE AND USABLE QUESTIONNAIRE
SYSTEM TO ELICIT FEEDBACK FROM ISD CLIENTS: ISD should adopt a
feedback procedure that many companies and public organizations use, namey, a
questionnaire on service that is a) avalable a the point of service or b) is mailed to
sdected users. The consultant has experimented with a questionnaire at the Front Desk
whose result will be tabulated once 100 quedtionnaires are received. However, the
questionnaire is too large and not handy for use - and should be redesigned. And another
mal-in should be designed so that periodicdly ligs of dients taken from the service units
within the Department can be engage in mail feedback.

IDIVISION OF INFORMATION TECHNOLOGY/|

16. MAKE AVAILABLE ALL ISD FORMS AND PROCESS INFORMATION ON
CDsFOR SALE AT COST: WhilelT isgoing through the involved task of putting

the three mgor building permit forms on-line, many dients who repeatedly use 1SD
forms have expressed interet in getting forms on CDs, dong with a written guide to the
submisson process involved. The forms could be filled in a dient offices and then
submitted to ISD.

17. PROVIDE AN INTERNAL GUIDE TO CURRENT MAJOR COMPUTER
PROGRAMS AVAILABLE TO ISD STAFF: ISD has a number of computer
operating programs whose knowledge and use is not widespread. Some are networked
and others are limited to certain specific uses. Concise information on these programs
should be available in a small booklet in order &) to coordinate their use where possble
and necessxy, b) to inform middle-management and operators where various kinds of
data can be found and c) to assg in identifying systems that should be more closdy
coordinated in usage, that should be modified to expand usage and others that should be
eiminated.

18. MAINTAIN LIAISON WITH BRA, SEWER & WATER AND ASSESSING TO
DETERMINE COORDINATED COMPUTER PROGRAM USAGE THAT WILL
CONTRIBUTE TO I1SD UPGRADES: IT should identify information systems used by
these Departments and ways they can be integrated for 1ISD usage. BRA, for example,
has developed a GIS system with overlays that should replace or supplement the program
now in use for parcd identification a PlangZoning. In addition, BRA often develops far
cost edimates of congruction for projects under its review; these could be shared with
ISD when these projects enter the regular permitting process. Smilar gpplications used in
Sewer & Water and Assessing, paticularly the latter's parcd information on occupancy,
could be of subgtantia use to 1SD units by asmplifying their cross checks and references
on building, zoning and occupancy applications.



IDIVISION OF PERMITS, PLANS/ZONING, CASHIER, DOCUMENTS

[FRONT DESK]

19. ESTABLISH AN ISD USER-FRIENDLY INTEGRATED FILE SHARING
SYSTEM TO ACHIEVE A SHARED I1SD DATA BASE INFORMATION
SYSTEM: Although 1SD is working with MIS to establish a coordinated set of bid
proposals on computerization of 1SD mgor work aress, it is important to emphasize that
the action recommended here is crucid to improving client services a the point of
immediate contact. Delays in permit processng, especidly in the short form issuance,
are often bound up in the extended periods of checking stand-alone data bases.

20. INCREASE CURRENT EFFORTS TO PUT MAJOR PERMITS ON LINE SO
THAT THEY CAN BE FILLED OUT BY CLIENTSVIA WEBSITESOR AT |SD:
The trander of mgor permit forms to online usage is dready undertaken by ISD’s IT
divison with plumbing, dectricd and mechanical. However, it should be noted that the
short and long form trandformations are criticd to diminating the typewriters, increasing
efficiency and improving client services It is dso important that a pay system for credit
cards or bank transfers be appended to the on-line permits s0 they can be emailed with
credit-card and/or can be wired as bank transfers thus greetly facilitating the process.

21. DEVELOP A COMPLETE, CONCISE MANUAL OF PERMIT PROCESSING
FOR FRONT DESK USAGE AND TRAINING: The devdopment of this manud is
most necessary in training other Front Desk daffers to learn how to operate the Front
Dex; the manua would dso be important in doing in-house traning/information
sessons. And the manua could be sold at cost to 1SD clients so that both sdes of the
“counter” will be operating with the same set of procedures.

22. ISSUANCE OF COMMISSIONER’S BULLETIN SETTING OUT THE
COMPLETE FEE SCHEDULE FOR ISD FOR GUIDANCE AND REFERENCE.
Fees charged a ISD are based largely on the Boston City Fee Ordinance and, in some
ingtances, on the Massachusetts Building Code. However, these references are difficult
to track down and not eesly avalable to mogt dients. By issuing a Commissoner’s
Bulletin, both 1SD personnd and ISD dientele will be working with the same set of facts.

In addition, the Bulletin should contain an outline of how to determine the “far cogt of
congtruction” to ameliorate heated discussons over the basis for such determination.

[CASHIER UNIT]

23. THE CURRENT OUTMODED CASHIER OPERATION SHOULD, AS HIGH
PRIORITY, BE REPLACED BY A MODERN “POINT OF SALES’' SYSTEM:
The proposed upgrade would have an immediate and pogtive effect on ISD dients
would provide automatic assgnment of both permit number and fee caculaion and could
aso, by direct data link, adlow for the trandfer of Front Counter permit data. It would aso



produce quick and accurate monthly reports as wel as quaterly summaries dong with
the annuad report. If the proposed revision of the Collection Report, as recommended

under Budget Management Divison, Recommendation No. 1, is adopted, the
Department would obtain basc financid and process data that could more eadily be
shaed with other Depatments and, most importantly, with the public through the
proposed 1SD Quarterly Activity Review.

Note: A smilar proposal was presented by 1SD to the Budget Director and the MIS
Director through a dily 23, 2003 Memorandum and discussed at a subsequent meseting on
July 252003. Unofficidly the Report’s consultant was told that the City Auditor has
rgected the proposd because dmilar ingdlations need to be undetaken in other
Departments and should be done in concert and not independently. It is hoped that a more
detailed presentation of the need may identify ISD’s Cashier Unit as a mode for future
progress.

24. 1SD AND THE TREASURY DEPARTMENT SHOULD ENCOURAGE THE
USE OF CREDIT CARDS AND ELECTRONIC BANK TRANSFERS FOR
PAYMENT OF PERMIT FEES. Progress dong these lines would greetly facilitate the
work of the cashier and give clients viable dternatives for payment, especidly for large
projects where dectronic bank transfer would be more efficient for 1SD and the client.
Additiond gudy might be encouraged to identify the amount involved in *bounced
checks’ in contrast to outstanding credit card debt.

[PLANS/ZONING

25. PUT THE CURRENT COMPUTER PROGRAM FOR THE LOGBOOK ON
THE I1SD WEBSITE LIMITED TO PERMIT STATUS INFORMATION. By doing
this, 1SD clients would be able through the use of their gpplication number or address to
find out the daus of ther filed goplication. This would aso enable Plang’Zoning to
indicate additiona information needed so that the approva process could be completed.
This should eventudly reduce inquiries via the front counter and the phone and smplify
the approval procedure.

26. MAKE IT AN OBLIGATION OF THE LONG FORM FILER THAT
NECESSARY PLANS ACCOMPANYING THE APPLICATION MUST BE ON A
CD, EXCEPT WHERE THE PLANS ARE 5 PAGES OR LESS. By implementing
this requirement, 1SD would, over the course of two or three years, greatly reduce, if not
eliminate the problem of paper plans. It would enhance corrections by transferring them
via email. This would also be gpplied to applications bound for the Board of Appedls as
well.  The problems of the architect's sed and locking the find gpproved CD are
technicd problems that can be solved. 1SD plan examiners would have to be euipped
with upgraded computers and 17 to 22 inch screens. The Board of Appedls would aso
need a leest one s&t.  This is undoubtedly the way building plan submissons will be
handled in the future; it would be a giant sep forward for PlangZoning & a time when
more work needs to be done by fewer people.
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Note: This proposd was submitted to the Budget Director and the MIS Director via
letter dated July 23, 2003 and further discussed at a meeting on July 25, 2003. The
program has been agreed to in genera and details are being worked out.

27. INSTUTE A FAST TRACK APPLICATION THAT WOULD APPLY TO ALL
LONG TERM PERMITS WHICH MET THE REGULAR FAST TRACK
REQUIREMENTS. Once this is implemented and the process becomes fixed it will
relieve plan reviewers of perhgps 10 to 15% of ther normd reviews. While sart-up
needs to be caefully aranged and a system of counter checking indtituted, in time the
process will service 1SD dlients and relieve the plan reviewers of a consderable burden
which these submissions would otherwise entall.

Note: A Commissioner’'s Bulletin to extend the Fast Track has dready been drafted for
issuance in October, 2003.

28. PREPARE A SERIES OF CHECK LISTS THAT CAN BE APPLIED TO THE
MOST FREQUENTLY USED APPLICATION TYPES, ISD CLIENTS CAN USE
THEM AS A GUIDE WHILE I1SD COUNTER STAFF CAN REVIEW UPON THE
CLIENT'S SUBMISSION. The check lig will not solve dl problems surrounding
incomplete submissions or misreading of gpplicable codes but it will be hdpful to a
mgority of 1SD Plang’Zoning client and once in place may reduce subgtantidly the need
to make frequent requests for additiona information.

29. WORKING WITH BUILDING INSPECTORS AND THE FRONT DESK,
IDENTIFY LONG FORM APPLICATION TYPES THAT COULD BE
CONSIDERED UNDER THE SHORT FORM RUBRIC. Suggesions have been
made to include items such as above-ground pools, sheds under 50 square feet and
fences, etc. be submitted as short forms providing basic plots plans.  This might apply to
small additions, doors, €ic.

30. OPEN DISCUSSIONS WITH BOSTON WATER & SEWER COMMISSION
ON SPEEDING UP SEWER APPROVALS AND HOLD SIMILAR DISCUSSIONS
WITH THE FIRE MARSHALL'S OFFICE IN QUICKENING THE REVIEW
PROCESS AND REDUCING OVERTIME FOR FIELD TESTS: The Commisson
daff have been very cooperative with [ISD, especidly in sharing ther updated
information on property ownership which has been of great hdp to 1SD’s legd section
and to the building and front dek. However, clients interviewed have dl remarked on
the extended time for agpprovds from the Commisson. Discussons with Commisson
daff reveded very competent technicd daff who are undermanned. In addition, 1SD
believes it would be of grest benefit if one Commisson saff member could be avalable
a I1SD for two or three mornings per week to review less involved applications and to
give assgance to ISD dients with larger plans involving additional complications. Such
a move would set the tone for “one-stlop permitting!” At the same time Plang’Zoning
should initiate discussons between its review gaff and Fire Marshd’s staff to speed up
the fire permitting approva process and reduce overtime in the required field tests.
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[DOCUMENTS

31. AFTER THE BUILDING JACKETS AND OTHER ORIGINAL DOCUMENTS
ARE SHIFTED TO ARCHIVES IN DANVERS, THE ROOM SHOULD BE
REMODELED FOR USE BY THE INFORMATION TECHNOLOGY DIVISION
Once the documents are removed and room becomes avalable, the document room
personnd will continue their work in scanning documents. At the same time thar system
and the systems in place and being devised to serve the 5 Floor will need constant
attention and service. By moving the IT saff to the 8" Floor and putting the document
room personnd within IT, it will be able to run more efficiently and to blend in with IT's
savice function as needed. When the basc permit forms for dectrica, plumbing,
mechanicd and building ae dectronicdly poged, the Daa Entry Group from the
Building Divison can be absorbed by shifting the head of Data Entry to IT and
reessgning the remaning personnd to asss a the Front Counter and at the Plans/Zoning
counter. The proposed remodding may aso include part of the Front Desk in a way that
will give greater public access to ISD’s growing on-line permitting and its information
data base.

IDIVISION OF BUILDINGS & STRUCTURES/INSPECTIONS

32. ESTABLISH A COMPUTERIZED REPORTING SYSTEM FOR THE
BUILDING DIVISION THAT WILL ALSO INCLUDE FIELD REPORTING
THROUGH THE USE OF UPGRADED HAND-HELD DEVICES. MIS has
indicated that it has a computerized reporting program that can be inddled in 1SD’s
divisons to assg in upgrading their reporting activity. If this program can be inddled to
accommodate hand-held devices, the Divison's efficiency will be increased from 25 to
30%. Field reporting could then be done to two or three designated receiving computer
inddlaion in the Divison's office  This would adso quicken the response time,
especidly on applications waiting issuance based on the ingpector’ s fidld evauation.

33. ORGANIZE IN-HOUSE. LEAST-COST TRAINING AND EXCHANGE
PROGRAMS BY WHICH INSPECTION PERSONNEL CAN SHARE
EXPERIENCE ON SPECIFIC PROBLEMS WITH THEIR COLLEAGUES IN
INSPECTION, PLAN REVIEW AND FRONT COUNTER ACTIVITIES. These
programs should be formed, planned and scheduled in advance and should be based on
surveyed need to give atention to gpecific related problems . In implementing the
training rdiance should be placed on in-house expertise with asssance from the City’s
training unit and from the State' s Building Division.

34. ESTABLISH WITHIN THE DIVISION OF BUILDINGS AN ONGOING
ASSIGNMENT FOR A MANAGEMENT ASSOCIATE PROMOTED FROM THE
DIVISION'S PERSONNEL TO SERVE THE MANAGERIAL AND
ADMINISTRATIVE NEEDS OF THE DIVISION: A review of current personne in
the Divison should make it possible to evauate backgrounds and experience to select a
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qudified person to sarvice management and adminidrative needs for the Inspector of
Buildings with commensurate authority and respongbility in thisarea.

35. WORK WITH MIS TO DEVELOP A PROGRAM APPLICATION FOR
DATA ENTRY STORAGE DATA ONCE THE DATA ENTRY UNIT AND ITS
PERSONNEL ARE REORGANIZED AFTER THEIR ACTIVITY IS NO
LONGER NEEDED: When the Data Entry unit is dishanded and personnd shifted as
recommended previoudy, a computer program shoud be devised so that ISD personne
can continue to extract sdected information from the 20 year trove of permit summaries
gored in the MIS mainframe.

IDIVISION OF INVESTIGATION & REGULATORY ENFORCEMENT]

36. THE DIVISION SHOULD TAKE THE LEAD IN COORDINATING AN ISD
ANALYSS OF THE POSTIIVE POTENTIAL OF DE-CRIMINALIZATION OF
SELECTED REQUIREMENTS INVOLVING COMPLIANCE WITH THE
REQUIREMENTS OF BOTH THE BUILDING AND HOUSING CODES AND
RELATED ENFORCING REGULATIONS: The rdionde for such an anadyss comes
from 1SD policy that compliance, not punishment, is the vaued end product of
enforcement.  If de-crimindization of sdected features of gpplicable codes, laws and
regulations could be achieved, greater compliance through smdl fines might be achieved
while reducing ISD’s scarce funds spent on issuing “Show Causs” documents and
maintaining hundreds of casesin litigation.

37. THE DIVISION, IN COOPERATION WITH OTHER I1SD UNITS, SHOULD
PERIODICALLY SELECT A WIDE SAMPLE OF CASES TO CHECK ON A)
THE VALIDITY OF INITIAL VIOLATION AND TO EXAMINE B) “CLOSED
CASES’ TO BE CERTAIN THAT EFFECTIVE COMPLIANCE WAS
OBTAINED THROUGH CLOSING OUT THE CASE: With 2,030 “Show Causg’
complaints and 2,105 litigated cases, it is important that ISD exhibit a discernable
condgency in its enforcement patterns.  This should be periodicaly tested by sampling
initial cases to discern patterns that may indicate inconsstent enforcement.  The 1,926
cases in FY03 were closed because legd officers, in cooperation with housing, building
and other inspectors, bdieved tha compliance in line with the origind show cause
compliant had been achieved.  This follows I1SD policy to achieve compliance
However, it is important that follow-up be indtituted to examine the time, levd and extent
of compliance achieved in response to the origind show-cause, to verify, in fact, that the
compliance policy has been achieved in practice.

IDIVISION OF HEALTH INSPECTIONS & ENFORCEMENT|

38. ESTABLISH A COMPUTERIZED REPORTING SYSTEM FOR THE
HEALTH DIVISION THAT WILL ALSO INCLUDE FIELD REPORTING
THROUGH THE USE OF UPGRADED HAND-HELD DEVICES. MIS has
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indicated that it has a computerized reporting program that can be ingdled in 1SD’s
divisons to assg in upgrading ther reporting activity. If this program can be ingaled to
accommodate hand-hed devices the Divison's efficency will be increased sgnificantly.
Feld reporting could then be done via two or three designated recelving computer
ingdlaion in the Divison's office.

IDIVISION OF HOUSING INSPECTIONS AND ENFORCEMENT]

39. THE DIVISION SHOULD REVISE ITSMONTHLY AND ANNUAL REPORT
SO THAT IT BECOMES A SIGNIFICANT MANAGEMENT TOOL FOR
IDENTIFYING ACTIVITY, MEASURING PRODUCTIVITY AND MAKING
CHANGES IN WORK FOCUS AND PRIORITIES AS NECESSARY:
Improvements dready underway within the Divison should be vdidaed through clear
and condgent presentation. The Divison might review the Hedth Divison's monthly
report as a generd modd that could be useful in the proposed re-design.

40. ESTABLISH A COMPUTERIZED REPORTING SYSTEM FOR THE
HOUSING DIVISION THAT WILL ALSO INCLUDE FIELD REPORTING
THROUGH THE USE OF UPGRADED HAND-HELD DEVICES. MIS has
indicated that it has a computerized reporting program that can be ingdled in 1SD’s
divison to asss in upgrading their reporting activity. If this program can be inddled to
accommodate hand-hed devices the Divison's efficiency will be sgnificantly improved
Feld reporting could then be done to two or three designated computer dtaff in the
Divison's office.  This would dso quicken the response time, especidly on applications
waiting issuance based on the ingpector’ s field evaluation.

IDIVISION OF ENVIRONMENTAL INSPECTIONS & CODE ENFORCEMENT|

41. DEVISE A COMPREHENSIVE MANAGEMENT PLAN FOR THE DIVISION
THAT IDENTIFIES OVERALL GOALS, ASSIGNS PRIORITIES AND
PERSONNEL WHILE INTEGRATING THIS WITH A PERFORMANCE AND
PRODUCTIVITY SCHEME THAT CAN BE FACTUALLY PRESENTED IN
MONTHLY AND QUARTERLY ACTIVITY REPORTS: Thisis of vitd importance
and should lead to a better definition of objectives, work dlocation and dlocation of
scarce resources — money and manpower — through the application of improved
management. Of course, roadblocks involving lega and contractua requirements may be
in place, influencing the outcome of this recommendeation. But a a time when I1SD’s
budget is limited and personnel congraints are pressing on al sdes, it is important to face
the issues and work out practicd solutions that contribute to improvement of client
services.

42. REQUEST THAT ISD’'S INFORMATION TECHNOLOGY DIVISON AND
THE CITY'S MIS UNIT REVIEW CURRENT NEEDS FOR A UNIFIED
COMPUTERIZED REPORTING AND MANAGEMENT INFORMATION
SYSTEM FOR THE DIVISION: The Divison has 37 persons working under its aggis,
the largest single divison in 1SD. Excepting the Director and the support daff, this
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comes to 30 fidd personnd who should be linked to ther fidd work and ther
headquarters through a computerized system that would, if properly desgned, raise
efficiency and productivity sgnificantly — and thus contribute to improved client service.

IDIVISION OF WEIGHTS & MEASURES

43. THE DIVISION SHOULD EXPLORE MORE INTERCHANGE WITH
OTHER DIVISIONS ON THEIR METHODS OF WORK AND ON WAYS TO
COOPERATE ON INTERRELATED INSPECTIONAL ASSIGNMENTS, E.G
HEALTH, ENVIRONMENTAL INSPECTIONS, BUILDINGS, ETC. Divison
personnd should take a more active part in seeking interchanges by using its data-base
and computerized fiddd service to support other 1SD fidd services as time and
assgnments permit.

[1l INSPECTIONAL SERVICES OPERATIONS: AN OVERVIEW
1. Background

The Depatment of Inspectiona Services (1ISD) was authorized by the City Council of
the City of Boston and approved by the Mayor on September 10, 1981. Subsequently the
City Council repeded the establishment of the Department in 1985. However, a decison
of the Massachusetts Appeals Court in 1987 held that the origina ordinance was vdid. A
copy of the Ordinance is atached as Appendix VI. A lig of the ISD Commissioners who
have served since 1984 isincluded as Appendix VII.

The Department operated in the Boston City Hal on the 8" Floor until 1986 when it
moved to its present location a 1010 Massachusetts Avenue where it now occupies the
4" and 5" floors  The move expanded the working and dlient service space of the
Department; the change dso expanded the storage and security of its basc documents
found in nearly 100,000 building jackets. At the same time 1SD’s move made it possble
to begin the sysemdic dimination of asbestos ingtdled when the current Boston City
Hall was constructed.

2. General Organizational Structure

The Department is currently organized according to the Chart of Organization shown as
Chart 1. The Department operates under the aminidtrative and management direction of
a Commissoner gppointed by the Mayor of Bogton. In carrying out its functions, the
Depatment is divided into three main operaiona aess Adminidration & Finance,
Ingpector of Buildings and Field Services Two of the functional aress are headed by a
Deputy Commissoner. At the same time the Assgant Commissioner for Buildings is
adso the Ingpector of Buildings consstent with the requirements and legd authority of the
Massachusetts Building Code.
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Within each of the three functiona areas are located twelve divisons. - Adminigration
and Finance (5), Inspector of Buildings (3) and Fied Services (4). Operationd detalls of
each of the three areas and their sections or units will be presented in Pat IV of ths
Study dong with proposed recommendations for improving operationa activity and
managerid effectiveness which, in turn, should upgrade service given to 1SD dients.

3. City, State and Neighborhood I nteractions

Because of its extended function in the issuance of permits, 1SD, by law and necessity,
interacts with a large number of public, quas-public and private organizations. While
these relaionships — and the main coordinating agencies - will be identified and briefly
reviewed in this section, detailed descriptions of the most important of these relaionships
will be described in Pat 1V, especidly in the focus on actions that enhance the
Department’ s effectiveness in improving client services.

CITY DEPARTMENTS:

1. Boston Redevelopment Authority (BRA): [ISD has a direct rdation to BRA in
goplication of the zoning code and the zoning map, coordination in  review of large scale
deveopment gpplications which need initid gpprovd of the BRA and eventud building
and use permits; use of BRA’ s ongoing development of the overdl GIS system.

2. Assessing Department: 1SD and Assessing exchange information on building and use
permits, which affect individua property vaues. The interchange and coordination of
occupancy datais aso akey interest of both Departments.

3. Water & Sewer Commission (BWSC): The Commisson reviews over 500 building
goplicetions per year for conformity with sewer/waer regulations while the
Commisson's mapping data is important to I1SD in determining the implications of
proposed large scae building congtruction.

4. Boston Fire Department: 1SD maintans a very close permit gpproval connection
with the BFD, having a plan reviewer specificdly charged with fire safety gpprovals
while BFD permitting is conducted in BFD offices adjacent to 1SD fourth floor working
areas.

5. Housing Court: ISD has from 1500-2000 cases on housing, building,sanitation and
emergency violaions before the Court requiring daly appearances of 1SD atorneys and
inspectors.

6. Register of Deeds: Bulding plans and especidly the filing of land subdivison maps
must go to the Regigry. Thus ISD in enforcing the zoning and building codes, relies on
the Regigry’s officd documentation in order to approve zoning, subdivison and
occupancy.

7. Treasury/Audit: Treasury sets the rules and operating procedures for 1SD’s permit
and fee collections and depodts, it dso reates sgnificantly to the use of credit card
payments as well as potentid bank tranders Audit annualy reviews the collection
process, especidly the cashier's operation, and reviews I1SD’s annua non-personne
expenditures.

8. Management Information Services (MIS): 1SD mantans cose rdations with MIS
for its assgance in current and future development of an encompassing automated
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permitting and data storage system; MIS provides a full time IT advisor and manages a
half dozen systems used by 1SD that are tied to the MIS main frame.

9. Budget Department: While obvioudy important in the annua review for

resource alocation — operating budget, personnd levels and capitd needs — Budget dso
requires specific reporting from 1SD to measure its progress in program implementation.
Budget dso is involved in important policy decisons on personnd levels and capitd
improvements crucia to 1SD’s current and future progress in upgrading client services.

10. Office of Neighborhood Services (ONS): ISD activities are closdly linked to
agoects of ONS concerns snce much of zoning, building and housing regulations are
vigble and influentid in the development of neighborhoods and in the lives of the people
who live there.

11. Boston Police Department: With the current emphasis on emergency services, 1SD
works closely with the Police and Fire services where housing, and its occupants are at
risk in fires, demalition, drug use, etc.

12. Public Works Department: 1SD coordinates with PWD in gpprovals of

garaging, Sdewak infringement during condruction and in dreet names and Sreet
numbers whose correct assgnment is crucid in permitting and record retrievd.
Enforcement of environmenta sanitation aso involves close cooperation between 1SD

and Public Works on solid waste pick-up and disposal and related issues.

STATE GOVERNMENT AGENCIES

1. Building Code Office, Department of Public Safety: Locd implementation of the
State Building Code is overseen by this State Agency as wdl as the training and
certification of locd inspectors. Consequently, ISD is deeply involved in these actions
and activities.

2. State Department of Weights & Measwres. Smilar oversghts and technica
assigtance is afforded by this Department to ISD and especidly its Weights & Measures
Unit.

3. State Department of Public Health: The Department sets standards for enforcement
and application of State Statutes; it adso provides technicd support and training and is
closdy connected with the work of 1SD’s Hedlth Divison.

PUBLIC AND QUASI PUBLIC ORGANIZATIONS & ASSOCIATIONS

ISD maintans a continuing didogue with Boston's Neighborhood Associations through
the Mayor's Office as wdl as through the Commissoner’s Office, Divison of
Condlituent Services, and the Divison of Invesigaion & Regulaiory Enforcement. The
Ingoector of Buildings — and the permit and review operaions — have periodic contact
with members of various professond and trade associations, including contractors and
builder's groups.  The Boston Society of Architects, for example, has a Code
Subcommittee that reviews permit process and building reviews. In addition, a number of
groups with socid objectives as exampled by Habitat For Humanity and other non-profit
organizations advocating affordable housng are dso pat of ISD’'s clientde and with
whom freguent meetings and discussions on particular issues occur.
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4. Overall Comparative Data on | SD Operations. Budget, Personnel, Revenues

In reviewing 1SD operations the Department’s financid sStructure — budget and revenues -
and the number and dispostion of personne — provides a good darting point. This
becomes of particular concern in the present era when budget cutting and reduction in
personne is dowing becoming the operationa norm.  Recommendetions to improve
ISD’s service response and increase its technicd and operation efficiency are directly
related to budget congtraints and established personnd cellings.

ISD, like dl of the departments in the City of Boston, operaes on a fiscd year, which
begins on July £ of the cdendar year and ends on the last of day of June in the following
cdendar year. Budgeting, revenue collections and personnd assignments are al related,
a leest in ther compogtion, to the fiscd year operdtion. In wha follows we shdl
examine 1SD budgets, revenues and personnd spanning a six-year period — FY 1998 to
FY 2003 and in some cases using afive- year period

a. |ISD Budgets Chat 2 summarizes 1SD budgets for the sx-year period but aso
contains the figures for the FYO4 budget. Figures for FY 98-FY03 show actud
expenditures. The FY 04 figures represent the approved budget for the current fisca year.
Vaiaions in amounts among the seven “tab” items in FY98 — FY03 changes reflect
changes in the organizationd Sructure of ISD  from sx functiona aress to four (See ISD
Organization Chart 1). While “Code Enforcement” shows as a separate line item in FY
03 it has snce been consolidated within the Environmental Ingpections Divison under
“Feld Services’ for the FY 04 budget.

The actud budgets for FY98-FY03 shows an increase of roughly 40% or an average
increase of 6.6% per year. Mogt of this increase is reflected in the regularly negotiated
wage increases and in added personnd. The approved FY 04 Budget, however, returns to
a leve some $100,000 less than the FY03 Actua Budget and shows an increase of 30%
over the FY98 budget which amounts to an annual average increase over seven years of
4.3%.

Chart 3 shows the capital expenditures alocated to ISD in the seven annua budgets from
FY98 to FY04. The totd expended is $3,738,826 for two mgor items. new phone
sytem and new digitd-scaming system for storage of building jacket records. The
unexpended baance of nearly $ 8 million is no longer available. No new capitd funds for
ISD were dlocated in FYO4. The totd funds dlocated for the two items over seven
budgets amounts to $ 534,000 per year.

As would be expected in a largdly hands-on operaion, the average percentage of
personnel expenditures over tota budget is 82% with FY0O4 projections a 84%. While
this is not excessive againg the personnd percentages in other departments and in other
cities for a “hands-on” operation, it does underline one important finding, namely, that
ISD mugt increase employee productivity to substantialy improve client services.
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b. Personnel Numbers, FY98 — FY04 1SD personne numbers for the period are shown
on Chart 4. Arriving & correct personnd grength for any one year is difficult. Changes
in assgnment, resgnations, retirements and new hires do not occur with uniformity or
precison. To given some continuity in these figures, the data shown for FY98 to FY
2003 were taken from the last payroll in June of the specific fiscdl year. The estimates
given for FY 2004 were taken from the last payroll in August, 2003, in order to reflect
personnd changes contemplated in the approved FY 04 budget. The numbers shown on
the Chat do not include members of the Board of Appeds, the Board of Examiners,
vacancies nor employees on workmen's compensation or inactive personnd. A series of
footnotes are included to explan changes in assgnments, re-organization or functiond
changes within various 1SD units

While personnd numbers averaged 221 for the seven years, the FY04 numbers are closer
to the FY 98 and 99 numbers while the intervening years — FY00 to FY 03 — represented
higher levds A high point of 228 was reached in FY2000 with the establishment of
Condtituent Services, additional building inspectors and increases in the legad unit. With
the merger of CORE into Housing and other reductions the FY 01 figure was reduced to
219.  FYO02, with 241 employees, was unique sSnce in that year the CODE
ENFORCEMENT POLICE were absorbed and two new Divisons. Environmentd
Ingpections and Specid Operations were established. FY 2003 saw reductions from the
higher levels of FY02 to achieve the 214 figure d the FY 04 approved budget The FY04
figure when viewed againgt the background of the FY00-03 years, makes it imperdative
that current operations am a increesng |SD productivity and upgrading 1SD dlient
services.

c. ISD Revenue By Amount & Permits Issued: FY 98 — FY03 Revenue collection data
shown on Chart 5 comes from the monthly reports originated in the 1ISD Cashier’s Office
after they were reviewed by the Budget Unit of the Divison of Budget & Finance. These
reports are dso sent to the City's Treasury Department where totals are checked.
However, the figures used here are those generated within 1SD. The spreadsheet lists 42
Sseparate accounts in its first column; the column after the tabs show control numbers used
by 1SD and Treasury to account for 1SD’s numerous activities The problem arising
from the use of these codes and the difficulty in identifying reaed figures, eg. long form
and short forms, is discussed in Pat IV dong with suggested changes in the report
presentation.

The totals present a steedy and gradud increase in revenues showing an increase of 34%
in FYO3 over revenues taken in FY98, with an average ahnud increase of 5.7%. FYO1
was exceptional where revenue rose nearly 38% over FY02. While some of this was due
to an increase in the building feess most of the increase occurred in large, new
congruction (Item #1) and Issued permits (Item #18). The latter trandates to proposed
buildings that were charged the full fee only after getting approvas from BRA or Board
of Appeals or both.

Permitting activity in FY02 and FY03 was drong in both numbers and revenue. For
example, 9,048 “Short Forms’ were issued in FY 03 with revenues of over 2 million
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dollars, exceeded in numbers and revenue only in FY02;, 6771 “long forms’ applications
were recaived in FY03 topped only by the 6867 received in FY00. Hedth, while issuing
a smdl number of permits because of changed regulations, collected $1,132,337 in
revenues, exceeding al other years in the period covered by the spreadsheet. Plumbing's
FY03 activity exceeded that of any of the prior five years in both permits issued and
revenues collected. The same dgtuation occurred in Weights and Measures where its
FY 03 performance was well above the annud activity level of FY98 to FY 02.

When the FY98-03 Revenues (Chart 5) are compared to the FY98-FY(03 operating
Budget Allocations (Chat 2) we find that totd revenues exceeded total budget
dlocations by 75%, ranging from 33% in FY98 to 55% in FY03. If the average capitd
dlocation of $ 534,000 were added to the tota budget amount for the 6year period, the
percentage by which revenues exceeded budget comes to 67%.

Two generd conclusons may be drawn from this brief andyss. Firs, the volume of
activity under 1SD’s management responghilities shows no decline but, in fact, has
grown subgtantidly in the last two or three years. Second, the reductions in staff and
growing complications in adminigering the pemit functions make it imperative that
productivity be upgraded so that client services can be maintained and expanded. The
detalls of these conclusons as applied to 1SD will be more fully delineated in Part 1V and
were summarized in Part || — Executive Summary.

Although Chart 5 gives a complete picture of 1SD Revenues, it should aso be noted that
Line 27 (Account No. 46) revenues is based on fees authorized by Boston City Ordinance
and which are under the authority of the Chief of the Fire Depatment. Actua plan
reviews are done by a qudified ISD plan reviewer whose sadlary and support is provided
through the ISD budget. However, the funds collected under this Ordinance — $ 256,000
in FY 03 — actudly are deposited to the Fire Department’ s Account.

Note: Two terms used in this section should be darified: short form & long form. These
referred to building permit gpplications. The short-form is an application in which there
ae no zoning, occupancy, egress or fire safety problems and where the work to be
performed does not need accompanying plans. It is reviewed at the Front Desk on
zoning, occupancy, stregt address, parcd number and violations and given to the Building
Ingpections Division to be certain that what is planned for condruction fits the area and is
soundly devised. In most cases the short form can, if dl checks are postive, be issued
the same day. In some cases it may take another day or two if the building inspector has
to make afull field check.

The long-form is used for more involved congruction where zoning, occupancy and
building code problems may be involved, submisson here usudly involves a set of
building plans, as well. Submissons are recorded in the Front Desk and then are sent to
Plang/Zoning for review. In some cases, the agpplicant might have to go the Board of
Appeds. These submissons take from one to two months, depending on the workload,
careful plan review and whether or not the applicant must go to the Board of Appeds to
correct azoning or building code problem.



20

From these two forms comes another dement. Since short-forms are usualy issued the
same day or within a day or two of application, they are usudly counted as “issued
permits” However, the long-forms are thought of as “applications’ since they may not
be issued immediatdly or within one or two months. Thus the Front Counter cdls the
short forms “issued-permits’ but Plang’Zoning referred to their immediate workload as
“applications.”

5. ISD and the Service Concept

ISD is a depatment dmost solely devoted to servicing a range of clientde whose
requests are unrdenting, demanding and often contradictory. On the one hand the
Depatment issues a whole range of permits from building, including plumbing, eectricd
and mechanical to occupancy to land/structure usage and zoning approvas and variances
which are pardlded by a variety of permissons given for housng usage and rentd, food
edtablishments, weights and measures, environmenta usage. The Department aso works
within an extended, not aways consgtent, legd framework that sems from both loca
ordinances and State laws.

But permitting is only pat of the activity snce the issuance of permits requires  follow-
up amed a enforcing the law regarding the permissons received from the permits
issued. At the same time, I1SD enforcement is based on seeking compliance where
punitive enforcement isthe last resort for the recacitrant.

In addition, citizen complaints coupled with complaints funnded through neighborhood
associations makes up another facet of the service requirements facing 1SD within its
operationd jurisdiction.

The details of ISD divison and unit operations are more fully described in Pat 1V.
However, an idea of the extent of 1SD’s operational respongbilities can be outlined here.

Chat 5, for example yidds a total of 51,252 activity units (largdy permits issued) in
FY2003. To support these activities, the Depatment reported over 90,000 field
inspections in FY2003 and just over 10,000 reviews of “long-form agpplications” FYQ03
aso saw the issuance 2,030 show-cause complaints on violations ingpected by 1SD
personnel with 2,105 cases now pending in the housing court. As a result of these actions
some 1900 cases were closed based on inspected compliance with previoudy issued
show-cause complaints. The court cases are handled by one lawyer.

In al this activity three dements should be emphesized. First, ISD is involved in a
complicated operation, focused on dient sarvices, mixing the  often conflicting
requirements of economic development ( condruction, restaurant and food business)
with socid and neighborhood purposes (housing, hedth, environment). Even in the best
of times, ISD opeations require a caefully baanced managerid coordination, an
integrated, open work process and full use of information technology in the operation of
these processes. Second, with budget cuts and personnd reductions quickly becoming
“standard operation procedures’ a the State and loca government leve, improvement of
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client services puts greater pressure on achieving heightened manageria coordinaion and
ubgtantia  upgrading of integrated process systems through computerization. Few, if any,
dternatives exit. Third, the effectiveness of 1SD operations depends in large part on its
work force, their management and improvements in their productivity. Moreover, 1SD’s
success in improving client service relates to how I1SD’s operations are perceived by its
employees — and its clients. While ISD has, in the two decades of its existence as a full
depatment, suffered through the dings and arrows of a host of problems, a core of
important, valuable and dedicated people have worked hard to preserve 1SD identity and
to assure basic services for its clients.  This effort should not go unnoticed nor should it
be dlowed to fdter. ISD, in this repect, is not much different form many other
organizetions, public or private. In the last decade we have witnessed a growing
exposure of once-heradded business operations whose greed has been seen to overwhem
their dedication to client services. This phenomenon, surprisngly, has dso punctured the
dedication of newspapers, large and smdl. Perhgps it is the right time — againg the
backdrop of reduced funding, personnd reductions and the demands of improved client
sarvices — to focus more on the actudities of service improvement than on the sometimes
irrational search for scapegoats.

6. 1SD As Economic Facilitator

ISD, through this Study, has emphasized the need to improve its management operations,
organizationd dructure and paper-work processing sysem to upgrade client services.
While this is very important for a variety of reasons, many of which have been noted in
previous sections of this study, of equa importance is the pardld need to facilitate
economic development represented by permitted condruction: resdentid, business,
indugtrid and commercid.

As noted in the prdiminary examination and interpretation of Chat 5, the demand for
condiruction permits has not shown any gppreciable decline in Boston.

The combination of short forms issued and long form applications recaived during the
last five years (FY 99 to FY03) have averaged 15,363 a year or 1,280 per month. FY03's
tota of 15,819 is higher than annua figures for each of the preceding 5 years, exceeding
the yearly average by nearly 500.

Corrdated with these figures is the annud issuance of reated but subsdiay permits —
foundation, plumbing, fire warning, sprinkler, gas and dectric — averaging some 24,000
annualy. 24,338 of these permits were issued in FY03, exceed only by FYQ0 (24,809)
and FY 01 (25,513); a the same time the FY 03 issuances were 10% above the yearly
average.

What is the actud annud vaue of congruction permitted by 1SD and how does that
affect the Boston economy? Unfortunately, ISD does not keep data on the vaue of its
building permits issued. The applicants enter the estimated cost of condruction on the
various long and short forms issued by 1SD. However, once these are entered into the
Data Entry file, the data becomes part of the TPX-IMS mainframe data Storage system
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and cannot easily be retrieved.

Neverthdess, ISD can edimate the vaue of building congtruction because the permit fee
charged is roughly 1% of the edtimated cost of condruction. The dectrica, plumbing,
gas and mechanica permits are not subject to this gpproach since their fees are based on
the number of connections, etc. Chart 6, however, does give an esimate of the vaue of
building congruction based on the permit charges for the six types of permitdactivity that
pay fees based on the estimated cost of condruction. Thus value of congtruction rose
from $1,221,151,200 in FY 98 to $ 1,661,946,987 in FY 03. The totd for the six year
period, based on the chart, is $9,815,504,187 or TEN BILLION DOLLARS. While
input-output economics is no longer in vogue, the vaue-added to the Boston economy, in
addition to this base value, could be as much as 50%.

The srong performance of condruction development in Boston over this period is
supported by data based on the FW Dodge figures available through the Boston Federd
Reserve Bank’s monthly publication, “New England Economic Indicators” and its data
webste. Chart 7 presents a schedule of indices relating congtruction activity (combined
resdentidl and non-residentid) in Boston with Massachusetts and New England for the
gx-year period of FY 98 — FY03. Using 1998 as the “base’ year, Boston's construction
activity shows an over dl increase of 36% in the sx year period: FY98-03 with FYO1
yidding the larges dngle year growth of 47%. In contrast Massachusetts state-wide
congtruction activity shows 0% growth comparing the base of FY98 to that of FY03.The
Sta€e's biggest growth year, like that of Boston, was FYOL1 a 27%. Looking a the of
New England Region, overdl growth — 21% - was greater than Massachusetts but less
than Boston's 36%. A notation showing the procedure used to obtain the indices is
attached to Chart 7.

The concluson is draght-forward and obvious with Boston showing sustained growth
in resdentid and non-resdentia building in an otherwise drained economy, ISD should
adopt a practicd policy to do every thing possble to improve its permit and approva
process to hdlp facilitate construction.

V. STUDY AND ANALYSIS OF 1SD ORGANIZATION

In this section, each of the generd opeating aeas — Commissoner’s Office,
Adminigration and Finance, Ingpector of Buildings and Feld Sevices — will be
examined based on the twelve divisons. (See Chart of Organization , Chart 1).In the case
of the Building Permits, Zoning, Review and Licenses Divison, the examinaion will
include the Divison's subunits. This has been done because of the crucid importance of
these subunits in the flow of work regarding building permits and related permits and
permissons.

A series of recommendations follow from each andyss. The recommendaions have
dready been summarized in Il Executive Summary of Recommendations under five
categories. savings, no cost, smal cost, modest, large cost. In addition, recommendations
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that apply more generdly to the whole Depatment will are discussed in V' General
Recommendations.

1. Office of the Commissioner

a. Employees: 5

b. Activities & Responsibilitiess The Commissoner of 1SD is the focus for mgor
policy, management decisions, coordination and generd & detailed oversight of the
Department’s daily operations. The 1981 Ordinance setting up the new ISD notes that the
Depatment “...shdl be under the charge of an Officer known as the Commissioner,
appointed by the Mayor, who shdl have the powers and the duties imposed upon him or
her by law.” When the Commissioner, by background or experience, does not qudify as
the Inspector of Buildings under the State Building Code, the latter then is charged with
the technicd implementation of the Code. The Commissoner reports periodicaly to the
Mayor and the City Council. The Office is aso open to citizen and client complaints and
works on  problemsolving in the neighborhoods in coordination with other divisons,
units and personnd within the Department. The Commissoner’s office is dso a focus
for public information, press reations and generd public rdations  In addition, the
Commissioner issues policy, procedure and implementing rules and regulations affecting
Department operations known as “ Commissioner’ s Bulleting.”

To assg the Commissoner directly with the work of the Office are a Chief of Staff, a
Principd Adminigrative Assgant, a Senior Adminidrative asssant and a principd
clerk.

The Chief of Staff currently does legd work and is concerned with certain aspects of
public reations, eg. conducting the ISD cable information program. The Principd
Adminigraive Assgant handles much of the public relations and newspaper contacts for
the Depatment and works with the Commissioner on drafting, revisng and updating
operating rules and other implementing aspects of the Commissioner’s Bulletin. The
Senior Adminigrative Assstant keeps the Commissoner’s records, gppointments and
coordinates requests, problemsolving process between the Commissoner, the
Depatments and Divison Heads as wdl as with citizens, dients and City Hdl Officids
including the Mayor’ s Office and the offices of the City Council.

c. Commentary: The current Commissoner has emphasized the Department’s need for
outreach, particularly in the neighborhoods and in seeking solutions to complex problems
involving abandoned and neglected dructures.  From this perspective the Congituent
Savices Unit  in Adminidration & Finance and the recently edtablished Investigative &
Regulatory Enforcement Unit within the Ingpector of Buildings area have been assigned
more active respongbility. Emphass on dearer working rules — and increased
productivity — and upgrading of Commissone’s Bulletins is dso in evidence. Forma
and informa re-organizations and duty re-assgnments have occurred to upgrade client
service within the Department.
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Emphads has dso been placed on coordinating press releases and public information
through the Principa Adminidrative Assstant and, to a lesser extent, in the work of the
Chief of State.

However, a noticeable lack of managerid and operational interaction with subordinates,
with Divison and Unit heads is gpparent within the Office of the Commissoner. What is
needed is the re-assgnment of an experienced ISD professond from one of the operating
divisons who has shown good managementt <kills and may dso be familiar with
computerized operations to assst the Commissoner in these areas. The Chief of Staff
position could then be diminated and the funds saved might be sufficient to restore at
least one professond, preferably in the Plang’Zoning Unit.

While the public outreach, communication and press reations are criticd — and have been
enhanced in focus and effect — an important need Hill exigts for very basic information in
most aspects of the Depatment's operation, but particularly in the “Front Counter”
functions where hundreds of clients gppear daily to press for a variety of permissons.
The Depatment needs to revive many of its informationa and explanatory booklets to
assg its dient — many of whom are new to the process — with a series of fundamentd
explanations. As ISD meets the chalenge of reduced personne and operating budgets, it
need to upgrade the low cost gpproaches to public information that will assst clients
entering a very complicated and multi-faceted approval process.

d. Recommendations:

1. REVIVE ISD INFORMATION BOOKLETS AND PROCESS CHECKLISTS:
As part of its outreach emphas's, the Commissioner’ s Office should revive the client
information booklets. They will have to be updated and reprinted but the cost should be
minima and the resultant benefits will make this avery cos-effective action. The need

for the checklists and their usage will be discussed more fully in the analysis of the
building & zoning procedures within the | ngpector of Building's domain.

2. UPDATE AND CODIFY THE COMMISSIONER’S BULLETINS: The Bulletins
contain policy and procedure determinations over the last 15 years and are most relevant
to 1SD’s operations. They should be updated, revised and re-issued as a printed manua
for use by 1SD middle management and dso made available & a nomina price to ISD
cdients. The manua could be used for training purposes. Recommended dso is the
incluson of a bulletin covering the procedures, processes and operations affecting the
Front Counter. This proposa will aso be examined during discusson of the Building
Permit Divison.

3. ESTABLISH COMMISSIONER’'SQUARTERLY REVIEWSWITH
ISD’s MIDDLE MANAGEMENT: The Commissoner should establish a regular,
programmed quarterly review of progress, problems and with separate divisons and,
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where necessary, with separate individua sub-units. These meetings should be based on
the newly revised reporting sysem where issues of client service, productivity and
organization can be discussed.

4. ASSIGN AN EXPERIENCED 1ISD PROFESSIONAL TO THE
COMMISSIONER'S STAFF: A currently operating divison or unit head with
demondtrated operational knowledge and problem-solving experience in 1SD should be
assigned to the Commissioner’s Office to undertake assgnments on a daily bads that will
better assst the Commissioner. The postion of Chief of Staff could then be diminated
and funds saved would be sufficient to restore at least one vitdly needed postion lost by
the FY 04 mandated personnd reduction.
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Under the generd functiond area of ADMINISTRATION & MANAGEMENT there
ae five divisons The manager for this aea is the Deputy Commissoner for
Adminigration & Management who is dso the head of the Budget Management Unit.
Three of the five units are dearly daff units within the generd purview of Adminidration
& Management - Human Resources & Training, Budget & Management and Information
Technology. A fourth unit — Condtituent Services — is a complaint coordination, outreach
and response unit that is handled more directly through the Office of the Commissioner.
The fifth unit — Board of Zoning & Building Appeals — is a quas-autonomous unit based
on its hearing/decisona legd function. Though placed within ISD, the 1981 City
Ordinance notes that like the Boad of Examiners (Building Congruction License)
“neither shal be under the supervison or control” of 1SD. However, budget and
personne support for their operation are provided through and by I1SD. Board of Appeds
islocated in Bogton City Hall where the Board of Examiners dso meets.

1. Division of Human Services & Training

a. Employees. 2

b. Activitiess This unit peforms the personnd function for the Department including
personnel records, time sheets, payroll oversght, overtime, grievances and training. The
unit normally manages the Department’s labor agreements but is currently without its
Director so that the Deputy Commissoner for Adminidraion & Management is

performing policy functions.

This unit is linked to the City's personne computer systems, dthough much of the
detailed record keeping is done by hand. City-wide training opportunities are made
avalable through this section while the detalls of the benefit program, including
information and dgnup, ae adso managed through Human Services & Traning in
conjunction with the City’ s overdl Human Services Department.
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c. Commentary: The personnd divison is consgstent and respondve in its operaion and
processes considerable paper work as back-up information needed to support a variety of
basc personnd actions. At the same time, the two person daff dso works on related
personnd needs, especidly regarding training, based on the avallability of training
programs and fadlities within the City and through the centrd personnd system.
However, in a time of dringent budgets, it may be worthwhile to explore the possbility
of developing more inter-Departmental, least-cogt training

d. Recommendations:

1. THE DIVISION SHOULD CONSIDER THE FORMATION OF AN ISD
TRAINING COMMITTEE THAT WOULD MEET PERIODICALLY UNDER
THE AEGIS OF THE PERSONNEL DIVISION, PRIORITIZE TRAINING
NEEDS AND DESIGN AN IN-HOUSE PROGRAM TO MEET THESE NEEDS:
This Report mentions in-house, in-sarvice traning in much of its commentary and
recommendations. The proposed committee should bring these together and a plan
worked out for implementation. The training should be daffed by in-house expertise,
should use the techniques of brain-storming, experience interchange and transference of
information between units in the Depatment and between Depatments. This training
project should aim at least-cost solutions.

2. REQUEST THAT *“IT" REVIEW CURRENT ON-LINE SYSTEMS
INVOLVING THE 1SD PERSONNEL DIVISION TO DETERMINE ADD-ONS
AND OTHER CONNECTIONS THAT WOULD SIMPLIFY THE DIVISION'S
PAPER HANDLING: While the Divison uses available software programs to process
much of its paper-work, IT should assist in upgrading systems, adding new ones and
working out processes in order that more of the details can be computerized.

| 2. Board of Appeals

a. Employees. 4

b. Activities: The Board hears appeds filed by applicants whose permit proposa have
been turned down by ISD’s plan reviewers for ether zoning or building reasons — or
both. The Board is composed of seven members - and three dternates - gppointed by the
Mayor. Board members are paid an annud stipend for their work.

A summay of the Board's FY03 Annua Report is shown in Chart 8. In FY 03. The
Board received 1,076 appedls of which 1,019 — or nearly 95% - were on zoning. Of the
1,433 cases placed on the FY03 agenda 1,401 were disposed of with a carry-over of 32
cases into FY04. Of the 1,400 cases before the Board, written decisons were made on
1,205 while 30 were withdrawn. The Board itsalf conducted 37 hearings, averaging 3 per
month. The data collected does not, however, identify the pre-hearing natifications that
are sent out to adjoining property owners nor does it reflect the workload involved in
notifications required on post- hearing actions.
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The four employees of the Board prepare dl the necessary paper work, including legd
notification of affected owners related to the gpped, for the Board; the dtaff dso heps
prepare the Board's decision and other post hearing notifications. Currently, the postion
of head of the Board of Appeds daff is vacant and is being handled part-time by the head
of the Condtituent Services Divison.

c. Commentary: The workload of the daff is congderable. Since al its process-actions,
particularly notification, are subject to legd review, the process is detalled and, in some
cases, cumbersome.  To offset the work load and the reduction in staff, the Board does
use a computerized notification sysem that is tied into the parce identification and
ownership records of the Assessing Depatment. Board communications are done via
emal for agendas, meeting notification and rdlaed information. However, little dse is
computerized. The logbook, for example, could easlly be trandferred to Excd but is now
done by hand. Summary reference of case materid from prior appeds is on index cards
while basic case records are kept in large metd files for ten years. This seems excessve
and wasteful since current working cases rardly need references going back that far.
Moreover, with ISD’s new scan sysem — INFOTRIEVE - dl Board decisons affecting
filed long forms are copied into their respective jackets. These papers can now be
retrieved, reviewed and copied on-line.

Interchange of plan detals, refusa notice and accompanying documentation from ISD’s
plans’zoning unit is not aways smooth, largdy because the twice-weekly transfer of bulk
paperwork from ISD to City Hal has its hazards. Moreover, while ISD uses a humbering
system prefaced by the number of the current year, the Board uses a consecutive
numbering sysem, which makes for difficulties in assgnment and location of papers
Some clients have complained of losses and mix-ups in the transfer, which would be
ediminaed if the Board daff operated in the same building with ISD, and in easy
proximity to the Plan/Zoning work area.

The absence of afull time head of the Board's staff also makes for processing difficulties.
While the chief of the Condituent Services Unit acts as a part-time staff head, process,
office operations are being unduly hampered.

d. Recommendations:

1. APPOINT A FULL TIME HEAD OF THE BOARD OF APPEALS STAFF:

It is very important that the Board gaff have a full time head to give daily direction and
consgency to the Board's operation. Various dternaives in sdecting the head daff
person ae avalable advertised recruitment, appointment from within the Department,
temporary or full-time assgnment. At a time when gaff throughout the City — and ISD —
are being reduced, cetan of the suggested dternatives coud achieve both objectives
gaff minimums and full-time continuity.

Note: This position is currently being advertised.
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2. MOVE BOARD OF APPEALS STAFF & OPERATIONS FROM CITY HALL
TO 1SD LOCATION: This would increase the efficiency and effectiveness of the
Board's processing work since it is tied directly with the work of 1SD’s plansreview unit
on denids and implementation of resultant decisons by the Board. Moreover, saff back
-up and interchange would be greetly facilitated by having the Board's daff in dose
working proximity to 1SD and would maeke computerization and info tie-ins esser.
Hearings could be held in the large hearing room on the 2'¢ Floor at 1010 Massachusetts
Avenue through arangements with the Boad of Hedth and paking faclities for
hearings could dso be aranged through ISD. While this shift would disrupt the
exchanges between city council members and condituents involved, more efficient and
less cogtly operation may, in times of dgnificant fiscd dress, take precedence. It should
aso be noted that shifting the Board to the 1SD locetion, would free-up additiona space
for aready overcrowded city offices.

Note: This move would aso include re-locating the meetings of the Board of Examiners
to ISD where, in fact, the Board's support is dready being supplied by 1SD’s Building
Divison/Plans & Zoning Unit.

3. COMPUTERIZATION OF THE BOARD’'S PROCESSES. The Board's processes
are too long on handwork and too short on the gpplication of the most minimd of
computer technology. Logbooks, file systems and most paper work should be committed
to the computer and the exchange of information between ISD and the Board's daff
should be via dectronic transfer. Much of this can be done on regular computer
programs, eg. excd. |If the CD disk proposa for submisson of devdopment plans is
implemented, a Smilar sysem would have to be ingaled with the Board's gaff for the
transfer of plans and subsequent addition of approvals and conditions related to the
Board's decisons. (See Recommendations under Panv/Zoning Unit of Divison of
Building Permits). In addition, the Board of Appeds daff should adopt a document
number sysem consstent with ISD’s s0 that with a closer interchange search time and
confusion resulting from an un-integrated reference system would be eliminated.

4. INSTAIl SYSTEMATIC ARCHIVE STORAGE SYSTEM FOR BOARD
RECORDS: The Board of Appeds records should be sent to Boston City Archives after
3 years to make more room available and thus increase efficiency. When records are
needed from the archives, two sources would be avalable: &) refera to the archive
deposit and b) refera to the 1SD Info-trieve sysem to the building jackets containing
prior decisions.

3 Budget Management

a. Personnd: 4

b. Activities: This divison is headed by the Deputy Commissoner for Adminigtration
and Management who is dso charged, organizationdly, with responghility for the five
divisons under the Adminidration & Finance functiond area The deals of budget
formation, expenditures, purchasng, contract implementation, and revenue review are
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handled by a three person daff which aso includes mal reception and dispersd.
Budgeting and expenditures, including connections with rdevant City depatments —
budgeting, accounting and treasury — are handled through standard computer programs.
Formation of the Depatment’s annud budget submission is coordinated in this Divison,
falowing the City's comprehengve program budget sysem. The Deputy Commissioner
aso recaves monthly, quarterly and annua reports from ISD operating units with specia
emphasis given to reports on progress in achieving program budget gods as defined in
the current year agpproved budget. The Deputy Commissoner, individudly and with
saff, works closdy with the Office of Commissoner on issues involving finance,
personnel and budget adminigtration.

c. Commentary: The divison functions wel in regular responsbilities assgned to it. At
the same time, there are certain functions that $ould be reviewed in order to make them
pro-active and vauable in the overdl management of the Depatment. Fird, is the
reporting of revenue data which, in turn, is related to the Cashier's Office. Recently, the
City’s Auditor requested that the Cashier's Office be put under the direct supervison of
the Building Permit Divison and that the Budget Management Office perform a regular
audit function. While this is perhgps necessty in the abdraction of a “conflict of
interest, it does not address the red problems involved in revenue collection and
reporting. Revenue collection — and its continuing difficulties in operation and reporting
— is discussed, dong with recommendations, under the Cashier’s Unit within the Building
Permits Divison.

On Revenue Reporting, the Monthly Collection Report is the key document, probably
the most important management document produced within the Department since it gives
details on revenues collected and aso identifies the permits and other activity associated
with the revenues produced. From the vantage of being a public document, however, it is
difficult to use and interpret. Pat of the difficulties gdem from the fact that the ISD
accounts used by the Treasury and appearing on the left sde of the report are d vaue
only to the insde accounting needs of the City; it is not arranged so that top management,
middle-management and  the public can easly undersand what is happening.  Only
through patient inquiry will one find out, for example, that the “short forms’ are actudly
termed “minor” under # 06 and that the “long forms’ encompass 01, 02,03,32 and 34.

Yet these numbers go to the heart of the building permit processing. Moreover, permit
numbers and revenues are mixed with service fees for copying, printouts, microfilm, etc.
Nor does the Cashier's Office or the Budget Management Divison provide an annud
summary sheet and religble yearly totas on revenues, permits and or activity numbers.

The divison aso manages the 1SD reporting response to god requirements set out in the
FY03 budget; by producing ISD’S FY03 Management Information Report is shown as
Chat 9. The Report identifies ISD’s progress in achieving the sixteen objectives based
on program goas included in the approved FYO3 budget; the data is gathered from
responding divison, collected and sent to the City Budget Office monthly followed by
the full year's report shown here. However, this does raise the question of the production
and use of the more extensgve monthly reports produced in 1SD.  While many of the
reports contain important data, they are not formatted to provide information by which
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trends can be identified and by which management decisons can be made. ISD needs to
caefully review its reporting syssem o that it will contribute to ISD overdl god of client
savice  improvement. This subject will be discussed further in V. General
Recommendations.

The Budget Management Divison manages I1SD’s budget preparation process. As noted
in Chat 2 shown in the discusson on the annua budget above, mogt of ISD’s budget
goesfor personnel costs, from 80,6 % in FY98 to a proposed 84% in the FY 04 budget.
Under current circumstances personne numbers are not likely to be increased and may
well be reduced. Consequently, the use of personnd and the digribution of regular
operaing funds becomes increasingly important in the preparation of future budgets. In
doing this ISD schould rdy much more on middle management for a bottom-up
development of the budget and should be encouraged to set out redigic and effective
gods for the Department consistent with these pressing congtrictions.

d. Recommendations:

1. REVISE THE MONTHLY COLLECTION REPORT SYSTEM: Based on the
previous discusson, the Monthly Collection Report should be revised to reflect a more
understandable association of revenues and permits issued, eg. short forms, long forms,
fire, occupancy and use, etc, and revenues gained from ordinary services, i.e. copying,
microfilm, service charges print outs, eic. Quarterly and annual summaries should aso
be included. A suggested revison is shown as Chart 10. The revison should, of course,
be reviewed with Treasury and Accounting and would be condgtent with the proposed
recommendations — Point of Sdes computerization - for the Cashier’s Office.  More
comparative anayss of collections regarding current and prior year's should adso be
included.

2. TAKE LEAD ROLE IN THE PROPOSED REVISION OF ISD’S MONTHLY,
QUARTERLY AND ANNUAL REPORTS. The detals of the proposed revision are,
a noted, contaned in the recommendations discussed in Section V' Generd
Recommendetions. However, Adminidration & Finance should teke the lead in devisng
and implementing a more effective reporting system for both management usage. and
public information.

3. DEVISE A MORE COORDINATED, BOTTOMSUP BUDGET
PREPARATION PROCESS FOR THE UPCOMING FY05 BUDGET: The
dlocation of scarce resources in the FY05 budget should be carefully coordinated with
ISD’'s middle-management under a god-setting exercise tha is based on more effective
use of dlotted resources.  While the ISD Commissioner , in associgtion with the I1SD’s
budget personnd, especidly the Deputy Commissoner for Adminidration & Finance,
must make the find decisons, it is critical that thoughtful and redlistic inputs be received
from 1SD’s middle management.
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4. Constituent Services

a. Personnd: 7

b. Activity: This divison performs a variety of service outreach actions and, particularly,
coordinates responses to the Mayor's Office 24 hour sarvice by following up with units
within 1SD on their complaint response.  For example, in FY 2003 1SD received 3,480
cases from the Mayor's 24 Hour Service Officee The four largest case assgnments
involved Code Enforcement (940), Building (819), Housing (544) and Congtituent
Services (280). Condiituent Services engages in a follow-up process to be certain that the
cases are answered, resolved or, in cases where more time is needed to resolve

issues, to document the problems and assg in ther solution. In FYQ3 the Department
was able to close 90% of the cases assigned by the Mayor’s Office.

This unit dso coordinaies a variety of Neighborhood Meetings on both individua
complaints where 1SD units are involved — or should be involved - on wider issues. On
the latter it is often necessary to extend the sphere of coordination in Neghborhood
problem-solving to involve other City Departments. In this areg, the unit maintains direct
linkage with the Mayor's Depatment of Neighborhood Services. and accompanies the
ISD Commissoners on his weekly problemsolving “wak through” in various aress
where ISD services are needed. The Unit also works with other ISD units in case of fire
disssters, in the redtoration of services and assiging neighborhoods under zoning,
building or abandoned house problems. The unit dso does response surveys on 1SD

client services.

c. Commentary: Condituent Services provides a needed link between ISD and
neighborhood focused on problemsolving where the issues are difficult of immediate
solutions.  While it works on the regularized complaint receipt-answer answer system, its
mogt important service is in providing a forum where seemingly intransgent problems
can be ared and where solutions can be built over time. Pressured with a panorama of
complaints and showered with nearly insoluble problems, the unit works under greet
pressure. It would, however, be vduable if its reporting syssem were more organized and
where possble to provide information on solutions for oft-repeated problems. Some
attention should be pad, as wel, to mantaining a consstent feedback from ISD clients,
egpecidly via the Front Counter and Cashier Unit where eventudly a great many —
though not dl — of 1SD clients come for service.

d. Recommendations:

1. WORK CLOSELY WITH THE 1SD MANAGEMENT CONSULTANT TO
IDENTIFY BETTER ORGANIZATION STRATEGY INCLUDING SUMMARY
REPORTS OF ACTIVITIES THAT HAVE HAD SUCCESS IN PROBLEM -
SOLVING IN ORDER TO REPLICATE THE PROCESS. While Condituent
Savices follows, in generd, a problem-solving process with its neighborhood groups, the
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work being done should be reviewed and analyzed o0 that the best parts of the process
can be generdized and spread to other users and clients for ther benefit. A more
regularized reporting system should dso be tied to this.

2. DEVELOP A STANDARD, CONCISE AND USABLE QUESTIONNAIRE
SYSTEM TO ELICIT FEEDBACK FROM ISD CLIENTS: ISD should adopt a
feedback procedure that many companies and public organizations use, namey, a
questionnaire on service that is @) avalable a the point of service or b) is mailed to
sdected users.  The consultant has experimented with a questionnaire at the Front Desk
whose result will be tabulated once 100 quedtionnaires are received. However, the
questionnaire is too large and not handy for use and should be redesgned. And another
mall-in should be desgned so that periodicdly ligs of clients taken from the service units
within the Department can be engaged in mail feedback.

5. Information Technology

a Personnd: 4

b. Activity: The IT Unit provides overdl support to regular office computer/printing
operations and maintains the exiding networks within 1SD. The later’s IT inventory
consists of 113 computers, 97 monitors, 25 printers, 5 scanners, 2 burners, 6 servers and
3 white boards. Over hdf of the computersmonitors are either in poor condition or are
obsolete for current needs. Upgrading has not kept pace with current and future needs,
However, ISD has begun a program to use re-conditioned computers where the need is
mainly in word processing and uncomplicated usage of data collection.

This dividon is ds0 tasked with the re-desgn of the permitting forms and the
maintenance of the recently completed Infotrieve scanning and document storage system
for 1SD building jackets. Currently, IT has put into effect an dectronic verson of ISD’s
eectricd permit and daff are now working on smilar upgrades for Plumbing and
Mechanicd Permits and have a draft short form building permit goplication format that is
expected to be on line soon.

To facilitate ISD’s IT operations — as well as to assess, respond and upgrade basic IT
needs — 1SD has entered into a Memorandum of Agreement with the City’'s Management
Information System Department (MIS).  Under this agreement MIS has assigned one of
its specidigts to head the IT Divison. 1SD and MIS have dso engaged in a working
didogue to desgn a full-scde computerized system that may serve ISD’s needs while
tying into to other City sysems to coordinate informeation and incresse efficiency in a
number of aress.

c. Commentary: 1SD’s need for subgtantid computerization of its operations has long
been recognized. In 1995 and then in 1998 extensve studies were made of these needs
and implementations proposed. Summary references to these studies are shown as shown
in Appendix VIIl. The 1995 study and action plan did not meet 1SD’s needs ether in
design or in proposed operation while the 1998 gpproach focused on the detaling of al
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of ISD’s operaing systems, showing both current and proposed changes to be
implemented.  But this too proved difficult to implement and was never redized.
However, MIS is currently engaged in a didogue with 1SD personnd amed at
developing a bid document for the inddlation of a basic sysem to cover mog, if not al,
of the ISD procedures and processes, including information linkages to other City
Depatments.  1SD recently made a series of proposds regarding this computerization
proposa which isincluded as Appendix I1X.

An important computerized innovation in 1SD operaions came in the last few yeass
through the ingdlaion of Infotrieve by which over 100,000 documented-filled building
jackets were scanned into an on-line system. This enables ISD employees and clients to
view the jackets online for important documents, eg. occupancy permits, building
issuances and board of appeds decisons. It should dso enable ISD to dore the origind
documents in the Boston City Archives and thus free up vauable office space on the 5"
floor for more efficient use.

However, the inddlaion of Infotrieve, important and needed as it is, raises an equdly
important issue.  The later is an improvement in document storage but only peripherdly
is it an improvement in process. From the client's vantage, process, not storage, is the
key to improving the ISD operaiond system, especidly in the area of permit gpprovas,
plan reviews, occupancy determination, etc. Moreover, the move to put basic permit
goplication forms ortling, eg the dectricd permit, begins in a storage mode, when al
the forms are only line, however, the expectation is that they will have cross-references
and reated features that will dso improve process. This is d0 true of the fidd reporting
systems respecting hedth, housng, environment and building inspections and is an issue
that will be discussed in more detail in each of the affected operating units.

d. Recommendations.  The recommendations regarding information technology and
computerizetion will be advanced when discusing the specific needs of operating
divisons. However, three more generd recommendations are included here.

1. MAKE AVAILABLE ALL ISD FORMS AND PROCESS INFORMATION ON
CDsFOR SALE AT COST: WhilelT isgoing through the involved task of putting

the three mgor building permit forms on-line, many dients who repeatedly use 1SD
forms have expressed interest in getting forms on CDs, dong with written guides to the
submisson process involved. The forms could be filled in & dient offices and then
submitted to ISD.

2. PROVIDE AN INTERNAL GUIDE TO CURRENT MAJOR COMPUTER
PROGRAMS AVAILABLE TO ISD STAFF: ISD has a number of computer
operating computer programs whose knowledge and use is not widespread. Some are
networked and others are limited to certain specific uses. Concise information on these
programs should be available in a smal booklet in order a) to coordinate their use where
possble and necessary, b) to inform middle-management and operators where various
kinds of data can be found and ) to assig in identifying sysems that should be more
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closdly coordinated in usage, that should be modified to expand usage and others that
should be diminated.

3. MAINTAIN LIAISON WITH BRA, SEWER & WATER AND ASSESSING TO
DETERMINE COORDINATED COMPUTER PROGRAM USAGE THAT WILL
CONTRIBUTE TO 1SD UPGRADES: IT should identify information systems used by
these Departments and ways they can be integrated for ISD usage. BRA, for example,
has developed a GIS system with overlays that should ieplace or supplement the program
now in use for parcd identification a PlangZoning. Similar gpplications used in Sewer
& Water and Assessing, paticularly the later’s parcd information on occupancy, could
be of subgantid use to 1SD units by smplifying ther cross checks and references on
building, zoning and occupancy applications.
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The functiona area encompassed under INSPECTOR OF BUILDINGS is perhaps the
most important operation involving daly public contact in permit gpplication, issuance,
ingoection and enforcement. At the same time it is surrounded by a seemingly unending
maze of intersecting — often conflicing — laws, ordinance, regulations, codes and
operating procedures and processes that can make for difficulty, confuson and frudtration
among 1SD employees and citizens dike. This functiond grouping is headed by an
Assistant Commissioner who aso carries the important technica title — and authority —
of the Inspector of Buildings, a postion whose responsibilities and authority are set out
in the Massachusetts State Building Code.  Although the main emphasis, especidly in the
Sate Building Code, is on directing the technicd gde of building permissons the
management  requirements, especidly in ISD’s large operation, is especidly important; it
is a role, however, that is somewhat overlooked by the necessary technicd emphasis
given by the State Building Code. The detals of this important operationa area are
adminigered under three Divisons & Building Permits & Zoning Reviews, b)
Building, Electricd & Mechanicd Inspections and ¢) Invedtigaion & Regulatory
Enforcement.

1. Building Permits & Zoning Reviews

This Divison has four subsdiary units that will be viewed separaely in order to give a
better idea of the permitting process, its problems and the recommendations made for
improvements.

la. Front Counter & Occupancy Permit Administration

a. Personnd: 9

b. Activity: This unit handles dl over-the-counter gpplications. short form, long form,
amendments and use of premises.  All the forms filed are checked againgt exidting data
base sysems to determine correct address, parcd identification and land use, zoning
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compliance, occupancy, verification of cost of condruction and gpplication of the permit
fee. Once the long forms are intact, they are sent to the PlavZoning Unit for review and
processing. In addition, the dectricd, plumbing, and mechanica permit gpplications are
checked for licenses, street address, occupancy and violations. The Front Counter is aso
regponsble for the issuance of occupancy permits which requires a subgtantia
determination of occupancy and occupancy history. Chart 11 shows the genera process
for the occupancy permit, accompanied by a procedures checklist. Noted is the fact that
there dill exids a backlog of temporary occupancy permits which this unit is pursuing in
order to @ require issuance of permanent occupancy, b) to collect the full fee for
occupancy and ¢) to determine violations tha may have occurred in the use of the

temporary permit.

Mog of the Front Desk activity shows up in the monthly/annual  Collection Report,
particularly Items 1-6, 9, 11, 13-16 and 18 as ddineated in Chart 5. In addition, Chart 12
shows the numbers of Short Formsissued by month for the five-year period FY 99 to 03.

c. Commentary: Two things are immediady evident in the work being done in this
unit: Hre, dl forms submitted save dectricd, plumbing and gas, are typed by four,
sometimes five, typids in this unit!  If we take the figures for FY03, this would mean that
9,048 short forms, 6771 long forms plus 1274 amendments, 387 premise use and 1,457
use & occupancy - or a total of 18,937-were typed by ISD personne. Permit typing
perdgsts a a time when computerization has taken over even the smalest corner grocery
gorel The current Stuation underscores the lack of emphasis — until very recently — of
improving process o that ISD clients can be better served and in atimely manner.

Second, since 1SD has a number of stand-alone data systems, permit verification on the
nearly 19,000 applications noted above must go through three or four separate ontline
systems before determinations can be made on the vdidity of the individua application;

Recent efforts to put eectrical permits on-line with Adobe-Acrobat(Cardiff),athough an
important improvement, has dso increased verification time a the Front Desk because
Sseparate entries must be interchanged between sSx uncoordinated programs, i.e. fee
caculation and license verification (Adobe), violation check (IMS), work description
(Adobe), occupancy check (IMS), occupancy check (Infotrieve), permit update/print
goplication (Adobe), Cashier (fee payment).

The Front Dek is serviced by two 1SD employees who have worked in this capacity for
many years and handle the complicated routine with relative ease.  However, very little
has been done to provide back-up and replacements to cover vacations, sickness and
retirements.  This is coupled with the absence of a clear, concise Manua of Front Desk
Operation and appropriate in-service traning.

d. Recommendations:
1. ESTABLISH AN ISD USER-FRIENDLY INTEGRATED FILE SHARING

SYSTEM TO ACHIEVE A SHARED ISD DATA BASE INFORMATION
SYSTEM: Although ISD is working with MIS to establish a coordinated set of bid



36

proposals on computerization of 1SD mgor work aress, it is important to emphasize that
the action recommended here is crucia to improving client services a the point of
immediate contact. Deays in permit processing, especidly in the short form issuance,
are often bound up in the extended periods of checking stand-alone data bases. This adso
appliesto thelong-form, dectrica and other permits.

2. INCREASE CURRENT EFFORTS TO PUT MAJOR PERMITS ON LINE SO
THAT THEY CAN BE FILLED OUT BY CLIENTSVIA WEBSITESOR AT |SD:
The trandfer of mgor permit forms to on-line usage is dready undertaken by 1SD’s IT
divison with plumbing, eectricd and mechanicd. However, it should be noted that the
ghort and long form transformation are criticd to diminatling the typewriters, increasng
efficency and improving dlient sarvices. It is dso important that a pay system for credit
cards or bank transfers be appended to the on-line permits s0 they can be emailed with
credit card and/or wire bank transfers thus greetly facilitating the process.

3. DEVELOP A COMPLETE, CONCISE MANUAL OF PERMIT PROCESSING
FOR FRONT DESK USAGE AND TRAINING: The deveopment of this Manud is
most necessary in training other Front Counter staffers to learn how to operate the Front
Desk; the Manud would adso be important in doing in-house training /information
sessons. Findly, the Manua could be sold a cost © ISD dlients so that both sides of the
“counter” will be operating with the same set of procedures.

4. ISSUANCE OF COMMISSIONER'S BULLETIN SETTING OUT THE
COMPLETE FEE SCHEDULE FOR ISD FOR GUIDANCE AND REFERENCE.
Fees charged at ISD are based largely on the Boston City Fee Ordinance and, in some
ingances, on the Massachusetts Building Code. However, these references are difficult
to track down and not esslly avalable to most dients. By issuing a Commissoner’s
Bulletin, both 1SD personnd and 1SD clientele will be working with the same set of facts.

In addition, the Bulletin should contain an outline of how to determine the “fair cost of
condruction” using the RS Means Congruction Cogt Data system and thus give an
authoritative bass for the Boston Law which empheszes the use of “far cost of
condruction” in determining congruction vaues.

| 2. CASHIER UNIT

a. Personnd: 2

b. Activity: Although a smdl unit, the Cashier Unit is the Depatment's financid and
permissongranting pivot through which dl finendd - and permitting — action must pass
for find approval. The activity processed through the Cashier’s Unit is shown on Chart
5, referred to earlier, covering the sx years of FY98 to FY03. In the latter year the
Cashier's Unit collected $ 21, 805,652 based on issued permits, fees and service charges
involving 51,491 permits or permit-related issuances as well as charges for 27,464
service units involving copy, maps and books service charges and microfilm copies (This
later figure is somewhat mideading snce microfilming is counted by the sheet rather
than by the unit building plan) The Cashier Unit is operated by two employees
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vacations, sck leave and other absences are covered by employees — usudly from the
Front Counter or FlangZoning - who are familiar with the operation.

This activity depends on a dud accounting system: cash regisers and a CPU excd
goreadsheet. Cash received is entered as a transaction into one of two 15-year-old cash
registers, which produce a paper roll journd. Permit fee payments are vaidated with a
separde peforaing machine.  The paper roll journa information has to be validated
separately in order to be entered into a spreadsheet for daily reconciliation and reporting.
One cash register is sut down for reconciliation while the second cash regiger is
activated for the next day’ s transaction.

c. Commentary: Few systems within ISD can match this outdated, error-prone, system;
it is not only difficult to operate but takes a mentd and physcd toll on those operating
the sysem. Merdy to obtan payment verification of the cashier journd requires a
laborious and frudrating search. The smalest corner grocery store or 711 outshines the
system used here to process over $21 million dollars  and representing thousands of
transactions during the year. This processing is done up-front for ISD clients who have
paid their fees and are waiting for the cumbersome operation to respond. It is another
case where improvementsin pr ocess have been overlooked.

Ancther issue involving the Cashier’s unit concerns the payment methods avalable to
ISD clients The Monthly Coallection Reports identify three payment categories. cash,
check and credit card. An analyss of the annud results for FY98 and FY03 are shown
on Chat 13. The comparison shows dight decreases in both cash and checks collected
while a rise in credit card charges. The latter rose from 7.7% of the totd in FY1998 to
10.56% in FY03 while cash fdl dightly from 3.37% in FY98 to 241% in FY03. Of
course, the largest portion of payment mode is that of checks which in FY 03 was 87% of
dl collections, though it showed a dight decline from the highs of 89% in both FY98 and
02. The City of Boston has not encouraged the use of credit payments in recent years
because of the requirements for a large cash reserve; a the same time it has not
encouraged the use of bank trandfers for permit payments even though the mechanism for
the latter is gpparently not an obstacle.

d. Recommendations:

1. THE CURRENT OUTMODED CASHIER OPERATION SHOULD, AS HIGH

PRIORITY, BE REPLACED BY A MODERN “POINT OF SALES' SYSTEM:
The proposed upgrade would have an immediaidy postive effect on ISD dients, would
provide automatic assgnment of both permit number and fee cdculation and could aso,
by direct data link, dlow for the transfer of Front Counter permit data. It would dso
produce quick and accurate monthly reports as well as quarterly summaries aong with
the annual report. If the proposed revision of the Collection Report, as recommended

under Budget Management Divison, Recommendation No. 1, is adopted (See Chart 10)

the Department would obtain basic financid and process data that could more easly be
shared with other Depatments and, most importantly, with the public through the
proposed 1SD Quarterly Activity Review.
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Note: A smilar proposd was presented by 1SD to the Budget Director and the MIS
Director through a July 23, 2003 Memorandum and discussed at a subsequent meeting on
July 25,2003. Unofficidly the Report's consultant was told that the City Auditor has
rgected the proposa because smilar ingddlations need to be undertaken in other
Departments and should be done in concert and not independently.

2. I1SD AND THE TREASURY DEPARTMENT SHOULD ENCOURAGE THE
USE OF CREDIT CARDS AND ELECTRONIC BANK TRANSFERS FOR
PAYMENT OF PERMIT FEES. Progress dong these lines would greetly facilitete the
work of the cashier and give clients viable dternatives for payment, especidly for large
projects where eectronic bank transfer would be more efficient for 1SD and the client.
Additiond gudy might be encouraged to identify the amount involved in *bounced
checks’ in contrast to uncollected credit card debt.

| 3. PLANSAND ZONING REVIEW UNIT

a. Personnd: 9

b. Activity:  This unit reviews the so-cdled long forms which incdude buildings
involving plans, zoning reviews, demdlition, fast track commercid and housing
gpplications, occupancy and use of premises. The long forms are logged and assigned by
head of the Unit to the plan examiners for review. In some cases the plans have either
inaufficient information or are missng important sections and an information request is
sent; the application is put on hold until the information is presented. Applications, as
necessary, are reviewed for conformance with zoning and building regulations and are
specidly reviewed for compliance with fire safety regulations. Sx plan reviewers, one
senior adminigrative andys, head clerk and principd cerk/typist staff the unit.  The unit
is directed by an Executive Assgant to the Commissoner who aso oversees and
coordinates activity at the Front Counter, the Cashier Unit and the Document Room.

Chart 14 summarizes the steps teken in the examination of the long form gpplications and
ther varied content and needs, including coordination with the Divison of Building
Ingpections and the Board of Appeds. Chat 15 provides summary data on the
gpplications received for the FY 99 to 03 by month and aso supplements this with data
giving the number of long form permits issued each year for the same period; it dso
identifies the average number issued per month. Chat 16 views sdected activity by
PangZoning in FY 03 by month focusng on plan review, dient sarvice and the
relationship based on refusals between PlangZoning and the Board of Appeds. Findly,
Chart 17 presents an input-output-balance presentation for FY03. It begins with the
Application Status, including applications recelved and those carried over from the two
prior years. This is followed by a reckoning of dispogtions once reviews were made,
ending with the balance carried over to FY 04.

While these charts give an overview of both the complexity of the agpplicaion, review
and approval process, hey are dso incomplete since the data does not adways corrdate
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on the same issue. For example, Chart 17, items I1/2 and 3 show a tota of 1,719 refusds,
including prior years carried over. However, Chart 16 4/c gives a tota of 1,489 refused
during the same period, a difference of 230. Part of this is explained by the possbility
that in the 1,719 figures there is an overlgp since some zoning refusas on the same
aoplication may aso have involved building refusds as well. This is dso true of plans
reviewed since, in many cases, a humber of plans may have been reviewed more than
once as new information was added after the first or second review. As a measure of
actud work the number of reviews undertaken would thus be different from the number
of gpplications reviewed asindividua gpplications.

Nevertheess, the data collected, including the process steps in Chat 14 does yied
vauable information. In Chart 15, for example, the tota long form gpplications brought
to Plang/Zoning over the five period showed an average yearly number of 6,593 and an
average monthly receipt of 549. Moreover, the variations between years were not gredt,
though FY00 hit a high of 6867 while FY 2002 had a low of 6214. Long form
gpplications issued averaged 5221 with only FY02 dropping below 5000, i.e. 4904.

The Pans/Zoning counter has kept a daily client log-in sheet where clients are asked to
give the reasons for their vist to the counter. Chart 16 notes that 11,872 clients came to
the client counter in 2003, averaging 989 pa month with June having the highest
monthly tota of 1140. What did they come for? What were their concerns? Although the
whole year has not been minutdy andyzed, the counter log for June was carefully
reviewed and Chart 18 is the result. Of the 1,140 entries, 754 , or 66%, filled in the
“Why Are You Here?’ column. The largest number in any category — 150 — came to see
or have a conference with the Plan Examiner, 134 wanted to know the status of their
gpplication, 132 cameto pick up their permit and 127 had questions on zoning

The large number of zoning inquiries in June ,2003 reflects a subgantid change in the
zoning scene over the last decade. Two things have changed. Firdt, zoning reviews have
been given to the plan reviewers where once the zoning reviews were done by one or two
persons who confined themselves solely to zoning review. Second, a that time there was
one zoning code gpplicable to the whole city from which variances could be sought
through the denid and apped to the Board of Appeds. Currently there are at least ten
different zoning scenarios depending in which neighborhood the gpplication is made. As
a consequence, zoning reviews teke longer, interspersed with more questions and more
guidance requested by clients coming to the Plang’Zoning counter.

c. Commentary: Plan review procedures are involved, ddiberate and, in many respects,
confusng. Noticeable is the conglomerate of rolled up building plans, sored in bins,
shifted between designated bins as they nove through the process. Chart 17 notes 8,849
goplications awaited review and dispogtion a the beginning of FY03. After 5659 were
disposed of, the backlog for FY0O4 was just over 3,000. Of these numbers about 75%
involved plans of some kind. Thus 3 — 4000 sets of plans could be in motion for some
kind of action. These plans clog the storage and working space of the PlangZoning. As
plans are retrieved for review, replaced or juggled to get a other plans, it is not surprisng
that plans are misplaced and momentarily los when a dient cdls for them. Moreover,
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reviewers, opening the plans to begin a review, mug, a times, sop their work to answer
questions at the counter or teke care of clients who have come in to discuss problems.
This makes it difficult for plan reviewers to concentrate fully on a review of difficult and
intricate plans spread before them.

As noted in Chat 18, counter inquiries on permit status stand high on the questions
asked. Until recently, these questions could only be amswered by ledfing through the
hend-written logbook. However, the Plang’Zoning unit has now indituted a stand-aone
computerized sysem to perform the logbook function so that datus is avalable on any
computer in the unit. This will dso pay dividends once it is on the ISD Website enabling
clients to bring up ther permit status on the web, a nicety that many cities smdler than
Boston dready are enjoying.

Some clients have complained that no red checkligt is avalable to guide them to be
certain thet their filed gpplications contain dl the required information. This is important,
particularly since daff has been reduced and every effort should be made to encourage
clientsto submit al the necessary information on their firg “go-around.”

The fagt-track now in use for commercid buildings and for priority housing has proved to
be a vauable tool for both 1SD and its clients. When the fast track for commercia
occupancy was indituted there was a great need to dlow tenants of large commercid
buildings to fit out their space within an dready approved building shdl with as little
interference as possble.  While the need for commercid fast-track has been reduced in
the current building scene, the fadt-track could be expanded to cover most Stuations
where the generd fast track rules would apply.

Findly, ISD and the Fire Marshdl’s Office have worked together in establishing a more
coordinated agpproach to plan review and approvas regarding fire safety requirements.
The PavZoning Unit has, for example, one reviewer who specidizes in fire safety
reviews and who aso has the necessary education and experience. Permits issued by the
Fire Department can be applied for and submitted on the 4" Floor a 1010 Massachusetts
Avenue, one floor below the PansZoning Unit — an important pat of “one stop
permitting.” At the same time a number of clients interviewed have complained of the
long waits for review and gpprova plus, in some cases, the payment of overtime codts for
dte teding of fire sysems and exit aeas. Since ISD and the Fire Marshdl’s office are
both interested in bdancing dient sarvices with badc building, zoning and fire safety
requirements, it may be of vaue if both Departments worked with client's to reduce time
walits and overtime payments and thus mitigate the time lag without lowering sandards.

d. Recommendations:
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1. PUT THE CURRENT COMPUTER PROGRAM FOR THE LOGBOOK ON
THE 1SD WEBSITE LIMITED TO PERMIT STATUS INFORMATION. By doing
this, 1SD dlients would be able through the use of their gpplication number or address to
find out the datus of ther filed gpplication. This would aso enable Pans’Zoning to
indicate additiona information needed so that the approva process could be completed.
This should eventudly reduce inquiries via the front counter and the phone and smplify
the approva procedure.

2. MAKE IT AN OBLIGATION OF THE LONG FORM FILER THAT
NECESSARY PLANS ACCOMPANYING THE APPLICATION MUST BE ON A
CD, EXCEPT WHERE THE PLANS ARE 5 PAGES OR LESS. By mplementing
this requirement, 1SD would, over the course of two or three years, grestly reduce, if not
eiminate the problem of paper plans. It would enhance corrections by transferring them
via email. This would aso be gpplied to gpplications bound for the Board of Appedls as
well.  The problems of the architect's sed and locking the find agpproved CD are
technica problems that can be solved. ISD plan examiners would have to be equipped
with upgraded computers and 17 to 22 inch screens. The Board of Appeds would dso
need & least one sat.  This is undoubtedly the way building plan submissons will be
handled in the future; it would be a giant sep forward for PlangZoning a a time when
more work needs to be done by fewer people.

Note: This proposa was submitted to the Budget Director and the MIS Director via
letter dated July 23, 2003 and further discussed at a meeting on July 25, 2003. The
proposa was accepted pending developing a specific process and safeguards.

3. INSITUTE A FAST TRACK APPLICATION THAT WOULD APPLY TO ALL
LONG TERM PERMITS WHICH MET THE REGULAR FAST TRACK
REQUIREMENTS. Once this is implemented and the process becomes fixed it will
relieve plan reviewers of perhaps 10 to 15% of their normd reviews. While gart-up
needs to be carefully aranged and a system of counter checking indituted, in time the
process will service 1SD clients and relieve the plan reviewers of a congderable burden
which these submissons would otherwise entail.

Note: A Commissoner's Bullein to extend the Fast Track has aready been drafted for
issuance in October, 2003.

4. PREPARE A SERIES OF CHECK LISTS THAT CAN BE APPLIED TO THE
MOST FREQUENTLY USED APPLICATION TYPES; ISD CLIENTS CAN USE
THEM AS A GUIDE WHILE 1SD COUNTER STAFF CAN REVIEW UPON THE
CLIENT'S SUBMISSION. The checklig will not solve dl problems surrounding
incomplete submissons or misreading of gpplicable codes but it will be hdpful to a
magority of 1SD Plang/’Zoning client and once in place may reduce subgtantidly the need
to make frequent request for additiona information.
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5. WORKING WITH BUILDING INSPECTORS AND THE FRONT DESK,
IDENTIFY LONG FORM APPLICATION TYPES THAT COULD BE
CONSIDERED UNDER THE SHORT FORM RUBRIC. Suggesions have been
made to include items such as above-ground pools, sheds under 50 sguare feet and
fences, etc. be submitted as short forms providing basic plots plans.  This might apply to
small additions, doors, €ic.

6. OPEN DISCUSSIONS WITH BOSTON WATER & SEWER COMMISSION ON
SPEEDING UP SEWER APPROVALS AND HOLD SIMILAR DISCUSSIONS
WITH THE FIRE MARSHALL'S OFFICE IN QUICKENING THE REVIEW
PROCESS AND REDUCING OVERTIME FOR FIELD TESTS: The Commisson
daff have been very cooperative with ISD, especidly in shaing their updated
information on property ownership which has been of great help to ISD’s legd section
and to the building and front dek. However, clients interviewed have dl remarked on
the extended time for agpprovas from the Commisson. Discussons with Commission
daff reveded very competent technicd daff who are undermanned. In addition, 1SD
believes it would be of grest benefit if one Commisson saff member could be avalable
a 1SD for two or three mornings per week to review less involved gpplications and to
give assigance to ISD clients with larger plans involving additiond complications.  Such
a move would set the tone for “one-stop permitting!” At the same time Plang’Zoning
should initiate discussons between its review daff and Fire Marshd’s dtaff to speed up
the fire permitting approval process and reduce overtime in the required field tests

4. Document Room

a. Personnd: 5

b. Activity: This unit mantans the origind building permits and related permits in the
building jackets identified by Sreet address covering the City of Boston. Under a newly
inddled INFO-TRIEVE SYSTEM dl the documents in the 100,000 building jackets
have been scanned into a computerized information system. As new documents are
produced these are scanned daily into their respective jackets. The origind documents
are then dored temporarily in the Document Room, indexed and eventudly sent to the
Bogton City Archives. In addition, findized building plans are sent out to be copied on
CDs, which are then scanned into the appropriate onrline “jackets”  Currently, 1SD
cients are able to request origind building jackets to examine hard-copy documents.
However, plans have been made to move the origind jackets to Boston City Archive
dorage in Danvers.  ISD clients can then obtain origind documents by applying through
ISD to the Danver archive location but will have to pay a fee set by the Boston Archive
contractor for ther retrieval. The Document room aso maintains close contact with the
Assessor’s Office in coordinating parcel and street number information.

c. Commentary: Once the origind documents are moved from the Document Room to
Boston Archive storage in Danvers, space will become avalable on the 5 floor.
Moreover, as the eectrica, mechanica and gas permits are put on line and te approved
permits, the short and long form building permit records will follow their predecessors.
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When this happens the Daa Entry Unit within Building Inspection Divison and its three
person staff will no longer be needed in their current assignments.

d. Recommendations:

1. AFTER THE BUILDING JACKETS AND OTHER ORIGINAL DOCUMENTS
ARE SHIFTED TO ARCHIVES IN DANVERS, THE ROOM SHOULD BE
REMODELED FOR USE BY THE INFORMATION TECHNOLOGY DIVISION
Once the documents are removed and room becomes available, the document room
personnd will continue their work in scanning documents. At the same time their system
and the systems in place and being devised to serve the 5™ Floor will need congtant
attention and service. By moving the IT staff to the 8" Floor and putting the document
room personnd within IT, it will be able to run more efficiently and to blend in with IT's
savice function as needed. When the basc permit forms for éectrica, plumbing,
mechanicd and building are dectronicaly poded, the Data Entry Group from the
Building Divison can be absorbed by shifting the heed of Daa Entry to IT and
reassigning the remaining personnd to assgt a the Front Counter and a the Plang’Zoning
counter. The proposed remodding may aso include part of te Front Desk in a way that
will give greater public access to I1SD’s growing on-line permiting and its information
database.

The two other Divisons under the Inspector of Buildings will be trested as two divisons
in ther entirety in what follows.

1. Building, Electrical, Gas and Mechanical I nspections Division

a. Personnel: 49, condging of Ingpector of Buildings Director of Buildings &
Structures;, 6 Building Support Staff; 3 Data Entry;  Chief Building Inspector, 21
Building Ingpectors, Supervisor of Electrica Inspections, 7 Wire Inspectors, Director of
Pumbing, 7 Plumbing/Gas-fitting Inspectors

b. Activity: The Divison's primary function is to make fidd ingpections on work in
progress based on issued permits for buildings, including structure, eectrica, gas and
mechanica eements. Field inspections are, as a secondary focus, made to uncover work
that is being done, ether without a permit when a permit is needed, and to be certain that
permitted work does not exceed the limits of the permit granted and the plans on file
Enforcement is based on the gpplicable portions of the Boston Zoning Code, State
Building Code, the State Fire Code and the State Codes involving eectrica, plumbing
and mechanica requirements.  Divison inspectors dso make preiminary reviews and
ingpections prior to the granting of permits to be certain that information submitted on the
goplication is consgent with field conditions. In larger condructions where the work is
undertaken based on professond affidavits, the Ingpector will examine progress, Sgn-
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offs on the building condruction log and engage in discussons with architects and
engineers involved to be certain that the approved plan are being implemented correctly.
Building ingpectors are also concerned with fire escapes, certificates of occupancy and
certificates of ingpection for restaurants, nightclubs, etc. Inspectors aso handle frequent
over the counter questionsin the 1SD Office aswell & Ste mestings.

Chat 19 summarizes the Building Inspectors activity for FY03 by month, showing that
over 12,000 permits were gpproved by field inspections before being issued while over
19,000 permits were sgned off as completed. In the same period 2800 violations were
issued, 555 show cause citations written and over 1,200 violations were closed out once
compliance was recaved. During the same period, just over 2000 complaints were
recéved while 1300 were answered, leaving a backlog carried over to FY04 of
goproximately 700. In addition, permits for 283 fire escapes, 1,401 occupancies and
4483 certificates of ingpection were issued. To effect this work building inspectors
made, according to their annua report, nearly 60,000 separate field inspections.

During FY 03 dectrica ingpectors gpproved the issuance of 10,378 permits  while
plumbing and gas inspectors gpproved 5,898 and 5,536 permits respectively.

The Divisgon's sx person support staff, keep records and reports of inspector’s activities,
process complaints, perform follow-up and schedule meetings for the Inspector of
Buildings, other staff and inspectors with clients— in the office and in the fidd.

The Divisgon aso has a three person Data Entry Team tasked to enter summary data on
every short and long form and on gas and mechanica permits where work is completed
as wel as phone and counter complaintss. These ae entered into an exiging IMS
program within the City’'s mainframe computer. Currently, dectricd permits are entered
into INFO-TRIEVE upon issuance and are updated when completed. Within the next
three to sx months al these permits will be ontline al issue permits will be scanned to
INFO-TRIEVE and deposted eectronicdly in the appropricte building jacket.
Recommendations on the re-organization of the Data Entry unit were advanced in the
previous discusson on The Document Room.

c. Commentary

Building's fidd ingpection operations have been gregily helped by the addition of
wireless phones by which the center can cal ingpectors in the fidd and vice versa. This
has certainly increased ingpectiond effectiveness.  However, because there is little or no
reliance on computerized field reporting, the latter has not shown padle improvement.
All ingpectors must come back and have the support staff type up their hand-written fidd
notes. But the ingpectors productivity would incresse subgtantidly by usng hand-hed
reporting units that feed back to a data base, a practice that has become the standard for
nearly dl fidd operations meter reading, ddivery vehicles and many police and fire
operations. At a time when budgets are being cut and personnd reduced, increasing
operationd efficiency, particularly in fiddwork, is essentidl.
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In contrast to prior years, 1SD’s current building inspection staff have, on the whole, been
with the Building Divison a reaivey short time. Of the 23 ingpectors ( induding the
Chief Building Ingpectors) , 6 have less than 5 years service and 8 have between five and
ten years sarvice.  Thus nearly hdf of the building ingoectors have less than 10 years with
the Divison. This bespesks of a younger, perhaps more energetic staff. At the same
time leaning the technicd ins-and-outs of code enforcement in a City with large
vaiaions in the sze, complexity and condruction gpplications is no smdl task.
Consequently, 1SD, and the Building Inspections Divison, should focus on smdl group
traning, interactive sessons with plan examiners, front desk managers and others in the
Department to enhance understanding and coordination. The Depatment might aso
work more cosdy with the State Divison of Buildings in devisng gpproprigte and
practical training sessons.

Findly, one must emphesze the rdationship in a large building divison between
technical competency and managerid effectiveness.  Technicd competency is, of course,
of firg importance since knowledge of the details of building condruction is the bads
upon which plans and permits must be reviewed, that same competency should aso
guide fidd ingpections to be cetan that what is beng built will survive Here the
Divison is in reasonably good shape. Interviews with many dients indicate that technical
performance is not wanting.

But management becomes a very important factor in this operation because the
permitting volume is great, the index of intricacy is high and the process, of necessty,
involves people who represent the spectrum of human activity and opinion. And here the
Divison is wanting. It might be wel to condder an in-house solution by which the
Ingpector of Buildings, the Director of Buildings and the Chief Building Ingpector would
delegate managerid tasks to someone who understands the technical side of the work but
is equdly versed in management <kills as wdl as the deals of computer-drive
operations.

The daus of the Daa Entry Unit within this Divison should be discussed. As noted
above — and in the previous discusson on The Document Room — Data Entry personnd
should be trandferred as suggested. However, there is another problem. For nearly 20
years Data Entry has stored summaries of long, short, eectricd and mechanica permits
in the TPX-IMS program connected to the MIS mainframe. The Storage represents a
very large assembly of background data, which should be avalable as needed. 1SD
should coordinate with MIS to develop a dtandard program that will enable 1SD to
directly access key data from this remarkable cache of data.

We need a0 to reference an important independent Board which is closdly connected to
building congruction. The Boston Board of Examiner s, an independent board whose
three members are appointed by the Mayor for an indefinite term, has a direct
relationship with 1SD since its main job isto issue building licenses for the City of

Boston. The Board issues four mgor congtruction licenses and one mgjor license for
demolition and within each of these five divison there are five categories. In addition it
issues seven miscellaneous licenses, thirteen classes in Fire Prevention and another
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thirteen licenses on fire protection and five prevention sysems. Applicants must filea
detailed gpplication with eight references after which they are interviewed by the Board.
All licenses are issued for one year duration. In FY 03 the Board issued over 2700
licenses.

The Board is supported by 1SD which has recently provided a computerized photo unit
that will eventudly replace the older licenses with photo licenses; the sysem will dso
provide on-lineliging of active licensees. In FY 03 license issuance added

$84,000 to I1SD revenues.

While the Board is an independent entity, it is, nevertheless suggested that @) the Board
make the lists of licensed contractors available on the web, b)coordinate the on-line

listing with the Front Desk in order to make license identification and confirmation easier
when permit gpplications are submitted; ¢) publish on a quarterly basis the lists of those
who hold Boston licenses issued by the Board so that the public may be aware of who are
licensed.

d. Recommendations:

1. ESTABLISH A COMPUTERIZED REPORTING SYSTEM FOR THE
BUILDING DIVISION THAT WILL ALSO INCLUDE FIELD REPORTING
THROUGH THE USE OF UPGRADED HAND-HELD DEVICES. MIS has
indicated that it has a computerized reporting program that can be inddled in 1SD’s
divisons to asss in upgrading ther reporting activity. If this program can be ingdled to
accommodate hand-held devices, the Divison's efficiency will be incressed by from 25
to 30%. Fed reporting could then be done to two or three designated receiving
computer inddlation in the Divison's office  This would adso quicken the response
time, especidly on gpplications waiting issuance based on the inspector's fidd
evauation.

2. ORGANIZE IN-HOUSE TRAINING AND EXCHANGE PROGRAMS BY
WHICH INSPECTION PERSONNEL CAN SHARE EXPERIENCE ON
SPECIFIC PROBLEMS WITH THEIR COLLEAGUES IN INSPECTION, PLAN
REVIEW AND FRONT COUNTER ACTIVITIES: These programs should be
formed, planned and scheduled in advance and should be based on surveyed need to give
atention to specific related problems . In implementing the training reliance should be
placed on in-house expertise with asssance from the City’s training unit and from the
Sate s Building Divison.

3. ESTABLISH WITHIN THE DIVISION OF BUILDINGS AN ONGOING
ASSIGNMENT FOR A MANAGEMENT ASSOCIATE PROMOTED FROM THE
DIVISON'S PERSONNEL TO SERVE THE MANAGERIAL AND
ADMINISTRATIVE NEEDS OF THE DIVISION: A review of current personnd in
the Divison should make it possble to evauate backgrounds and experience to sdect a
qudified person to sarvice management and administrative needs for the Inspector of
Building with commensurate authority and responghility in thisarea.
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4. WORK WITH MISTO DEVELOP A PROGRAM APPLICATION FOR

DATA ENRY STORAGE DATA ONCE THE DATA ENTRY UNIT AND ITS
PERSONNEL ARE REORGANIZED AFTER THEIR ACTIVITY IS NO
LONGER NEEDED: When the Data Entry unit is dishanded and personnd shifted as
recommended previoudy, a permanent computer program should be devised — and made
avalable to the IT Division - to extract sdected information from the 20 year trove of
permit summaries sored in the MIS mainframe.

2. Division of Investigation and Regulatory Enfor cement

a. Personndl: 13, induding 5 legd assgants

b. Activity: This Divison was re-condituted in FY 02 to coordinate regular enforcement
and pursue emergency enforcements where building and resdents are involved.  Under
its new mandate, the Divison &) provideslegd support to al ISD enforcement efforts,

b) gives around-the-clock emergency service in severe cases where life safety, housing
and building structures and neighborhoods are under immediate strain and ¢) provides
emergency response in cooperation with the Fre Police and Medicd services when
conditions warrant. In order to provide quick rdief to citizens threatened by un-repaired,
untended and deteriorating building structures, the Divison has indituted a “property lien
procedure’ in cooperation with the Boston Housing Court.

This Divison provides an important and generaly effective response to criticd needs in
the enforcement of laws, codes, ordinance and regulations assgned to I1SD for
enforcement. It is of particular vaue in active physcd and legd response to the
lingering problems of dructurd deterioration and vagrant, illegd uses of private — and

public — property.

Of criticd importance in maintaining a coordinated, integrated agpproach, the Divison
includes in its fidd gaff, personnd reassigned from Buildings, Housing, Hedth and Code
Enforcement. The Divison dso mantans close rdations with City emergency services,
eg. police, fire and medical.

Chat 20 gives a glimpse of the Divison's legd activity where, in FY03, over 2,000
“Show Causg’ violations were issued with 2,105 pending before the Housing Court as
actud violations. The Divison adso cosed 1,926 cases before the court. This latter figure
emphasizes ISD’s policy that compliance, not convictions, is the am of its enforcement
efforts, except, of course, where thereis no other course.

In addition, the Divison opened specid operation cases by which efforts are being made
to lien and, eventudly, to condemn certain properties that have become both a hazard in
the neighborhood — and where the owner has initiated no corrective action.

c. Commentary: While this Divison has maintaned a dedicated and responsve work
ethic, two comments might be of vdue Fird, the Divison should examine, dong with
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other affected aff in ISD, the posshbility of introducing “de-crimindization” of selected
violaions, especidly those involved in Housng and Building enforcement. Weights and
Measures, via an amendment to the State Law, has obtained good results with the
decriminalization of certain enforcement procedures. If this could be dore for sdlected
Housng and Building violaions, compliance might be increased while codts involved in
show-cause actions and litigation could be reduced.  Second, the volume of closed cases,
in 0 fa as they reflect compliance with the origind “show-cause actions are
commendable. At the same time it is important to follow-up on selected closures to be
certain that actud compliance has occurred and the results have, in effect, judified the
closures.

NOTE: The data shown under “Cases in Litigation” ad Closed Cases’ are not exact
input-output  figures since both figures included cases from prior years which ae
undifferentiated.

d. Recommendations:

1. THE DIVISION SHOULD TAKE THE LEAD IN COORDINATING AN ISD
ANALYSS OF THE POSTIVE POTENTIAL OF DE-CRIMINALIZATION OF
SELECTED REQUIREMENTS INVOLVING COMPLIANCE WITH THE
REQUIREMENTS OF BOTH THE BUILDING AND HOUSING CODES AND
RELATED ENFORCING REGULATIONS: The rdionde for such an andyss come
from ISD policy that compliance, not punishment, is the vaued end product of
enforcement.  If de-crimindization of sdected features of gpplicable codes, laws and
regulations could be achieved, greater compliance through directly levied fines might be
achieved while reducing costs for issuing “Show Causs” documents and mantaning
hundreds of casesin litigation.

2. THE DIVISION, IN COOPERATION WITH OTHER ISD UNITS, SHOULD
PERIODICALLY SELECT A WIDE SAMPLE OF CASES TO CHECK ON A)
THE VALIDITY OF INITIAL VIOLATION AND TO EXAMINE B) “CLOSED
CASES’ TO BE CERTAIN THAT EFFECTIVE COMPLIANCE WAS
OBTAINED THROUGH CLOSING OUT THE CASE: With 2,030 “Show Cause’
complaints and 2,105 litigated cases, it is important that ISD exhibit a discernable
condgtency in its enforcement patterns.  This should be periodicaly tested by sampling
initial cases to discern patterns that may indicate inconssent enforcement. The 1,926
cases in FY03 were closed because legd officers, in cooperation with housing, building
and other inspectors, believed tha compliance in line with the origind show cause
compliant had been achieved. This follows I1SD policy to achieve compliance
However, it is important that follow-up be indtituted to examine the time, levd and extent
of compliance achieved in response to the origind show-cause, to verify, in fact, that the
compliance policy has been achieved in practice.
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The lagt of 1SD’s three functiond aress is that of FIELD SERVICES coordinated by a
Deputy Commissioner condgting of four divisons Hedth Inspections & Enforcement,
Housing Inspections and Enforcement, Environmenta Inspections & Code Enforcement
& Policing and Weights and Measures Ingpections & Enforcement.

1. Health Inspections & Enforcement

a. Personnedl: 25, induding Asssant Commissoner for Hedth & Environment, Director
of Hedth Divison, 3 principd hedth ingpectors, 18 hedth ingpectors and 2 support Staff.
An additiond hedth ingpector has been assgned to the Divison of Invedigaion and
Regulatory Enforcement.

b. Activity: The Hedth Divison ingpects and enforces sanitary and hedth requirements
for food sarvice and retal establishments as well as hospitds, nursng homes, caerers
and day care centers, the inspectors adso review hedth aspects of mobile food, funera
homes, recregtion camps, swimming pools, public baths and massage establishments and
a0 permits and ingpects the sde and consumption facilities for frozen desserts.  Division
personnd hold hearings on violations, have the authority to close edtablishments for
repeated and uncorrected violations, food managers are dso cetified to practice by
Divison ingpectors.

Chart 21 shows the detail of the Hedth Divison's work in FY03 against the operating
gods st in the FY03 budget. Increased workloads with existing personned have made it
dfficult to complete the budget god of 8,000 tota ingpections, however, dl inspections
in high risk were completed as expected while levd one risks in both medium and low
rsk levels were dso completed according to plan. Overdl the Divison completed 14,
987 ingpections missing the prior year performance by 331 or a drop of only 2%. At the
same time hedth inspectors averaged 4.6 inspections per day, exceeding the budget god
and kept pace with the productivity of the prior year. In FY 03, Hedth Divison activities
earned $ 1,136,191 for 1SD, the highest total of the six-year period reported in Chart 5.

c. Commentary: The Hedth Divison is wdl organized, efficiently managed and does
its assgned work with professona <kill and concern befitting its  Sgnificant
respongbilities in supervisng the hedth requirement for hundreds of food establishments
in a large metropolitan city. Increased requirements under an ever widening public hedth
sructure accompanied by diminished ingpectional resources has been somewhat offset by
the agpplication of “risk categories” The latter have led to a scheme of priority actions,
an essentid management tool  to corrdate increased respongbilities with  diminished
resources.

While the Divison has made the effort to put its permit forms and indruction on-line to
assg the numerous clients it serves, the fact is that it lacks both an operationd data-base,
and, like other 1SD divison with inspectiond responghilities, does not have a
computerized reporting system that dlows fidd input on ingpections. Rather its technicd
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personnd revert to pencil and paper to input their reports and to take other paper-driven
action in discharging their respongbility.

d. Recommendations:

1. ESTABLISH A COMPUTERIZED REPORTING SYSTEM FOR THE
HEALTH DIVISSON THAT WILL ALSO INCLUDE FIELD REPORTING
THROUGH THE USE OF UPGRADED HAND-HELD DEVICES. MIS has
indicated that it has a computerized reporting program that can be inddled in I1SD’s
divisons to assg in upgrading ther reporting activity. If this program can be indaled to
accommodate hand-hdd devices, the Divison's efficency will increese sgnificantly.
Feld reporting could then be done via two or three desgnated recelving computer
ingdlation in the Division's office.

Note: Work on this has adready begun in cooperation with MIS, IT and the Hedth
Divisgon.

2. Division of Housing I nspections & Enfor cement

a. Personnd: 34, induding Housng Divison Director, 3 Assgant Directors, 2
Principa Housing Inspectors, 24 Housing Inspectors and 4 support staff.

b. Activity: The Housng Divison's role is to ensure the avalability of clean, safe living
conditions as required by the State Sanitary Code and by applicable City ordinances. In
carying out this role Housing personne undertook 12,225 ingpections in FY03, ranging
from no heat, no access, deterioration in basc services, lead paint, security complants,
emergencies and pre-rental. The Divison aso issued over 3,000 show cause papers and
undertook court-required ingpections to determine whether origind complaints  had
ingigated compliance. The Divison's FY 03 Summary Data Report containing much of
thisinformation is shown in Chart 22.

Important changes have been made in the Divison's work in recent years. The office is
open seven days a week with middle managers rotating on the weekends, especidly used
for client appointments on Saturday and Sunday. Although some computerization was
initiated in 1995 and 1997, very little remains. However, min-data base formats have
been sat up for prerentds no-heat emergencies, emergency needs and security
ingpections for seniors. A tracking sysem for Housing complaints by wad is in
operation. The complaint covers congruction, emergency, lead paint and becomes both a
sarvice record as well as  a peformance/productivity measure, providing it is sustained
and used consgtently for these ends.

More is being done on socid out-reach to assst people within the context of the Housing
Divison's regponsibility. The Divison, for example, assgs in providing security for the
elderly, holding hearings and inspections and re-inspections every 3 years on housng
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security. On Saturdays workshops are scheduled to discuss housing  enforcement
problems where tenants and landlords are urged to participate and solve problems.

Gregter emphadis is being put on in-sarvice training of middle management, ingpectors
and support daff.  The training is focused on the technicd dde of ingpection and
enforcement but dso emphasize the way cases are handled underlining  problem-solving
for the people involved.

c. Commentary: The Housing Divison is turning the corner in developing an improved
cdient service operdion. The out-reech effort is more in evidence and a better
management style seems to be emerging.  With limited resources, however, the Divison
will have to get better control of the details of is operation and set out key priorities that
can be sudained in the future. Moreover, a better reporting format needs to be designed
that will yield clearly presented performance data that is conastent and reliable; it should
aso identify work being done, work to be accomplished and point-up difficulties so that
middle managers can determine changes in direction and purpose that will, in turn,
increase productivity and improve services. But this divison, like Buildings and Hedth,
shows a samilar lack of a computerized reporting system that can be activated in the fidd
and coordinated in the office,

The Divison dould dso review recommendatiions made to the Divison of Investigation
& Regulaory Enforcement (See Recommendation No. 1 for this Divison previoudy)
on possble action to decrimindize sdected violations now being enforced by
Department’s ingpectiona teams. Since data shows that the Housing Divison sources
the largest piece of legd enforcement work - 53% of Show Cause, 54% in Litigation,
64% of Closed Cases — poditive results from a de-criminalization procedure could have a
sgnificant effect on the Divison's current legal workload.

d. Recommendations:

1. THE DIVISION SHOULD REVISE ITS MONTHLY AND ANNUAL REPORT
SO THAT IT BECOMES A SIGNIFICANT MANAGEMENT TOOL FOR
IDENTIFYING ACTIVITY, MEASURING PRODUCTIVITY AND MAKING
CHANGES IN WORK FOCUS AND PRIORITIES AS NECESSARY:
Improvements dready underway within the Divison should be vaidaed through clear
and condgent presentation. The Divison might review the Hedth Divison's monthly
report as agenerd model that could be useful in the proposed re-design.

2. ESTABLISH A COMPUTERIZED REPORTING SYSTEM FOR THE
HOUSING DIVISION THAT WILL ALSO INCLUDE FIELD REPORTING
THROUGH THE USE OF UPGRADED HAND-HELD DEVICES. MIS has
indicated that it has a computerized reporting program that can be inddled in ISD’s
divison to assg in upgrading ther reporting activity. If this program can be inddled to
accommodate hand-hed devices, the Dividon's efficiency will be dgnificantly improved
Feld reporting could then be done to two or three designated receiving computer
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ingdlation in the Dividon's office  This would dso quicken the response time
especialy on gpplications waiting issuance based on the ingpector’ sfied eva uation.

3. DIVISION OF ENVIRONMENT INSPECTIONS & CODE
ENFORCEMENT POLICING

a. Personnd: 37, including Divison Director, Principad Hedth Inspector, 2 Code
Enforcement Inspectors, 15 Code Enforcement Officers, 6 Support Staff. Note: This
Divison came into beng in FY 02, condsing manly of the previoudy desgnated
Rodent Control Unit; it was further augmented when the City Divison of Code
Enforcement was shift ed to ISD and incorporated within this divison. Its activity
description reflects the resulting amagam.

b. Activity: The Divison is respongble for the abatement & prevention of rodent
infestation, implementation of the City's Ste Cleanliness Ordinance (July 1, 2000),
boarding & securing of abandoned properties and coordination of vacant lot maintenance
program. In addition, the regular duties of the Code Enforcement Police continued,
nandy, presrving the City's deanliness and environmenta safety by enforcing
ordinances governing litter, trash sorage, dumping, snow removal, abandoned vehicles,
illegd vending and digposal of medicd and indudtrid waste.

Chat 23 summarizes activities on dte cleanliness, showing that over 5,000 applications
and complaints were received, the most dgnificant dement being 3,130 gpplications
(59%) required under the Site Cleanliness Ordinance. This met the budget performance
goa of 3,000. All of these were issued in FY03 and 378 congtruction gpplications were
aso gpproved. 373 violations were issued with an additiona 140 Show Cause notices
and the conduct of 155 adminidrative hearings, largely regarding violations on dte
cleanliness. The data reported gpparently includes rodent control activities.

The Dividon, in coordination with the Code Enforcement Police, conducted a series of
Ste Cleanliness Compliance Sweeps.  In action through Dudley Square, West Roxbury
and Mattgpan, for example, 143 new Site Cleanliness Licenses were issued. Another 204
licenses were added after a compliance sweep in Back Bay. Rodent control was aso
pursued in areas such as S. Cryprian’ Street as well as the annua dley-bating program
in Back Bay

The Divigon has inditted a series of in-house traning sessons for its ingpectors,
incuding one with Reddex, Inc. and an outreech program on “Know Your
Neighborhood.”

Chat 24 provides a datisticd summary of FYO03 activities of the Code Enforcement
Police Unit. Personnel wrote 30,015 tickets and held, in conjunction with these tickets,
3,884 hearings. They dso received 6,691 complaints and handled 1,551 abandoned
vehicles. Ther monthly work unit averaged 3,512 units with an average of 135 units per
working day. This of course, is very ggnificant activity but one would like to know
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about actions taken as a result of the complaints received, the relationship between the
hearings and the tickets written and findly the disposition of the abandoned vehicles.

d. Commentary: This Dividon plays an important role in maintaining the “dean dty”
concept, involving a whole range of activities, which, in ther effort —or absence — are
immediately visble. But the Divison has not yet achieved complete integration of the
varied client services it has been given to administer. Noted, too, is the fact that the FY04
ISD Budget caries a separate program page for Code Enforcement (Program 5) which
repests the same program description used for Field Services (Program 4).

While the time lag is understandable regarding the former Divison of Code Enforcement,
integration of the other services should have been accomplished by now. The difficulties
are underlined in the absence of a complete, clear and coordinated activity report since
mgor dements of the Divison's work, e.g. rodent control, are not specificdly identified
in the overdl report. It may be, of course that Ste cleanliness has received top priority
but the rodent problem, br example, has not gone away and elements of the Divison are
undoubtedly working on responding to that never-ending problem. However, clues to
managerid effectiveness often are given in the darity and the inclusveness of the unit's
activity reports.

d. Recommendations:

1. DEVISE A COMPREHENSIVE MANAGEMENT PLAN FOR THE DIVISION
THAT IDENTIFIES OVERALL GOALS, ASSIGNS PRIORITIES AND
PERSONNEL WHILE INTEGRATING THIS WITH A PERFORMANCE AND
PRODUCTIVITY SCHEME THAT CAN BE FACTUALLY PRESENTED IN
MONTHLY AND QUARTERLY ACTIVITY REPORTS: Thisis of vitd importance
and should lead to a better definition of objectives, work dlocation and dlocation of
scare resources — money and manpower — through the application of improved
management. Of course, roadblocks involving legd and contractuad requirements may be
in place, influencing the outcome of this recommendation. But a a time when ISD’s
budget is limited and personnel congraints are pressing on al gdes, it is important to face
the issues and work out practicd solutions that contribute to improvement of dlient
services.

Note: The Divison is currently revisng its reports to include rodent control activity.

2. REQUEST THAT ISD’'S INFORMATION TECHNOLOGY DIVISION AND
THE CITY'S MIS UNIT REVIEW CURRENT NEEDS FOR A UNIFIED
COMPUTERIZED REPORTING AND MANAGEMENT INFORMATION
SYSTEM FOR THE DIVISION: The Divisgon has 37 persons working under its aegis,
the largest single divison in I1SD. Excepting the Director and the support daff, this
comes to 30 field personnd who should be linked to their fiddwork and their
headquarters through a computerized system that would, if properly desgned, raise
efficency and productivity sgnificantly — and thus contribute to improved client service.



4. Division of Weights and M easures

a. Personndl: 8, including Division Director, 6 Deputy Seders, 1 Support Staff

b. Activity: This Divison operates under the State Law on Weights and Measures which
requires annud ingpection and tesing of dl commercid weighing and measuring devices
in the City of Boston. The Divison aso inspects stores using three or more scanners

every two years and enforces laws and regulations related to item and unit pricing, net
weight, home hedting ol and dispensng of motor fud. The detall of this activity for
FYQ3 is shown in Chat The Dividon's fidd work is divided into Annual Inspections
(10,820) and On Demand I nspections (763) for atota of 11,583 “place’ ingpections.

Under “On Demand Inspections’ Division ingpectors examined 17,876 items.

The Divison prepares a fiscal year report for 1ISD but also prepares a caendar year report
for Massachusetts Department of Weights and Measures as required by law. However,
al Massachusatts municipdities as well as the Commonwedth are on a fiscd year cycle.
It is ds0 noted that in ISD FY04 Approved Budget, the program details of this divison
have been omitted from Program 4. However, the FY04 Budget Goals require that 200
businesses will be “ingpected for price verification.”

c. Commentary: The Divison of Weights and Measures is the only ISD operating unit
that has a complete database and inputs its daly fied ingpections data directly into its
database.  All its clients are in the Data Base and thus notices, reminders and legd
citations can be generated from the Data Base for ingant mailing and where feasble can
use emal communicatiions with clients who are ontline. It presents a model for each of
the field divisons on developing a computerized reporting system with a fully operative
database.

With its computerized sysem, a wedl-organized ingpectiond sysem and an effective
management system, the Divison works wel. The only drawback is, in some respects,
built upon its successful operation, namdy, that the Divison appears to operate
somewhat independently of I1SD in generd.

d. Recommendations:

1. THE DIVISSION SHOULD EXPLORE MORE INTERCHANGE WITH OTHER
DIVISSIONS ON THEIR METHODS OF WORK AND ON WAYS TO
COOPERATE ON INTERRELATED INSPECTIONAL ASSIGNMENTS, E.G
HEALTH, ENVIRONMENTAL INSPECTIONS, BUILDINGS, ETC. Divison
personnel should take a more active part in seeking interchanges by using its database
and computerized fidd service to support other 1SD fidd services as time and
assignments permit.

V. GENERAL RECOMMENDATIONS:
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Reviewed in this section are five generd recommendations. Three generdize on detals
which have been included in the Report's andyds of specific divisons or units within
ISD, namely, 1) computerization, 2) activity reporting and 3) training. The fourth is a
recommendation to be undetaken in the future when, and if, many of the
recommendations ae implemented. The fifth recommendation focuses on the
implementation of the Report.

1. Computerization. While the Department has a number of systems in use, it does not
yet have an integrated, practicad and managesble system that will tie together mog, if not
dl, of its activities in ways that will increese productivity and improve client services.
This has been recognized but prior efforts — particularly the studies and proposas in the
late 1990s — were d@ther not workable or too large, complicated and coslly for
implementation. The recent establishment of the INFOTRIEVE system is important and
ggnificant in its effect on the storage and retrievd of documents from storage and has
dready shown its ussfulness in many ways. But the accent here is on storage and not on
process . And it is improvement in the laiter that will, eventudly, increese productivity
and provide an upgrade in client service.

As noted in the discusson on the FRONT COUNTER, nearly 19,000 permit applications
are typed up annudly as prdude to client presentation for processing, a system that is
hard to defend in this world of computer-driven service activity. Moreover, I1SD
processed over $21 million dollars in revenue in FYQ3, incduding building permits thet
represent over One-and-one-half Billion Dollars in condruction vaue. Ye dl this is
processed through a two-person Cashier Unit that operates an outmoded, gerry-built
system that is kept going only by the dedication of a haf dozen people from the Cashier
Unit, Front Counter and Plans/Zoning.

Added to this is the fact that I1SD daly fidds from 120 to 135 inspectors who do
ingpections, write condition reports and violaions — al by hand. None of these
inspectors has the technica back-up to send their reports eectronicdly to the divisond
centers but must come back to ISD offices and then write out their reports. Only one
Divison — Weights and Measures — has a sufficient data base to be able to handle nearly
al its responses; notifications and reports through a computerized system.

MIS is aware of these problems and is working with ISD to solve some of them. It is dso
working on a potential RFP for the ingdlation of a complete sysem. However, funds are
scarce and, in the face of so many needs within the City, this may not have the priority to
put it through. It may be both 1ISD and MIS might have to settled for an “in-place’
system designed for operations like Inspectiond Services.

2. Reporting: Concise, accurate and focused activity reporting is important to ISD,
which is made up of a vaiety of gmilar operaions that, however, differ gregly in
goplication and implementation. Moreover, reports have many objects. In ISD, for
example, reports respond to @ budget managers who want to measure progress in
achieving program gods, b) to middle-management who want to know whether the
divison or unit is completing its work and that is employees are shouldering the work
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load; ¢) to managers who want to know what is happening and what problems are
developing and what is being done to respond. Report should aso give the public
periodic reviews on what is being done, wha has been achieved and what are the
problems. And in this era of reductions in both funds and people, reporting is key to
assessing priorities within these very red limits,

While 1SD responds on time to the goad demands of the Budget Department, its monthly
or annud reports are not organized to respond to b) and ¢). Nor does ISD give the public
a scheduled and periodic update on its work, eg. a quarterly update. Some of this
materia does hit the ISD website but its vaue and usage is problematical.

What needs to be done — and what has been recommended in the body of the

Report — is the devdlopment of a monthly and quarterly report that is concise, factua and
highlights areas for middle management and top levd managers for action. It may be
possible to devise a format into which key data from each Divison can be integrated into
a kind of “operaiond barometer” for wider and more productive usage. This could then
be brought together into a Quarterly Update available to the public.

3. Training: 19D, like many departments, needs regular training for updates on technical
phases of work, service orientation, improved management and, particularly, a consstent
shaing of information, process eements and problemsolving between units and
divisons, its personnd adso need to engage in a continuing didogue with other City
Depatments dong the same lines. Since little or no funding is provided for training, 1SD
should focus on least-cost avenues of training: in-house ingructors, periodic exchanges
between in-house saff supplemented by support discussions with other departments with
which it has operationd ties.

One recommendation is to form a Traning Progran Committee supported by
Adminidration & Management's Divison of Humen Resources &  Traning.
Representatives of the Divisons would gaff the Committee and its first order of busness
would be to survey and define a least-cost traning program as a continuing enterprise
within the Department.

4) Central Process and Support Group: This proposa revolves aound a longer range
suggestion on centralizing that portion of ISD’s support daff who assst technicd &
adminidrative personnd directly involved in the permitting, inspection and regulaory
activities that form the bulk of 1SD operations .

Currently each 1SD activity is supported by assgned daff who perform typing, filing,
record keeping, processing of a variety of documents, meetings, etc. as a foundation for
the particular activity. In some cases support saff serve more tan one activity. If some
of the Report's basic recommendations come to fruition, particularly those encouraging
edablishment of an integrated, computerized system, then it may be possible to centrdize
in both location and work, a sgnificant portion of the ISD support saff an a more or less
input-output  bass. This would require a <killful organizationd scheme and the
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assgnment of one or two capable office managers. But the results would be sgnificant in
rasing productivity and decreasing time-in-process.

5) Implementing the Report’s Recommendations:

a) The Mayor of Boston, together with the 1SD Commissoner should make the
Report  public and generdly endorse its recommendations;

b) The Mayor should then gppoint a seven person I1SD Advisory Management
Improvement Commission whose role is to advise the Mayor and the Commissoner

on drategies of implementation based on the action plan submitted by the
Commissoner and to periodicdly review progress and report ther findings to the
Mayor and the Commissioner.

¢) The members of the Advisory Commission should be gppointed for aterm of two

years and include a representative of the Boston Society of Architects, a representative
of Boston contractors and builders, a representative of the Greater Boston Real Edate
Board, a representative of the Greater Boston Legal Services, a representative of
neighborhood groups, a representative of affordable housng groups and a public
representative.

d) The Commissonea will brief the Commisson on the Report and the
Recommendetions and, working with  his daff , propose an action plan for
implementation to be discussed with the Advisory Commission to receive itsinpuit.

e) Once the Action Plan is agreed upon, the Commissoner will arange to give
briefings to 1SD employees and to assgn implementaion roles to Deputy
Commissioners and to middle managers.

f) The Commissonar and his daff should meet regulaly with the Advisory
Commission to brief them on progress and obstacles and to receive the Commission’'s
input ad suggestions.  The Advisory Commisson should report quarterly to the
Mayor on progress.

g.) The Commissone’simmediate saff will serve as secretariat to the Commission.

VI CONCLUSIONS

Most of the Report's conclusons are contained in the Background andysis and
paticulaly in the Commentary given for each of ISD’s divisons and units reviewed in
Pat IV. The condusons are implicit in the recommendations and judtification included
as pat of the Executive Summary of Recommendations in Part 1l. It is thus not
necessary to beabor these points any further. However, a few observations may be
worthwhile.
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The Inspectiond Services Department is a key department within the City of Boston,
egpecidly in its unique and necessary dient sarvices and in its role as facilitator of
economic development focused on condruction vaues. But the Department also operates
a the nexus of conflicts. One person wants to quickly expand hisher home into a two
family dwdling in a one family zone It needs to be done quickly. However, the
neighbors don't want this and protest. From one viewpoint, the process is dow and
cumbersome; from another it is much too fast! This condition is exacerbated in an
unending parade of smila — and larger — contentions. Previous reports on 1SD have
suggested possible re-organization in separate Depatments.  But this will not solve
anything; it will only make the sysem s0 autarkic tha the cure will become the disease
More integration and more emphasis on achieving a semblance of “one-sop permitting”

should, on the contrary, be one of the longer-range goas for 1SD.

While there is often much criticism of the time it takes to get a permit, paticulaly the
long form, beset as it is with a host of required reviews, including occupancy, multiple
zoning applications and an enlarged concern over fire safety and security, one encounters
the human — and thus evelaging — problen of mutud misunderstanding.
Better management focus, more transparent processng and incressed productivity will
help to mitigate this condition. Efforts to do so are encgpsulated in the Report's
Recommendations. But there are limits on what can be accomplished. As the Report has
repeatedly underlined, the absence of computerized integrated systems poses formidable
problems in achieving these laudatory ends.

However, the Recommendations in this Report, being both specific and subgtantive, will,
if adopted, go a long way to improve I1SD’s performance, increase its productivity and
subgtantiadly upgrade service given to its many, various — and often impatient — clients.



