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1. Introduction and Executive Summary 
 

 
The City of Milpitas provides essential city planning, building, and permitting services to 
both residents, businesses, and the development community.  These services are 
performed by the following departments:  Planning; Building and Housing; Engineering – 
Land Development; Public Works - Utilities Engineering; and Fire Prevention.  In addition, 
the Office of Economic Development engages in business development and/or 
recruitment and permit expediting associated with such development activities.  These 
departments and divisions serve under the general direction of the City Manager’s office 
and are identified as the City’s “Community Development Service Area” (CSA). 
 
City management identified a need for addressing various organization and operational 
issues in order to best serve a 21st century Milpitas.  For example, fee schedules for 
services provided by Planning, Building, Engineering, Public Works, and Fire Prevention 
are deficient having not received a comprehensive assessment since 1994.  As such, City 
Council and City Management have cited this Service Delivery/Organizational 
Assessment and Fee Study as an essential area of assessment and improvement to 
provide best in class service to the community. 
 
The Matrix Consulting Group was retained by the City of Milpitas to assess the 
organizational structure, staffing levels, service delivery, and user fees related to the 
development review, permitting, and inspection process. This study was designed to 
provide an understanding of the organizational structure, the efficiency and effectiveness 
of the overall processes and operations, identify appropriate staffing levels, and analyze 
current fee structures and rates. This report summarizes our findings, conclusions, and 
recommendations regarding the organizational, staffing levels, processes, and service 
delivery portion of the study. The results of the Cost of Service study for the Development-
based user fees have been provided as a separate report.   
 
  1 OVERVIEW OF THE STUDY 
 
Development review, permitting, and inspection activities for the City of Milpitas occur in 
multiple function areas, including: Planning, Building, Fire, Engineering and Public Works 
(Land Development and Utilities Engineering). The Finance Department and Office of 
Economic Development also provide various levels of support within the CSA with 
particular support to the Planning and Building & Housing functions.  The project team 
evaluated the functions of these operational areas and their involvement in the 
development review process. 
 
This report provides specific recommendations to improve the organizational structure 
and staffing levels to ensure services are being provided effectively, efficiently and with a 
strong focus on customer service to applicants.  This report also acknowledges that a 
new executive leadership team has been assembled over the past year and significant 
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changes are taking place in the development review process and relationship building 
with the development and business community as well as the general public. By 
completing this study, the City of Milpitas is demonstrating further commitment to a 
process of continuous improvement and providing a high level of service to residents, the 
development community, and staff.  Implementing the recommendations contained in this 
report will aid the City in its ongoing efforts to conduct operations in accordance with best 
practices.   
 
  2 STUDY SCOPE AND METHODOLOGIES 
 
In this study, the Matrix Consulting Group’s project team utilized a wide variety of data 
collection and analytical techniques.  The project team conducted the following data 
collection and analytical activities: 
 
• Developed an in-depth understanding of key issues impacting key areas.  To gain 

understanding of the various operations, processes, organizational structure, and 
issues, the project team conducted multiple interviews with staff from each 
department.  Interviews focused on the roles/responsibilities of staff, levels of 
services provided by each section, resources available to perform those services, 
and understand current and potential issues.   

 
• The project team developed a profile document that captured staffing levels, roles 

and responsibilities, and process mapping for each operational area.  This 
document was utilized a base point of comparison for future analysis and 
comparison for all recommendations.  

 
• A series of stakeholder meetings were held between the project team and prior 

and current customers involved in the development review process.  The project 
team and staff also provided updates to the City’s Community Development 
Roundtable which is comprised of various real estate and development 
representatives.  Most importantly, the stakeholder meetings provided customers 
with the ability to share their opinions on current strengths and opportunities for 
improvement for the development review process. 

 
• Conducted a Strength, Weakness, Opportunities, and Threats (SWOT) analysis 

with line staff.  The purpose of this meeting was for the project team to allow input 
from staff involved in the development review process.  This activity identified 
areas that are currently working well, improvement opportunities, and obstacles 
that may impact future operational changes.   

 
• A best management practices assessment was completed that included a 

comparison of current practices to industry standards.  The project team focused 
on best management practices for management and administration, process, 
staffing levels, organizational structure, policies, and technology utilizations.   
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• Completed a comparative survey assessment for development review activities 

between the City of Milpitas and other comparable jurisdictions in the Bay Area.    
 
• Evaluated the fee structure and cost of service relationships that exist between 

current fees and the service levels. This report is provided under separate cover.  
 
• Based on the previously mentioned activities and initial findings, the project team 

analyzed issues, explored alternative service delivery options, and developed 
recommendations to create a more efficient and effective process.  The analysis 
resulted in recommendations to staffing, services, processes, and technology 
usage to streamline the services provided and to help the City meet its goals.   

 
The report is divided into the following chapters: 
 
• Staffing and Organizational Structure Analysis 
• Process and Procedure Improvements 
• Technology Utilization 
• Fee and Revenue 
• Appendices that include copies of the following interim documents: 

- Profile,  
- Best Practice Assessment,  
- SWOT Analysis,  
- Stakeholder Analysis,  
- Employee Survey, and  
- Comparative Survey 

 
Each of these sections will provide relevant recommendations and insight into the City’s 
development review process as it relates to the City overall or to individual departments.  
 
  3 SUMMARY OF RECOMMENDATIONS 
 
Based on the assessment and analysis, there are a variety of recommendations for each 
topic covered in this assessment that are discussed in detail throughout this report.  These 
are consolidated into the following table which shows the recommendation, priority and 
suggested timeframe for implementation.  The recommendations are provided in the 
order in which they appear in the report – not in order of highest priority. 
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Summary of Recommendations and Implementation Plan 
 

# Recommendation Priority 
Time-
frame 

 
1 

 
The City should continue its effort to make Milpitas an inviting workplace, 
including exploring alternative and creative options such as incentive pay 
for multi-lingual staff or flexible work schedules 

 
Medium 

 
On-going 

 
2 

 
The Planning Department should add a new Principal Planner and 
dedicate one existing Planner position to long-range planning activities to 
ensure these critical duties are provided the necessary staff time and 
attention. 

 
High 

 
2019 

 
3 

 
The Building Division is appropriately staffed if all existing authorized 
positions are filled.  The division recently augmented it’s staffing with a 
combination of new positions and the upgrading of temporary positions to 
full-time in late 2018. 

 
High 

 
2019 

 
4 

 
The Fire Prevention Division needs to add 1.0 Fire Protection Engineer. 
The fiscal impact of this position will be absorbed through Fire Prevention 
Permit revenue. 

 
High 

 
ASAP 

 
5 

 
The Engineering Department is sufficiently staffed to perform plan review, 
inspection and traffic review functions due to recent FY18-19 position 
additions. The department should consider transitioning the temporary 
Public Works Inspector position to a permanent position due to the volume 
of development activity. 

 
Medium 

 
2020 

 
7 

 
The roles and responsibilities for development review activities should be 
clarified between the Engineering and Public Works Department and 
greater coordination implemented to improve service delivery to 
applicants. 

 
High 

 
2020 

 
8 

 
The City should hire a position dedicated to the IT and GIS needs for 
Development Services. This TRAKiT Systems Administrator should report 
to the Building Housing Director, but should be funded through the Permit 
Automation Fund. 

 
High 

 
2019 

 
9 

 
In the next several years, the City should implement a Development 
Services Technician position (cross-trained Building Permit Technician) to 
help streamline the City’s development review process. Upon 
implementation, the cost of this position should be accounted for in 
development review fees. 

 
Medium 

 
2020-
2021 

 
10 

 
Create the position of Permit Navigator, reporting to the Planning Director,  
to oversee all development review processes and serve as a liaison to the 
development community. 

 
High 

 
2019 

 
11 

 
Develop new Standard Operating Procedures for key operational 
processes. Revise Standard Operating Procedures for processes that are 
not up to date or relevant. 

 
High 

 
ASAP 
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# Recommendation Priority 
Time-
frame 

 
12 

 
Develop and implement a robust training program for new and revised 
SOPs. Ensure training for all staff on the revised SOPs prior to 
implementation.   

 
High 

 
ASAP 

 
13 

 
Transition to electronic submittal for all development permit applications. 

 
High 

 
2020 

 
14 

 
Implement more specific applications which include submittal checklists 
for the most frequently utilized and high-volume application types. 

 
Medium 

 
2020 

 
15 

 
Require Permit Technicians to perform an application completeness check 
before accepting a new application and only accept applications that are 
complete and ready for review. 

 
High 

 
2019 

 
16 

 
Provide training to staff to enable a complete initial first review of 
applications to reduce the number of late hits on subsequent reviews.  

 
High 

 
2019 

 
17 

 
Revise review timelines for all review entities to ensure they align with the 
published turnaround times. 

 
Medium 

 
Ongoing 

 
18 

 
The percentage of plan reviews conducted in compliance with adopted 
plan review targets should be added as a performance measure to 
increase accountability within the Department.  

 
Medium 

 
2020 

 
19 

 
The Development Review Committee’s primary focus should be on the 
review of development applications. 

 
Medium 

 
2019 

 
20 

 
Update design standards and specifications. 

 
High 

 
2019 

 
21 

 
Designate a Zoning Hearing Officer to serve as the decision making body 
for Minor Conditional Use Permits, Minor Site Development Permits, and 
at least some Site Development and Variance applications. 

 
High 

 
2020 

 
22 

 
Provide an approval authorities table and application review process 
diagrams on the Planning Department’s website. 

 
Medium 

 
2019 

 
23 

 
Develop a software training program for new users, including a user guide 
for on-going use. 

 
High 

 
2019 

 
24 

 
Provide on-going training when new software updates are released or 
when new process implementation impacts how staff use the software. 

 
High 

 
On-going 

 
25 

 
Utilize the time keeping feature of TRAKiT to capture time charges for 
application review.  

 
High 

 
2020 

 
26 

 
Utilize TRAKiT for all development related activities among various 
departments. Alternatively, if TRAKiT does not contain the appropriate 
modules to support their needs, Fire and Land Development should 
integrate key data from their independent permitting and inspection 
systems into TRAKiT.   

 
High 

 
2020 
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# Recommendation Priority 
Time-
frame 

 
27 

 
Provide TRAKiT access for Economic Development and Housing staff 
upon completion of the proper training. 

 
Medium 

 
ASAP 

 
28 

 
Expand electronic application and plan submittals to all development 
application types. Ensure that TRAKiT and ProjectDox is integrated with 
Fire and Land Development independent software systems before 
implementation. 

 
High 

 
2020 

 
29 

 
Transition to only digital as-built drawing submittal and attach to the permit 
file in TRAKiT.   

 
High 

 
2020 

 
30 

 
Longer-term, all prior permits and selected documents regarding that 
permit should be scanned and included in TRAKiT to provide a 
comprehensive resource regarding prior permitting activities at an 
address. 

 
Low 

 
2021 and 
ongoing 

 
31 

 
Integrate the City’s GIS system into the TRAKiT permitting system. 

 
Medium 

 
2020 

 
32 

 
The City should create a development webpage and interactive map to 
provide development project information to the public. 

 
Medium 

 
2020 

 
33 

 
Detailed policies regarding impact fees and user fees should be 
established, which should include the following:  

- Nexus or basis for charging fees  
- Annual updates to fees  
- Frequency of comprehensive updates 
- Collection of fees 
- Purpose/use of fees  

 
High 

 
ASAP 

 
34 

 
A unified PJ Policies and Procedures Account should be developed, 
clearly outlining the roles and responsibilities of the departments involved 
in the process, the collection of funds, stop work order thresholds, overall 
process, etc. 

 
High 

 
2019 

 
35 

 
The City should develop standard operating procedures for fee collection 
and application by adopting a do’s and don’ts checklist for fee collection. 

 
High 

 
ASAP 

 
36 

 
The City should update its online permit fee calculation samples to 
incorporate examples of Planning, Fire, and Land Development Permits. 
The existing building permit samples should be updated based upon the 
adopted fee schedule. 

 
High 

 
ASAP 

 
37 

 
Development Services activities should be transitioned from a General 
Fund to Enterprise Fund(s) over the next several years. 

 
Medium 

 
2020-
2021 

 
38 

 
A deferred revenue fund for Fire Prevention should be established to be 
consistent with the deferred revenue fund for Building. 

 
High 

 
2019 
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# Recommendation Priority 
Time-
frame 

 
39 

 
Fee revenue (user fees and development impact fees) should be audited 
within 10 business days of initial fee payment by the Administrative Analyst 
II position for any development projects that are greater in scope than 
50,000 sq. ft. 

 
High 

 
2019 

 
40 

 
Fast Track / Overtime Plan Review should only be charged based on City 
Council adopted overtime hourly rates on the fee schedule and there 
should be no additional plan review charges beyond the overtime hourly 
rate times hours billed to a project. 

 
High 

 
ASAP 

 
41 

 
The City should not offer expedited review when there is a lack of staff 
overtime availability in all reviewing departments. 

 
High 

 
ASAP 

 
The detailed narrative and analysis regarding each of these recommendations is 
contained in the body of the report. 
 
  4 SUMMARY OF POSITION CHANGES. 
 
The following table summarizes the recommended position changes contained in the 
report and summarizes the funding source for each position. 
 

 
Department Recommendation Funding Source 

 
Building 

 
Implement a Development Services Technician 
position (cross-trained Building Permit Technician). 

 
Development Review 

Fees 
 
Building 

 
TRAKiT System Administrator (one new position)  

 
Permit Automation Fund 

 
Engineering 

 
Transition the temporary Public Works Inspector 
positions to permanent positions. 

 
Engineer Plan Review 

and Inspection Fee 
Revenue 

 
Fire 

 
Fire Protection Engineer (1 new position) 
 

 
Fire Plan Review and 

Inspection Fee Revenue 
 
Planning 

 
Principal Planner for long-range planning activities 
(1 new position) 

 
Community Planning Fee 

 
Planning 

 
Permit Navigator (1 new position) 

 
Development Review 

Fees 
   

More details regarding the positions are contained in the following chapter. 
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2. Staffing and Organizational Structure Analysis 
 

 
One of the primary areas of focus for the development review analysis was to ensure that 
the staffing levels and organizational structure within the City are sufficient to meet 
desired service levels. The focus of this chapter is to evaluate the key components that 
impact the staffing needs for each of the partners in the development review process and 
to address any necessary organizational structure changes.  
 
  1 THERE HAS BEEN SIGNIFICANT TURNOVER IN STAFF FOR DEVELOPMENT 

SERVICES WHICH HAS AFFECTED INSTITUTIONAL KNOWLEDGE. 
 
This report acknowledges that the Community Development City Service Area has 
experienced significant staff turnover in executive management and staffing over the past 
five years with significant hiring and retention challenges.  This led to a commensurate 
reduction of institutional knowledge and continuity in processing, lack of proper staffing 
levels, limited cross-departmental strategic planning, dated basic fee schedules, lack of 
recent comprehensive development services fee schedule update, poor use of permitting 
technology and lack of permit system training, extended permitting and inspection 
responsiveness, limited succession planning, and deferred long range planning activities. 
 
In addition, city staff have been retiring and an increased shortage of qualified building 
plan check review and inspection staff within the region. This lack of qualified staff in the 
marketplace makes it difficult to fill vacancies as well as affects the ability to retain staff. 
Also, the city has utilized contract staff in certain positions (e.g. Planning) which led to 
increased staff turnover.   
 
Staff turnover is an important issue to evaluate as even if the city has sufficient authorized 
staffing levels and fills all of its vacancies, there are still negative impacts from staff 
turnover. The following points highlight some of these key impacts:  
 
• Lack of Institutional Knowledge: This is the most significant impact due to staff 

turnover. When prior city staff depart, the knowledge and background regarding 
the rationale behind current or existing processes leaves with them. In some 
instances, the lack of ability to transfer any knowledge, results in a lack of 
understanding of current processes.  

 
• Low Employee Morale: As staff are constantly being hired and leaving a 

department or division, there can be an impact on employee morale. There can be 
perceptions regarding lack of career progression or better career opportunities 
outside of the city, resulting in employees feeling dissatisfied with their current 
positions.  

 
• Lack of Department Stability: Constant staff turnover can also result in the 

perception that there is a lack of stability associated with the department and 
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service, as people and therefore services and service levels could be constantly 
shifting.  

 
• Lack of Continuity: Changes in staffing can lead to changes in the staff who 

process development review permits. Depending on the staff position’s knowledge 
of the city’s codes and/or processes, the lack of continuity can lead to extended 
review timelines, as well as re-interpretation of codes and comments. There is a 
lack of continuity associated with the development project.  

 
As all these points highlight, staff turnover has major impacts internally and externally for 
the city on the quality and timeliness of services provided to customers.  Fortunately, it 
appears that one of the major factors impacting staff morale negatively and contributing 
to job dissatisfaction was an organizational culture related to prior City Management.  
With significant changes in the organization’s leadership and a new leadership team in 
place, issues are being addressed to improve the organizational culture.  Efforts such as 
this study, which is focused on ensuring staff have the necessary resources to perform 
their job, is one example of the changes being implemented. 
 
Therefore, it is important for the city to mitigate the staff turnover issues that have been 
present over the last several years. As previously mentioned, staff turnover has primarily 
been affected based upon retirement of staff and staff retention. Staff retention is 
influenced by three major components:  
 
1.  Career Development – this aspect of retention is focused on the career ladder 

available to certain positions, as well as internal opportunities for growth within the 
City.  

 
2. Compensation – this aspect of retention is objective and is affected by the base 

pay and steps associated with each position.  
 
3. Organizational Culture – this aspect of retention is subjective and qualitative in 

nature and has to do with the perks such as flexible schedules, high employee 
morale, positive work environment, distribution of workload, and leadership ability. 

 
The project team evaluated the three components noted above as it relates to the typical 
development services classifications – Building Inspector, Building Plan Checker, Fire 
Protection Engineer, Fire Prevention Inspector, Associate Planner, and Associate Civil 
Engineer.  
 
For the majority of these positions (Planner, Engineer, Inspector, and Plan Checker) the 
City of Milpitas offers comparable growth opportunities in terms of career ladder. 
Additionally, in other jurisdictions, some of these functions are part of other departments 
rather than their own individual departments, e.g. Planning and Building make up the 
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Community Development Department or Engineering is part of Public Works, which 
further limits the ability of staff to growth into departmental managerial positions.  
 
The positions were also evaluated in terms of compensation. It is part of the City’s budget 
process to conduct a comprehensive classification and compensation analysis. This will 
be critical to ensuring that current staff and potential staff at the City are appropriately 
compensated based upon market and the value that they bring to the City. The project 
team picked some common position types and compared the minimum and maximum 
salaries to calculate the mid-point offered by some of the surrounding jurisdictions and 
compared it to the City of Milpitas:  
 

Jurisdiction Associate 
Planner 

Building 
inspector 

Fire 
Protection 
Engineer 

Associate 
Civil 

Engineer 
Dublin $109,704 N / A N / A $129,804 
Fremont $102,268 $102,014 $104,477 $118,585 
Livermore $108,901 $95,395 N / A $116,682 
Mountain View $111,082 $94,926 $141,376 $118,917 
San Mateo $100,643 $88,068 $114,781 $114,781 
Santa Clara $123,438 $121,128 $138,000 $118,410 
Sunnyvale $99,887 $92,030 $128,336 $108,407 
AVERAGE (EXCL. MILPITAS) $107,989 $98,927 $129,101 $117,941 
MILPITAS $113,803 $100,175 $137,883 $115,244 

 
For three out of the four positions, the average pay rate for Milpitas is higher than the 
overall average of the surrounding jurisdictions, the only exception is the Associate Civil 
Engineer position. This indicates that the City’s current salary schedule is generally 
competitive with other jurisdictions.  
 
The last component the project team evaluated was the organizational culture. This is 
typically a subjective measure and difficult to quantify. However, during the course of this 
study, the project team conducted an employee survey for all employees in development 
review process that assist in evaluating this factor. There were several questions in the 
survey that focused on employee experience with management and the workplace. The 
following points list some of the questions and their responses that relate to workplace 
culture:  
 
• My voice and opinions are heard – 78% of staff agreed 
• Professional development is encouraged – 79% of staff agreed 
• I am empowered at work to act within my scope of expertise – 87% of staff agreed 
• Managers in my department are receptive – 91%  
 
As these points indicate, the current employees in development review services generally 
seem to be very satisfied with the new organizational culture.  
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Overall, the City has made a concerted effort to address many of the  reasons behind the 
extensive staff turnover over the past several years and is headed in the right direction. 
The City should continue to monitor staff workload and priorities, salary schedules, career 
development, and succession planning to ensure that there is a focus on staff retention.  
 
The City could explore some other unique options for career incentives at the City. For 
example, in order to be more employee friendly include offering flexible work schedules, 
especially due to long commute times in the Bay Area. Department directors for Planning, 
Building, Engineering, and Fire Prevention should work closely with the City’s Human 
Resources department to see what are some other viable options to mitigate staff 
turnover.  
 
 Recommendation #1: The City should continue its effort to make Milpitas an 

inviting workplace, including exploring alternative and creative options such as 
incentive pay for multi-lingual staff or flexible work schedules.  

 

  2 
THE PLANNING DEPARTMENT SHOULD ADD A PRINCIPAL PLANNER 
POSITION FOR LONG RANGE PLANNING EFFORTS AND EXISTING 
RESOURCES SHOULD BE REALLOCATED TO DEDICATED ZONING 
COMPLIANCE INSPECTION AND LONG-RANGE PLANNING EFFORTS.   

 
The Planning Department is responsible for both long range and current planning 
services. The Department is responsible for enforcing the City’s Zoning Regulations, 
General Plan, and other development review ordinances as part of the entitlement or 
project planning phase of a development project. Staff in this department work on 
preparing updates to the Zoning Code, General Plan, and coordinating review of land 
development application. Prior to FY19, the Department also consisted of Neighborhood 
Planning Services (Housing and Code Enforcement), but these functions have now been 
transferred to the Building Department. The following table shows the historical staffing 
levels for the Planning department by position title (only including the Planning function 
not Neighborhood Services):  
    

Position Title FY17 
Budget FTE 

FY18 Budget 
FTE 

FY19 
Budget FTE 

Planning Director 1.0 1.0 1.0 
Planning Manager 0.0 1.0 1.0 
Secretary 1.0 1.0 1.0 
Senior Planner 2.0 2.0 2.0 
Associate Planner 0.0 2.0 2.0 
Assistant Planner 1.0 1.0 1.0 
Junior Planner 1.0 1.0 1.0 
Student Intern 2.0 1.0 1.0 
TOTAL STAFF 8.0 10.0 10.0 
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As the table indicates the primary shift in Planning occurred between FY17 and FY18 
when there was an increase of two positions in the Department. The transition occurred 
by removing one student intern and adding three new positions – 2 Associate Planners 
and 1 Planning Manager.  
 
The Planning Department currently charges for the majority of its development review 
applications as Private Job (PJ) accounts, which are essentially developer deposits. The 
project team worked with staff in Finance to obtain information regarding time billed to 
development projects. There are very few services provided by the Planning Department 
for which it charges a flat fee. As part of the user fee study analysis, the project team 
worked with staff to estimate the average amount of hours it takes to review and process 
those applications. In addition to planning-related projects, the planning department also 
provides support to Building projects by conducting review of building plans. The following 
table shows by workload type the annual hours of activity associated with Planning 
Applications:  
 

Workload Category Annual Hours  
PJ Accounts 1,597 
Planning Flat Fees 737 
Building Plan Review Support1 1,410 
TOTAL ANNUAL HOURS2  3,744 

 
As the table indicates, the Planning Department spends approximately 3,744 hours on 
development-related activities. It is important to note that there is almost just as much 
support provided for Building Plan Reviews as there is for developer deposit-based 
applications. The annual workload hours were divided by the Department’s available 
hours to calculate the estimated staffing requirements. The project team calculated the 
Department’s available or productive hours based upon the review of the City’s labor 
agreements as well as standardized assumptions regarding meetings, breaks (lunches), 
and training hours. The following table shows the assumptions utilized for the calculation 
of the productive hours:  
 

Category Amount (Hrs) 
Base Full Time Hours 2,080 

Holidays (13 days a year) 104 
Vacation (11 days a year) 88 
Sick (12 days a year) 96 
Breaks / Meetings / Training3 391 

Subtotal of Hours to Be Excluded  679 
Annual Productive Hours  1,401 

 

                                            
1 Building Plan Review support is based upon 7 building plan reviews that were routed to Planning and average review time of 2 
hours per Plan Review, based upon discussions with Planning staff.  
2 The annual hours were rounded to the nearest hour for ease of presentation.  
3 The Breaks / Meetings / Training hours assumes 1 hour of lunch, 2.5 hours of meetings on average per week, and 2 full days of 
training per year.  
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Based upon the detailed analysis conducted by the project team, the Planning 
Department staff have approximately 1,401 hours available annually to perform billable 
activities. The 1,401 hours reflect a productivity rate of 67%, which is within the 65-70% 
typically seen for these types of activities. The project team took the annual estimated 
workload hours and divided by these annual productive hours to calculate the estimated 
number of staff necessary to perform development related planning activities. The 
following table shows this calculation:  
 

Category Planning FTE 
Estimated Annual Hours of Workload 3,744 
Annual Productive Hours 1,401 
ESTIMATED FTE 2.67 

 
Based upon the estimated annual workload hours, there is the need for approximately 
2.67 Planners. Due to the complexity of Planning projects and reviews, the different types 
of projects and services that planning staff work on during the year, as well as significant 
staff turnover (which impacts coding time to PJ accounts), it is difficult to utilize historical 
workload and estimated hours as the only method for determining staffing needs. 
Additionally, the Planning Director and Planning Manager spend significant time 
reviewing current planning applications, and their time is not captured in the PJ account 
information.   
 
Currently, there are a total of 6 planner position titles, which can work on development 
review activities; and based upon the analysis there is the need for approximately 3 
Planners for these services. However, there are certain services that are not being 
captured in this calculation – conditions of approval inspections and long-range planning 
activities.  
 
Currently, planning staff only sporadically conduct inspections on building projects. The 
volume of building permit activities (705 permits reviewed by Planning staff for just Plan 
Review) indicates that there is sufficient workload to at least require a Planner to be 
dedicated part-time to this activity throughout the year.  
 
For long-range planning activities, many agencies in the surrounding bay area 
jurisdictions have approximately 1 - 2 full-time planners dedicated to General Plan and 
long-range planning activities. Due to the influx of development activity in the Bay Area, 
it is imperative that there is staff dedicated to ensuring that zoning codes, ordinances, 
specific plans, and other impacts to the City’s long range plans are being considered.  
Long range planning efforts have historically been completed by the Planning Manager 
and consultants working on the City’s Midtown Specific Plan and General Plan update.  
Long range planning efforts have received little to no attention over the past few years. 
Moreover, the City Council has had multiple discussions focusing on long range planning 
and policy updates.   
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Therefore, there is a need for one additional long range Planning position within Planning 
to be dedicated full-time to these efforts. Planning staff in City of Milpitas could be used 
to work on comprehensive updates to the Zoning Code, Ordinances, CEQA, 
Transportation Master Plans, and other efforts. In some jurisdictions, Planners who work 
on these efforts either are budgeted directly out of the General Plan/Long Range Planning 
Fund or charge their time to those services. This type of practice ensures that Planning 
staff are minimizing their impact on the City’s General Fund.  One existing planner and 
one new  planner positions should be dedicated to long-range planning activities.  
 
Based upon current workload analysis, there is sufficient current planning capacity in the 
Planning Department to manage current workload needs and perform additional current 
planning work, such as zoning compliance inspections.  The two long range planners 
would have sufficient capacity to not only mange the existing long range planning projects 
but to allocate staff to work on other much needed long-range planning projects such as 
General Plan efforts. 
 
 Recommendation #2: The Planning Department should add a new Principal 

Planner and dedicate one existing Planner position to long-range planning 
activities to ensure these critical duties are provided the necessary staff time 
and attention. 

 

  3 THE BUILDING DIVISION SHOULD FILL ALL AUTHORIZED POSITIONS TO 
MEET WORKLOAD DEMANDS.    

 
The Building and Housing Department has gone through several staffing and 
organizational changes over the past several years. The Building and Housing 
Department is responsible for performing plan check and inspections related to building 
codes, as well as enforcing the City’s Municipal/Building Code, and providing support 
related to housing development within the City. The primary focus of the study and the 
analysis was on the Building Plan Check, Inspection and Permitting portion of the 
Department. The following table shows the historical and current staffing levels for the 
Building Department (building only component) by position title for the past three years:  
 

Position Title FY17 
Budget FTE 

FY18 Budget 
FTE 

FY19 
Budget FTE 

Building and Housing Director 0.0 1.0 1.0 
Chief Building Official 1.0 0.0 0.0 
Sr. Plan Check Engineer 0.0 1.0 1.0 
Plan Check Engineer  2.0 2.0 2.0 
Plan Checker  1.0 1.0 1.0 
Temporary Plan Check Engineer 1.0 1.0 2.0 
Building Inspection Manager 1.0 1.0 1.0 
Sr. Building Inspector 0.0 2.0 2.0 
Electrical Inspector 1.0  1.0 1.0 
Building Inspector 7.0  5.0 5.0 
Temporary Inspector  4.0 5.0 7.0 
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Position Title FY17 
Budget FTE 

FY18 Budget 
FTE 

FY19 
Budget FTE 

Permit Center Manager 1.0  1.0 0.0 
Building Permit Tech 2.0  2.0 2.0 
Office Specialist 1.0  1.0 1.0 
Office Assistant 1.0  1.0 1.0 
TOTAL STAFF 23.0 24.0 27.0 

 
As the table shows, the Building Division’s staff has increased over the past three years 
as well as reorganization of job duties and allocated positions. During the course of this 
project, there were further staffing changes within the Division. In December 2018, City 
Council approved the addition of 3.0 FTE to the department, along with transitioning some 
of the temporary positions to permanent positions. The following tables incorporate the 
mid-year adjustments into the historical staffing analysis:  
 

Position Title FY17 
Budget FTE 

FY18 
Budget FTE 

FY19 
Budget FTE 

FY19 Mid-
Year FTE 

Building and Housing Director 0.0 1.0 1.0 1.0 
Chief Building Official 1.0 0.0 0.0 1.0 
Administrative Analyst II 0.0 0.0 0.0 1.0 
Plan Review Manager 0.0 0.0 0.0 1.0 
Sr. Plan Check Engineer 0.0 1.0 1.0 1.0 
Plan Check Engineer  2.0 2.0 2.0 4.0 
Plan Checker  1.0 1.0 1.0 1.0 
Temporary Plan Check Engineer 1.0 1.0 2.0 0.0 
Building Inspection Manager 1.0 1.0 1.0 1.0 
Sr. Building Inspector 0.0 2.0 2.0 2.0 
Electrical Inspector 1.0  1.0 1.0 1.0 
Building Inspector 7.0  5.0 5.0 9.0 
Temporary Inspector  4.0 5.0 7.0 3.0 
Permit Center Manager 1.0  1.0 0.0 0.0 
Building Permit Tech 2.0  2.0 2.0 2.0 
Office Specialist 1.0  1.0 1.0 1.0 
Office Assistant 1.0  1.0 1.0 1.0 
TOTAL STAFF 23.0 24.0 27.0 30.0 

 
The three positions added in the mid-year budget adjustment are the Building Official, the 
Administrative Analyst II, and the Plan Review Manager position. These are all support 
positions, as all direct positions were simply transitioned from temporary to permanent 
staff rather than adding any new positions.  
 
Along with gathering information on staffing levels, the project team also obtained 
workload and permit volume data for the Building Division. The project team used this 
information to calculate the number of positions required for the three main components 
of service – Permit Technicians, Plan Reviewers, and Building Inspectors. The workload 
information was multiplied by the average amount of time it takes for permit technicians 
to process the permit, plan reviewers to review the number of plan reviews conducted, 
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and the inspectors to conduct their inspections. The following table outlines the 
assumptions made by the project time for the average time:  
 

Workload Activity Average Time (Hours) 
Permit Processing 45 minutes (0.75) 
Plan Review 1 hour (1.00) 
Inspection  40 minutes (0.67) 

 
The majority of the building permits issued by the permit technicians are over the counter 
and simple permits. These types of permits take between 15 to 30 minutes to process. 
However, approximately 10% of the permits last year were more than just over-the-
counter permits, and these types of permits can require significant amount of support from 
Permit Technicians as it relates to setting up the permit, taking the permit in, calculating 
permit fees, communicating with the developer, etc. Therefore, the project team arrived 
at an estimate of 45 minutes to reflect the average time it takes to handle each permit.  
This accounts for the fact that simpler permits represent up the 90% of the work activity, 
but to also allows for some buffer associated with the larger projects.  
 
The project team obtained information from the Department regarding the types of Plan 
Reviews that are performed. Building Plan Reviewers are responsible for conducting a 
variety of plan reviews such as electrical, mechanical, plumbing, structural, architectural, 
grading, etc. The time it takes to conduct these plan reviews can vary dramatically from 
15 to 20 minutes to several hours or more than a couple of days. Therefore, the project 
team utilized a similar approach as the Permit Technicians to arrive at a reasonable 
average that would not over-inflate the time spent on each type of plan review, but also 
not significantly under estimate the support by the plan reviewers. The reasonable 
average was approximately 5 hours per overall plan review conducted for each type of 
plan review permit issued. The 5 hours considers that the bulk of the plan reviews being 
done are on larger and standard projects where the plan review is closer to the 
standardize 4-6 hours rather than the 15 to 25 minutes; hence the average skews closer 
to the 5 hours. The simpler plan reviews (15 to 25 minutes) would typically be related to 
over the counter permits and performed by the Permit Technicians.  
 
For the inspectors, the average time per inspection was calculated based upon the 
standard of conducting between 12 to 15 inspections per day. If the assumption is made 
that in an 8-hour workday, an inspector can conduct at least 12 inspections, this assumes 
an average of 40 minutes per inspection, including travel time.  The following table shows 
the workload information, average time assumed, and the annual number of hours 
associated with each activity:  
 

Workload Category Permit Processing Plan Review Inspection  
# of Permits / Reviews / Inspections 4,978 1,473 25,530 
Average Time per activity (hrs) 0.75 5.00 0.67 
TOTAL ANNUAL HOURS4  3,734 7,365 17,105 

                                            
4 The annual hours were rounded to the nearest hour for ease of presentation.  
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As the table shows, the bulk of the workload for the Building Division is associated with 
inspections followed by plan review and permit processing. The information from this table 
was divided by the productive hours available to building division staff for performing this 
workload. The productive hours reduces the annual hours of an employee (2,080 hours) 
by vacation, sick, trainings, meetings, etc. The project team calculated the Building 
Division’s annual productive hours based upon the specific MOUs associated with 
Building Division staff. The following table shows the calculation the project team used to 
arrive at the billable hours calculation for Building Staff:  
 

Category Amount (Hrs) 
Base Full Time Hours 2,080 

Holidays (13 days a year) 104 
Vacation (11 days a year) 88 
Sick (12 days a year) 96 
Breaks / Meetings / Training5 374 

Subtotal of Hours to Be Excluded  662 
Annual Productive Hours  1,418 

 
The 1,418 Productive Hours represent a productivity rate of 68%, which is well within the 
typical standard of 65-75% that is seen for most local governments. The following table 
shows the calculation for number of FTE needed based upon the annual hours calculated 
and the annual productive hours:  
 

Category Permit Processing  Plan Review Inspection 
Estimated Annual Hours of Workload 3,734 7,365 17,105 
Annual Productive Hours 1,418 1,418 1,418 
ESTIMATED FTE 2.63 5.19 12.06 

 
These calculations show a need for 2.6 positions for Permit processing, 5.19 positions for 
Plan review, and 12 positions for inspections. The Department is currently only authorized 
for 2.0 FTE for Permit Technicians; however, the 2.0 Permit Office Specialists assist the 
Permit Technicians with the processing of the applicants, intake, payments, questions, 
etc., and as such the Permit Processing function is sufficiently staffed.  
 
In regards to Plan Review, the Department is authorized for 6.0 FTE for direct Plan 
Review, not including the 1.0 FTE to manage the Plan Review process as well as the 
Permit Center. However, the department only currently has 3.0 FTE of these positions. 
Therefore, based upon current filled staffing levels the Department is understaffed; 
however, once it fills all authorized positions, the Plan Review function will also be 
sufficiently staffed.  
 

                                            
5 The Breaks / Meetings / Training hours assumes 1 hour of lunch, 2 hour of meetings on average per week, and 3 full days of 
training per year.  
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For Building Inspection, based upon the number of inspections completed last year, the 
Division needs approximately 12 Full-Time Inspectors. The Department is authorized 15 
full-time inspector positions, not including the Inspection Manager. Similar to the plan 
review function, of the 15 authorized positions, only 10 positions are currently filled. 
Therefore, based upon the current number of inspectors, the Department is understaffed. 
However, once the Department fills all of its authorized positions it will have sufficient staff 
to meet its expected workload needs and accommodate future growth in inspection 
activities. 
 
Based upon the workload analysis conducted for the three primary functions of the 
Department, the authorized staffing levels are sufficient to meet the workload needs. 
However, the Department should move to fill all authorized positions as to not overload 
the existing staff.  
 
The other staff in Building are primarily administrative support and with the mid-year 
adjustment for the addition of the Building Official, Administrative Analyst, and Plan 
Review Manager position there is sufficient administrative and supervisory support within 
the Department.  
 
 Recommendation #3: The Building Division is appropriately staffed if all 

existing authorized positions are filled.  The division recently augmented it’s 
staffing with a combination of new positions and the upgrading of temporary 
positions to full-time in late 2018.  

 
  4 THERE IS THE NEED FOR ADDITIONAL PLAN CHECK STAFF IN FIRE 

PREVENTION TO ACCOMMODATE WORKLOAD. 
 
The Fire Prevention Division is part of the City’s Fire Department. The Division is 
overseen by a Deputy Fire Chief and consists of two separate programs – Fire Prevention 
Division Administration and Fire Prevention Inspection. The Fire Prevention Division is 
tasked with not only performing life/safety plan reviews and inspection for development 
activities, but it also is responsible for administering the City’s Certified Unified Program 
Agency (CUPA)/Hazardous Materials Program. Additionally, the Division also enforces 
Fire/Life Safety codes. The following table shows the historical staffing levels for the Fire 
Prevention Division by position title for the past three years:  
 

Position Title FY17 Budget 
FTE 

FY18 Budget 
FTE 

FY19 Budget 
FTE 

Fire Prevention Deputy Chief 1.0 1.0 1.0 
Office Specialist  1.0 1.0 1.0 
Assistant Fire Marshal 0.0 0.0 1.0 
Chief Enforcement Officer 0.0 1.0 1.0 
Fire Protection Engineer 1.0 1.0 1.0 
HazMat Inspector 2.0 2.0 2.0 
Fire Prevention Inspector 3.0 2.0 3.0 
TOTAL STAFF 8.0 8.0 10.0 
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As the table indicates, there was an increase of two authorized positions in the Fire 
Prevention Division between the FY18 and FY19 budget. The primary increase in 
positions has to do with returning the Fire Prevention Inspectors back to the original 
authorized level from FY17 and the addition of an Assistant Fire Marshal position. The 
Assistant Fire Marshal position was created to oversee the fire plan review and 
inspections on a day-to-day basis, with the Deputy Chief providing oversight and support 
for large projects and strategic direction.  
 
As part of the user fee study analysis, the project team gathered time estimate information 
from the Fire Prevention staff regarding the number of permits and inspections that they 
process, as well as the average amount of time it takes to review and inspect each permit. 
The following table shows by major permit category broken out by plan review support 
and inspection support the annual estimated hours for Fire Prevention Division staff.  
 

Permit Category FY18 Estimated Annual Hours 
for Inspection  

FY18 Estimated Annual Hours 
for Plan Review 

Annual Operational Permits  1,948 864 
Construction Review Permit / 
Inspection 

2,977 3,499 

Miscellaneous Fees 46 0 
Planning Application Review  0 646 
TOTAL ANNUAL HOURS6  4,971 5,009 

 
Fire Prevention spends approximately 5,000 hours annually conducting inspections and 
plan review activities. It is important to note that these estimates are based upon an 
average amount of time for each review and inspection; in some instances, a particular 
inspection or plan review may take more or less time than the average.  
 
In order to estimate the number of staff necessary to conduct these inspections and plan 
review activities, the project team took the annual workload hours and divided them by 
the net available hours for Fire Prevention Division staff to arrive at the requisites number 
of Full-Time Equivalents (FTE). Net available hours reduces the annual working hours of 
2,080 hours (40 hours per week, 52 weeks a year) by hours for sick leave, vacation, 
holidays, meetings, and other types of activities during which staff are unbillable. To 
calculate the net available hours, the project team undertook a comprehensive approach 
that involved reviewing the City’s Memorandum of Understanding (MOU) for different 
employee groups. The following table shows the calculation the project team used to 
arrive at the billable hours calculation for Fire Prevention Staff:  
 

Category Amount (Hrs) 
Base Full Time Hours 2,080 

Holidays (13 days a year) 104 
Vacation (15 days a year) 120 

                                            
6 The annual hours have been rounded to the nearest hour.  
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Category Amount (Hrs) 
Sick (12 days a year) 96 
Breaks / Meetings / Training7 316 

Subtotal of Hours to Be Excluded  636 
Annual Productive Hours  1,444 

 
The 1,444 Productive Hours represent a productivity rate of 69%, which is well within the 
typical standard of 65-75% that is seen for most local governments. The following table 
shows the calculation for number of FTE needed based upon the annual hours calculated 
and the annual productive hours:  
 

Category Fire Inspection  Fire Plan Review  
Estimated Annual Hours of Workload 4,971 5,009 
Annual Productive Hours 1,444 1,444 
ESTIMATED FTE 3.44 3.47 

 
As the table indicates, based upon the annual workload for the previous year, there is the 
need for approximately 3.5 Fire Prevention Inspectors and Fire Plan Reviewers.  
 
It is important to note that prior to the commencement of this project and during this project 
there were some organizational and staffing shifts within Fire Prevention. The Fire 
Protection Engineer was promoted to the Assistant Fire Marshal position; however, this 
left the Fire Protection Engineer position vacant. Additionally, in December 2018, Council 
approved an additional Fire Prevention Inspector position to the department. Based upon 
this, the total authorized positions for Fire Prevention increased from 10.0 FTE to 11.0 
FTE.  
 
In comparing the 3.44 FTE required for inspection to the 4.0 authorized positions, the Fire 
Prevention Division has the sufficient number of inspectors to conduct annual inspections, 
perform new construction inspections, as well as conduct any re-inspections as required 
by the project. There is also some capacity in the position to provide support to Fire Plan 
review.  
 
The primary area of concern identified through the estimated FTE analysis is that there 
is the need for 3.47 FTE for Plan Review and currently there are only 2.0 FTE authorized 
to perform this function – Fire Protection Engineer and the Fire Marshal. This indicates 
that there is a deficit of 1.47 FTE for this function and as the Fire Protection Engineer 
position is currently vacantly, this deficit increased to 2.47 FTE. The 2.47 FTE deficit is 
currently being absorbed by support from Fire Prevention Inspectors and the Deputy Fire 
Chief. This issue is being addressed by new leadership to eliminate the use of 
management staff working additional hours to address workload needs.  
 
 
                                            
7 The Breaks / Meetings / Training hours assumes 1 hour of lunch / breaks, 1 hour of meetings on average per week, and 2 full days 
of training per year.  
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The following table summarizes the current situation:  
 

Category FTE Count 
Current Filled Positions to perform Plan Review  1.00  
Plan Review FTE Required 3.47 
Plan review deficit (2.47) 
Current Filled Fire Prevention Inspectors 4.00 
Inspection FTE Required 3.44 
Inspection Surplus 0.56 
Net Fire Prevention FTE (1.91) 

 
As the table indicates that even if the “surplus” inspectors are doing Fire Plan Review, 
there is still a deficit of approximately 1.91 FTE; which, as previously noted is being 
covered by the Deputy Fire Chief, as well as through overtime. If the Department had all 
of its authorized positions filled, there would still be the need for an additional plan review 
position to help support the 0.91 FTE deficit.  
 
Even if the Assistant Fire Marshal continues in their current capacity in serving as a full-
time plan checker rather than the day-to-day supervisor for the Fire Prevention unit, here 
would still be the need for an additional Plan Checker position. The Assistant Fire Marshal 
should only be providing support for Fire Plan Review and Inspection staff rather than 
serving as a full-time Plan Checker. Therefore, if the capacity of the Assistant Fire Marshal 
is reduced to 50% availability for plan review services; there would be the need for 2.0 
full-time FTE dedicated to plan check activities.  
 
Therefore, it is the project team’s recommendation that in order for the Division to function 
with its intended goal, of having the Assistant Fire Marshal function as a support and 
supervisory position, there is the need for an additional 1.0 FTE at a Fire Protection 
Engineer classification. The annual fiscal impact of this staff should be offset by the user 
fees charged for Fire Plan Review and Inspection.  
 
 Recommendation #4: The Fire Prevention Division needs to add 1.0 Fire 

Protection Engineer. The fiscal impact of this position will be absorbed through 
Fire Prevention Permit revenue.  

 

  5 
ENGINEERING IS SUFFICIENTLY STAFFED TO PERFORM DEVELOPMENT-
RELATED REVIEWS BUT SHOULD TRANSITION TEMPORARY PUBLIC 
WORKS INSPECTORS TO PERMANENT POSITIONS.  

 
The City’s Engineering Department has three primary functions – Design and 
Construction, Land Development, and Traffic Engineering. All three of these functions are 
involved in the development review process. The Design and Construction division house 
the inspectors, which ensure that private development projects in the public right-of-way 
conform with City approved construction plans and standards. The Land Development 
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function regulates right-of-way encroaches and private development in the public right-
of-way; they are the plan review component to the Design and Construction’s inspection 
component. Lastly, the Traffic Engineering function is responsible for reviewing traffic 
impacts upon the City’s transportation system due to any proposed private development 
project.  Over the last year, the Department has added positions to develop capacity in 
handling transportation related reviews and analysis. 
 
The following table shows the historical staffing levels for the Engineering Department by 
position title for the past three years:  
 

Position Title FY17 
Budget FTE 

FY18 
Budget FTE 

FY19 Budget 
FTE 

City Engineer 1.0 1.0 1.0 
Secretary 1.0 1.0 1.0 
Assistant City Engineer 1.0 1.0 0.0 
Principal Engineer 0.0 0.0 1.0 
Associate Engineer 9.0 5.0 8.0 
Permit Technician  1.0 0.0 0.0 
CIP Manager 1.0 1.0 1.0 
Sr. Public Works Inspector 1.0 1.0 1.0 
Public Works Inspector 0.0 1.0 2.0 
Jr. / Assistant Civil Engineer 2.0 2.0 3.0 
Temporary Public Works Inspector 2.0 1.0 1.0 
Engineering Aide 2.0 2.0 2.0 
Utilities Principal Civil Engineer 1.0 0.0 0.0 
Administrative Analyst  2.0 1.0 1.0 
Public Information Specialist 1.0 1.0 1.0 
Traffic & Transportation Manager 1.0 1.0 1.0 
Assistant Transportation Planner 1.0 0.0 0.0 
Intern / Temp Staff Assistants  2.5 2.5 2.0 
TOTAL STAFF 28.5 21.5 27.0 

 
As the table indicates, there has been quite a bit of organizational and staffing fluctuations 
in the Engineering Department over the last three years, especially with the transferring 
of the Utility Engineering function in FY18 to the Public Works Department.   There is a 
strong need for greater coordination and a clarification of the roles and responsibility 
between Engineering and Public Works staff to ensure that development review activities 
are appropriately conducted in a timely and comprehensive manner and provide high-
quality services to applicants. 
 
The review and inspection services provided by staff in the Engineering Department are 
tracked through the City’s Private Job Account system. Staff directly codes time spent on 
development projects. In addition to this system there are two other development-related 
activities that are not tracked – review of building permits and review and inspection 
associated with Minor Encroachment permits. The project team worked with staff in Land 
Development to collect information regarding the average time it takes to process and 
review these types of services to obtain a comprehensive understanding of the time it 



Analysis of the Development Review Process  MILPITAS, CALIFORNIA 
 

Matrix Consulting Group  Page 23 

takes to review and inspect development applications. The following table shows by major 
workload area the total estimated hours based upon FY18 workload data.  
 

Permit Category FY18 Estimated 
Plan Review 

Hours 

FY18 Estimated 
Inspection 

Hours 

FY18 Estimated 
Traffic Review 

Hours 
PJ Account Hours 2,146 3,141 201 
Minor Encroachment Permits 48.00 64 0 
Building Support8 1,892 0 0 
TOTAL ANNUAL HOURS  4,086 3,205 201 

 
As the table indicates, the bulk of the development review activity is associated with Plan 
Review and Inspection functions, with some peripheral support provided by the Traffic 
Engineer. The estimated required number of employee support was calculated by taking 
the annual hours and dividing it by the productive hours for employees within the 
Engineering department.  
 
The following table shows the calculation for the productive hours for staff in Engineering:  
 

Category Amount (Hrs) 
Base Full Time Hours 2,080 

Holidays (13 days a year) 104 
Vacation (15 days a year) 88 
Sick (12 days a year) 96 
Breaks / Meetings / Training9 366 

Subtotal of Hours to Be Excluded  654 
Annual Productive Hours  1,426 

 
The 1,426 productive hours represents a productivity rate of 69%, which is similar to the 
other development services functions and in line with the typical productivity of 65-75% 
seen for other jurisdictions. The following table shows the estimated FTE for the three 
different development review functions within the City:  
 

Category Plan Review Inspection Traffic Review 
Estimated Annual Hours of Workload 4,086 3,205 201 
Annual Productive Hours 1,426 1,426 1,426 
ESTIMATED FTE 2.87 2.25 0.14 

 
According to the estimated annual hours based upon workload, average time estimates, 
and actual time billed to PJ accounts, the development services function for the 
Engineering Department requires approximately 3 Engineers, 2.5 Inspectors, and less 
than 0.5 FTE for Traffic Review.  Unlike several other functional areas evaluated, the 

                                            
8 The Building Plan Review support was estimated by taking the number of engineering plan reviews (473 reviews) and multiplying it 
by the average of 4 hours per building project review.  
9 The Breaks / Meetings / Training hours assumes 1 hour of lunch / breaks, 2 hours of meetings on average per week, and 2 full 
days of training per year.  
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Engineering staff are more diligent in charging to PJ accounts and the data regarding 
their workload is more accurate and reflective of actual work volumes. 
 
The department’s current staffing levels for each of these three services can not only 
accommodate the estimated annual hours of workload, but any additional increases in 
workload due to changes in the development activity. The only function where there is 
danger to exceed capacity is the Public Works Inspection function. Based upon current 
workload there is the need for approximately 3 Public Works Inspectors and there are 
currently 3 permanent inspectors with support provided from a temporary Public Works 
Inspector. These inspectors are responsible for inspecting both private development and 
Capital projects, and there might be capacity issues handling all these duties. As such 
the Department should consider transitioning one or both of the temporary Public Works 
Inspector positions into permanent positions to help account for increased workload and 
development activity.  
 
The Department should continue to monitor its workload annually to ensure that there is 
sufficient staff support for performing all development review functions.  
 
 Recommendation #5: The Engineering Department is sufficiently staffed to 

perform plan review, inspection and traffic review functions. The department 
should consider transitioning the temporary Public Works Inspector position to 
a permanent position based on the volume of development activity.  
 
Recommendation #6: The roles and responsibilities for development review 
activities should be clarified between the Engineering and Public Works 
Department and greater coordination implemented to improve service delivery 
to applicants. 

 
  6 DEDICATE STAFF TO SUPPORT INFORMATION TECHNOLOGY EFFORTS 

AND GIS-BASED  DATA ANALYSIS. 
 
Within all of the development services functions there is currently no position that is 
dedicated to the Information Technology (IT) and Geographic Information Systems (GIS) 
functions. Staff within each of the departments have been self-training on the use of 
TRAKiT and GIS functions to help support the development activity. Currently, there is a 
Sr. Plan Checker position in the Building and Housing Department who serves as the de 
facto TRAKiT Administrator for the Department; similarly, in the Planning Department, 
there is an Assistant Planner who serves in the role of GIS coordinator for Planning 
support.  However, these resources are not sufficient to fully and successfully implement 
the use of TRAKiT to enable the City to take advantage of the functions of this software. 
Likewise, these resources are not sufficient to fully and successfully utilize available GIS-
based analytical tools to support long-range planning needs. 
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Due to the nature of the Permitting Software System and the volume of activity within the 
development services and review function it is critical that there is a system administrator 
for TRAKiT. Additionally, certain departments such as Fire and Land Development utilize 
other systems in addition to TRAKiT. There needs to be integration between the two 
systems to ensure that information is communicated accurately between systems on a 
singular development project.  
 
The System Administrator position should reside within the Building Department; as they 
are the primary user and manager of TRAKiT. However, the purpose of this position will 
be to serve the technological needs for all development functions – Land Development, 
Fire Prevention, and Planning. This position would be responsible for the following 
aspects:  
 
• Generating Pre-populated reports in TRAKiT, which staff and Department 

management can run showing permit volume, types of permit, turnaround times, 
etc.  

 
• Enabling all relevant City staff (Housing, Code Enforcement, Fire, Land 

Development, Utility Engineers, Building Inspectors, Planners, etc.) access to the 
Permitting system.  

 
• Ensuring all relevant modules for the Permitting system are purchased and are 

“live” – modules for time tracking, project status, etc.  
 
• Ensuring integration of data between different permitting systems in Fire and Land 

Development with TRAKiT to allow for comprehensive and consistent reporting 
between systems.  

 
• Enabling there to be integration between the City’s GIS and Permitting Systems 

so real-time changes are incorporated into online maps as well as for development 
review.    

 
• Developing and exploring strategic priorities for development services to allow for 

integration between applications used in the field and the primary permit system.  
 
• Ensuring that all updates to TRAKiT are implemented appropriately.   
 
• Serving as the liaison between the development services functions within the City 

and the Permit software vendor (TRAKiT) to advocate for the City’s needs.   
 
• Support the online application portal (ProjectDox) and ensure integration into the 

TRAKiT software system.   
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• Developing a training program for new and existing employees regarding the most 
efficient way to utilize TRAKiT.   

 
• Exploring possibilities for additional uses for TRAKiT to help streamline the 

development review process, such as billing for developer-deposits through 
TRAKiT or integrating it with the City’s financial system.  

 
The points discussed above are not meant to be a comprehensive listing of all of the 
functions and responsibilities for the TRAKiT system administrator. These points are 
intended to reflect that there is sufficient need within Development Services between 
Building, Planning, Fire, and Land Development, that a full-time position should be 
dedicated to those service areas. While it is typical to still have subject matter experts 
within each department or a “power user” of the system; there should be a singular expert 
focused on the technological strategic goals and needs of development services, 
including the GIS-based analytical needs required for effective long-range planning and 
decision making. 
 
The TRAKiT Systems Administrator could also have the capacity to work with 
departments and divisions on their GIS needs. While there is the need for significant GIS 
support in Planning for long-range planning and development-review applications, the 
development of those types of maps and activities should reside with staff in the Planning 
Department. The GIS support provided by the Systems Administrator would be in the 
capacity of ensuring that the City’s GIS integrates with TRAKiT and that any updates to 
either, are implemented to allow Planners to print and develop appropriate maps. Based 
upon the potential responsibilities and functions identified and the need for technological 
support for TRAKiT in the City of Milpitas, there is sufficient need for one full-time position.   
 
Even though The TRAKiT Systems Administrator reports to the Building and Housing 
Director, the position should be funded through the Permit Automation Fund. The Permit 
Automation Fund is where the City’s Technology Fee charged on development review 
projects is accumulated. The primary purpose of this fund is to support annual 
maintenance costs for the Permitting system, as well as to build a fund balance to support 
the eventual purchase of a new or updated system as necessary. As the primary purpose 
of this position will be to directly and solely work on the Permitting system, it stands to 
reason that this cost should be funded and supported through the City’s Technology Fee.  
 
The project team has conducted an evaluation of the Permit Automation Fee as part of 
the User Fee Study report, provided under separate cover. As part of this analysis, the 
project team calculated two different Permit Automation Fees – one assuming the hiring 
of a TRAKiT Systems Administrator, and one without. Therefore, if the City were to move 
forward with this recommendation, the fiscal impact would be completely borne by the 
development permits and there would be no impact upon the City’s General Fund.  
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 Recommendation #8: The City should hire a position dedicated to the IT and 
GIS needs for Development Services. This TRAKiT Systems Administrator 
should report to the Building Housing and Director, but should be funded 
through the Permit Automation Fund.  

 
  7 THERE SHOULD BE COUNTER STAFF SUPPORT FOR ALL DEPARTMENTS 

/ DIVISIONS INVOLVED IN THE DEVELOPMENT REVIEW PROCESS     
 
The City of Milpitas’ development services currently operates similar to a one-stop shop 
in that there is one permit counter for all development-related activities. The permit 
counter is only staffed by Building and Housing Department. A portion of the permit 
counter is right next to the Cashier and it is staffed by the Office Specialists, who also 
serve as receptionists for City Hall. Located behind the Office Specialists are the Building 
Permit Technicians who service the permit counter.  
 
The primary role of the Building Permit Technicians is to accept plans, review over the 
counter permits, set up project files, route plans, and calculate permit fees. The Building 
Permit Technicians can currently accept submittals on behalf of the other development 
services departments (Fire Prevention, Planning, and Land Development). However, the 
acceptance of the application and the plans are limited only to accepting the plans. There 
is limited capability within the current position set up for the Technician to provide any 
additional information regarding other development services departments. Even when 
accepting plans, the Technician is only taking the plans in; there is no cursory review to 
ensure that all relevant documents have been attached. If there are any questions or if 
there is the need for additional information, the Permit Technician will call one of the other 
department’s staff to the Counter to address the potential concerns for the applicant. 
Similar concerns regarding plan completeness were identified regarding the planning 
permit submittals and support the need to conduct completeness reviews at intake for all 
applications. 
 
The Permit Technician in Building and Housing is classified solely as the Building Permit 
Technician. However, based upon the City’s job description, the first example of duty for 
the Building Permit Technician is to “process a variety of building/construction, planning, 
and public works permits and applications for permits in an efficient and timely manner; 
insure all necessary approvals are obtained”.  
 
Based upon this job description language, the current Building Permit Technician has the 
potential to play a larger role in the acceptance and processing of permits and applications 
for non-Building departments.  The only exception is that the current job duty does not 
include Fire Prevention in the processing of the permits and applications.  
 
In order for the City to truly operate as a one-stop shop for development services, there 
is a significant advantage to implementing a cross-trained Building Permit Technician 
position. This position would be cross-trained in all three major development disciplines 
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– Building, Planning, and Engineering; with the potential for Fire Prevention support. The 
cross-trained technician would not only be able to accept plans and projects for these 
other departments, as the Building Technicians currently do, but they would even be able 
to check for completeness of application submittal, because they would be familiar with 
the application types and requirements, as well as answer any basic questions regarding 
the process. This type of cross-trained Permit Technician has several benefits such as 
follows:  
 
• Improved Customer Service: Instead of the Permit Technician having to call 

other departments to the Counter, the developer/applicant can directly converse 
with the Permit Technician and only if it is a more detailed or project specific 
question would there be the need to ask for additional staff support.  

 
• Potential for Career Development: Many jurisdictions have implemented career 

or pay incentive programs, in which, as Permit Technicians become cross-trained 
in more than one discipline, they have the potential to earn more as well as grow 
in their career. Additionally, being knowledgeable regarding multiple aspects of the 
development review process allows the Permit Technicians to explore career 
opportunities beyond just the Building Department.  

 
• Potential for Quicker Turnaround Times: Enabling the Permit Technician to 

conduct the initial completeness check upon submittal of an application, can allow 
the Permit Technician to inform the applicant regarding any missing items upfront 
prior to accepting the submission for the project.  

 
• Consistency in Application Processing and Fees Collection: If the Permit 

Technicians are responsible for calculating all of the fees for all development 
applications there is consistency in the application and calculation of the fees.  

 
• Potential for Increased Over-The-Counter Permits: The Permit Technicians 

can also be used by the other departments to help process standard permits or 
applications over the counter, such as a Zoning Compliance Letter for Planning, or 
a Home Occupation Permit review.  

 
As these points demonstrate there are a variety of potential advantages to the City and 
the development services process with the institution of a cross-trained Permit Technician 
position.  
 
The bulk of the development activity is building permits; as such the cross-trained Permit 
Technicians should be housed in the Building Department and report to the Plan Review 
Manager similar to the Building Permit Technician classification. The cross-trained Permit 
Technician position should be classified as a Community Development or Development 
Services Technician. Jurisdictions in which this technician position has been 
implemented, there is typically a I, II, or III classification to help delineate the number of 
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disciplines in which the Permit Technician is trained. Along with the development of job 
classification with clearly laid out duties, there will need to be the discussion regarding 
compensation and the sliding scale of pay associated with increased competency and 
cross-training across multiple disciplines.  
 
The fiscal impact of this position should be absorbed upon the user fees which are 
processed by the cross-trained Permit Technician, either in the form of direct time spent 
processing permits and applications, or as overhead cost and support to the different 
departments. It will be important to note that while the Building and Housing Department 
will be responsible for oversight of this position, because they will be processing permits 
for multiple departments, their cost should be accounted for on those department’s 
permits as well and not just layered on building permit fees.  
 
The creation of a Development Services Technician classification and position should be 
a long-term objective for the City. Over the next 2-3 years, the City should explore the 
ability to implement this type of classification and either begin training existing Permit 
Technicians or recruit for a position that is already cross-trained.  
 
 Recommendation #9: In the next several years, the City should implement a 

Development Services Technician position (cross-trained Building Permit 
Technician) to help streamline the City’s development review process. Upon 
implementation, the cost of this position should be accounted for in 
development review fees.  

 
  8 A PERMIT NAVIGATOR POSITION SHOULD BE CREATED TO SERVE AS A 

RESOURCE TO THE DEVELOPMENT COMMUNITY.     
 
Currently there are four different departments involved in the development review process 
along with several other departments intermittently involved in review and permitting 
operations.  However, there is no single individual responsible for overseeing the entire 
development review, permitting, and inspection process during the Building phase of the 
project. During the Entitlement Phase of the project, the Project Planner serves as the 
primary liaison on the City’s behalf for shepherding the project through Planning 
entitlement. However, there is no such project management during the Building Phase of 
the development project.  
 
The current environment lacks a staff member who is well versed in all facets of the 
development process.  In order to provide a consistent customer experience, one point 
of contact should be provided for development review inquiries, as well as serve as a 
liaison to the development community, and ensure processes align with adopted and best 
practices.  A Permit Navigator position should be created to oversee the permitting 
process.  
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The Permit Navigator would be tasked with understanding the entire development review 
and permitting process. This would include the following aspects:  
 
• Understand the permitting processes within Building, Planning, Fire, Engineering, 

and other departments that are involved in the development review process.  
 
• Develop a relationship and contact within each of the supplementary departments 

to allow for tracking and accountability of the project.  
 
• Serve as the primary point of contact for developers and applicants from inception 

to completion of the project.  
 
• Work with Economic Development staff to identify those projects which should be 

provided additional support or expedited services based upon City priorities and 
more generally to mitigate any permit or development review issues that may be 
hindering new business activity within the City.   

 
• Lead the monthly Community Development Roundtable (stakeholders) meetings, 

set agendas, take minutes, manage e-mail communications, and provide any 
actionable feedback.   

 
• Liaise between the development community and the City.   
 
• Responsible for analyzing and reporting on performance metrics for of 

development related activities (e.g. review timeliness, inspection completion, 
number of submittal rounds, etc.).  

 
The list above is not meant to be a comprehensive listing of the duties of the Permit 
Navigator position. Additional duties that could be absorbed by the Permit Navigator 
would be to review and revise permitting policies and procedures, train new and existing 
staff on any changes to those policies and procedures, and serve as in-house resource 
to City staff (within and outside of development review departments) on the development 
review process.  
 
Incorporating the position of Permit Navigator will provide a centralized staff member who 
is knowledgeable of the entire review and permitting process and will help ensure quality 
control of the process.  This is a critical staff member, as they will interact with numerous 
departments.   
 
The Permit Navigator position should report to the Planning Director, as the primary role 
of this position will be to liaise with developers which is primarily initiated during the 
Planning entitlement phase of the project. Additionally, Planning  staff  are already the 
first line of contact for the development community. Incorporating this position and other 
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staffing changes recommended in this section will help overall Community Development 
CSA better manage  the development review process.  
 
As this position would directly be related to Planning and Building  development permits, 
this position should be funded through permit revenue. The position should be considered 
as overhead and indirect support to the development review process. As such there 
should be a net neutral impact of this position upon the General Fund; as it should be fully 
funded through permit fees.  
 
 Recommendation #10: Create the position of Permit Navigator, reporting to the 

Planning Director, to oversee all development review processes and serve as a 
liaison to the development community. 
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3. Process and Procedures Analysis 
 

 
This chapter of the report is focused on improvements to the adopted process and 
procedures related to the development review and permitting processes.  The first 
subsections of this chapter will focus on improvements that impact multiple functional 
areas, followed by specific sections related to Planning.  
 
  1 DEVELOPMENT OF STANDARD OPERATING PROCEDURES 
 
Throughout the course of this study, there have been several issues that either staff, 
stakeholders, or the project team observed that indicated the lack of consistent practice 
within individual departments and/or across multiple operations.  Upon researching the 
root cause of many of the consistency issues, the primary concern is the lack of standard 
operating procedures or that an applicable policy exists. Additionally, if a standard policy 
does exist, it was indicated that it likely needed to be updated.  In the absence of standard 
operating procedures and the need to update many existing policies, the project team 
recommends a robust updating of standard operating procedures (SOPs) related to the 
development review process.  
 
Examples of SOPs that should be created or updated include: 
 
• Standard onboarding and training procedures for staff involved in the development 

review or permitting process. 
 
• Standardized training for the applicable permitting, land management, and 

inspection process for new employees.   
 
• Policies and procedures related to assessing and administering permitting fees. 

Including specific policies for impact, in-lieu fees, small area plans (TASP), fees 
etc.   

 
• Standard policies related to the enforcement of conditions of approval or other 

agreements related to building and planning permits.    
 
• Policy related to the use of outside consultants and plan reviewers.  Policy should 

indicate when this approach is required and procedures on how to coordinate with 
outside firms.   

 
• SOP related to responding to complaints/issues received and what precipitates 

involving a supervisor into the situation.   
 
In addition to these City-wide SOPs for the development review and permitting process, 
it is important that each department/operation involved has their own SOPs related to 
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how they will complete the workload associated with development review and permitting 
(e.g. policy for assigning applications to reviewers.)  While all departments should have 
their own SOPs, the following is a small example of relevant Building Department SOPs 
known to be best practice: same day permits, expeditated plan review, expired permits, 
inspection scheduling, certificate of occupancy, temporary certificate of occupancy, 
permit extension, and plan routing. Individual policies should be created for all major 
workload types.     
 
All development related SOPs should be created and reviewed annually.  Additionally, 
SOPs should be distributed to staff upon approval and training should be provided if 
necessary. SOPs should be readily accessible to all staff.  Furthermore, all adopted SOPs 
should be included on the City’s webpage as a reference for the development community.  
 
 Recommendation #11: Develop new Standard Operating Procedures for key 

operational processes. Revise Standard Operating Procedures for processes 
that are not up to date or relevant.  

 
  2 UPON DEVELOPMENT OF STANDARD OPERATING PROCEDURES, A 

TRAINING PROGRAM SHOULD BE IMPLEMENTED. 
 
After the completion of the development of new SOPs, all staff who are impacted by the 
policies should receive proper training.  As previously referenced in various avenues of 
feedback, staff indicated they did not know certain policies existed.  Due to significant 
staff turnover in the previous three to five years, much of the institutional knowledge has 
vacated the organization. This provides the opportunity of the organization to reset the 
current operating environment and implement new SOPs.  
 
As part of the implementation of new SOPs, management should develop a training 
program to present the new SOPs to staff.  Multiple SOPs are specific to certain 
operations, but others impact multiple functional areas.  SOP training should include both 
large scale group meetings for organizational wide policies, and smaller, more focused 
training groups should be used to present new SOPs for specific working groups.   
 
After the initial implementation of new and revised SOPs, it is imperative that staff are 
provided on-going training, especially when policies are revised.  SOPs should be 
reviewed and revised at a minimum, annually, or as needed (e.g. when a new software 
program impacts the review process).  Upon revision of SOPs, training should be 
completed prior to the implementation of the new policy. 
 
 Recommendation #12: Develop and implement a robust training program for 

new and revised SOPs. Ensure training for all staff on the revised SOPs prior to 
implementation.   
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  3 DEVELOPMENT REVIEW APPLICATIONS SHOULD TRANSITION TO A 
DIGITAL APPLICATION ONLY. 

 
During the course of this study, the Building Department began to accept building permit 
applications online. However, no other development application type has transitioned to 
a digital submittal. The project team recommends that all application types transition to 
digital submittal. Transitioning to digital application submittal should be a gradual process, 
which Building has already undertaken.  While they will continue to accept paper 
applications along with digital applications at first, the City should transition to digital 
applications only after the bugs have been worked out of the digital submission process.  
 
The benefits of a digital application process and program include: 
 
• Reduce the number of applicants physically dropping off plans at City Hall. 
 
• Allow staff to manage their daily tasks more efficiently by reducing the number of 

inquiries at the permit counter.  
 
• Reduce the Permit Technician workload associated with inputting application 

information into software system. 
 
• Reduce dependence on paper plan sets and associated file storage.  Also reduce 

the likelihood of misplacing paper plan sets.  
 
• Provide digital approved plan sets to inspectors in the field via tablets.  
 
• Applicants can submit their application at their convenience online and outside of 

normal business hours.   
 
Transitioning to digital application submittal will provide a more efficient approach for both 
the customer and staff.  Also, resulting in a more environmentally friendly approach by 
reducing the number of trips to City Hall and the paper production of application material. 
Digital application submittal is considered best practice. 
 
By implementing the permitting software administrator position recommended in the 
staffing chapter, this will provide a dedicated resource to deploying digital application 
submittals to additional application types. Management and staff who are knowledgeable 
about the digital application submittal process should obtain feedback from users who 
have successfully navigated a digital building submittal.  This approach will provide staff 
with lessons learned and can apply solutions to the building and other subsequent digital 
applications.    
 
As part of this process to assist homeowners who may not have a computer or internet 
access, the City should maintain the current computer workstation near the permit center 
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to provide the ability to digitally submit applications at City Hall.  This approach will ensure 
a strong approach to customer service.  
 
 Recommendation #13: Transition to electronic submittal for all development 

permit applications.  

 
  4 HIGH VOLUME APPLICATION TYPES SHOULD HAVE A DEDICATED 

APPLICATION FORM AND CHECKLIST. 
 
Current building and planning applications found on the City’s website are more generic 
in nature and not specific to a particular application type.  While this approach provides a 
limited number of application forms for the applicant to complete, it does not necessarily 
provide all relevant information and requirements for various applications.  Feedback from 
the stakeholder meetings indicated the applicant is often confused about the 
requirements for their applications. 
 
In order to streamline the review process and to reduce the number of resubmittals, 
applications should include checklists.  There are multiple application types and by 
maintaining only a few application forms, providing a checklist for all permit types would 
create a lengthy and overwhelming application packet.  As such, it is recommended to 
increase the number of application forms and create ones that are specific to the most 
commonly utilized and high-volume application and permit types.  Creating applications 
for specific permit types including specific application checklists allows the packet to 
include the necessary requirements without overburdening the applicant.  The online 
building permit application appears to include a checklist of many of the common 
application requirements.  This approach should be expanded. 
 
Creating dedicated application types versus a more generic form, provides the applicant 
and staff the ability to confirm the application is complete. Moreover, this approach should 
be integrated into the digital application platform and should be included as part of the 
digital submission process for all application types.  Requiring the applicant to check off 
each application requirement based on the application type selected for submittal. 
 
 Recommendation #14: Implement more specific applications which include 

submittal checklists for the most frequently utilized and high-volume 
application types.  

 
  5 PERMIT TECHNICIANS SHOULD ACCEPT ONLY COMPLETE 

APPLICATIONS. 
 
Feedback received from the various stakeholder meetings indicated that often times they 
are required to provide additional information/items after submitting their original 
application.  This issue was in reference to “new” or “additional” information that was not 
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required as part of their initial submittal or had not been required on previous similar 
submittals.  
 
Furthermore, staff also indicated their concern that some applications they review do not 
provide the necessary documentation to complete their review of an application.  Both of 
these issues may be addressed by the implementation of a checklist to accompany each 
application submittal (discussed above).  Moreover, these issues may be further mitigated 
by Permit Technicians completing a completeness check at the time of application 
submission.  If the application is deemed incomplete and not including all application 
materials necessary to complete the review, the application should be rejected.  
Conducting a completeness check at the time of submittal will increase the efficiency of 
the review process and effectiveness of review staff. 
 
To be effective in this approach, Permit Technicians must have extensive knowledge of 
the application requirements and a general knowledge of how to identify these items (e.g. 
difference between a site plan and landscape plan).  This approach may require additional 
training and qualification of Permit Technicians.   
 
Requiring Permit Technicians to review each application for completeness upon submittal 
may be achieved for both paper and digital application processes. A SOP should be 
developed to address application completeness and rejection criteria and associated 
timeline with completeness review for digital application submittals (e.g. within one 
business day)   
 
 Recommendation #15: Require Permit Technicians to perform an application 

completeness check before accepting a new application and only accept 
applications that are complete and ready for review. 

 
  6 ENSURE A THOROUGH FIRST REVIEW IS COMPLETED TO REDUCE THE 

NUMBER OF COMMENTS IN SUBSEQUENT REVIEWS. 
 
One of the key themes from the stakeholder focus group meetings were concerns over 
additional requirements being imposed during subsequent reviews for building 
applications.  Second, stakeholders indicated that often times they receive “late hits” or 
comments that come on the second or third review, when they should have been caught 
on the first review.  Late hits do not refer to issues that are a result of a major design 
change as part of a resubmittal.   
 
Due to the high work volume and the possibility of extended review timelines, it is 
important to conduct a comprehensive first review of each application.  If the majority of 
issues are identified during the initial review, then the likelihood of late hits is reduced on 
subsequent reviews.  Also, this approach will allow for a quicker review on resubmittals 
where the reviewers can focus only on previous comments and the subsequent 
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redesigns.  A comprehensive first review should reduce the number or resubmittals.  
Thus, reducing the total workload volume for review staff.   
 
 Recommendation #16: Provide training to staff to enable a complete initial first 

review of applications to reduce the number of late hits on subsequent reviews.  

 
  7 REVIEW TIMELINES FOR DEVELOPMENT PROJECTS SHOULD BE 

CONSISTENT BETWEEN ALL REVIEW DEPARTMENTS. 
 
The City does not have consistent plan review times across all review departments.  Staff 
interviews highlighted that the Land Development section has a 20 business day 
turnaround time for building applications (major applications only). This differs from other 
review entities that utilize a 30 business day review timeline for these major building 
applications. To provide a consistent experience and to help balance the workload, all 
review timelines should be consistent among all review departments. 
 
The Building Department publishes their intended review timeline based on application 
type on their website. The review timelines are scaled based on the type of application. 
The simpler the application type, the quicker the prescribed turnaround time.  This 
approach meets best practice. Since the Building Department takes in the majority of 
applications that are distributed for review, it is important that all reviewers are aware of 
the published review timelines. Also, the permitting software should be configured in a 
way that review deadlines are easily identified and staff receive notification that a deadline 
is pending.  
 
 Recommendation #17: Revise review timelines for all review entities to ensure 

they align with the published turnaround times. 

    
  8 ONLY 53% OF ALL BUILDING PERMIT REVIEWS ARE COMPLETED WITHIN 

THE ESTABLISEHD TARGET REVIEW DATE 
 
The project team was provided with three years of building permit data. The building 
permit data set included the number of reviews by reviewer and timeline information 
associated with when the application was submitted, review due date, when comments 
were provided, and the target date for completion. The project team analyzed the average 
review timeline by review type between 2016 and 2018.   
 
The following table shows the three year aggregate processing times.   

2016 – 2018 Building Permit Review Timelines 
 

Review Type Number Avg Review Days 
Architectural 2,911 11 
Civil 237 14 
Electrical 1,717 10 
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Review Type Number Avg Review Days 
Mechanical 987 10 
Outside Consultant 54 14 
Plumbing 885 11 
Project Coordinator 3,997 16 
Recycling Report 39 26 
Structural 3,123 7 
BAAQMD 3 32 
County Health 72 62 
Land Development (Engineering) 1,104 20 
Fire - Hazmat 426 8 
Fire - Life Safety 2,144 11 
Planning  1,659 10 
School Fee 286 194 
Utilities - W/S Ques 91 78 

 
Over the last three years, reviewers generally had strong performance metrics. City 
reviewers generally averaged less than 20 business days for review.  Outside reviewers 
BAAQMD, County Health, and School Fee each had review times longer than 30 
business days.    
 
While the previous table analyzed overall performance over the past three years, the 
project team analyzed 2018 data to determine if reviewers were meeting processing 
targets. The information provided to the project team identified pre-determined target 
dates. These target dates are based upon the Department’s published turnaround times.  
 

Reviews Completed on Time – 2018 
 

Review Time Frame % of Reviews 
Review By Due Date 53% 
Review 1- 10 Days Late 32% 
Review Greater Than 10 Days Late 15% 

 
In 2018, only 53% of reviews were completed early or by their due date. Furthermore, 
only 85% of reviews were completed within 10 days past their due date. This leaves a 
total of 15% of reviews completed greater than 10 days past their due date.   
 
The following table shows the total number of reviews by reviewer who were considered 
late, this table only shows reviews completed by City staff. 
 

Reviews Completed Past Due Date – 2018 
 

Review Type # of Reviews 
Architectural 348 
Civil 31 
Electrical 252 
Mechanical 144 
Plumbing 132 
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Review Type # of Reviews 
Project Coordinator 714 
Recycling Report 4 
Structural 332 
Fire - Hazmat 27 
Fire - Life Safety 247 
Planning  120 
Land Development (Engineering) 127 
Utilities - W/S Ques 10 

 
The Project Coordinator had the highest number of reviews completed late. This is not 
unusual, since they are tasked with compiling all review comments and transmitting to the 
applicant.  
 
In general, the largest volume of reviews being completed in a lack of timely manner were 
related to the Building Department. The long review times are a symptom of the lack of 
filled positions for Plan Reviewers within the Building Department. During the mid-year 
budget adjustment, the Department requested and received authority to transfer certain 
temporary positions to permanent positions, but all of the Plan reviewer positions are still 
not filled. It is expected that once the City fills these positions, there will be an increase in 
the Department’s ability to process plans in a timely manner.   
 
Additionally, as part of the current budget process, the Department has added average 
turnaround time as a performance measure. Along with this performance measure there 
should be also a measure of percentage of plan checks that meet the turnaround date 
within TRAKiT. This will help the Department ensure that even as it reduces general 
average turnaround times, it is also keeping track of its ability to meet its own targets and 
goals. Once all the plan reviewer positions are filled it will be especially important to review 
these statistics to evaluate the impact of staffing shortage on service levels.  
 
 Recommendation #18: The percentage of plan reviews conducted in 

compliance with adopted plan review targets should be added as a performance 
measure to increase accountability within the Department. 

 
  9 THE WEEKLY DEVELOPMENT REVIEW COMMITTEE MEETING SHOULD BE 

REVISED TO FOCUS SOLELY ON THE REVIEW OF APPLICATIONS. 
 
Staff involved in the development review process converge weekly in a meeting that is 
titled Development Review Committee (DRC). Staff reported that the DRC meeting 
discusses a variety of topics and does not necessarily focus on the review of development 
applications.  Moreover, some staff indicated that they feel DRC meetings are not an 
effective use of their time.   
 
A DRC meeting is considered best practice if they solely focus on the review of 
applications in a collaborative manner.  The weekly DRC meeting should be refocused 
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with the intent to discuss development applications under review.  To create a streamlined 
and effective DRC meeting the following actions should be implemented. 
 
• An official agenda should be created and sent out at least three days prior to the 

meeting date. 
 
• Projects should go to the internal review meeting approximately 7 to 10 calendar 

days before review comments are due to the applicant. 
 
• Staff should review the application/plan set prior to the DRC meeting and bring 

comments and concerns that may impact other disciplines. 
 
• Meetings should focus only on the review of development related applications.   
 
• A facilitator should be appointed to lead the weekly meeting.  The facilitator should 

rotate to reduce the burden on individual staff, but also be used to developed skill 
sets for a variety of team members. Planning generally leads these meetings and 
the facilitator would rotate between planning staff or be assigned to the Permit 
Navigator position once implemented.  

 
• DRC meetings should focus only on the review of applications.  Other issues/ items 

such as training should be discussed/held at other designated times. 
 
• DRC should be limited to a maximum of one hour each week, except in rare 

circumstances.   
 
Incorporating the above approaches will provide an effective and efficient DRC meeting 
for staff.  Also, it will ensure staff are prepared for the meeting and increase accountability 
in the review process.   
 
 Recommendation #19: The Development Review Committee’s primary focus 

should be on the review of development applications.  

 
  10 DESIGN STANDARDS AND SPECIFICATIONS SHOULD BE UPDATED. 
 
Staff indicated the current design standards and specifications for land development and 
utility functions have not been updated in over 20 years.  Current and comprehensive 
design standards, guidelines and specifications are important components of an effective 
development review process and need to be addressed in the City of Milpitas.  Much like 
other regulatory documents, it is important for design standards and specifications to be 
current and meet best practice.  This is especially important for infrastructure that is 
intended to last for 50+ years.  There have been significant advances in materials and 
installation practices over the last two decades for infrastructure.  Updating standards and 
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specifications will provide many benefits to the development community and the City of 
Milpitas.  These benefits include: 
 
• Improved quality of infrastructure installed and maintained by the City. 
 
• Reduction of maintenance cost over the life cycle of the infrastructure.   
 
• Reduce the likelihood that designers ask for variances to adopted standards and 

specifications. 
 
• Ability for designers to incorporate the appropriate standard /specification into their 

plans, thus reducing the need to review all details of adopted standards.   
 
Updating design standards and specifications will further streamline the review process 
for land development and utility reviewers. Also, the construction inspection process 
should be more efficient with updated standards.  Moreover, it will provide up-to-date and 
relevant standards and specifications that meet current trends in the industry. Finally, new 
standards and specifications should provide quality infrastructure that will reduce life cycle 
cost of maintaining the infrastructure. 
 
 Recommendation #20: Update design standards and specifications. 

 
  11 PLANNING DEPARTMENT PROCESS IMPROVEMENTS 
 
This subsection will focus on planning specific process improvements that will help 
streamline the land entitlement process and other planning related operations.   
 
1 Designate a Planning Hearing Officer to Review and Approve Applications 

that Currently go to the Planning Commission Subcommittee.   
 
Planning applications are reviewed and approved by a variety of approaches.  
Applications may be approved administratively by staff, a Planning Commission 
Subcommittee, Planning Commission, or City Council.  Applications reviewed by the 
Planning Commission Subcommittee, Planning Commission, or City Council take 
significantly more time to process than applications reviewed by staff.  One way to 
streamline the review process is to utilize a Zoning Hearing Officer as decision-maker of  
planning entitlement applications recommended below. 
 
A Zoning Hearing Officer is a designated staff member, ideally from the Planning 
Department who is tasked to conduct public hearings for the review and subsequent 
approval/denial of planning applications. The use of Zoning Hearing Officer allows a 
quicker review and decision related to minor planning and zoning applications.  The 
project team recommends the application types that go before the Planning Commission 
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Subcommittee transition to a Zoning Hearing Officer.  Application types include Minor 
Conditional Use Permits and Minor Site Development Permits.  Both application types 
are commonly heard by a zoning officer in California.  In addition, it is recommended that 
at least some, if not all, Site Development Permits and Variance applications currently 
under the Planning Commission be included under the Zoning officer, similar to more 
progressive cities in their permit streamlining programs.  This recommendation is highly 
supported by the stakeholders that participated in this study as well as in discussions with 
the City’s Community Development Roundtable. 
 
The benefits of a Zoning Hearing Officer provides greater flexibility and frequency of 
hearing dates, reduce expenses for the applicant and the City, and reduces the timeline 
associated with application processing, and the corresponding reduction in permitting 
costs.  Zoning Hearing meetings are open to the public and should be scheduled on a 
regular basis (e.g. the second and fourth Wednesday of the month or on a weekly basis).  
This will allow for a consistent calendaring of meetings and reduce the wait time for the 
applicant.  Transitioning to a Zoning Hearing Officer is beneficial to both the applicant and 
staff.  Upon the implementation of a Zoning Hearing Officer, the City may consider other 
application types that may be review and approved by this approach versus going to 
Planning Commission.   
 
 Recommendation #21: Designate a Zoning Hearing Officer to serve as the 

decision making body for Minor Conditional Use Permits, Minor Site 
Development Permits, and at least some Site Development and Variance 
applications. 

 
2 Provide an Approval Authorities Matrix and Review Process Diagrams on the 

Planning Department Webpage. 
 
The Planning Department has approximately 15 different permit types that may be issued.  
Depending on the type of permit application, the approval authority varies between four 
different entities. Currently, there is no summary of the approval authority by application 
type on the department’s webpage.  The only summary of approval authority is found in 
the adopted City ordinance, Title XI, Chapter 10, Section 64.   
 
The approval authority table found in the adopted code should also be on the Planning 
Department’s webpage.  The approval authority table provides important information for 
potential applicants to understand the review process timeline by application type.   
 
Additionally, review process diagrams should be added to the Planning Department’s 
webpage.  The review process diagrams should outline the respective review processes 
for staff review, Planning Commission, Planning Commission Subcommittee (or Hearing 
Officer if implemented), and City Council review.  Sharing the review process is critical 
for future applications and sets expectations before most applications are applied for.  
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Second, sharing this type of process provides greater transparency and may reduce the 
number of inquiries from applicants asking about the status of their applications.   
 
 Recommendation #22: Provide an approval authorities table and application 

review process diagrams on the Planning Department’s website. 
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4. Technology Improvements 
 

 
Technology is an important tool for innovation and streamlining development-review 
process. Therefore, it is extremely important to evaluate the current and potential use of 
technology to further the efficiency and effectiveness of development review. This chapter 
will address improvement opportunities related to the use of technology in the 
development review process.   
 
  1 A TRAINING PROGRAM SHOULD BE DEVELOPED FOR TRAKiT. 
 
The City of Milpitas currently utilizes a software system called TRAKiT to serve as their 
building permitting software system.  The Building Department is currently the main user 
of the system and it serves as the database for all building permit and inspection 
operations.  However, other departments involved in the development review process use 
the software to varying degrees with Planning being the other major user of TRAKiT.  To 
the extent possible, this system should be used more consistently by all departments and 
divisions.  Where it does not meet the needs of a specific department and they utilize 
other software there should be integrations or data linkages between the systems to 
eliminate duplicate data entry and provide a single source of data. The goal should be the 
use, wherever and whenever possible, of a single permitting system; and only where not 
possible, through the implementation of more fully integrated systems. 
 
Based on feedback from staff during interviews and SWOT analysis, it was clear that most 
staff outside of the Building Department have received little to no formalized training for 
using TRAKiT.  The level of training has varied and has been hampered by the lack of a 
highly knowledgeable and dedicated IT resource focused on supporting and 
implementing TRAKiT. Previous processes implemented have not fully met the need of 
all users or been implemented to allow them to customize certain functionalities (such as 
having project review timeframes differentiated based upon the type of review).  Some 
staff interviewed were not even aware that TRAKiT even existed. This uncoordinated 
approach to using the permitting software system has created inefficiencies for the 
development review process.  
 
TRAKiT is a robust permitting and land management software system that includes 
various capabilities for the intake, review, issuance or permits, and tracking of inspections 
results.  TRAKiT is the City’s de-facto database for all building permit data. The 
opportunity exists for using the software beyond Building permits and to incorporate other 
development activities.  However, this will require development of a software training 
program and modification of processes to meet the needs of all users.  A software training 
program should include two elements: initial training for new users and ongoing in-service 
training.   
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With the implementation of a permitting software administrator (discussed in the Staffing 
section), the City will have a dedicated in-house resource for the software.  This individual 
would be tasked with the development of a new user training program.  The Administrator 
will develop the training program in conjunction with existing staff who have significant 
experience working in the software.  The training program should incorporate the 
following elements: 
 
• Process for creating a new permit 
 
• How to find a permit and relevant application and permit information 
 
• How to review an application electronically within the software system 
 
• How to upload review comments to the system 
 
• How to see other reviewer’s comments 
 
• Determine the status of a project (e.g. under review, comments sent, payment 

pending, permit issued, etc.) 
 
• How to find, query, and search for relevant project management data. 
 
• How to input inspection results. 
 
• Frequently asked questions guide for users and public. 
 
Incorporating the above elements into training will provide a robust general knowledge of 
the most common action items in the software system.  Also, this training should be 
consolidated into a user guide for the software system and made readily available for all 
users.  
 
Finally, software training should be provided when new updates are released or 
processes are updated for the permitting software.  This “refresher” training should be 
provided to staff upon new software updates but also to promote consistency as well as 
monitoring of data within the permitting software system.  For example, training should 
cover how to use various features of the software such as automation features, setting 
up cycle time alerts, email alerts, routing projects within the system, closing out a permit, 
etc. Initial and ongoing software training is imperative for an effective and efficient use of 
the software. Refresher training may also be used as a way for individuals to share tips 
to work more efficiently, but also provide user with the ability to ask questions. 
 
 Recommendation #23: Develop a software training program for new users, 

including a user guide for on-going use. 
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Recommendation #24: Provide on-going training when new software updates 
are released or when new process implementation impacts how staff use the 
software.  

 
  2 TRAKiT SHOULD BE USED TO CAPTURE TIME AND COSTS ASSOCIATED 

WITH DEVELOPMENT RELATED ACTIVITIES. 
 
In order to capture staff’s time for reviewing applications (especially Planning 
applications), staff note time worked on a project on their time sheet and then it is charged 
to a PJ (Private Job) account.  PJ accounts are used to capture review time by application 
for all review departments and then the account is charged for expenses. 
 
PJ accounts have their own account number and are set up in conjunction with the 
application.  However, review staff and the assigned project manager are unable to 
proactively monitor PJ accounts charges and balances because PJ accounts are 
maintained by the Finance Department.  Furthermore, when applicants are invoiced for 
PJ account charges, the invoice does not include the application or permit number or the 
physical address.  The current approach to PJ account adds more layers for Finance and 
Planning staffs, along with the applicant if they have multiple open permits.  Finally, 
stakeholders complained about receiving PJ account bills several months after their 
permit was issued.  The current approach to having a separate PJ account and permitting 
software has created significant inefficiency related to capturing and billing of staff’s time. 
 
TRAKiT includes a function for capturing staff’s time and associated fees.  Utilizing the 
time keeping and reporting features will provide several benefits for staff. 
 
• The project manager can actively monitor account balances and/or current 

charges. 
 
• A standardized report can be created and run for time charges and fees. 
 
• Automatic alerts can be created when account balances reach a certain threshold.  
 
• Charges and fees are captured in real time versus when time sheets are collected. 

(Challenges might exist for contracted reviewers such as the contracted City 
Attorney). 

 
• Generated invoices would include the permit number and address since it is tied 

directly to the digital permit file.    
 
• Depending on settings, the applicant may be able to track time charges and 

account balances online through the applicant portal.     
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To provide greater efficiency, TRAKiT should be utilized to capture staff’s time for 
reviewing development applications. The City should explore options of integrating this 
effort with other processes such as time sheets to minimize duplication of data entry. 
Second, TRAKiT can replace the current PJ account system, which currently does not 
integrate with TRAKiT and is administered by Finance.  To accomplish this, the City will 
likely need to modify additional billing and invoicing processes to replace other 
functionality of the PJ account system through other software options (such as expanded 
use of the financial ERP system.   
 
 Recommendation #25: Utilize the time keeping feature of TRAKiT to capture  

time charges for application review.  

 

  3 
THE PERMITTING SOFTWARE SHOULD BE UTILIZED BY ALL 
DEVELOPMENT REVIEWERS, EITHER DIRECTLY OR THROUGH DATA 
INTEGRATION. 

 
As aforementioned, the permitting software system TRAKiT is primarily used for the 
processing of building permit applications and data. All information related to the 
application, permit, and inspection process for building applications is stored in the 
system. Staff who are responsible for development review are provided access to the 
software. However, outside of building permits, the use of TRAKiT for non-building related 
activities varies by functional area. 
 
The Planning Department has begun to utilize TRAKiT for their respective applications 
and will transition to full usage of the system in the near future. The Fire Department and 
Land Development team only utilize TRAKiT for building permit applications and have 
their own separate software systems for their designated permits and inspections.  Fire 
Department and Land Development have their own software system, to account for their 
specific permit specifications; however, it is important for their systems to integrate with 
TRAKiT. This is especially critical if TRAKiT is utilized to capture time charges associated 
with development activity.   
 
TRAKiT serves as the database for all building permits and generally includes the majority 
of electronic record keeping for development activity. It is imperative that all development 
related staff have access to development data to effectively complete their job. Integration 
of other departments software systems with TRAKiT will provide seamless services and 
enhance the tracking of applications and permits. Furthermore, this system integration is 
an important resource for Code Enforcement staff and Fire Department Inspectors whose 
involvement on a development project continues well after a certificate of occupancy is 
issued. All staff need to have access to all development related and ongoing inspection 
issues for all permitted activity.   
 
Integrating non-TRAKiT software systems with the permitting software will provide all 
users with data to effectively complete their duties.  The City should continue to utilize 
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TRAKiT as the development database for all permitting, inspection, and enforcement 
data.      
 
 Recommendation #26: Utilize TRAKiT for all development related activities 

among various departments. Alternatively, if TRAKiT does not contain the 
appropriate modules to support their needs, Fire and Land Development should 
integrate key data from their independent permitting and inspection systems 
into TRAKiT.   

 
  4 ACCESS TO TRAKiT SHOULD BE PROVIDED TO ECONOMIC 

DEVELOPMENT AND HOUSING STAFF. 
 
Access to the TRAKiT permitting software is primarily limited to those individuals involved 
in the development review process.  Additionally, staff within the Code Enforcement 
Division utilized the system for their work activities.  Discussed in previous sections of this 
report, staff’s knowledge of the software system varies, along with others not knowing it 
even exists.  Regardless, staff in Economic Development and Housing require access to 
TRAKiT.  While these departments are not involved in the review of applications, their 
work often times intersects with development projects.  
 
For example, Housing staff may need to determine the status of applications/permits/ 
inspections to ensure proper fees have been collected.  Economic Development officials 
may need to research development activities in a particular area. Currently, staff in these 
functional areas have limited access to TRAKiT and should be granted appropriate levels 
of access (e.g. read only). 
 
 Recommendation #27: Provide TRAKiT access for Economic Development and 

Housing staff upon completion of the proper training.  

 
  5 ALL DEVELOPMENT APPLICATIONS SHOULD TRANSITION TO DIGITAL 

SUBMISSIONS. 
 
At the beginning of 2019, the Building Department implemented digital building 
application submittals.  This has been a successful implementation and there is a desire 
to expand to allow digital Planning permit submission.  The project team recommends all 
development applications be submitted electronically moving forward.  For digital 
application submittals to be effective for non-building application types, the previous 
recommendations related to software training need to be implemented first.  This includes 
proper training for TRAKiT and ProjectDox, which is used to upload electronic plan sets.   
Additionally, an internal System Administrator needs to be designated and serve in the 
capacity for an effective change to all digital submissions.   
 
Upon the implementation of a System Administrator, development of training material, 
completion of staffing training, and development of user guides for additional digital 
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application submittals, the City should expand the types of applications that may be 
submitted online.  The next logical application type would include Planning applications, 
followed by Fire, Land Development, and Public Works (Utilities).  However, for Fire, Land 
Development, and Public Works, will require additional work to ensure that TRAKiT, 
ProjectDox and their respective independent software systems are fully integrated and 
support each other.       
 
Benefits of transitioning to electronic plan submittals is included in the Process 
Improvement Chapter. Additionally, the more effective use of the permitting system and 
digital records will enable the City to provide digitally scanned records of past permit 
approvals loaded into the permit system data base.  This ensures that staff have access 
to all relevant information regarding an address and permit activity. 
 
 
Furthermore, upon the full implementation of digital application and plan set submittal, the 
City should transition to digital as-built submission. Currently, the City receives paper 
copies of as-built drawings which require the scanning of documents.  The as-built 
drawing should be uploaded to the online application portal and attached to the 
appropriate permit file in TRAKiT.   
 
 Recommendation #28: Expand electronic application and plan submittals to all 

development application types. Ensure that TRAKiT and ProjectDox systems 
are integrated with any independent software systems utilized by Fire and Land 
Development before implementation. 
 
Recommendation #29: Transition to digital only as-built drawing submittal and 
attach to the permit file in TRAKiT. 
 
Recommendation #30: Longer-term, all prior permits and selected documents 
regarding that permit should be scanned and included in TRAKiT to provide a 
comprehensive resource regarding prior permitting activities at an address. 

 
  6 GIS SHOULD BE INTEGRATED INTO TRAKiT. 
 
It was indicated that the TRAKiT software system does not include access to GIS data 
layers. This does not meet best practice, which would require incorporating GIS data into 
the permitting software system. Based on the project team’s understanding of TRAKiT, it 
is capable of integrating GIS into the software system10.  
 
TRAKiT is designed to serve as a database for all development activity. Integration of GIS 
will allow staff to be more efficient in conducting their reviews as relevant GIS data will be 
available in TRAKiT. Ideally, when staff is accessing a particular permit file, the permit 

                                            
10 (https://www.superion.com/public-administration/community-development/  
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address will link to GIS and staff can click once to access GIS parcel data. All applicable 
GIS data layers should be accessible through TRAKiT.   
 
The integration of GIS into TRAKiT will provide more data in the permitting system and 
allow staff to be more efficient when reviewing projects. 
 
 Recommendation #31: Integrate the City’s GIS system into the TRAKiT 

permitting system. 

 
  7 PROVIDE A LINK ON THE CITY’S WEBPAGE SO THE PUBLIC CAN ACCESS 

DEVELOPMENT PROJECT INFORMATION. 
 
With the implementation of electronic application and plan submittals, this will provide the 
City with increased capabilities in distributing development information to the community.  
Citizens often wonder what is happening when they see construction activity in their 
community.    One way to increase transparency and provide information to citizens is 
through the creation of a webpage that is dedicated to current development activity.   
 
An active development webpage would be searchable by address and ideally an 
interactive map that a user can search for a specific location.  In creating a development 
project web interface, the following elements should be incorporated:   
 
• Pending, active, and recently completed projects should be available for searching. 
 
• An interactive map should include icons indicating development projects. 
 
• Upon clicking on the icon (or parcel), a project summary should appear that 

includes project type, status (under review, permitted, under construction, 
completed), brief project description, zoning information, and applicant name.  

 
• Provide a link to additional data such as site plans, exterior sketches, project 

values, etc.  
 
• Contact information for City staff in the event the user wants to find our more 

information.   
 
The five elements outlined above will provide the user with relevant project information.  
For example, The City of Cedar Park, Texas incorporates the best practice elements 
listed above for their Permitting Activity webpage. The following screenshot shows a 
screenshot from the webpage11:  
 

                                            
11 A link is provided to their online portal:  https://cedarparkatlas.com/atlas.aspx?Section=Permitting  
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As the screenshot indicates this type of interactive online permitting information provides 
quite a bit of information regarding development activity to both the development 
community as well as the general public.  
 
Another good example of how GIS can be effectively utilized to provide information to the 
public in a visual format through the use of interactive maps is demonstrated by the City 
of Henderson, Nevada.  They provide data visualizations through interactive maps; 
examples of which can be viewed at:   https://www.cityofhenderson.com/gis/interactive-
maps.  Currently, the City of Milpitas does not have staff resources available or dedicated 
to developing these types of interactive maps for the public or staff use within 
Development Services. 
 
 Recommendation #32: The City should create a development webpage and 

interactive map to provide development project information to the public. 
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6. Fees and Revenue 
 

 
The City of Milpitas currently assesses and collects a variety of fees and charges as part 
of its development review process. These fees can be categorized into primarily two types 
of fees – user fees and development impact fees. As part of the Service Delivery and 
Organizational Analysis, the project team also conducted a Cost of Services Analysis for 
User Fees. The results of this user fee analysis have been provided under separate cover 
to the City. However, the project team also conducted a review and analysis of the fees 
and revenue sources in the context of processes and collection procedures. The following 
subsections discuss the primary findings of the project team in regards to fee and 
revenue-related issues for the City of Milpitas.  
 
  1 THE CITY OF MILPITAS SHOULD DEVELOP DETAILED POLICIES 

REGARDING DEVELOPMENT IMPACT AND USER FEES.  
 
Currently, the City of Milpitas has limited policies in place regarding its user and impact 
fees. The primary policy in place is the level of cost recovery that is identified through the 
Municipal Ordinance. However, there are no policies that currently identify the basis of 
charging certain fees, the types of fees that can be charged, and when and how those 
fees should be collected. It is a best management practice to have detailed policies in 
place regarding the types of fees being charged by a jurisdiction, as this ensures that fees 
being charged are consistent with City objectives and goals.  
 
The project team recommends that the Finance Department should lead the effort, in 
conjunction with the departments involved in development review, to develop policies 
regarding each of the types of fees collected during the development review process.  For 
development impact fees, the policies and procedures should include the following 
components:  
 
• Time of Fee Collection: A development impact fee should always be collected at 

the Building Permit Phase and be based upon the approved building plans for the 
project. For example, if the fee is based on number of units, the unit number should 
not be taken from the planning / entitlement phase, but rather the number of units 
for which the building permit has been approved.  

 
• Collection of Fee Revenue: The revenue from impact fees must be stored in a 

separate fund from the General Fund.  
 
• Use of Impact Fee Revenue: The revenue from impact fees can only be used to 

fund infrastructure and capital projects, it cannot be used to fund any operational 
or staffing costs.  

 
• Annual Increase to Impact Fees: The policy should identify the cost factor by 

which impact fees should be increased on an annual basis. This is typically the 
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Construction Cost Index (CCI) as that is the cost associated with materials used 
for construction projects.  

 
• Annual Reporting Requirements: There should be a component in the policy 

and procedure that clearly states that there are annual reporting requirements for 
AB1600 / Mitigation Fees that must be done in order to ensure that the City 
continues to comply with the requirements. It should also identify the Department 
(Finance or Development Services) that is responsible for conducting the reporting 
function.  

 
• Nexus Analysis: The most important component of this policy should be that there 

needs to be a nexus analysis conducted every 5 years for the impact fees currently 
in place by the City. 

 
Developing a standardized policy and procedure for Impact fees will ensure that not only 
is the City compliant with AB1600 requirements for these fees, but that it is also collecting 
the appropriate amount of fees from development projects to help fund the impacts to the 
City’s infrastructure.  
 
Along with impact fees, there needs to be a standardized operating procedure for the 
collection of user fees. Currently, each individual development review department is 
responsible for collecting and applying their own user fees. A standardized operating 
procedure for user fees should focus on the following aspects:  
 
• Time of Fee Collection: The user fees should be collected at the time of the permit 

application. For example, if it is an encroachment permit it should be collected prior 
to work occurring in the public right-of-way. 

 
• Collection of Fee Revenue: The revenue from user fees should be coded to the 

individual departments involved in the review and inspection process. If there are 
non-general fund departments / divisions involved in the development review 
process such as utilities, the revenue associated with those plan check and 
inspection services should be coded in those enterprise funds.  

 
• Use of User Fee Revenue: The revenue from user fees can be used to fund 

staffing and operations for development review activities.  
 
• Cost of Service Analysis: The policy should include a provision that every three 

to five years an external cost of services analysis should be conducted of the user 
fees. This ensures that the City continues to be in compliance with any state 
guidelines regarding user fees, as well as that it continues to monitor its costs on 
a per unit and annual basis, due to any technological or process changes.  
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• Annual Fee Updates: In the interim of the three to five years, between which the 
external fee study and analysis will occur, the City should adopt a policy identifying 
an annual cost factor increase for the fees. This cost factor should be tied to the 
City’s own costs for fees, i.e. labor costs or cost of living increases, and should 
only be applied if there is an increase in costs.  

 
The establishment of both of these policies and procedures document for user fees and 
development impact fees will serve as a baseline for the City to ensure that it is achieving 
its established cost recovery goals, as well as ensuring that current and any future staff 
comply with City and state policies regarding these types of fees.  
 
 Recommendation #33: Detailed policies regarding impact fees and user fees 

should be established, which should include the following:  
- Nexus or basis for charging fees  
- Annual updates to fees  
- Frequency of comprehensive updates 
- Collection of fees 
- Purpose / use of fees  

 
  2 CONSOLIDATED POLICIES AND PROCEDURES FOR PRIVATE JOB (PJ) 

ACCOUNTS SHOULD BE DEVELOPED  
 
Land Development and Planning are the two development services departments that 
currently charge the majority of their fees as deposit-based fees. The City of Milpitas 
refers to deposit-based fees as Private Job (PJ) accounts. While there are a variety of 
documents available through the City that identify information regarding PJ accounts; 
there is not a single comprehensive document describing the policies and procedures for 
PJ accounts.  
 
On the third page of Land Development’s published fee schedule (labeled as page 12) 
there is a whole page dedicated to the description of PJ accounts, as listed below:  
 

“In accordance with Milpitas Municipal Code (Title IV, Chapter 3) a PJ account 
shall be established and maintained by a developer (applicant) or agent for the 
purpose of securing the performance of any act or acts as may be required by an 
ordinance, resolution, agreement, or minute action by the Milpitas Planning 
Commission or City Council. All PJ accounts are established for permit fees to 
reflect 100% cost recovery for the services provided within the Planning and 
Public Works/Engineering Division. A minimum initial deposit amount will be 
established by staff and must be submitted with a Private Development 
Authorization application to establish a PJ Account prior to the 
commencement of work requiring the services of City Planning, Engineering, and 
Public Works personnel. Some planning applications.  
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The PJ funds are used for processing the applicant's project by the City at a 
rate based on the employee's adjusted hourly wage (for employee's labor & 
benefit expenses plus overhead charges by a factor of 1.55 to cover 
overhead charges) of $151 hourly rate for plan check engineer, $110 for building 
permit technician as an example of hourly charges. Also, it may be necessary to 
utilize contract employees for inspection of your project or for other services. In 
that event, you will be charged no more than what you would have been 
charged for the City’s Senior Public Works Inspector performed the Inspection. 
Any vender charges incurred are charged to the PJ account without an overhead 
charge. Public improvements on private development projects will require 
additional PJ deposits based upon the estimated cost of the work to be 
performed. This additional deposit will be required at the plan checking stage and 
prior to execution of development agreements. Additional deposits will be 
required by the City when a $2,000 or more deficit balance appears on the 
account report. Please be advised that City processing of private 
development projects will cease when a $2,000 or more deficit balance 
accrues, until the requested deposit is submitted to the City.  

 
NOTE: The applicant must notify the Engineering Division by letter if the PJ 
account is assigned to a new property owner / applicant and must also instruct the 
City to either (l) release rights of the PJ account to the new property owner, or (2) 
refund the surplus balance after the new property owner has made a required 
minimum deposit.  

 
If you have any questions regarding this procedure or your PJ account 
status, please call (408) 586-3329.” 

 
The information above and on the previous page was developed in 2009 as part of the 
last update of the Land Development Fee Schedule. The key pieces of information that 
are identified in this document have been bolded, but are as follows:  
 
• The establishment of the PJ accounts through the Municipal Code.  
 
• The goal of PJ accounts is 100% cost recovery by the City for Public Works / Land 

Development and Planning applications.   
 
• A minimum deposit amount must be collected prior to any work performed by City 

staff. 
 
• The rate utilized in the PJ account will account for salaries, benefits, and overhead 

charges at a factor of 1.55.  Note: The City has changed its internal practice and 
is utilizing the employee’s fully-burdened rate from the published cost-allocation 
plan. This information is currently not updated in the policy and on the website. 
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• External contracted employees or consultants will be charged at the same rate as 
City employees.   

 
• Public Improvements will require an additional deposit beyond the initial minimum 

deposit.   
 
• There is a policy to stop work once the threshold for the project reaches below 

$2,000 for project.   
 
• Any changes in the development project, which impact PJ accounts should be 

communicated with Engineering via letter.   
 
• The contact for PJ Accounts is Land Development Staff.   
 
As the points above illustrate, the information in the Land Development Fee schedule is 
fairly comprehensive regarding PJ accounts and the process from the City’s perspective 
for these deposit-based fees. As noted in these points, however; some information is 
inaccurate and not in alignment with the City’s current practices.  
 
However, the City also has information regarding PJ accounts on the fee schedule for 
Planning. The Planning Fee Schedule posted on the City’s website became effective 
January 2014, approximately 5 years after the Land Development Fee Schedule. The 
following text shows the information listed on Planning’s Fee Schedule:  
 

“*Information regarding Private Job (PJ) accounts: The PJ Account provides full 
cost recovery to the City. The cost for staff time is based on fully burdened hourly 
rates including overhead. Overhead includes clerical, other support 
employees, consultants, facilities, equipment and service costs such as 
legal advertisements. 

o Initial deposit is determined by staff based on scope of project and 
typical cost to process that application. Initial deposits are shown above 
as guidelines and may be modified depending on the complexity of the 
project. 

o PJ accounts are invoiced monthly and the city will stop all work if 25% of 
initial deposit is not maintained.” 

 
The Planning information on PJ accounts is substantially smaller but it also identifies 
some key areas, such as the following:  
 
• PJ accounts are meant to be full cost recovery.   
 
• PJ accounts will be billed on a fully burdened hourly rate, which includes overhead, 

which is more defined as clerical, support employees, consultants, facilities, 
equipment, and service costs such as legal advertisements.   
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• Initial deposits are determined by City staff and can vary from the deposits noted 

in the fee schedule due to complexity and scope of the projects.  
 
• PJ accounts are invoiced on a monthly basis.  
 
• If the total remaining balance of the PJ account drops below 25% of the initial 

deposit amount, the City will cease all work.   
 
As these points illustrate, there is some consistency between Land Development and 
Planning PJ information, but there are also some differences. The planning fee schedule 
expands that PJ accounts are billed on a monthly basis; however, it conflicts with Land 
Development in stating that the stop work would occur at 25% of initial deposit rather than 
balance of $2,000.  
 
The third City document, which provides information on PJ accounts is the Processing 
Agreement Form or the Payment Agreement for Development Application Processing. 
This form was revised in January 2015, approximately, one year after the Planning Fee 
schedule was effective. The following text is the information included on this document:  
 

“Applicant agrees to pay all legal and consultant costs (including, but not limited 
to environmental, engineering, fiscal, design review and peer review consultant 
fees) incurred by the City for review and processing necessary for the subject 
project, even if the application is withdrawn, not approved, approved subject to 
conditions, or modified upon approval. Applicant agrees to make an initial 
deposit of $10,000 (or other amount as required by the City) to be applied 
toward the above costs, at such time as requested by the City. This initial 
deposit is in addition to the deposit collected for typical application 
processing. Applicant further agrees that no Certificate of Occupancy for the 
project will be issued until all costs are paid. The City is entitled to recover its 
costs, including attorney’s fees, in collecting unpaid accounts. Any refund of 
amounts deposited shall be made in the name of the Applicant, to the address 
noted for billing information. Invoices are due and payable within 30 days. City 
processing of applications will cease when the account balance drops below 
25% of the total initial deposit amount. The total initial deposit amount is the 
sum of the deposit for legal and consultant costs and the deposit for 
application processing. Applicant shall provide written notice to the Finance 
Department in the event that there is a change in Applicant’s interest in the 
property, the project or the billing address or contact person for said project. Said 
Notice shall be mailed first class certified mail to Finance Manager, 455 E. 
Calaveras, Milpitas, California 95035. Applicant shall remain responsible for all 
outstanding costs incurred by City. Applicant agrees to hold City harmless for all 
costs and expenses, including attorney’s fees, incurred by City or held to be the 
liability of the City in connection with City’s defense of its actions in any proceeding 
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brought in any State or Federal court challenging the City’s actions with respect to 
the Applicant’s project. This Agreement shall only be executed by an authorized 
representative of the Applicant. The person executing this Agreement represents 
that he/she has the express authority to enter into agreements on behalf of the 
Applicant.” 

 
Similar to the Land Development and Planning fee schedule information, this portion of 
the document also has key information regarding PJ accounts. The following points 
outline the takeaways from this document:  
 
• Developer is responsible for paying all legal and consultant costs associated with 

the project.   
 
• Legal and consultant costs should be collected as a separate deposit than the 

initial deposit for permit processing and the total deposit is the sum of those two 
deposit amounts.  

 
• The Certificate of Occupancy may be withheld until all final invoices have been 

paid to the City.  
 
• Invoices must be paid within 30 days.  
 
• All work will cease on a project if the remaining deposit falls below 25% of the initial 

deposit amount.  
 
• Any changes to the developer’s information should be communicated via written 

notice mailed to the Finance Manager.  
 
Similar to the Planning fee schedule, the Payment Agreement for Development 
Application Form provides additional information for some items, and information that 
contradicts other City documents. The key contradiction in this document is the 
notification to changes in deposit accounts should be communicated to Finance 
compared to the Engineering Division.  
 
The purpose of highlighting the text and key points from the three different PJ account 
information documents was to demonstrate that while the City does have written policies 
and procedures regarding PJ accounts, due to staff turnover, there is lack of knowledge 
regarding the existence of these documents. There is also a lack of consistency in these 
documents, as the documents may contradict each other. Finally, there is also a lack of 
accuracy in some of the language, as policies and procedures have changed but the 
language in these documents hasn’t been updated.  
 
Therefore, the project team recommends the development of a unified consolidated PJ 
account policy. While there might be some PJ account nuances that vary depending upon 
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the department utilizing the service, generally, there should be a cohesive approach to 
deposit-based fees. The unified PJ account policy and procedure should be set up along 
the following template, which has been filled in with some sample information (should not 
be taken verbatim and should be expanded upon in order to have a fully comprehensive 
policy) to help the development of the policy:  
 

 

City of Milpitas Policy:  XX-XXXX 
 
Departments: Finance, Building, 
Planning, Land Development, Fire 
Prevention 

Effective Date:  05/01/19 
Proposed By:  Finance 
Last Reviewed / 
Revised:  

XX 

Revised by:   
PJ ACCOUNTS (DEPOSIT-BASED FEES)  Approved by:  XX 

 
Policy Purpose: 

 
To document and define the policies and procedures associated with deposit-
based fees collected and issued by the City.  

 
Authority for Deposit-
Based Fees:  

 
Per the Milpitas Municipal Code Title VI Chapter 3 – Fee and Service Charge 
/ Revenue Comparison, the City Manager has the authority to adjust fees and 
charges for full cost recovery.    

 
Department 
Responsibilities:  
 
Finance 

 
1. Receiving and processing all checks associated with PJ accounts.  
2. Assigning all PJ account numbers and disseminating information to all 

supervisors in the Development review departments, to ensure 
appropriate charging to PJ accounts.  

3. Collecting information from Payroll system regarding PJ charges and 
inputting into invoice.  

4. Calculating fully burdened hourly rates for staff positions.  
5. Develop monthly report outlining all active PJ accounts, the total amount 

billed to date, collected to date, and remaining balance.  
 
Department 
Responsibilities:  
 
Development 
Services Partners  

 
1. Collecting initial deposit from applicant including Payment Agreement for 

Development Application Processing.  
2. Charging all time spent on project, including time associated with 

meetings, emails, phone calls, re-reviews.  
3. Reviewing monthly reports provided by Finance to ensure sufficient funds 

based upon status of project. 
4. Serve as the Project Manager for the Deposit-Based Accounts and 

communicating any non-fee related information to Finance.  
5. Provide all contract and legal costs incurred as part of project to Finance 

staff for billing purposes.  
 
General Procedures:  

 
1. Development services staff informs developer that their specific project 

requires a singular initial deposit amount (the singular deposit amount 
should be inclusive of any initial costs incurred by the City for legal or 
external consultants).  

2. Developer provides staff with completed Payment Agreement for 
Development Application Processing and Check with Deposit amount.  

3. Development Services staff makes a copy of the check and the form and 
routes original check to Finance staff.  

4. Finance staff record receipt of the check and assign a PJ Account # to the 
project.  
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Invoice Procedures:  

 
1. Invoices will be issued monthly by Finance for each PJ Account.  
2. Invoices will list the PJ #, Project Type(s), the Address of the Location, the 

tasks performed that month by Department / Position title, the hours per 
task, the hourly rate, and the total charges.  

3. Each new invoice, will summarize project status to date and prior charges, 
as well as remaining deposit-balance.  

4. Invoice should identify the due date of the invoice, and payment 
procedures.   

 
Invoice Penalties / 
Late Fees:  

 
If invoices are more than 30 days outstanding, then there can be a late fee.  
 
If invoices are more than 60 days outstanding, then all work on the project will 
be stopped.   

 
Changes to Developer 
/ Applicant 
Information:    

 
If there are any changes to the developer that is the primary point of contact, 
the changes should be communicated in written format (email acceptable 
instead of mailed written notice) to the Project Contact (Planner or Engineer).  

 
Stop Work 
Thresholds:  

 
The City has the right to stop work on deposit-based projects, under the 
following conditions:  
 
1. Deposit falls below 25% of initial deposit amount or $2,000 whichever 

amount is greater.  
2. If there are outstanding invoices for 60 days or more  

 
Deposit Refunds:  

 
The City will be responsible for refunding any unused amounts on a PJ 
account to the developer after City Council has approved final acceptance of 
the project.  
 
Refunds that are returned due to incorrect information provided by developer, 
and if the City is unable to refund the deposit  shall follow the City’s policy for 
unclaimed checks. 

 
Collection Policies:  

 
The City reserves the right to contact collection agencies to recover any 
unpaid funds on invoices.     

 
Permit Issuance:  

 
No permit should be issued until all outstanding invoices have been paid by 
the Developer.    
 
Final Certificate of Occupancy cannot be issued until all fees and invoices 
have been paid.    

 
Definitions  

 
1) PJ Account: Private Job Account is the terminology used by the City for 

any project that requires a deposit to commence review and inspection.  
2) Fully Burdened Hourly Rates: This refers to the cost of a City employee 

that incorporates salaries, benefits, productive hours, departmental 
support overhead, and citywide overhead.  

 
The exhibit of the template for the PJ account is meant to be a sample of a unified policy 
and procedure document that the City could develop. This document should be developed 
in conjunction with Finance and development review staff to ensure there is a clear 
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understanding and delineation of each departments’ role in the deposit-based process. 
The information from this unified PJ account that is relevant to developers, such as stop 
work threshold, invoice information, late penalties, and permit issuance should be the 
information that is updated on the Payment Processing for Development Applications 
Agreement Form that the City requires for all deposit-based accounts, as well as any fee 
schedules for Planning and Land Development Services.  
 
It is important that through this unified policy and procedure, the City has a comprehensive 
and consistent approach to deposit-based fees. PJ accounts are a great way to ensure 
full cost recovery for development services, but that cost recovery can only be achieved 
if the system is being used effectively.  
 
 Recommendation #34: A unified PJ Account Policies and Procedure should be 

developed, clearly outlining the roles and responsibilities of the departments 
involved in the process, the collection of funds, stop work order thresholds, 
overall process, etc.  

 
  3 PROCEDURES FOR IMPACT FEE AND USER FEES SHOULD BE 

DEVELOPED AND IMPLEMENTED.   
 
There are no standardized operating procedures in place regarding fee calculation and 
fee collection for development review applications. The City has adopted fee schedules 
for the different departments involved in the Development Review process and each 
department is responsible for the application of those fee schedules. The departments 
involved in the development review process also have different types of fees, where 
Planning and Engineering primarily charge deposit-based fees, Building and Fire primarily 
assess flat fees.  
 
During discussions with City staff and as part of the stakeholder outreach the calculation 
and collection of fees was identified as a significant area for opportunity for improvement. 
The current fee schedules for the City of Milpitas are cumbersome, and have limited 
information regarding when and how certain fees should be applied. Therefore, due to 
staff turnover, complex fee schedules, and lack of detailed standard operating 
procedures, fees are being collected and applied inconsistently.  
 
To assist with the issues identified as it relates to collection and application of fees, the 
project team worked with the staff in the development review departments to modify their 
current fee schedules. The purpose of this modification was to provide greater clarity to 
both staff and the applicant. Some examples of the modifications included in the analysis 
are as follows:  
 
• Elimination of repetitive fees: The current building fee schedule lists certain fees 

such as General Plan Maintenance Surcharge, Re-Inspection, and Re-check fees 
at the same rate multiple times throughout the fee schedule. The project team 
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worked with staff to develop a separate miscellaneous fee schedule component, 
in which all of these fees could be captured. This not only streamlines the fee 
schedule by reducing the number of lines, but also eliminates the possibility of 
charging the same fee multiple times throughout the permitting process.  

 
• Consolidation of Fees by Permit Review: The current fee schedule(s) for the 

departments piecemeal a lot of the services; however, certain permits must always 
be performed concurrently. For example, currently the Building Fee Schedule 
charges separate Mechanical, Electrical, and Plumbing (MEP) fees for New 
Construction. However, all New Construction projects will always require those 
plan reviews and inspections; therefore, the proposed fee schedule incorporates 
the time and cost into the updated fee for New Construction; eliminating the need 
for extra fee calculations for MEP permits.  

 
• Conversion to Flat Fees: The majority of the Planning Fee schedule is deposit-

based, and even certain fees that are not deposit-based have the danger of being 
charged as deposit-based. The project team worked with Planning division staff 
and reviewed deposit-account information to transition the majority of fees from 
deposit-based to flat fees. This transition not only eliminates the need for Planners 
to track time on those types of permits and applications, but also provides 
developer’s a concrete cost for the entitlement phase of the development process.  

 
• Reworded / Added Clarification to Fee Schedule: The project team worked with 

staff in the development review departments to re-phrase or reword certain fee 
names to more common permit names; as well as adding any extra verbiage to 
clarify the purpose of the fee. This extra language in the fee schedule is critical to 
ensuring that not only do the applicants understand the reasoning behind a certain 
fee or permit, but that anyone in the City administering the permit also understand 
when and how a certain fee should be applied.  

 
• Delineated Permits: While some permits were consolidated because they are 

always conducted in conjunction with each other, there are other types of fees and 
services that can be done as stand-alone services and are currently being 
captured in other fees or services. For example, the Planning Division currently 
issues Temporary Use permits, but due to a lack of fee for it on the fee schedule, 
the staff has defaulted to charging it as a Minor Conditional Use Permit or Minor 
Site Development Permit. For greater clarity and consistency, it is being 
recommended that a separate fee for this type of permit be added to the fee 
schedule.  

 
The changes referenced above were proposed in conjunction with discussion with City 
staff as well as by comparing the City’s current and proposed fees to other fee schedules 
within the Greater Bay Area.  
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While these changes will assist Permit Technicians and City staff in processing and 
implementing the proposed fee schedules, the project team is also recommending the 
development of a user guide for the collection of development fees. The user guide will 
serve as a “do’s and don’ts” of fee collection and will ensure that all development review 
staff (individual departments as well as Permit technicians) are appropriately charging 
and collecting the fees for the services that they are providing. The following section 
indicates the Do’s and Don’ts sheet that was developed for Fee collection:  
 
Do’s of Fee Collection:  
 

� Check to see that the fee amount calculated by the Permit system matches the 
fee amount on the adopted City fee schedule.  

� Check to see that the appropriate surcharges for General Plan (building fees 
only) and Technology surcharge have been applied on the fee.  

� Check to see if any development impact fees apply – that they have been 
calculated and are added onto the permit fee.  

 
Don’ts of Fee Collection:  
 

� Charge flat fees as deposit-based fees. Flat fees should be a one-time charge to 
any project.  

� Charge deposit-based fees as flat fees. Deposit-based fees require initial up-front 
collection, and then billing against the deposit rather than collection of fees and no 
follow-up administrative work.  

� Charge for additional plan reviews and inspections unless instructed by 
Department Director with proper verification that existing reviews and inspections 
have been exhausted.  

� Charge permit fees + mechanical, electrical, and plumbing fees, if the permit fee 
already includes the time and effort associated with the mechanical, electrical, and 
plumbing fees.  

 
The Do’s and Don’ts of Fee collection is meant to serve as a reminder to anyone collecting 
fees for Development Review Services to check these items. The items will ensure that 
the City collects all of the fees that it should be collecting, and that it does not run into 
issues of inconsistent charging, as every development review fee collector will be 
following the same do’s and don’ts.  
 
In addition to the generic standardized document, the project team also worked with 
Building Department staff to develop a user guide for their proposed fee schedule. Due 
to the significant modifications made to the fee schedule, this user guide will ensure that 
Permit Technicians and City staff are aware of the changes of the fee schedule and apply 
it consistently across all development projects. This user guide will be a more detailed 
version of the do’s and don’ts checklist, with examples by permit types and has been 
provided to staff under separate cover from this report.  
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 Recommendation #35: The City should develop standard operating procedures 

for fee collection and application by adopting a do’s and don’ts checklist for fee 
collection.  

 

  4 
UPDATE PERMIT FEE CALCULATORS / SAMPLES ON THE CITY’S WEBSITE 
IN COMPLIANCE WITH CURRENT AND PROPOSED CITY FEES AND 
DEPOSITS  

 
The City of Milpitas currently publishes a variety of types of projects and proposed fee 
calculations on the City’s website. These calculations are shown by common types of 
development projects for Building fees only. For Planning, Fire Prevention, and Land 
Development, the fees are only shown as the fee schedule, rather than by type of 
development project.  
 
The presence of fee calculator(s) or fee calculations by sample project type on the City’s 
website mitigates questions from the developers or an applicant regarding the scope of 
fees they should expect for their type of development activity within the City. Additionally, 
having these permit fee calculators reduces the burden on staff for calculating fee 
estimates for the developer or applicant, as they can refer them to the website, and / or 
ensure that the system’s total fees are in line with the permit fee estimator or calculator.  
 
As aforementioned, only Building currently has such a system in place. To improve 
consistency across the development review process, Planning and Fire should also add 
to the sample project types for Permit Fee Estimators or calculators. While Land 
Development should also include a Permit Fee Estimator, the majority of its fees are still 
deposit-based, and as such the estimates should primarily be done for any projects that 
would be eligible for flat fees. Additionally, any projects that span multiple departments 
and would be subject to multiple fees, should show not only the fee for the primary 
department, but any additional fees that could be assessed by supporting departments.  
 
The permit fee estimators currently on the City’s website for Building Permit fees do not 
match the City’s current adopted Building Fee Schedule. For example, the website 
currently requires for Re-Roof permits a valuation cost for the project; however, the 
current fee schedule charges a flat fee for Re-Roof permits and there is no valuation-
based calculation. Furthermore, even after inputting estimated valuation amounts, the 
Permit Fee Calculator or Estimator does not provide an estimate for Plan Review and 
Inspection Fees. The lack of permit fee estimate generation seemed consistent 
throughout most of the forms posted on the City’s website for Building permits.  
 
As there has been a significant change in the City’s building fee schedule, the City should 
update all of the sample permit fee calculators and estimators on the City’s website to be 
in accordance with the City’s adopted fee schedule for those services.  
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 Recommendation #36: The City should update its online permit fee calculation 
samples to incorporate examples of Planning, Fire, and Land Development 
Permits. The existing building permit samples should be updated based upon 
the adopted fee schedule.  

 
  5 CONSIDER TRANSITIONING DEVELOPMENT RELATED SERVICES INTO AN 

ENTERPRISE FUND(S)  
 
The primary development-related functions for the City – Planning, Building, Land 
Development, and Fire Prevention – are all currently housed and located within the City’s 
General Fund. The only exception to this is that the Utilities Engineering development 
review and inspection process is housed in the Utilities Enterprise Fund.  
 
The concept of an Enterprise Fund is that any revenue collected by that fund, can only 
be used to support the appropriate services provided by that fund. It cannot be used to 
fund operations, services or expenses unrelated to the purpose of the fund. For example, 
if Fire Prevention becomes an Enterprise Fund, any revenue generated by Annual 
Occupancy Inspections can be used to specifically fund additional inspectors as required 
to complete those inspections.   
 
The following table outlines the key aspects of General Fund and Enterprise Funds:  
 
General Fund Enterprise Fund 
 
Revenues are put into a singular funding pool 
that encompasses taxes, fees, fines, and 
surcharges.  

 
Revenues are put into a singular funding pool that is 
specific to the enterprise or business rather than the 
General City.  

 
Is related to services that primarily have a public 
benefit such as Police – Patrol, Fire – 
Suppression, Parks and Recreation. 

 
Is related to services that have a specific benefit such 
as – Building permits, Fire occupancy inspections, 
Water Services, Sewer Services, etc.  

 
Revenues can be used to fund any activity that 
is property-tax funded, as revenues from Parks 
and Recreation can be used to fund additional 
Police officers. 

 
Revenue can only be used to fund the activities 
specified by the Department(s) within the Enterprise 
Fund; revenues for fire inspections can only be used 
to fund fire inspection related costs or staffing needs.  

  
The fund must be self-sustaining; revenue must 
always offset expenditures. Any excess revenue can 
be used for reserves.  

 
As the table indicates, the primary difference between a general fund and enterprise fund 
is that the Departments / Divisions that are enterprise funds have greater flexibility in the 
use of the revenue that is generated. Any excess revenue generated by the fund can be 
used for reserves or to offset any proposed increases, but it is revenue that is truly 
realized by the Department. As part of the comparative survey, the project team asked 
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jurisdictions to provide information regarding if development services within their City are 
enterprise fund(s). The following table shows the responses by jurisdiction: 
 
City Is an enterprise fund established for development services? If so, which 

functions are included? 
Dublin No 
Fremont Yes, Planning, building, and engineering. 
Livermore No 
Mountain View Yes. Building, fire, and some planning and public works functions are included. 
Palo Alto No 

San Mateo Yes, Building, Fire, Planning, and the development services functions of Public 
Works 

Santa Clara No 
Sunnyvale Yes - Building, Planning, Public Works 

 
Of the eight agencies surveyed, four have development services as enterprise funds and 
four have them as part of the General Fund. Therefore, while it is an emerging trend in 
the Bay Area, there are still several cities, which have development activities within the 
General Fund. If Milpitas were to consider transitioning development services to 
Enterprise Funds, it would be part of the growing trend within the area, considered to be 
a best practice and supported by the participating stakeholders.   
 
While transitioning to an Enterprise Fund will require development services to be self-
sufficient; this self-sufficiency does not have to be solely dependent upon fee revenue. 
There might still be the need for transfers or subsidies from the general fund to account 
for items such as fee waivers (for hardship and natural disasters), discounts, and / or 
policy choices to subsidize certain fees to encourage compliance with development codes 
and regulations. Per state rules and regulations, these conscious subsidies and policy 
choices could not be funded by over-charging other permits and fees; therefore, a gap 
would exist. The development of an enterprise fund, would not preclude the City from 
having those policies, it would just require the City to be conscious that having those 
policies would require support from general fund in the form of a transfer. 
 
As the City works towards continuously improving and streamlining its development 
review processes and services, the City should consider in the mid-term the possibility of 
transitioning one or all development-services to Enterprise Funds. By encouraging 
Development Services to operate as an Enterprise Fund, they will not only have greater 
flexibility in the use of their revenue sources; but they will also be required to have a 
greater understanding of their costs for service.   
 
 Recommendation #37: Development Services activities should be transitioned 

from a General Fund to Enterprise Fund(s) over the next several years.  
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  6 DEFERRED REVENUE FUNDS ARE CRITICAL FOR BUILDING PLAN REVIEW 

AND INSPECTION SERVICES  
 
The City of Milpitas currently has a policy in place for a Deferred Revenue Fund for 
building permits. The building permit fee is typically collected prior to construction; 
however, it is meant to account for all inspections that would occur during the construction 
phase, until the final issuance of the Certificate of Occupancy. Sometimes these 
inspections can all occur within a single fiscal year; however, typically the inspection 
process can last for several years. Therefore, to account for the inspections that are 
occurring in the years following the payment of the building permit, there is a practice in 
place to set aside excess revenue collected by building for a Building Deferred Revenue 
fund.  
 
The Building Deferred Revenue Fund is meant to offset the cost associated with the 
inspections occurring in the years following the primary fee collection. This concept 
ensures that developers are appropriately paying for their fair share of inspection costs 
through the building permit phase.  
 
Currently, the City only has this policy in place for Building Permit fees. However, both 
Fire Prevention and Land Development staff conduct inspections during the construction 
phase of the project. Land Development inspection staff recover for their inspection time 
and cost by billing developers directly for any inspection time through a Private Job (PJ) 
Account. Fire Prevention inspections operate similar to Building Permit inspections in that 
the Fire Permit fee is collected initially; whereas, the inspections may occur for several 
years.  
 
To be consistent with the practice for Building permits, the Finance Department should 
also establish a deferred revenue fund for Fire Prevention Permits. This will ensure that 
any excess revenue collected by Fire Prevention for Building Permit projects can offset 
the costs associated with those inspections occurring throughout the life of the project.  
 
 Recommendation #38: A deferred revenue fund for Fire Prevention should be 

established to be consistent with the deferred revenue fund for Building.  

 
  7 FEE REVENUE SHOULD BE AUDITED TO ENSURE APPROPRIATE AND 

ACCURATE COLLECTION OF FEES    
 
Each development services department is responsible for charging and collecting their 
appropriate fees. However, during the building plan check and permit phase, the Permit 
Technicians are responsible for calculating and providing the applicant with the total fees 
to be paid (Building fees, impact fees, any cross-departmental fees, etc.). Currently, there 
is no practice in the City for there to be an audit of the fees collected by development 
departments. The purpose of an audit would be to check the following items:  
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1.  The correct fee type was applied – i.e. plan check for plan check, inspection for 

inspection  
 
2.  The fee amount applied was accurate – i.e. it matched the City’s adopted fee 

schedule or that the appropriate set of plans was used to calculate the impact fees.  
 
3. Any cross-departmental fees (fire, planning, land development) are charged with 

the permit issuance.  
 
4.  There is no collection of flat fees on top of deposit-based fees. 
 
5.  Any extra plan checks and inspections are documented to be above and beyond 

the original plan check and inspection service levels.   
 
The audit checklist items are similar to the do’s and don’ts of fees, and the purpose of the 
audit would be to ensure that the Permit Technicians and / or any other position collecting 
fees in the City are appropriately charging and collecting those fees.  
 
As the City issues approximately 4,500-5,000 building permits a year, auditing each 
permit would be a significant amount of workload. Additionally, as many of these permits 
are low dollar value, there is limited cost benefit analysis associated with auditing each 
permit. Therefore, the project team developed a criteria that would trigger the audit of a 
permit – any project, whose development footprint is greater than 50,000 sq. ft. In the last 
fiscal year there were a total of 13 permits (plan check and inspection) for this type of 
project; as such it would not be a significant amount of workload. Any project that is 
greater than 50,000 square feet would imply a large development project, which could 
have the potential to have a significant amount of fee-related revenue, as well as 
development impact fees (i.e. TASP).  
 
While it is possible to require that any project in this scope should just require two 
separate staff positions to calculate all relevant fees; the City does not issue any permits 
until fees have been paid. Instituting this type of requirement would further prolong the 
development process. As such, within 10 business days of permit fee payment, the fees 
collected should be audited. The audit would ensure that any and all fees collected are 
appropriate, if there are any over-charges or under-charges, then the City can ensure that 
prior to Certificate of Occupancy issuance, the City can either collect the remaining fee 
revenue or refund incorrect revenue collection.  
 
The collection of additional fees or refund of monies due to fee recalculations as part of 
this audit should be documented in a written policy and shared with developers / 
applicants whose projects would qualify for this audit. This will ensure that the applicant 
is aware that due to this audit there may be the need to pay additional fees as part of this 
project. The applicant should also be informed that this audit would occur within 10 
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business days of fee payment to ensure that any miscalculations are caught significantly 
early in the development process.   
 
The audit of the fee revenue should primarily be conducted by the Administrative Analyst 
II proposed during the mid-year budget adjustment process. This is the same position 
that is responsible for assisting with budget development, performance measures, and 
revenue support. Therefore, it seems appropriate that the revenue auditing function 
should fall within this position’s purview.   
 
 Recommendation #39: Fee revenue (user fees and development impact fees) 

should be audited within 10 business days of initial fee payment by the 
Administrative Analyst II position for any development projects that are greater 
in scope than 50,000 sq. ft.  

 
  8 THE FAST TRACK / OVERTIME PLAN REVIEW SHOULD ONLY BE CHARGED 

ON AN OVERTIME HOURLY BASIS 
 
At the beginning of March 2019, the City of Milpitas issued an application and procedure 
document for Fast Track / Overtime Plan Review services for development projects. The 
City has always offered Overtime or After Hours Plan Review services, however, the 
purpose of this document and application was to provide some additional guidelines and 
clarifications regarding this process.  
 
Due to the extreme influx of development activity, as well as only 53% of building plan 
reviews being conducted on time, there has been an increased demand for expedited or 
fast-tracked plan reviews. The concept of expedited or fast-tracked plan reviews is that 
these plan reviews are performed in a shorter turnaround time. The only way to perform 
fast-tracked reviews in a shorter turn-around time without adding additional staff is to 
either perform the review after hours, so as to not impact other already existing application 
workload, or to utilize an external / third-party consultant.  
 
Based upon the City’s outlined form, the intention of the City is to perform these services 
on an overtime basis. There are some conditions that must be met in order for the project 
to qualify for expedited services, which have generally been outlined on the City’s 
application form.  
 
This form also outlines the City’s draft fees to be collected for fast-track / overtime plan 
review services. In the state of California, there are several propositions that prohibit cities 
and local governments from charging more than it costs to provide a service. The user 
fee study, provided under separate cover, will provide additional legal authority and 
background for these regulations. The expedited and fast-tracked program also falls 
within these parameters. 
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In reviewing the City’s form for Expedited review, the project team recommends altering 
certain language and verbiage on the form. There are several areas of concern for the 
project team as described below:  
 
• Fee Processing: Currently, the form states that the overtime plan check fees are 

in addition to the normal plan check fees. Due to the rules governing user fees in 
California, the City cannot charge both a regular plan check fee and expedited or 
overtime plan check fee. The City can choose to charge the developer or the 
applicant the overtime plan check fee based on the overtime hourly rate, but it 
cannot charge both plan check fees.  

 
• Fee Refunding: The form states that the overtime will be performed based upon 

availability of personnel, but there is no discussion regarding any refunding of the 
overtime fee for those individuals or review types if those reviews are not fast-
tracked or done on overtime.  

 
• Overtime Rates: The application procedure lists the overtime hourly rates for the 

four different reviews – Building, Engineering, Planning, and Fire. The hourly rates 
listed do not correspond with the hourly rates (other than Building) listed on the 
current adopted fee schedules for those departments. As such, there is no 
reference or current fee schedule (other than Building) for where these fees can 
be tied to in regards to authority and adoption from City Council.  

 
Due to these areas of concern, the project team would recommend that if the City would 
like to offer this service, it should revise the Overtime / Fast Track Plan Check form to 
follow California rules and regulations regarding fees and applicability of fees. The City 
should only charge developers on an hourly basis in accordance with overtime rates. 
There should be no charging of the plan check fee and the overtime plan check fee. 
Additionally, if there are any review staff that do not have the capacity to perform this 
review outside of normal business hours in any of the reviewing departments, the City 
should not offer that application for expedited review, so as to not charge for overtime 
services when the result will still be the normal turnaround time.  
 
This type of program can lead to creating high service delivery expectations, which based 
upon current staffing levels may not be possible. Based upon these recommended 
procedures, the City may also want to confer internally to determine if it currently has the 
staffing capacity to offer overtime and expedited reviews, when its unable to meet its 
established timelines with its current staffing levels.  
 
 Recommendation #40: Fast Track / Overtime Plan Review should only be 

charged based on City Council adopted overtime hourly rates on the fee 
schedule and there should be no additional plan review charges beyond the 
overtime hourly rate times hours billed to a project.  
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Recommendation #41: The City should not offer expedited review if there is a 
lack of staff overtime availability in all reviewing departments.  
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Appendix A: Best Practice Assessment 
 

 
As part of the Service Delivery Fee Study for Development Services for the City of 
Milpitas, the Matrix Consulting Group conducted a Diagnostic Assessment of the 
Development Review Process, encompassing Building, Planning, Fire Prevention, Land 
Development, and Finance. The purpose of this analysis was to obtain an understanding 
of how well development services within the City meet best practices.  
 
The following subsections introduce the Diagnostic Assessment, highlight key strengths, 
identify opportunities for improvement, and provide the detailed diagnostic matrix of best 
practices for functional areas involved in the development review process.   
 
  1 Introduction  

This interim report represents an important step for the project team to report on initial 
key findings and opportunities related to the development review process for the City of 
Milpitas. In order to make the assessments of operational strengths and improvement 
opportunities, the project team utilized a set of best management practices against which 
to evaluate the various operations and processes of development review.  

The project team utilized a variety of data collection and analytical techniques to compare 
current operations against measures of effective operations in municipal organizations.  
This best management practices assessment provides measures of operation for major 
functions with the development review process. The best practices consist of:  

 
• Statements of “best or prevailing practices” based on the study team’s experience 

in evaluating high-performing municipal operations. 
 
• Statements of “best practices” or “recommended practices” or performance targets 

based derived from national professional service organizations (such as American 
Planning Association, International Code Council, etc.). 

 
• Identification of whether the particular unit meets these performance targets. 

 
The diagnostic assessment is one of several tools that will be used to identify 
recommended reforms.  Following completion of this analysis, it will be used along with 
information obtained from stakeholder surveys and workshops, an analysis of peer 
communities, feedback from the City, and data analysis by the project team to develop a 
final set of recommendations. 
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  2 Key Strengths  
 
Although, the Diagnostic Assessment is designed to largely identify improvement 
opportunities, it is also an opportunity to identify elements of the process that work well.  
Some of the key strengths for the City of Milpitas as it relates to development review 
include: 
 
• The City has adopted review timeliness for development related applications and 

turnaround times are posted on the City’s website. 
 
• The Building and Planning webpages include a wealth of information related to the 

development review process.  
 
• Staff are readily accessible to customers and public via the counter and email. 
 
• Building and Planning review comment letters provide consolidated comments to 

the applicant.  
 
• Building permits may be applied for online and the applicant may track the review 

process online.   
 
• Building permit data is available to the general public through the online permitting 

system.   
 
• Host Community Development Roundtable meetings to solicit feedback from 

developers on a regular basis.    
 
As the points above indicate, the City is already meeting a variety of best practices, 
specifically as it relates to building and planning permits.  
 
  3 Key Opportunities for Improvement  
 
The comparison of the City’s current approach to best management practices also 
identified some key issues.  Some of the most notable issues are listed below: 
 
• The Building Department is the primary user of the permitting software system, 

and all reviewers utilize the system for building permit processing.  However, the 
Fire Department and Land Development staff utilize their own software systems 
for their respective permits and inspections.   Furthermore, Planning staff utilize 
the permitting software system to various degrees. Planning should utilize the 
permitting software for all applications. There is no single integrated system. 
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• Workload volumes have created challenges for Building Plan Checkers to 
consistently complete their reviews within posted review timelines.   

 
• Fees are applied inconsistently by departments, which results in lack of quality 

control of revenue collected. This includes the potential of both under and over-
collection of revenues. A procedural checklist should be established for permit 
technicians to ensure that fees are applied correctly, for example, impact fees 
should be applied at the building permit phase and utilize information from 
approved building plans.  

 
• The City has not had a comprehensive review of its impact fees or user fees on a 

department-by-department basis to have documented and defensible nexus for 
the establishment of those fees.  

 
• The PJ Account system is cumbersome, manual, and while monitored by Finance 

staff for billing purposes it is not monitored by Planning or Land Development staff 
to ensure that there is sufficient funding to complete the projects.  Additionally, staff 
do not consistently charge time to PJ Accounts. 

 
The points indicate that despite meeting a variety of best practices, there are still 
significant opportunities for improvement for the City as it relates to development review 
processes.  
 
  4 Detailed Diagnostic Assessment  
 
This section provides an initial overall assessment of current operations and processes 
and identifies initial opportunities for organizational and operational improvements. The 
assessment is presented in a checklist format. The checklist identifies whether current 
practices do or do not meet the target. Descriptions for improvement opportunities are 
included in the last column of the table.  The issues identified in this review will be 
analyzed further by the project team, leading to the development of the draft report. 
 
This diagnostic assessment of best practices is broken down into the major subsections 
of: Management and Administration; Customer Information and Interaction; Processes; 
Technology Utilization; and Finance. 
 

Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Management and Administration  

 

 
The City has goals, objectives, and 
performance measures for permitting 
activities.   

 
ü 

 
ü 

 
Planning is currently 
developing key performance 
measures.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Managers routinely review 
performance (speed, efficiency) of the 
permitting process.   

 
ü 

  

 
Managers and staff have access to 
clear and accurate reports showing 
current workload, timelines, and other 
measures of performance. 

 
ü 

  

 
There are well-documented policies 
and procedures in place to govern the 
actions of employees. 

 
ü 

  
 

 
The department has backup plans 
and succession plans in place in the 
event of absence or departure of key 
staff.   

 
ü 

  
 

 
Customer satisfaction with each 
phase of the development process is 
monitored.  

 
ü 

  
A customer satisfaction survey 
link is provided on the Building 
Department’s webpage.  

 
Staff are providing with on-going in-
service training opportunities for their 
professional development.  

 
ü 

  

 
Internal staff training is provided on 
new features within the permitting 
software system.  

  
ü 

 
There is no ongoing training 
for already established staff on 
TRAKiT and its capabilities.  

 
Customer Information and Interaction 

 
The City provides easy-to-understand 
and attractive guides to the planning, 
building permit, inspections, and 
Certificate of Occupancy process. 

 
ü 

  
This includes how to guides 
and step by step instructions 
on how to navigate the newly 
implemented online application 
portal.  

 
The City’s web site includes a virtual 
“one stop shop” that provides an 
overview of all permitting 
requirements and links to permitting 
requirements by department or 
division.   

 
ü 
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
All development staff are available at 
a single, easy to access location. 

 
ü 

 
ü 

 
All development staff are 
located in City Hall.  However, 
some staff are located in 
separate suites and / or on 
different floors.  Permit counter 
serves as a one stop shop, but 
Fire, Planning, and Land 
Development do not staff the 
counter, but are available as 
needed. 

 
The City reaches out to the business 
and development community through 
periodic communications.   

 
ü 

  
Community Development 
roundtable was started in Fall 
2018 to engage the 
development community. 

 
The City regularly obtains input from 
the business and development 
community on issues related to 
development review and permitting.   

 
ü 

  
 

 
The City’s policies and website clearly 
identify what applications can be 
approved administratively versus 
approval by Planning Commission 
and City Council. 

 
ü 

 
ü 

 
Some approval authority is 
online, but located in the City’s 
adopted zoning ordinance and 
not summarized clearly on the 
Planning’s webpage.  

 
The City provides clear and 
comprehensive checklists identifying 
all items required to be submitted for 
each application type. 

 
ü 

 
ü 

 
Building and Planning utilize a 
generic, multi-use application 
that does not include submittal 
checklists.  However, 
application checklists for 
building permits is found on 
the “Procedures” webpage.  

 
Submittal deadlines and public 
hearing meeting dates are published 
online. 

  
ü 

 
Develop a submittal deadline 
calendar that includes when 
the application may go to 
Planning Commission, if there 
are no comments or changes 
necessary.   

 
The City’s long term plans and land 
development code are available on-
line.   

 
ü 
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
The City’s adopted ordinance, 
regulations, and design standards are 
available and up-to-date online. 

 
ü 

 
ü 
 

 
Standards are available and 
online.  However, some 
standards and specifications 
(e.g. Land Development and 
Utilities) need to be updated. 
Staff indicated they are in the 
process or developing a 
timeline to update standards 
and specifications.   

 
Processes 

 
Permitting intake staff are certified 
permit technicians. 

 
ü 

  
 

 
Permit technicians review applications 
for completeness at time of submittal. 

 
ü 

 
ü 

 
This is only true for building 
submittals. For any other 
submittals, the permit tech will 
either take in the application 
as is, route to the specific 
department or call the relevant 
department staff to the 
Counter.  
 
Planning staff do not review 
applications for complete 
submittal  

 
The department uses a case 
management approach to review site 
plans, land disturbance, and building 
permits.   

 
ü 

  
The assigned Plan Checker or 
Planner serve as the project 
coordinator for respective 
projects.  

 
Preapplication meetings are held for 
major projects.   

 
ü 

  
 

 
Review timelines are posted on the 
City’s website.   

 
ü 

  
Adopted timelines vary 
depending on application type.  
Also, resubmittals are 
processed faster than new 
applications.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Adopted review timelines are met 
consistently.  

 
ü 

 
ü 

 
Due to workload volume and 
staffing vacancies, the Building 
Department has had issues 
with meeting adopted 
timeliness, especially for larger 
projects.   
 
Planning staff generally meet 
the 30 day completeness 
review.  

 
Review timelines are uniform across 
all review departments.  

  
ü 

 
Most timelines are uniform for 
larger projects (30 days), but 
Land Development has a 20 
day review timeline.  

 
A formal Development Review 
Committee is responsible for ensuring 
that plans address all City 
requirements.   

 
ü 

 
ü 

  
There is a DRC meeting held 
each Thursday, however they 
do not specifically focus on 
application review. They cover 
a wide variety of topics.  
 
The Transit Area Specific Plan 
(TASP) meeting is not held on 
a regular basis.  Resulting in 
challenges associated with 
application review coordination 
for projects in this area.  Also, 
issues have been noted 
related to the collection of 
specific fees for TASP 
applications.  

 
All review comments are incorporated 
into a single comment letter and 
distributed to applicant by project 
manager. 

 
ü 

  
 

 
Review comment letters are 
consistent in their approach, format, 
and information provided.  

 
ü 

  
For building applications, 
comment letters are auto-
generated in the software 
system and maintain 
consistency.  

 
Project review / comment letters 
provide reference to checklist and / or 
code reference.  

 
ü 
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Plans are reviewed concurrently to 
avoid delays. 

 
ü 

 
ü 

 
If the plan set requires Public 
Works Utility review, they are 
generally reviewed towards 
the end of the process as they 
may receive the plan from 
Engineering – Land 
Development after their initial 
review versus receiving the 
plan set directly upon 
submission.  

 
There is a clear and consistent 
approach to coordination efforts 
between City reviewers and outside 
review agencies.   

  
ü 

 
There is no consistent 
approach nor policy and 
procedures related to 
coordination with outside 
reviewers.  Staff use 
independent discretion on 
coordination with reviewers.   

 
For re-submitted plans, reviewers 
focus on ensuring that comments 
have been addressed, not issues that 
should have been brought up in initial 
review. 

 
ü 

 
ü 

 
Focus groups indicated they 
receive new comments upon 
resubmittal, especially for 
Building permits.   

 
A process is in place to prevent 
numerous resubmittals.   

 
ü 

 
ü 

 
There is currently no limitation 
on number of resubmittals. 
There is also no resubmittal 
fee after certain number of 
plan checks or reviews to 
encourage developers to 
ensure all conditions are met 
in the initial reviews.  

 
Approval authorities for planning and 
zoning permits are clearly stated and 
simple permits are approved 
administratively.    

  
 
ü 

 
The city code includes a chart 
identifying the approval 
authority.  Staff has broad 
approval authority for a variety 
of application types.  

 
Conditions of approval are issued with 
the permit where applicable.   

 
ü 

  
Primarily utilized for planning 
applications.  

 
Applicants can track their permit 
application on-line.  

 
ü 

 
ü 

 
Building applications only. 
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Staff reports to the Planning 
Commission and City Council are 
thorough and include staff 
recommendation. 

 
ü 

  
Staff reports to Planning 
Commission are thorough and 
meets best practice.   

 
Simple permits (e.g., basic electrical, 
mechanical, and plumbing permits 
and minor building alterations) can be 
issued on the spot with no review, 
subject to inspection 

 
ü 

  
The online permitting platform 
allows for online submission 
and issuance of simple 
building permits.  
 

 
Customers are given an approximate 
time to expect their inspector. 

 
ü 

  
 

 
Applicants can request building 
inspections up to 5 pm on the day 
before; next day inspections are 
available for 100% of requests.   

 
ü 

 
ü 

 
98% of inspections in 
December 2018 were 
conducted next day.  
 
There is no limitation on the 
number of inspections that can 
be requested for one day.  
 
Fire Inspections take 
approximately 10 business 
days to be scheduled.  

 
An automated voice-activated or 
online inspection request system is 
utilized to receive inspections with 
linkage to the permit information 
system. 

 
ü 

  
90% of building inspections in 
December 2018 were 
scheduled online or by IVR. 

 
Combination reviewers/ inspectors 
are used to reduce the need for 
duplicate inspections at a single 
project. 

 
ü 

  
 

 
Inspectors conduct between 12 and 
18 inspections per day.  

 
ü 

  
 

 
The department charges a re-
inspection fee to encourage builders 
to make sure work is complete and 
ready to inspect at time of inspection. 

 
ü 

 
ü 

 
There is no identified service 
level in the existing fee 
schedule, resulting in 
inconsistent charging of re-
inspection fees.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Zoning inspections are completed 
before the certificate of occupancy is 
approved.  

  
ü 

 
Zoning inspections are not 
completed regularly.  Spot 
audits have determined that 
some conditions of approval 
are not enforced uniformly.   

 
There is a clear policy and procedure 
requiring Departments / Divisions 
utilizing deposit-based fees to review 
monthly tracking reports on deposit 
accounts.  

  
ü 

 
Staff are provided monthly 
tracking reports from Finance 
regarding deposit accounts. 
These reports are not 
reviewed by the Project 
managers at the level of detail 
necessary to tell Finance to 
either continue billing for a 
project or stop billing once a 
project has been finalized or 
completed.   
 
A clear procedure needs to be 
established which identifies 
the roles of each City 
Department / Division in the 
deposit-based process, 
including who is responsible 
for opening the account, 
stopping work, continuing to 
bill, or closing the account.  

 
A procedure checklist for application 
of different types of fees should be 
established and distributed to the 
permit technicians.  

  
ü 

 
The checklist should clearly 
identify when each fee type 
should be collected, what is 
the basis for the specific fee 
type (i.e. master fee schedule, 
impact fee, number of units, 
etc.) and at what phase of the 
process the fee should be 
collected.  

 
Technology Utilization 

 
Applicants can apply, pay for, and 
receive permits, some instantly, using 
an on-line portal. 

 
ü 

 
ü 

 
Started on January 2, 2019 for 
Building permits only.  Plan is 
to add Planning permits in the 
near future. This is not an 
option for Fire or Land 
Development applications.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Applicants and city staff can look up 
status of a permit, including 
comments from reviewers, on-line or 
using the software.   

 
ü 

 
ü 

 
The general public may also 
search by property address to 
see current permit activity.  
 

 
Permit tracking software is used to 
manage the permit intake, review, 
and issuance process as well as 
related inspections. 

 
ü 

 
ü 

 
The Building Department is the 
primary user of the permitting 
software.  All reviewers have 
access to the system to upload 
building permit review 
comments.  
 
Fire and Land Development 
utilize additional software 
programs for their respective 
permits and inspections.   
 
Planning only utilizes the 
permitting software system for 
Building applications 
consistently.  Staff do not 
consistently use TRAKiT for 
planning applications.  

 
All plan review comments are entered 
into the system and available to other 
reviewers, permit techs, and 
applicants (via the front end). 

 
ü 

 
ü 

 
Other departments and 
disciplines don’t always use 
TRAKiT to record comments, 
but Building will try to enter all 
comments into TRAKiT. 

 
The permitting system electronically 
routes applications to all reviewers, 
who can also electronically approve, 
disapprove, and provide comments.   

 
ü 

 
ü 

 
This practice is met for 
electronically submitted 
building applications.  Paper 
applications are distributed, 
but the workflow is assigned to 
respective reviewers in the 
software system.  

 
The city is moving towards a 
paperless system for all stages of 
permitting and development review.   

 
ü 

 
ü 

 
Implemented for building 
permits on January 2, 2019. 
There are no plans for 
Planning, Fire, or Land 
Development.    

 
Final approved plans are submitted in 
PDF format and attached to the 
permit record in the permitting 
software. 

 
ü 

 
ü 
 

 
As-builts may still be submitted 
via paper. Paper copies are 
scanned then attached to the 
permit file.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
The permitting system generates 
clear, user friendly reports on 
permitting activity which can be 
posted to the internet. 

 
ü 

  
Building staff have created 
numerous reports that may be 
generated.  

 
The permitting software has the ability 
to capture time associated with a 
particular permit application.   

 
ü 

 
ü 

 
This feature is only available 
for Building Applications as it 
relates to inspections. This 
feature is not available for 
Planning, Fire, or Land 
Development projects.  

 
The permitting software is utilized to 
track employees time spent on a 
permit application.   

  
ü 

 
TRAKiT may be used in lieu of 
current financial software to 
track employees time spent on 
application review.   

 
Development staff has access to 
applicable GIS layers. 

 
ü 

 
ü 

 
The current GIS system does 
not integrate with TRAKiT and 
staff is required to use two 
different systems.   

 
The general public can look up zoning 
information, flood zones, and other 
pertinent information using Web GIS. 

 
ü 

  

 
Inspectors enter inspection results 
and correction items in the field via 
tablet and have it instantly available 
and viewable on-line. 

 
ü 

 
ü 

 
Building Inspectors have the 
capacity to access permit 
information and record 
inspection results via tablet in 
the field.   
 
Land Development / Public 
Work Inspectors have created 
their own software system not 
connected to Building permits.   
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
One software system is utilized for all 
permitting, inspection, and code 
enforcement functions in the City. 

  
ü 

 
The Fire Department utilizes 
Fire Maker Pro for their 
respective permits and 
inspections. 
 
Land Development is in the 
process of creating an internal 
system to track their inspection 
workload. 
 
Currently, Code Enforcement 
does not have access to 
TRAKiT and cannot effectively 
track current development 
projects and / or permits.  
 
Housing does not have access 
to TRAKiT and cannot provide 
review or comments effectively 
to ensure compliance with 
inclusionary housing 
ordinances.  

 
Permitting software users are 
provided with new user training upon 
hiring with the City.   

 
ü 

 
ü 

 
New Building Department 
employees are provided with 
initial software training. 
 
Non Building Department staff 
are not provided training for 
permit software training.  

 
Finance 

 
Fee scheduled is published online. 

 
ü 

  

 
The Finance Department is 
responsible for actively tracking all 
deposit accounts on a monetary 
basis. 

 
ü 

 
ü 

 
The Finance department is 
responsible for tracking and 
monitoring the deposit-
accounts only from the 
financial perspective. The 
Departments / Divisions 
conducting the review and 
inspections are responsible for 
monitoring the accounts from a 
project status perspective.   
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
The PJ Account system utilizes a 
blended hourly rate for positions, 
rather than a specific rate by 
individual.  

 
ü 

  
It is the top step rate, but it is 
one rate for each position type. 
There are no separate rates 
charged if contracted staff are 
used.  

 
The hourly rates utilized by Finance 
for PJ accounts are fully burdened 
hourly rates and account for salaries, 
benefits, productive hours, and 
departmental and citywide overhead.  

 
ü 

  
The rates calculated by 
Finance involve the top step 
and adds the departmental 
and citywide indirect rates to 
arrive at the fully burdened 
hourly rate. These rates 
should be reviewed at the 
beginning of each fiscal year 
to ensure that they incorporate 
all costs.   

 
There is an established cost recovery 
policy for each department.  

 
ü 

 
 

 
The municipal code identifies 
cost recovery goals for each 
major service area.  

 
The Fee schedule is annually 
updated.  

 
ü 

  
It is annually updated based 
upon a cost factor. This cost 
factor should be either labor-
cost increase based or based 
upon Consumer Price Index 
(CPI) factor.  
 
However, this factor should 
only be applied, once there is 
an established baseline for the 
fee schedule, which ensures 
that any and all fees assessed 
by the City are following state 
regulations.  

 
The City has a Master Fee schedule, 
which lists all development related 
fees in one area.  
 

  
ü 

 
There are separate fee 
schedules for each 
department, and some are 
posted online, and some are 
not. 

 
The City has developed an online fee 
calculator for developers to calculate 
their fees.  

  
ü 

 
There is no online fee 
calculator that shows all user 
and impact fees that could be 
applied to a development 
project.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Support from different partner 
departments are captured in one fee 
rather than multiple fees on the fee 
schedule.  

  
ü 

 
There is limited information 
available regarding the 
services and departments that 
are accounted for on the 
current fee schedule.  

 
The City hires an external consultant 
to update their fee schedule every 3-5 
years and to ensure that the City 
meets all nexus conditions per State 
law requirements for User Fees and 
Impact Fees.  

  
ü 

 
The City has not had a 
comprehensive review of its 
fees conducted by an external 
agency for more than 5 years.  
 
Historically, departments have 
updated their own fee 
schedules, with lack of 
documentation regarding the 
basis for existing fees for 
service as well as nexus 
studies for Impact fees.  

 
The deposit system and permitting 
system are integrated.   
 

  
ü 

 
There is no integration 
between the PJ system and 
the permitting system.  

 
There is an established threshold at 
which additional funds are collected.  

 
ü 

 
ü 

 
There is an established 
threshold of 25% of original 
deposit, but there is no 
enforcement from Finance or 
Planning / Land Development 
regarding ensuring that 
additional funds are collected 
at that point in the deposit 
process. 

 
Finance produces monthly reports 
regarding deposit accounts.  

 
ü 

 
ü 

 
While Finance produces and 
sends these monthly reports to 
staff in Planning and Land 
Development, there is not 
consistent follow-up between 
Finance and Planning / Land 
Development staff regarding 
the status and payment 
collection of these projects.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
Staff from Planning and Land 
Development review the monthly 
reports to ensure that there is 
sufficient funding to complete the 
project. 
 

  
ü 

 
There is no formalized review 
conducted by Planning or 
Land Development staff 
regarding the PJ Accounts to 
ensure that there is sufficient 
funding for all the steps left in 
the project.  

 
Fees are applied consistently and at 
the correct stage of the process.  

  
ü 

 
Due to the complexity of the 
fee structure there is some 
confusion regarding when 
certain fees are applied. 
Sometimes fees are taken as 
deposits, when they are meant 
to be flat fees, and vice versa. 
There needs to be consistent 
application of fees – user and 
development impact fees.  

 
Impact Fees are assessed at the 
Building Permit Phase and 
incorporate the information from the 
final approved building plans.  

  
ü 
 

 
Impact fees should always be 
assessed at the Building 
Permit phase, as that is when 
the final building permits have 
been finalized including the 
final count of residential units 
or square footage for 
commercial projects. This 
ensures that fees are collected 
based upon the appropriate 
measure.  

 
The City reestablishes nexus and 
infrastructure requirements for impact 
fees every 5-10 years.  

  
ü 
 

 
The City should review all of 
its existing impact fees to 
ensure that the current fee 
structure accounts accurately 
for the projected growth of the 
community.  

 
Impact fees only include the cost 
associated with infrastructure and 
equipment. There are no staffing or 
operational costs built into the impact 
fees.  

 
ü 
 

 
 
 

 
The City should continue to 
ensure that in the future, per 
AB1600 requirements, that 
impact fees only include costs 
associated with infrastructure 
and that no staff cost or 
operational costs are built into 
the impact fee calculation.  
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
The City generates annual reports on 
Impact Fees and spending from 
impact fees on projects.  

  
ü 
 

 
There are no annual reports 
generated regarding impact 
fees and how the funds are 
utilized to help mitigate the 
impacts generated from new 
development.  

 
There are policies and procedures 
associated with deposit accounts.  

  
ü 

 
There are no documented 
policies and procedures 
associated with PJ accounts.  

 
Revenues are kept aside in separate 
accounts for development projects 
that last multiple years.  

 
ü 

 
 

 
Finance has a deferred 
revenue account for Building 
Plan Check and Inspections.  

 
Revenues are deposited into the 
fund(s) from which the services are 
provided.  

 
ü 

 
ü 

 
Any impact fee revenue must 
be deposited in a separate 
fund specific to that Impact 
Fee.  
 
Similarly, General Plan 
Maintenance Fee and 
Technology Fee should be 
recorded and collected in a 
non-general fund account.  
 
Any revenue associated with 
services provided by general 
fund departments such as 
building or fire services should 
be retained in the general 
fund, unless a separate 
enterprise fund is created for 
those services.   
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Best Practice / Operational Target 
Meets 
Target 

Does Not 
Meet Target 

Improvement Opportunity / 
Notes 

 
There is quality control done on 
revenues collected and fees charged 
to ensure that all appropriate fees are 
charged and at the right time.  

  
ü 

 
There is no mechanism 
currently in place to check to 
make sure that all fees are 
being charged and applied 
appropriately.  
 
This lack of quality control can 
result in both the over 
collection of certain types of 
fees (contract inspection costs 
+ building permit costs) or the 
under collection of fees (TASP 
fees collected at the building 
permit phase based upon the 
approved building plans rather 
than planning phase plans).  

    
For all areas where the City is not currently meeting the identified target will be reviewed 
and further analyzed to determine appropriate modifications in practices, staffing or 
technology with specific recommendations included in the final report. 
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Appendix B: SWOT Analysis 
 

 
As part of the Service Delivery Fee Study for Development Services for the City of 
Milpitas, the Matrix Consulting Group conducted a Strengths, Weaknesses, 
Opportunities, and Threats (SWOT) Analysis. The purpose of this analysis was to obtain 
an understanding of development service operations within the City.  
 
The following subsections provide greater detail regarding the setup of the SWOT 
Analysis, the Strengths, the Weaknesses, the Opportunities, the Threats, and the overall 
summary.  
  
  1 INTRODUCTION 
 
The Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis was 
conducted in the format of a group meeting with representatives from all departments and 
divisions involved in at least some aspect of the development services process. There 
were approximately 13-14 participants in the SWOT meeting the following departments: 
Building, Planning, Fire, Land Development (Engineering), Public Works, Economic 
Development, and Finance.  
 
The format of the meeting was an open forum structured to focus on each of the four 
elements of the SWOT: Strengths, Weaknesses, Opportunities for Improvements, and 
finally conclude with any Threats to implementing those improvements. All departments 
were encouraged to provide input and feedback based upon their experiences with the 
City’s process. 
 
It is important to note that there was a wide variety of position types represented, as well 
as, varying longevity with the City represented at this meeting.  Participants ranged from 
division managers to front-line staff such as inspectors, and staff tenure with the City 
varied from less than one year and to over 20 years. This type of diversity in the group 
ensured that a variety of perspectives were provided for the analysis.   
 
The focus of the SWOT analysis was the development review process, which could 
include items such as staffing levels, organizational structure, departments / divisions 
involved or not involved in the process, processing times, technology, workflows, and 
interdepartmental collaboration. In addition to the development review process, staff were 
also asked to provide input regarding the fees charged by the City for the development 
review process. The fees discussion included topics such as current fee amounts, ease 
of applicability of fees, when fees are charged, invoicing for fees, collection of fees, and 
distribution or disbursement of fee revenues. Together these two components enabled 
the project team to obtain a comprehensive understanding of the City’s needs and 
concerns regarding the development review process.  
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  2 STRENGTHS  
  
The first element discussed in the analysis were the strengths associated with the 
development process within the City of Milpitas. The intent of this discussion was to focus 
on any element within the city that would be considered as something that is done really 
well and enables city staff to have pride in the work that they perform. The following points 
outline the strengths identified by City staff in the SWOT discussion:  
 
• Collaboration and communication between City departments during the 

development process.  
  
• Accessibility to the public and developers during the development process.   
 
• An efficient permit center, including office specialists that are able to direct 

applicants and customers appropriately to City staff.   
 
• Flexibility with scheduling inspections or meetings with developers.   
 
• New staff in the development process to allow for new ideas.   
 
• Commitment to constant internal improvements in the process.   
 
• Ability to process certain permits online.   
 
• Ability to schedule inspections on the same day.   
 
• Building Inspector Apprentice Program – a way to incentivize less experienced 

individuals to be involved in the development process and become inspectors.   
 
• A case manager from Planning is assigned for the entire entitlement phase, 

providing a point of contact for the developer to get information regarding the status 
of their case or application.   

 
As the above points illustrate, staff were able to identify several strengths as it relates to 
the development process. These strengths primarily related to staffing expertise, 
flexibility, and the ability for departments to collaborate with each other. During the 
discussion itself, the departments and divisions were able to build off of each other’s 
statements to clarify some of the strengths discussed above.  
 
  3 WEAKNESSES   
  
The next step in the analysis was the identification of weaknesses within the development 
process. The purpose of this exercise was to have staff consider areas where there are 



Analysis of the Development Review Process  MILPITAS, CALIFORNIA 
 

Matrix Consulting Group  Page 92 

deficiencies either related to the process, staffing resources, or the ability to provide the 
desired service level. The following points outline the weaknesses identified by City staff:  
 
• The level of accessibility and flexibility of City staff is sometimes too extreme and 

can be detrimental to the overall defined process, as staff go above and beyond 
the existing process to meet the needs of developers.  

 
• Provision of accurate workflow and processing timeframes based upon increased 

workload, rather than providing developers with the standardized turnaround 
times, knowing that those times may not be achievable.  

 
• New staff means increased time associated with onboarding and training them on 

the development processes utilized by the City.   
 
• Lack of accurate, appropriate, and consistent use of TRAKiT.   
 
• Lack of understanding of when and what fees should be charged. 
 
• There is no clarity or consistency within the Private job (PJ) Account process. This 

includes what is billed, whose time is billed, and what activities were performed for 
those charges.   

 
• All departments / divisions are different in their record keeping and how they track 

their development comments.   
 
• Need to ensure that all staff follow the development process and don’t make 

exceptions.    
 
• Inconsistent webpages and information throughout the City’s website, especially 

as it relates to development services.   
 
• There is a disconnect that exists between the approvals done throughout different 

steps of the development process. The disconnect exists between items that may 
have been approved in earlier versions and may be disapproved or rejected in later 
reviews. Some of this is due to staff turnover.  

 
• High staff turnover, and lack of sufficient staffing resources.   
  
The above points illustrate that there are a variety of weaknesses identified by staff within 
the development review process. The majority of these weaknesses are related to 
inconsistent following of established procedures that may indicate the need for internal 
staff training on the following:  TRAKiT, the PJ account process, the development review 
process, and charging of fees.  
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  4 OPPORTUNITIES 
  
Once staff had identified the weaknesses, the project team worked with staff to discuss 
opportunities for improving those weaknesses or correcting the issues identified in the 
weaknesses portion of the discussion. The following points summarize the opportunities 
for improvements identified by the group:  
 
• Improve staff training on items such as development processes, timelines, routing, 

commenting, use of TRAKiT, and PJ accounts.   
 
• Update TRAKiT or allow use of additional capabilities in TRAKiT for most efficient 

use by all departments / divisions involved in the development process.   
 
• Continue the close collaboration and communication between departments / 

divisions to ensure that the City is presenting a united front when it comes to 
development comments.   

 
• Link permit history from TRAKiT and GIS into one system, so that GIS is updated 

based upon permits pulled.   
 
• Eliminate PJ accounts as much as possible and transition to flat fees for ease of 

application and accounting of time and effort.    
 
• Streamline the development process to be as efficient as possible, including 

exploring options of more efficient use of TRAKiT or another system.   
 
• Develop clear submittal guidelines and train staff internally on those guidelines to 

ensure that there is consistency in application of development rules.   
 
• Fund additional positions through fee revenue.   
 
The opportunities for improvement identified in the points above vary in the ability to be 
implemented, with items such as staff training that can be implemented much more 
immediately to other more complex items such as streamlining the development process 
or linking permit history from TRAKiT with GIS. These opportunities for improvements 
identified addressed most, if not all, of the weaknesses highlighted in the SWOT analysis.  
 
  5 THREATS 
  
The last portion of the analysis was the discussion regarding threats, which refers to 
identifying any impediments or roadblocks to implementation of the opportunities for 
improvement already identified by staff. The following points summarize the impediments 
or threats to successful development services operations:  
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• Current PJ system designed by a retired former employee. While this individual is 

still available to the City to make modifications, there is no in-house ability to modify 
this system.   

 
• Consistent application of development rules and message should be provided by 

City staff at all levels.   
 
• Succession Planning – there is no succession planning or training of backups.   
 
• Lack of sufficient staffing resources to complete workload in timely manner and 

conduct training sessions for employees.   
 
• Employee retention – there is high staff turnover, which means training and 

retraining employees is constantly occurring.   
 
The threats discussed by city staff are all major issues and sources of concern for the 
development review process. Any recommendations for improvements must consider 
these obstacles towards ensuring appropriate and efficient implementation. 
 
  6 SUMMARY 
  
Overall, the SWOT analysis conducted by the project team provided a forum for City staff 
and the project team to obtain a more collaborative and comprehensive understanding of 
the City’s development review process. The discussion was open and honest by City staff, 
and due to the variety of levels and longevity of staff, there was also some historical 
context provided to many of the current practices within the city. The results of the SWOT 
analysis will be critical in benchmarking Milpitas against other communities, as well as in 
the overall staffing, organizational, and process analysis for development services within 
the City.   
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Appendix C: Comparative Assessment 
 

 
As part of the Matrix Consulting Group’s study of the development services and permitting 
functions in the City of Milpitas, the project team conducted a comparative survey of other 
local municipalities in order to gather benchmark data on their staffing and operations. 
The comparable municipalities were selected from among cities in northern California 
with similar demographics and were discussed and approved by City of Milpitas staff. This 
document shows the responses gathered from these organizations. 
 

  1 SURVEY SUMMARY 
 
To provide some contextual information regarding the Cities surveyed, the project team 
collected information regarding the 2017 population estimates for each of the jurisdictions. 
The table below shows the 2017 population estimate for each of the eight comparable 
cities surveyed, as well as that of Milpitas. 
 

Municipality Population 
Dublin          60,939  
Fremont        234,962  
Livermore 88,232 
Mountain View          81,438  
Palo Alto          67,178  
San Mateo        104,748  
Santa Clara        127,134  
Sunnyvale        153,656  
Milpitas          78,106  

 
Milpitas’ population is near the low end of the range of comparable cities. Six of the eight 
cities surveyed have a larger population. 
 
While a more detailed discussion of the survey’s findings can be found in the body of this 
analysis, the following points summarize some of the key takeaways derived from the 
responses gathered. 
 
• Milpitas’ staffing and expenditures in Building Permitting/Inspections and Fire 

Prevention and Plan Check, as well as Engineering / Public Works are similar to 
those of comparable municipalities for its population size. The City is leanly staffed 
in the Planning function compared to peer cities. 

 
• Overall the City allocates lower levels of funding and personnel to Development 

Services and Permitting, which is aligned with the smaller population size of the 
City compared to other municipalities. 
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• Milpitas, like many other municipalities, lacks a formalized cost recovery policy. 

Milpitas does have cost recovery targets established in its municipal ordinance. 
 
• Milpitas receives planning applications and issues encroachment permits at lower 

rates than other cities, but its building permit volume slightly exceeds them. 
 
• Milpitas staffs its permitting center similarly to other cities (with permit technicians 

or a queue system requesting staff from other departments / divisions to show up 
at the counter) and uses a similar type of permitting software. However, the City 
does differ by not staffing fire services at the same counter as all other 
development review services. The City also communicates with applicants and 
handles expedited and third-party reviews similarly. 

 
• Milpitas issues no Fire or Engineering permits over the counter, whereas some 

peer municipalities do. Like most comparable cities, Milpitas has begun to accept 
some online building applications. 

 
• Milpitas makes planning application decisions similar to other municipalities, but 

the hearing officer plays a smaller role. 
 
• Milpitas offers more lenient inspection scheduling deadlines than its peers, and 

unlike most comparable cities, primarily does all inspections with in-house staff. 
There is the ability to utilize contracted inspection in some large developments on 
a case-by-case basis. Milpitas also has an inspector apprentice program, which is 
unique among comparable cities. 

 
• Milpitas’ published target plan review turnaround times are longer than those of 

most comparable municipalities published turnaround times. 
 
• Milpitas handles deposit-based fees similarly to most comparable municipalities, 

although it is among the few with specifically adopted written policies regarding 
these fees. 

 
The following sections delve into specifics on the development services and permitting 
functions within these cities, specifically their financial, operational, policy, and personnel 
approaches to providing services. 
 

  2 BUDGET AND STAFFING  
 
The following sections outline the published budget and staffing figures for each 
comparable municipality for development services and permitting. These figures were 
gathered from published documentation available from each city, such as budgets and 
organizational charts. While providing a generally complete picture of the fiscal and 
personnel allocations in each city, some instances of missing or unavailable data exist. 
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For this reason, the findings of this exercise are best interpreted by comparing Milpitas to 
the general common trends of peer municipalities, rather than the specific figures of any 
one city. 
 
1 The Building Permitting and Inspections Function in Milpitas Is Funded and 

Staffed Differently Than Peer Municipalities, but There Is No Comparative 
Reason to Believe Resource Allocation for the Function Is Out of Line. 

 
The following table shows the budget and staffing allocation in each peer city surveyed 
for the functions of building permitting and inspections. It is important to note as Building 
Administrative positions were included for Milpitas, the project team for consistency also 
included those same positions for the comparative jurisdictions.  
 

City Budget Staff 
How many building permits 

are issued per year? 
Dublin $3,510,038  7.5 470 
Fremont $10,723,065  46.3 7,500 
Livermore $3,305,496  15 3,318 
Mountain View $5,024,801  18.25 4,199 
Palo Alto $5,036,724  17.28 3,099 
San Mateo $5,102,720  13 4,234 
Santa Clara $9,050,661  37.9 8,053 
Sunnyvale $3,847,430  17.25 5,800 
Average $5,700,117  21.6 4,584 
Milpitas $5,385,291  25 4,978 

 
Milpitas spends more each year on building permitting and inspections than all but two 
comparable cities surveyed (Santa Clara and Fremont), and the staffing allocation for this 
function in Milpitas also exceeds that of the six other cities. This makes sense in light of 
the fact that Santa Clara and Fremont are the only cities with a greater annual permit 
volume than Milpitas. 
 
Milpitas also has a number of factors which result in expenditures and staffing for the 
Building functions which appear to exceed those for other cities its size. For example, 
Milpitas does not differentiate between building staff and dedicated administrative 
personnel in their Building and Housing Department, meaning that those functions are 
combined and reflected in the Department’s staffing. Also building staff are responsible 
for staffing the permitting counter. These factors increase Milpitas’ staffing and 
expenditure levels in ways that do not impact some of its peers. 
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2 The Planning Function in Milpitas Is Staffed Leanly Compared to Other 
Cities. 

 
The following table shows the budget and staffing allocation in each peer city surveyed 
for planning and entitlement review functions. As some of the Cities surveyed did not 
break out advanced planning relative to current planning, for consistency purposes, the 
project team utilized the entire Planning division staff and budget.   
 

City Budget Staff 
How many planning applications 

are received per year? 
Dublin $2,546,318  8.75 375 
Fremont $5,141,537  20.4 425 
Livermore $3,828,357  12 453 
Mountain View $5,077,894  14  
Palo Alto $761,947  5.09 438 
San Mateo $1,738,444  8 78 
Santa Clara $16,754,566  7.1  
Sunnyvale $2,497,613  11.35 1,058 
Average $4,793,335  10.8 471 
Milpitas $2,070,588  9 286 

 
Milpitas’ planning budget is less than half of the average of its peers, and smaller than all 
but two municipalities surveyed. Staffing for the City of Milpitas, at 9 positions within 
Planning, is comparable to that utilized by other comparable entities with only two of the 
comparative agencies having larger full-time staff.  However, this comparison only 
focuses on city staff and does not take into account differences in the use of contractual 
services or the use of consultants. 
 
2 While Specific Figures Are Difficult to Determine, Milpitas Appears to Have 

Expenditure Allocations for Engineering and Public Works Which Are Similar 
to Those of Comparable Municipalities Surveyed, but Milpitas’ Staffing Is 
Much Smaller. 

 
The following table shows the budget and staffing allocation in each peer city surveyed 
for engineering functions (also referred to as “public works” or “utilities”). 
 

City Budget Staff 
How many encroachment 

permits are issued per year? 
Dublin $3,815,423   221 
Fremont $13,089,954   700 
Livermore $10,053,602  28.5 403 
Mountain View $3,567,842    
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City Budget Staff 
How many encroachment 

permits are issued per year? 
Palo Alto $1,227,354  5.5 86 
San Mateo $1,447,283   326 
Santa Clara $1,334,460  6.18  
Sunnyvale $2,125,739  10.13 862 
Average $4,582,707  12.6 433 
Milpitas $4,425,043  4 203 

 
Expenditures and staffing for engineering, public works, and utilities functions in 
development services and permitting is one of the most difficult things to ascertain, 
because no two cities report them identically. The figures in the table above vary widely 
due to the fact that many cities report staffing and spending differently, combine or 
separate functions differently, fail to describe how much of a given position’s duties apply 
to development services and permitting, or decline to note which positions have a role in 
the function at all. With this in mind, the table above appears to show that Milpitas spends 
about the same as the average of other cities each year on development-related 
engineering work.  On the staffing side, most other cities used for comparative purposes 
do not differentiate between engineering staff dedicated to development services and 
those who focus on other areas. A comparison of rough numbers appears as though 
Milpitas is far below the average of other cities. As noted, however, these calculations 
should be viewed in the context of the inexact nature of the supporting data available. 
 
4 Milpitas Spends Slightly Less than Peer Municipalities on Fire Prevention 

and Plan Review, While Staffing the Function Similarly. 
 
The following table shows the budget and staffing allocation in each peer city surveyed 
for the functions of fire prevention and plan review. 
 

City Budget Staff 
Dublin $426,305  1 
Fremont $2,202,226  10 
Livermore $4,177,660  9 
Mountain View $797,229  3 
Palo Alto $2,295,830  6.88 
San Mateo $3,013,027  5 
Santa Clara $3,309,866  14 
Sunnyvale $3,368,208  15 
Average $2,448,794  8.0 
Milpitas $1,750,964  9 
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Milpitas spends less per year on fire prevention and plan review than all but two peer 
cities surveyed, but the nine staff assigned to this function are well within the middle of 
the range of peer cities. Staffing for fire prevention and plan review are provided (and 
reported) differently from city to city, which is apparent in the wide range of staff 
allocations noted in the table above. 
 
It should also be noted that some comparable municipalities do not have their own 
dedicated Fire Department. For example, Livermore has a shared Fire Department with 
the City of Pleasanton, and San Mateo is a participant in a Fire JPA with Hillsborough 
and Foster City. 
 
Milpitas appears to be generally in line with spending and staffing patterns among other 
cities surveyed. The differences in the way staff are reported from city to city, however, 
mean that this comparison is approximate. 
 
5 Milpitas Uses Financial and Personnel Resources for Development Services 

and Permitting Overall Very Similarly to Comparable Municipalities. 
 
The following table shows the budget and staffing allocation in each peer city surveyed 
for all development services and permitting functions. These figures are larger than the 
sum of the prior tables, because they include functions which did not fit into any of the 
prior categories, such as dedicated administrative staff, GIS staff, housing inspectors, 
sustainability staff, and permitting technicians which do not belong to any of the specific 
disciplines. 
 

City Budget Staff 
Dublin $11,021,494  19.2 
Fremont $36,101,721  81.2 
Livermore $34,796,588  75.5 
Mountain View $30,248,871  48.0 
Palo Alto $12,629,763  40.0 
San Mateo $12,412,494  43.0 
Santa Clara $31,251,972  72.2 
Sunnyvale $13,869,101  61.8 
Average $22,791,501  55.1 
Milpitas $13,631,886  39.0 

 
In total, Milpitas spends less than five of the eight peer municipalities surveyed on 
development services and permitting, and the assigned staffing of 39 employees is 
significantly fewer than the average of its peers. 
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When considering the fact that Milpitas is smaller than most of the peer cities surveyed, 
the City’s smaller development services and permitting spending appears more in line 
with expected budgets for a city of its size. The total number of staff, likewise, is 
appropriate for a city of its size, sitting below the average just as the size of Milpitas sits 
below the average of the other cities in the survey. 
 
The results of this “big picture” comparison show that overall resource allocation toward 
development services and permitting in Milpitas generally aligns with the practices of peer 
cities. Both expenditures and employee counts are similar to the trends apparent in the 
figures of other municipalities surveyed. 
 
  3 FINANCIAL APPROACH 
 
The following sections focus on the financial approach that each city takes to 
development services and permitting, including enterprise funds, contracted functions, 
cost recovery policies, and any recent fee studies. 
 
1 Milpitas is similar to other agencies with informalized target cost recovery 

goals. 
 
The following table outlines responses to some basic questions about the financial 
structure of development services in each comparable municipality. 
 

City 
Is an enterprise fund 
established for development 
services? If so, which 
functions are included? 

Is there an 
adopted cost 
recovery 
policy? 

Are any development review 
functions contracted to 
private providers or other 
jurisdictions? 

Dublin No Yes 

Lots of building permit plan 
review (80%) by contract, as 
well as inspections. Lots of 
engineering work as well. 
Occasionally for overflow work 
on the entitlement side. CEQA 
work, landscaping, other 
specialized work. 

Fremont Planning, building, and 
engineering. 

None formally. 
Informally aim 
for full cost 
recovery. 

Special studies for entitlement 
applications. 
Also building permit review to 
supplement in-house plan 
checkers. 

Livermore No 

Yes, done via 
fee study. 
Policy 
decision by 
City Council. 

Some consultants on the 
engineering side and a contract 
for some Fire functions. 
Planning and building if 
workload necessitates. 
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City 
Is an enterprise fund 
established for development 
services? If so, which 
functions are included? 

Is there an 
adopted cost 
recovery 
policy? 

Are any development review 
functions contracted to 
private providers or other 
jurisdictions? 

Mountain View 
Yes. Building, fire, and some 
planning and public works 
functions are included. 

Yes. 100% 
cost recovery 
is the goal. 

Some building and fire plan 
checking is outsourced based 
on workload. 

Palo Alto No Yes 

100% of plan check is done by 
consultants (and some of them 
stationed at the permitting 
center) and about 50% of 
inspections. 

San Mateo 
Building, Fire, Planning, and 
the development services 
functions of Public Works 

  

Some building permitting plan 
reviews based on workload.  
The Planning Division also 
contracts out Planning 
Consultants. 

Santa Clara No 
Fees are 
intended to 
cover the cost 
of services. 

Yes, some offered based on 
customer request. 

Sunnyvale Building, Planning, Public 
Works 

Informally 
attempt to 
recover all 
costs. 

Plan check for some extensive 
complex projects. 

Milpitas None 
Yes, in the 
municipal 
code. 

Reviews are generally 
conducted by internal staff. 
Third party plan check 
offered recently. 

 
Half of the comparable subjects who responded to the survey have a development 
services enterprise fund which covers some or all functions. Milpitas does not have such 
an arrangement, which places it in alignment with cities like Santa Clara, Palo Alto, and 
Livermore. 
 
Every comparative city responding to the survey has some kind of cost recovery goal, 
whether as a written policy or an informal goal. The notion that development services 
should pay for themselves is widespread among peer cities. Milpitas does have an 
established cost recovery target in its municipal code, but there have been no formalized 
policies developed to document or support this target. The current fee schedule does not 
indicate, whether the City achieves those established targets.  
 
While the type and extent of outsourcing varies, every peer city surveyed outsources 
some portions of development review services. Some (like Palo Alto) make a practice of 
outsourcing entire functions, while others (like San Mateo) use contractors when workload 
gets too heavy for staff, and others (like Sunnyvale) use outsourced staff for particularly 
complex projects and reviews. Milpitas has begun to offer third-party plan check, but does 
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not consistently use outsourcing as a strategy. It is important to note that this third-party 
plan check is currently only offered for Building Plan Checks.  
 
2 Milpitas Has Reviewed Development Processes Recently, but Has Not 

Comprehensively Assessed Development Fees. 
 
The following table shows answers to questions about any recent fee studies or 
operational assessments conducted by each comparable city. 
 

City 
When was the last time a user fee 
study or cost analysis study of fees 
was conducted? Was it done by an 
external consultant or internal? 

Has the City ever had a review of 
its development processes? When 
was that study or review 
conducted? 

Dublin 2018 
External consultant. 

Yes. 
A few years ago, combination of 
internal staff and consultant. 

Fremont 
2015 
External consultant, through Finance 
Department. 

2008 
Internal review 

Livermore 2017 
External consultant No 

Mountain View In progress. 
External consultant. 

Yes. 
2008. 

Palo Alto 2016 
External consultant 

2016 
External consultant 

San Mateo 2018 
External consultant. 

2018 
External consultant. 

Santa Clara In progress 
External consultant Not sure 

Sunnyvale 2009 
External consultant. In progress. 

Milpitas 
2017 (fire fees only) - internally 
There has not been an external 
evaluation of fees in the last 10 years.  

2016 

 
Most comparable cities have had a fee study conducted within the last 10 years, and 
nearly all of these were handled by consultants. Milpitas most recently conducted a fire 
fees study internally; however, its overall fees have not been evaluated within the last ten 
years and have not been done so by an external consultant. About half of comparable 
cities can point to a recently conducted review of development services, which is not the 
case for Milpitas (except for Fire fees).  
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  4 DEVELOPMENT SERVICES AND PERMITTING OPERATIONS 
 
The following sections address multiple aspects of development services and permitting 
operations, including the routing of plans, use of technology, approximate workload 
volume, levels of approval responsibility, scheduling inspections, and measuring 
performance. 
 
1 Milpitas’ Permit Center and Permitting Software Are Similar to Those Used 

in Other Cities. 
 
The questions below focus on front counter operations and the routing of applications 
when they are received by each comparable city. 
 

City 

Do you have a one-stop 
permitting center? How is it 
staffed? 

Who does plan intake 
and routing - for 
Planning, Building, 
Engineering, Fire, etc.? 

What software 
application is used to 
track and manage 
applications? 

Dublin 
Partial. Planning and building 
at the counter. Other 
disciplines located elsewhere 
in the building. 

Usually building, but 
depends on project type. 
Planning for entitlements, 
etc. 

Eden 

Fremont 
8 Techs assigned to counter. 
Techs can call disciplines up 
to the counter as needed to 
review. 

Techs Accela 

Livermore 
Planning, engineering, 
housing, and building all staff 
the counters at the one-stop 
center. 

Usually building, but 
depends on project type. 
Planning for entitlements, 
etc. 

Accela 

Mountain View 
Building and planning staff at 
counter, other disciplines 
available as needed and by 
appointment. 

Building Department - 
Permit Technicians 

Custom, internally 
developed system 

Palo Alto 
Building, Planning, Fire, 
Public Works, and Utilities all 
have counter staff. 

Building department does 
intake for all building 
permits. Other 
departments intake their 
own plans 

Accela 

San Mateo Building, Planning, Public 
Works, Fire Building Department Energov 

Santa Clara 
Building, Planning 
Engineering, Water, Fire, & 
SVP Power 

Permit technicians take 
them all in except for 
planning department. 

Tidemark 

Sunnyvale 
Building, Planning, Public 
Works, Structural, Fire and 
Housing 

Permit Technicians or 
Building Plans Examiners SunGIS 
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City 

Do you have a one-stop 
permitting center? How is it 
staffed? 

Who does plan intake 
and routing - for 
Planning, Building, 
Engineering, Fire, etc.? 

What software 
application is used to 
track and manage 
applications? 

Milpitas 
Building Department staff 
the permit center, other 
disciplines are called there 
as needed. 

Usually building, but 
depends on project 
type. Fire takes in their 
own. 

TRAKiT 

 
Milpitas’ operation of the permit center is typical of cities surveyed. Most cities have a 
permit center where the various disciplines of building, planning, engineering, fire, and 
housing are present or at least available. The front counter staff in most cities are Building 
staff (usually Permit Technicians), and they do intake and routing of most applications 
unless an application is specific to another discipline. This is likewise the practice in 
Milpitas. 
 
Comparative cities use a variety of application tracking software products. Palo Alto, 
Livermore, and Fremont use Accela, while Mountain View uses an internally developed 
system and several others use various popular off-the-shelf products. Milpitas uses 
TRAKiT, another common off-the-shelf permitting software. Milpitas’ permitting center 
practices are generally similar to those of comparable municipalities. 
 
2 Milpitas Handles a Typical Assortment of Building Permit Applications Over 

the Counter. The City Does Not Accept Any Encroachment Permits or Fire 
Systems Permits Over the Counter. Like Most Peer Cities, Milpitas Accepts 
Online Application Submittal. 

 
The following table summarizes responses to questions about the ease of submitting and 
processing applications. Specifically, which types of applications, if any, can be reviewed 
at the counter or submitted online in each municipality. 
 

City 
What type of applications / permits 
are approved over the counter? 

Can applicants submit any applications / 
permits online? If yes, for which types? 

Dublin 

Planning: temporary use permits, sigs, 
banners and balloons, building 
clearances, site waiver, zoning 
clearances 
Building: some types of residential 
renovations, water heaters, AC, signs 
Public Works: none 
Fire: none 

Yes, limited to large residential and 
commercial projects currently 
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City 
What type of applications / permits 
are approved over the counter? 

Can applicants submit any applications / 
permits online? If yes, for which types? 

Fremont 

Planning: sign permits 
Building: single-story additions of 700 
sqft, window replacements, water 
heaters 
Engineering: encroachment permits 
Fire: none 

Solar permits 

Livermore 

Planning: patio covers, arbors, signs 
Building: water heaters, HVAC, re-
pipes, roofs, kitchen and bath 
remodels, windows, patio covers, 
arbors, signs 
Engineering: Encroachment for simple 
work 
Fire: None 

Photovoltaic and electric vehicle charger 
permits can be submitted electronically. Not 
through the website, but through a separate 
link. 

Mountain View 

Building: A/C and furnace, fences, 
water/sewer line replacement, interior 
remodel, re-roofing, demolition, service 
panel, patio/deck, spa. 
Fire: systems plan check, Tu/Th only. 

Building: Residential Furnace, Service 
Panel, Sewer Line Replacement, Water 
Line Replacement, Reroof   
Fire: None 

Palo Alto 

Planning: None 
Building: all permits with no plan check 
required.  If plan check is required, 
then 20 minutes of PC time or less can 
be done OTC 
Public Works: small encroachment and 
street work permits only.  If larger 
project or has traffic control plans, then 
it’s submitted for review 
Fire: all fire permits are submitted for 
review 

Building: Some simple permit types. Water 
heaters, re-roof, things that do not require 
plan check. 
Planning: scheduling of preliminary 
entitlement meeting for new residential 
construction. 
Public Works & Utilities: None 
Fire: None 

San Mateo 

Planning: Driveway Replacements 
Building: small remodels, re-roofs, 
siding, window/door installation, pool 
demo, photovoltaic systems, spas, 
arbors, heating/AC, water heaters. 
Fire:  Some Fire Sprinkler and Fire 
Alarm Permits 
Public Works: Encroachment Permits 

No 

Santa Clara 

Minor residential & commercial 
electrical, mechanical, and plumbing 
permits, Tenant Improvement, Minor 
residential additions that are not 
affecting the location of electrical 
service, Residential kitchen and 
bathroom remodels. 

Building Department application that have 
been approved by the Planning 
Department, or those not requiring plan 
check. Water heaters, furnaces, on site gas, 
sewer, or water lines and re-pipes, 
Residential electrical service change up to 
200 amps at the same location, electrical 
outlets and fixtures, residential re-roofing 
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City 
What type of applications / permits 
are approved over the counter? 

Can applicants submit any applications / 
permits online? If yes, for which types? 

Sunnyvale 

Single family Additions, 
Interior remodel including re-roof, 
windows, water heaters, furnace etc. 
for residential, 
Commercial TI (limited sq. ft) 
Signs 
Fire Sprinklers/alarms 
Demolition 

Building permit applications for Small single 
family residential projects are available 
online for water heaters, re-roof, furnace, 
ac, etc. 

Milpitas 

Building: SFH - one story additions, 
interior alterations, garage 
conversions, patio cover, accessory 
structures, new roof, outdoor spa, 
fences, site improvement.  
Commercial – nonstructural interior 
alterations under 5,000SF, 
restaurants non-structural interior 
modifications. 
Planning: Zoning Verification Letter 
Engineering: none 
Fire: none  

Building applications can be submitted 
online. 

The types of building permits which can be issued over the counter in Milpitas are 
common to other municipalities surveyed, they consist of various types of minor permits 
such as roofs, accessory structures, patios, fences, and minor renovations. 
 

• While Milpitas does not review fire applications over the counter, some peer 
municipalities offer this service. 

 
• Most cities surveyed approve simple encroachment permits over the counter, while 

Milpitas does not. 
 
Most comparable cities have begun to accept some types of permit applications online. 
This is limited to solar permits and electric vehicle charging stations in some cities, while 
others are accepting a wide variety of building permit types. San Mateo is the only city 
which does not accept any online applications. Like most of its peers, Milpitas also 
accepts online building applications. 
 
3 Milpitas Makes Entitlement Application Decisions Similarly to Comparable 

Municipalities, Although the Hearing Officer Plays a Smaller Role. 
 
The following table describes how entitlement applications are processed in each 
comparable municipality, specifically which types of applications can be approved at 
which levels of authority, and what types of communication or meetings are held to 
discuss these applications. 
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City 

For planning applications, 
which applications have final 
approval at which levels? 

What internal methods of communication 
are used to coordinate entitlement 
applications? Are regular development 
review meetings held? If so, how often do 
they occur and who is present? 

Dublin 

Staff: temporary use permits, sign 
permits, banners and balloons, 
building clearances, site 
development review waiver, 
zoning clearances 
Zoning Admin: Site development 
review permit, minor use permits 
Planning Comm: New 
development, design review 
permits, CUP’s 
City Council: Ordinance changes, 
general and specific plan 
amendments 

Meetings held before providing comments back 
to the applicant. All departments and agencies 
who commented are present. 

Fremont 

Staff: single family homes and 
industrial projects 
Zoning Administrator: design 
review for rental residential 
buildings 
Planning Commission: design 
review for all other building types 
City Council: general plan 
amendments, re-zoning, etc. 

Daily, weekly, and bi-weekly meetings with 
representatives from each department (staff at 
daily meetings, management at the less 
frequent meetings). 

Livermore 

Staff: ADUs, Signs, Additions, 
Temp. use, Home occupancy, Site 
plan design review, Downtown 
design review  
Planning Director: manages staff  
Planning Commission: Conditional 
use, Some Site Design Reviews, 
Development agreements, 
Variances, New developments  
City Council: New developments 

Comments done through Accela workflow and 
accessible to all divisions. Also email. No 
regular meetings. 

Palo Alto  
Planning has development review committee 
every week. Covers large new projects, 
includes planning, building, pub. works and 
utilities, and Fire. 
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City 

For planning applications, 
which applications have final 
approval at which levels? 

What internal methods of communication 
are used to coordinate entitlement 
applications? Are regular development 
review meetings held? If so, how often do 
they occur and who is present? 

San Mateo 

Zoning Admin: small residential, 
signs, pools and spas, small site 
plans and permits, temporary use 
permits, certain variances,  
Planning Commission: special use 
permits, large site plans and 
permits, projects with EIR, 
variances, large signs 
Council: Planned developments, 
rezoning, high rises, general plan 
amendments 

 

Sunnyvale 

Staff: Those which are NOT 
“major” projects and comply with 
existing code. Sign permit. 
Zoning Admin: Major projects if 
CEQA exempt or minor ones that 
request a variance. CUP’s as well. 
Most variances. 
Planning Commission: Major 
projects involving CEQA or those 
hitting certain design thresholds. 
Variances if they hit certain 
triggers. General plan 
amendments. 

Meetings and emails. 
Planning review committee (PRC) meets 
monthly. That includes the applicant. Preceded 
by a pre-PRC meeting which includes all 
planning staff, occurs bi-weekly. 
Misc. Plan Permit (MPP) meeting held weekly. 
All these meetings are planning staff only, not 
building/fire/engineering, etc. 
Also, once monthly meeting with all CDD staff. 

Milpitas 

Staff: Minor site permits, special 
event permits, minor CUP 
Planning Commission: Large 
site permits, variances, larger 
CUP’s. Appeals of staff 
decisions. 
City Council: Amendments to 
general plan, zoning plan. 
PUD’s, development 
agreements. 

Staff conduct a weekly development review 
meeting to discuss projects. 

 
The types of permits decided upon at each level of the planning organization is similar in 
Milpitas to other cities. Staff decide on small site permits and CUP’s, while the planning 
commission handles more complex site permits and variances, and the Council is 
responsible for plan amendments. One key difference is that the hearing officer in Milpitas 
makes very few decisions12, whereas Zoning Administrators in other municipalities have 
extensive decision-making responsibility. The restrictiveness of the Hearing Officer in 
Milpitas is due to the City’s Municipal Code. Per the City’s Municipal Code, the Hearing 

                                            
12 https://library.municode.com/ca/milpitas/codes/code_of_ordinances?nodeId=TITXIZOPLAN_CH10ZO_S64DEREPR 
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Officer / Planning Division staff can only make decisions on Minor Conditional Use 
Permits (staff review), Staff Review applications, Minor Site Development Permits, and 
Special Event Permits (for which the appeal can be heard by the Hearing Officer). Any 
potential changes to this would require a code amendment to enable the Hearing Officer 
to play a greater role in discretionary applications relative to Planning Commission or City 
Council.  
 
Most comparable municipalities have a meeting on a weekly basis to discuss planning 
applications, and Milpitas is similar to them in this regard. 
 
4 Milpitas’ Approach to Applicant Communication and Expedited and Third-

Party Reviews Is Similar to That of Peer Cities. 
 
The following table shows responses received from comparable municipalities related to 
their review of applications and communication with applicants. Specifically, the questions 
addressed expedited plan review, the provision of comments, and the availability of third-
party plan check. 
 

City 

Does the City offer expedited 
plan reviews?  If yes, what is 
the policy for these? What is the 
fee?  Are these in-house or 
contracted out? 

How are 
comments 
issued to 
applicants? 

Does the City offer third-
party or contracted plan 
check?  If so, what % of 
applications are 
contracted? 

Dublin No. Consolidated 
listing. 

Yes. About 80% of work 
contracted. 

Fremont No. Consolidated 
listing. 

Outsourced building plan 
check when workload is 
excessive. About 15% of the 
time currently. 

Livermore No Consolidated 
listing. No 

Mountain View Yes, based on scope rather than a 
fee. Contracted out. 

Consolidated 
listing. 

Yes, they have consultant 
plan check services 
performed on behalf of the 
City. 

Palo Alto No Separate lists. 

Building plan check is 100% 
consultants. Fire is about 
80% outsourced, about 50% 
of planning is contracted. 
Public Works and Utilities 
are all in-house. 

San Mateo No Consolidated 
listing. 

Yes, about 40-50% of 
Building Plan Reviews. 
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City 

Does the City offer expedited 
plan reviews?  If yes, what is 
the policy for these? What is the 
fee?  Are these in-house or 
contracted out? 

How are 
comments 
issued to 
applicants? 

Does the City offer third-
party or contracted plan 
check?  If so, what % of 
applications are 
contracted? 

Santa Clara 
Yes, In-house overtime plan check 
available at $300.00 for 2 hours, at 
customer request. 

Separate lists. 

Yes, at the customer request 
and by approval of the Plans 
Examiner Manager. Less 
than 1 % use third party 
review. 

Sunnyvale 

Express plan check is available for 
minor over the counter permit 
applications. For standard 21 day 
submittal projects, we may 
expedite upon building coordinator 
approval. 

Consolidated 
listing. Yes, some. 

Milpitas 

Yes, conducted in-house. 
Guidelines restrict what permit 
types may be expedited. There 
is no fee for this process 
established per Council’s 
adopted fee schedule.  

Consolidated 
listing. 

Yes, third party plan check 
allowed as of recently. 

 
• Milpitas is similar to three of the eight comparable cities surveyed in offering some 

type of expedited plan review. The Department has strong guidelines governing 
this practice. 

 
• Like nearly all peer cities surveyed, Milpitas follows best practice in issuing a 

consolidated listing of comments to applicants, rather than a separate comments 
list for each discipline. 

 
• Milpitas offers third party plan check in some cases. While the approaches vary, 

all other peer cities surveyed besides Livermore also offer third party plan check. 
In some cities this is based on applicants’ request, in others it is a workload 
consideration, and in others it depends on the type of application. 

 
As seen in the table and bullet points above, Milpitas is very similar to most peer cities in 
the way it handles communication with applicants and alternate approaches to plan 
review. 
 
5 Milpitas Offers More Lenient Inspection Scheduling Deadlines and Handles 

More Inspections In-house than Most Comparable Municipalities. 
 
The following table shows responses from comparable cities related to building 
inspections – scheduling, performing, and in some cases contracting them out. 
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City 

How are 
inspections 
scheduled?  

What is the 
deadline for 
submitting an 
inspection 
request? 

What is the target 
response time for 
conducting an inspection 
once it has been 
requested/scheduled? 

Does the 
City utilize 
contract 
building 
inspectors? 

Dublin Online, call-
in, walk-in. 

Deadline is 4am 
same day for online, 
or 4pm the day 
before for call-in or 
walk-in. 

24 hours except 
weekends/holidays Yes, 100% 

Fremont Online, IVR 3pm day before Next Day 
Yes, when 
workload 
dictates 

Livermore 
Walk-in, call-
in, online, 
and fax. 

Deadline is the night 
before. 

Next day. They also offer 
evening inspections (only for 
homeowners) 

No 

Mountain View 
Online, 
phone call 
with staff, 
fax, walk-in 

3pm for next day Next Day Not currently 

Palo Alto 
Call-in, 
online, app, 
IVR, walk-in. 

Before 4pm on day 
prior. 48 hours 

Yes. About 
50% of 
inspections. 

San Mateo 
Walk-in, and 
over the 
phone. 

3pm for next day 24-48 hours 
Yes, when 
workload 
dictates 

Santa Clara IVR or online  Next Day Yes, some. 

Sunnyvale 
Online, 
phone, walk 
in. 

Day before Next Day 
Yes, when 
workload 
dictates 

Milpitas Online, IVR, 
walk-in. 

6am day of 
inspection Next Day No13 

 
• Like most of its peers, Milpitas allows inspections to be scheduled online, through 

an IVR system, or on a walk-in basis. 
 
• Milpitas aims for next-day inspections, much like the majority of comparable cities 

(although some of them have slightly longer target times such as 24 or 48 hours). 
Milpitas offers a more generous deadline for next-day inspection than most, 
allowing appointments to be scheduled as late as 6am on the day of the inspection. 

 
Milpitas’ scheduling requirements are more lenient than most of its peers, and the City is 
among the few which does not contract for any building inspections. 

                                            
13 The City has the option to contract out certain major developments depending upon staff availability for those types of projects.  
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6 Milpitas’ Goal Turnaround Times for Plan Review Are Longer Than Most of 
Its Peers. Comparable Municipalities Also Provide Possible Performance 
Metrics for the City. 

 
The following table shows questions and responses from comparable cities related to 
efficiency and effectiveness of the development review process. The topics in this section 
were key processing times for applications, as well as any performance metrics tracked 
by each organization. 
 

City 

What are key target application 
processing times? Do they differ for 
first plan review compared to 
subsequent plan reviews? 

What performance metrics or measures 
are tracked for development services? 

Dublin 

Commercial - New Construction: 15 
business days max 
Commercial - Tenant Improvement / 
Interior Renovation: Varies, from OTC 
to 15 business days 
Single Family Residential - New 
Construction: 15 business days max 
Single Family Residential – Alteration: 
Varies, from OTC to 15 business days. 
Subsequent reviews vary from OTC up 
to 15 business days. 

Percent of projects that meet turnaround 
times. Also, Customer satisfaction: 
responses to surveys. 

Fremont  None currently. 

Livermore 

Commercial - New Construction 4 
weeks on first review and 2 weeks 
resubmittal 
Commercial - Tenant Improvement / 
Interior Renovation: 2 weeks first review 
and 1 week resubmittal 
Single Family Residential - New 
Construction: 4 weeks on first review 
and 2 weeks resubmittal 
Single Family Residential – Alteration: 
One week first review and 3 day 
resubmittal 

Track all turnaround times/ due dates for 
all planning, engineering, Fire, and 
Building submittals through a shared 
spreadsheet 

Mountain 
View  

Turnaround times for plan check 
Number of plan checks 
Number of issued permits 
Number of inspections 
Construction Valuation 
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City 

What are key target application 
processing times? Do they differ for 
first plan review compared to 
subsequent plan reviews? 

What performance metrics or measures 
are tracked for development services? 

Palo Alto 

Commercial - New Construction 
30 days for initial review 
Commercial - Tenant Improvement / 
Interior Renovation 
OTC if small enough or 30 days for 
initial review 
Single Family Residential - New 
Construction 
30 days for initial review 
Single Family Residential - Alteration  
OTC if small enough or 30 days for 
initial review 
 
1st review is 30 days, resubmittals are 
14 days.  Post permit revisions are 14 
days for 1st review, and 7 days for 
resub. 

Number of projects being plan checked & 
type of plan check (OTC or submitted), 
timeliness of reviews (on-time rate), 
approval/denial rate (how many rounds of 
plan check), total number of days from 
submittal to “ready to issue”.  

San Mateo 
First plan review is 20-business days 
and all resubmittals are 10-business 
days for all projects. 

Plan review turn-around time, turn-around 
in processing plan from approval to 
packaging plans for issuance, amount of 
time spent with customers at the counter. 

Santa Clara 
Regular plan check is 4 to 6 weeks for 
first round of comments. Resubmittal 
goal is an additional two week review. 

Various aspects from the permit center 
wait times, inspections, permits issued, 
permits under review, to help with the 
development of needed services. 

Sunnyvale 

Commercial - New Construction: 21 
Days for 1st round review. 10 days for 
resubmittals. 
Commercial - Tenant Improvement / 
Interior Renovation: Over the counter 
same day review 
Single Family Residential - New 
Construction: 21 Days for 1st round 
review. 10 days for resubmittals. 
Single Family Residential – Alteration: 
Over the counter same day review 

None  

Milpitas Maximum of 30 business days for the 
most complex projects. 

Building: plan review turnaround time, 
and inspection request times (next day 
completion.  

 
The plan review timelines in Milpitas can be as long as 30 business days for complex 
projects, which equates to six weeks. Only one other municipality surveyed stated review 
timeframes lasting that long. Most cities have a maximum of 3-4 weeks. 
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Cities track a number of metrics regarding workload and performance. Many of them, like 
Milpitas, use turnaround times for plan review and aim for next day inspections. Some 
cities also track various other metrics which Milpitas might consider: 
 

- Wait times 
- Construction valuation 
- Permit volumes 
- Percent of projects meeting turnaround time 
- Results of customer satisfaction survey 

 
The tracking of these performance measures allows for City Council, development 
community and other stakeholders to hold Development services accountable for meeting 
established goals.  
 
  5 DEPOSIT-BASED FEES  
 
The following analysis focuses on deposit-based fees, to the extent that they are used in 
each comparable municipality. 
 
1 Milpitas’ Use of Deposit-Based Fees Is Aligned with the Practices of Many 

Comparable Cities. 
 
The first set of questions regarding the use of deposit based fees, detailed in the following 
table, sought to identify where the responsibility for managing deposit accounts lies in 
each city surveyed. 
 

City 

Are any of the City’s 
fees or services 
deposit-based? If 
so, in what areas? 

Who in the City manages 
the deposit process? Which 
department issues the 
invoices to developers? 

Does the City have a 
central point of contact 
for the deposit-based 
fees? 

Dublin Planning Finance 
Finance, with help from 
planning and 
engineering. 

Fremont 
All planning, building, 
engineering 
applications are 
deposit-based. 

Community development and 
public works manage their 
own. Finance does the billing 
and collection. 

Community Development 
business manager 

Livermore Some in engineering 
and public works   

Mountain View Building plan check 
Building generates the 
payment receipt.  Finance 
collects the money. 

No 
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City 

Are any of the City’s 
fees or services 
deposit-based? If 
so, in what areas? 

Who in the City manages 
the deposit process? Which 
department issues the 
invoices to developers? 

Does the City have a 
central point of contact 
for the deposit-based 
fees? 

Palo Alto Planning 
Planning manages it and 
invoices/collects from 
developer. 

Management Analyst 

San Mateo Planning 
Individual departments, but 
fees collected through 
Finance Department. 

No, the point of contact is 
the staff member 
handling the project 

Santa Clara No NA NA 

Sunnyvale 
Only for third party 
review of complex 
projects such as 
those requiring EIR. 

Community development, but 
fees collected through 
Finance Department. 

Community development 

Milpitas 
Some deposit-
based fees in 
planning and 
engineering 

Individual departments 
collect the deposit, but 
Finance manages the 
deposits and issues 
invoices. 

No; however, finance 
for invoice purposes, 
project manager for 
project purposes.  

 
• Most comparable cities (six of the eight surveyed) use deposit-based fees for some 

aspects of development services and permitting. The degree to which they are 
used varies, however; Fremont uses deposits for a wide range of project types, 
while Dublin limits deposit-based fees to planning applications. Milpitas uses 
deposit-based fees for multiple project types. 

 
• Most cities surveyed manage deposit-based fees through both the community 

development functions and the Finance Department, with Finance carrying the 
responsibility for billing and collection in all comparable cities except for Palo Alto. 
Milpitas follows suit in this respect, with Finance and individual departments 
managing deposit-based fees, and Finance invoicing applicants. 

 
• There is no common point of contact for deposit-based fees; different cities assign 

the oversight of these fees to either a designated analyst in the community 
development department, the individual reviewing the application, or someone in 
the Finance Department. Milpitas does not have an assigned point of contact, 
similar to San Mateo and Mountain View. 

 
The comparison above suggests that Milpitas’ approach to deposit-based fees is typical 
among comparable cities. 
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2 The Lack of Formalized Policies for Deposit-Based Fees in Milpitas Is 
Common in Peer Cities, But Some Things Can Be Learned from Those Which 
Do Have an Established Policy. 

 
The second set of questions regarding deposit-based fees, in the table below, asked 
about the policies that each city has regarding these fees, and how the time associated 
with them is tracked by staff. 
 

City 

Does the City have any 
thresholds in place regarding 
when deposits are replenished? 
Is this a written threshold? Is 
there a stop work policy based 
upon this threshold? 

Are there written 
policies and 
procedures 
regarding deposit-
based fees? 

Where do staff track 
their time on deposits 
- in timekeeping or in 
the City’s permitting 
software? 

Dublin 
No formalized threshold. Stop work 
if the developer does not respond 
to request for account 
replenishment. 

 
Neither. Track it 
manually and then 
Finance charges 
against that deposit. 

Fremont None No Timekeeping 

Mountain View 

Plan check deposit: no 
replenishment, if they project takes 
many rounds to approve, 
consultants begin charging hourly 
staff time. 
Stop Work Notices – Are not 
deposit based.  The permit is 
charged double the fees for all 
trades except plan check. 

 
Time is not tracked, this 
part of their regular job 
duties to process them. 

Palo Alto Policy is 80%. Work stops when 
deposit is exhausted. Yes 

Timesheet. Contracted 
plan check is tracked 
separately. 

San Mateo For Planning Applications, the 
threshold is 70%. Yes Timekeeping 

Santa Clara NA NA NA 

Sunnyvale None No 
Neither. Issue 
requisition and then 
Finance charges 
against that deposit. 

Milpitas Threshold is 75% Yes Timekeeping 
 
• The cities surveyed can be divided into three camps regarding deposit-based fee 

policies: those like Santa Clara, which do not use deposit-based fees; those like 
Dublin and Sunnyvale, which have informal policies regarding deposit-based fees; 
and those like San Mateo, which have established written policies and thresholds. 
Milpitas falls in the second camp; the City uses deposit-based fees but only 
informally adheres to policy. Cities surveyed with formal policies set the threshold 
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at 70-80% of the deposit, at which point they begin billing the applicant. Work stops 
when the deposit is exhausted. 

 
• Cities surveyed which track time against deposits typically use timekeeping 

software. In some cities, review time is tracked separately for billing, but no cities 
use their permitting software to track time for deposit billing purposes. Most 
permitting software systems have the capability to track time, but it requires 
integration with the City’s payroll system or financial system to ensure that the 
hours are billed appropriately.   

 
Milpitas is among the few comparable municipalities which has written policies concerning 
the use of deposit-based fees, although these policies appear to be similar to the informal 
practices of most other cities which use them. 
 
  



Analysis of the Development Review Process  MILPITAS, CALIFORNIA 
 

Matrix Consulting Group  Page 119 

Appendix D: Stakeholder Analysis 
 

 
As part of the Service Delivery Fee Study for Development Services for the City of 
Milpitas, the Matrix Consulting Group held four (4) Development Community Focus Group 
Meetings at the Community Center and Milpitas City Hall. These focus group meetings 
were held as follows:  
 
1. Wednesday, December 5th, 1:00 - 3:00 p.m., Milpitas Community Center 
2. Thursday, December 6th, 8:00 - 10:00 a.m., Milpitas Community Center 
3. Thursday, December 13th, 2:00 - 4:00 p.m., Milpitas Community Center 
4. Friday, December 14th, 9:00 - 10:00 a.m., Milpitas City Hall Committee Meeting 

Room 
 
In addition to the focus group meetings held, for those who could not attend the meetings 
in person, an option was available to provide comments via phone call or email to the 
project team.  
 
The focus group invitations were provided to the Community Development Roundtable 
participants, as well as to previous Building, Planning, and Land Development customers. 
A total of 80 invitations were sent for the focus groups and there were eighteen total 
responses; 14 respondents at the focus group meetings, and 4 respondents via phone 
and email.  
 
The following subsections introduce focus groups and then a summary of the comments 
and feedback received in the focus groups.  
  
  1 INTRODUCTION & PURPOSE OF FOCUS GROUPS 
 
The purpose of the stakeholder focus groups was to obtain input, feedback, concerns, 
perceptions, and suggestions for improvement regarding the development review 
process within Milpitas. These focus groups were structured as an open forum discussion, 
with no specific questions posed to the group, other than a brief background on the study, 
and that any and all comments collected through these focus groups and individual 
interviews would be compiled and presented in the manner of key themes. The 
respondents were assured that feedback would be reported anonymously. Questions 
asked by the project team related to the following areas:  
 
• Specific departments / divisions within the City with which they interacted during 

the development phase – building, planning, land development, fire, economic 
development, etc.  

 
• Timeframe of the interaction – current, within one year, five years, ten years, etc.  
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• Level of interaction – counter staff, inspection staff, plan reviewers, etc.  
 
• Other jurisdictions in which they have previously conducted development activities. 
 
The purpose of these questions was to ensure that the project team received information 
that was specific in nature, was current, and was related to a specific type of service or 
development project. The information regarding other jurisdictions was to further 
understand the background of the developer providing input, ensuring their understanding 
of California and Bay Area specific codes and requirements. 
 
Each focus group lasted approximately one hour, with phone interviews lasting 
approximately 15 to 20 minutes each. The timeframe for each focus group and phone 
interview was dictated by the participants, ensuring sufficient time for all stakeholders to 
provide comments relative to their experiences. At the conclusion of the focus group, the 
contact information for the project team member conducting the focus group was provided 
and it was reiterated that any additional comments or input would be accepted throughout 
the course of the study.  
 
  2 KEY THEMES FROM THE STAKEHOLDER FOCUS GROUPS  
  
There were several key themes that emerged from conversations with the stakeholders. 
These key themes can be divided into positive feedback regarding areas that worked well 
and feedback related to opportunities for improvement. The following table summarizes 
the comments for each of these two areas:  
 

Things that Work Well Opportunities for Improvement 

Community Development Roundtable Cycle and processing times for applications, inspections, 
reviews, and permits 

Commitment to improvement and 
changes – evidenced by this study  

Clarity on fees and charges for development projects – what 
fees are being paid for what services and when they should 
be paid  

Support from Economic Development 
and City Management  

Unclear submittal requirements – comments made in the 
process regarding changes that should have been caught in 
the beginning of the process 

Responsive and accessible staff  
Cumbersome city codes and policies cited during the review 
process and on job sites during inspection for failure of 
inspections  

Commitment to customer service Inability to hire contractors due to City’s reputation  
 Lack of detailed accounting for PJ accounts  
 Scheduling of fire inspections  

 Issues with consistency of plan review comments and 
inspections  

 Need for increased staffing to accommodate the 
development activity  
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As the table indicates, despite there being several positives, the opportunities for 
improvement outweighed the items that worked well. All of the items noted in the table 
above were in reference to all four primary development service areas – building, 
planning, land development / public works, and fire prevention.  
 
The Stakeholder community was consistent in stating that staff was very supportive, 
responsive, and committed to customer service, but that other aspects such as policies, 
codes, fees, and overall timeliness greatly impacted their ability to complete their 
development projects on time and in a cost efficient manner.  
 
The primary complaint regarding application cycle and permit processing timelines was 
in relation to significant delays in the overall timeline. The significant delays sometimes 
occur due to inter-departmental coordination of comments, whereas other delays occur 
due to multiple rounds of comments, lack of timely inspection scheduling, or failure of 
inspections for items not identified or codified in the plan review phase of the project. 
These types of delays can be costly for the developers.   
 
Other more specific comments regarding areas of improvement related to scheduling of 
fire inspections, the inability to get those scheduled quickly; however, there was the 
understanding that the City is and was suffering from a lack of staffing resources. Staff 
turnover was acknowledged by the development community as having an impact on the 
ability for them to get projects processed in a timely manner, but there was an 
understanding that there is limited ability for the City to control that aspect of staffing.   
 
The development community and the stakeholders understood the City’s current service 
levels reflected their current resources and conditions, but the desire expressed through 
these outreach meetings was the ability to have greater transparency regarding both the 
fees and the service level prior to going through the development process. The 
transparency in fees was related to both PJ accounts (deposits) as well as the flat fees 
charged by building. Some developers stated that they are asked for multiple deposits, 
with little to no detail on the invoices regarding the activities. For the flat fees, they can 
get charged for plan review fees, but may also have to pay for scheduled plan review 
meetings, as there is no clarity regarding the number of plan reviews or inspections 
covered within the current flat fees.  
 
In regards to the service level expectations, an example cited in the meetings was that 
plan review has a target of 6 weeks, but in the past two to three years, it is rare that plan 
review is completed within that timeframe. Therefore, the development community would 
like to hear a target at the onset that is more reflective of staff capacity and availability, 
even if that target is 8-10 weeks, as that will allow them to better prepare their timelines 
for the project.  
 
The stakeholders that attended the meetings and provided comments have all worked 
with other jurisdictions in the bay area such as Santa Clara, Mountain View, Sunnyvale, 
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Fremont, and San Jose. As such, they are familiar with and understand California 
environmental regulations, California building codes, as well as the development climate 
and opportunities within the Bay Area. They stated that despite this experience, many of 
the development code and policy requirements expressed to them during the 
development phase in Milpitas are very unique to Milpitas.  
 
All of the stakeholders that provided comments currently have some sort of active 
development project within the City and / or have had a project within the last three years. 
This was very important to note, as it indicates that the feedback provided is relevant to 
current development services and operations.  
 
  3 SUMMARY OF STAKEHOLDER FOCUS GROUPS   
  
The overall theme that emerged regarding areas for improvement related to the lack of 
predictability, consistency, and timeliness of development operations within the City. The 
development community was glad to be involved in this process and acknowledges the 
City’s commitment to changes and improvement, but recognizes that there are still further 
and more significant areas for opportunities for improvement in the development process.  
 
As discussed in the introduction, at the conclusion of the focus group meetings, the 
stakeholders were offered the chance to provide any additional feedback and input to the 
project team during the remainder of the study.  
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Appendix E: Employee Survey Results 
 

 
As part of the Matrix Consulting Group’s Service Delivery Fee study for the City of 
Milpitas, the project team distributed an anonymous survey to employees involved in the 
City’s development review process in order to gauge their opinions on a variety of topics 
relevant to the study. This survey provided development review staff an opportunity to 
provide input to the study, and to enhance the project team’s understanding of employee 
opinions. This survey generally asked three types of questions: 
 
• Demographic Questions: Respondents were asked to indicate the department 

they work for, their length of employment, their level of responsibility, and whether 
they have worked in development services for other agencies. 

 
• Multiple Choice Questions: Respondents were presented with a number of 

multiple choice questions or statements where they indicated their level of 
agreement or disagreement. 

 
• Open-ended response questions: At the end of the survey, staff were given 

space to provide opinions about the City’s development review process in their 
own words. 

 
The project team provided City staff with an electronic link to the survey via email. A total 
of fifty-seven (57) surveys were distributed and thirty-six (36) responses were received. 
This represents an overall response rate of 63%.  
 

  1 SUMMARY OF KEY FINDINGS 
 
While a more detailed analysis can be found in the sections below, the following points 
summarize the key findings from the responses received to this survey: 
 
• Most respondents believe the current processes for development review and 

permitting are efficient and effective.  
 
• Most respondents believe the City provides good customer services at the permit 

counter.  
 
• Respondents believe the City provides effective training and resources to staff.   
 
• Most respondents feel management is helpful and efficient and the workplace has 

a positive environment. 
 



Analysis of the Development Review Process  MILPITAS, CALIFORNIA 
 

Matrix Consulting Group  Page 124 

• Most respondents feel they have a very busy workload and many feel they are 
overworked.  

 
As the points indicate, generally speaking, City staff had a positive outlook on the 
development services provided to their external customers. The only area for 
improvement identified was in relation to workload and feeling overwhelmed.  
 

  2 SURVEY RESPONDENT DEMOGRAPHICS 
 
While responses to the survey were confidential, the project team asked respondents to 
indicate some information about their position in order to understand responses better. 
The following subsections discuss the different types of demographic information 
gathered through the online survey.   
 
1 Department 
 
The first question in this section asked participants which department they work for in the 
City of Milpitas. The following table shows the breakout of responses by department, as 
well as the total number of responses received.  
 

Department  # Received Percent Invitations Sent % of Dept Responding 
Building 14 38.9% 24 58% 
Engineering 2 5.6% 3 67% 
Finance 1 2.8% 2 50% 
Fire 8 22.2% 9 89% 
Planning 7 19.4% 8 88% 
Public Works 3 8.3% 5 60% 
Economic Development 1 2.8% 5 20% 
Total 36 100% 56 64% 

 
The greatest volume of responses came from personnel in the Building, Fire, and 
Planning departments, which makes sense as those are the core Development services 
activities and some of the larger departments surveyed.  
 
2 Length of Employment 
 
The next question in this section asked respondents how long they have worked for the 
City. The following table shows by range of years worked the number of responses 
received.  
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Range of Years Count Percent 
0-2 Years 21 58.3% 
3-5 Years 5 13.9% 
6-10 Years 2 5.6% 
11+ Years 8 22.2% 
Total 36 100% 

 
Based on the table above, there was a range of longevity with the City that was 
represented in the survey responses, with the largest proportion of staff having worked 
for the City less than 2 years, but the next highest level of responses was for staff that 
have worked with the City for more than 11 years.  
 
3 Level of Responsibility 
 
The third question in this section asked respondents what type of position they hold within 
their department. Their responses are broken out below based upon level of position. 
 

Level of Responsibility  Count Percent 
Admin/Clerical 2 5.6% 
Permit Processing/Counter Staff 2 5.6% 
Managerial/Supervisory 13 36.1% 
Inspections 12 33.3% 
Plan Review 2 5.6% 
Other (please specify) 5 13.9% 
Total 36 100% 

 
The majority of respondents hold managerial/supervisory or inspections positions within 
the City.  
 
There were five responses that did not pick any of the categories listed, the following 
points provide further detail:  
 
1. “Plan review and inspections, occasionally counter calls” 
2. “Specialist” 
3. “Current Planning – Counter staff, permit processing, plan reviews, presenting projects 
to the Planning Commission” 
4. “Senior Planner” 
5. “Plan review/inspections/enforcement” 
 
As the points illustrate, the reason some of these responsibilities were not categorized 
was due to the multiple responsibilities or services that the position provides.  
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4 Previous Experience 
 
The final question in this section asked survey participants whether they have previously 
worked in another agency. The following table breaks out the responses: 
 

Worked at another jurisdiction?  Count Percent 
Yes 26 72.2% 
No 10 27.8% 
Total 36 100% 

 
Approximately 72% of the respondents have worked with another jurisdiction prior to 
Milpitas. This question was particularly relevant for this study, as the majority of staff and 
respondents have had very limited tenure with Milpitas, but despite that limited tenure, 
they have had experience performing these types of services with other jurisdictions. 
Additionally, experience with other jurisdictions can translate into different perspectives 
regarding the processes and levels of efficiency achieved by Milpitas.  
 
  3 MULTIPLE CHOICE QUESTIONS 
 
The bulk of the survey consisted of sections where respondents were asked to indicate 
their level of agreement or disagreement with statements about the Department. The 
response options were “strongly agree” (SA), “agree” (A), “disagree” (D), “strongly 
disagree” (SD), or “N/A” (NA). The project team broke these multiple choice responses 
into the following categories:  
 
• Process Efficiency & Effectiveness: Questions in this section focused on the 

efficiency and effectiveness of the development services process within the City.   
 
• Customer Service: The questions in this section related to the level of customer 

service provided by city staff to customers of the development services process.   
 
• Employee Resources: Questions in this section addressed the level and types of 

resources that are available to employees for development services.   
 
• Management & Workplace Experience: These questions addressed issues 

about the workplace culture and management support provided to city staff during 
the development review process.   

 
• Workload: This section addressed issues related to staff workloads. 
 
• Finance Staff: This section only required responses from staff in the Finance 

section as it related to deposit (Private Job / PJ) accounts as it relates to 
development services.  
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The following subsections provide the results of the multiple choice questions based upon 
the categories noted above.  
 
1 Process Efficiency and Effectiveness 
 
The first section of multiple choice questions asked respondents to provide insight 
regarding the City’s development review process and their perception regarding the 
effectiveness of the existing processes as it relates to timeliness, efficiency, and fees. 
The table below shows the proportion of respondents who selected each level of 
agreement or disagreement. 
 

# Statement SA A D SD NA 
       

1 The development review and permitting process in Milpitas is 
efficient and well-run in terms of the services it delivers. 3% 59% 28% 3% 6% 

2 My division is efficient and well-run in terms of the services it 
delivers. 22% 59% 19% 0% 0% 

3 There is good coordination between my division and other 
departments / divisions that are involved in the development 
review and permitting process. 

6% 53% 31% 3% 6% 

4 Our process for reviewing over the counter (express) permits 
works well. 9% 38% 22% 6% 25% 

5 Development review committee meetings are an effective use 
of time. 6% 38% 28% 3% 25% 

6 Our approach to charging private job accounts is efficient. 3% 28% 3% 16% 50% 

7 We accurately capture time associated with application review 
on private job accounts. 6% 31% 25% 9% 28% 

8 There are established cycle times and goals for plan review or 
permit timelines for the processing of development review 
plans or permits. 

12% 50% 22% 3% 13% 

 
The points below summarize the information noted in the response table:  
 
• Most staff believe the development review process is efficient and well-run: 

Statement #1, to this effect, received strong (62%) agreement. Among building 
division staff, however, 6 of 13 respondents (45%) disagreed. Statement #2, that 
individual divisions are efficient and well-run, received a very strong majority (81%) 
of agreement, which was consistent across divisions. Statement #8, that there are 
established cycle times and goals for plan review or permit timelines for the review 
process, received a majority (62%) of agreement. 
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• Most staff believe divisions coordinate well in the development review and 
permitting process: Statement #3, that there is good coordination between 
respondents’ divisions and others involved in the process, received a majority 
(59%) of agreement. 
 

• Most staff believe over the counter permit review works well: Statement #4, 
that the City’s process for reviewing over the counter permits works well, received 
15 of 24 (63%) agreeing responses. 8 respondents gave no response. 

 
• Most staff believe development review committee meetings are an efficient 

use of time: 14 of 24 (58%) respondents agreed with Statement #5, that 
development review committee meetings are an effective use of time. Eight 
respondents gave no response. However, among planning staff, 5 of the 7 
respondents (71%) disagreed. This finding is especially notable, as Planning is 
typically the leader and manager of development review committee meetings.   
 

• Most staff agree that the City’s process for charging PJ accounts is efficient, 
but have mixed responses related to accurately capturing time: Statement #6, 
of the 16 who responded, 10 (63%) agree that project accounts are being charged 
to by staff in an efficient manner, however, among planning staff, 5 of 6 
respondents (83%) disagree with 4 of those responses strongly disagreeing. This 
once again is an especially important finding, as nearly all of Planning’s services 
and fees are accounted for through PJ accounts. In regards to managerial staff 3 
of 5 management/supervisor staff disagreed that the City’s process for charging 
PJ accounts is efficient. The inspection staff was the only category that agreed 
with that their time charges are efficient as it relates to PJ accounts, but inspection 
staff bill minimally if at all to PJ accounts, which could help form that perspective. 
From Statement #7, only 12 respondents (38%) agree accurate time is captured 
for application review on private job accounts while 11 (34%) disagree.  
 

As the points note, staff believe the development review processes currently in place are 
fairly efficient and well-run, including the reviews provided over the counter and 
development review committees. However, there is some disagreement from planning 
staff regarding the effectiveness of the development review committee, which they 
manage, as well as the efficiency of the process for charging to PJ accounts.  
 
2 Customer Services 
 
The second section of multiple choice questions asked respondents about services 
provided to development review customers, and the level of customer service. The table 
below shows the proportion of respondents who selected each level of agreement or 
disagreement. 
 

# Statement SA A D SD NA 
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# Statement SA A D SD NA 
1 Permitting processes in Milpitas are not unnecessarily 

complex or burdensome for the applicant. 6% 56% 16% 13% 9% 

2 Applicants are advised of all application requirements and 
standards early in the process. 9% 63% 9% 3% 16% 

3 The City of Milpitas makes it easy to obtain complete, accurate 
information about the development review and permitting 
process. 

6% 38% 38% 3% 16% 

4 My department prioritizes customer service in the 
development review and permitting process. 19% 53% 3% 3% 22% 

5 My co-workers are polite to customers. 41% 56% 0% 3% 0% 

6 My co-workers are committed to doing quality work. 47% 47% 3% 0% 3% 
7 The applications submitted by applicants are typically 

complete enough to allow prompt and complete action by staff. 3% 38% 41% 0% 19% 

8 Decisions regarding code interpretations are made 
consistently in my department, without variation from applicant 
to applicant. 

28% 53% 9% 6% 3% 

9 Milpitas provides the ability for customers to provide feedback 
on their experience with Development Services through in-
person feedback or online customer service survey. 

9% 41% 25% 0% 25% 

10 Applicants have a single point of contact for their permit 
through the different development applications. 3% 44% 31% 6% 16% 

11 There is an established customer service objective to not have 
applicants wait more than 15 minutes at the permit center. 3% 31% 13% 9% 44% 

12 The City of Milpitas' Development Services fees are easy to 
administer and explain to customers and applicants. 6% 38% 25% 6% 25% 

13 I am aware of what resources are provided to our customers 
on our website. 9% 53% 25% 6% 6% 

14 The City of Milpitas' Development Services fees are available 
online and at the City’s permit center. 9% 66% 0% 0% 25% 

 
The points below provide a narrative summary of the information included in the previous 
table:  
 
• Generally, most staff believe the permitting process for the City is easy for 

applicants: from Statement #1, 62% of staff agree that the process for applicants 
is not difficult (6 of 12 managerial/supervisory staff disagreed with the statement) 
and from Statement #4 where 72% of staff felt their department prioritized 
customer services related to the permitting process.  
 

• Staff have mixed responses regarding providing applicants with accurate 
information: For Statement #3, approximately 44% of the respondents agreed 
that accurate information was provided and 60% of inspections staff agreed. 
However, approximately 41% of respondents disagreed and 70% of management 
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and supervisory staff disagreed, suggesting that there is a wide divergence of 
views for this issue among staff.  

 
• Most staff agree that the application process information provided for 

applicants is efficient: Statements #2, #8, and #14, all received significantly more 
agreement than disagreement, showing that staff believes applicants are provided 
with all necessary information, applications are interpreted consistently, and fees 
information is easily available. However, Statement #7 indicated that applicants 
still submit incomplete applications with 41% agreeing and 41% disagreeing.  

 
• Most staff agree that application resources provided to applicants is 

efficient: Statements #10, #12, and #13, had a higher proportion of respondents 
that agreed than disagreed, indicating that staff believe applicants are provided 
with a single point of contact and fees are easy to explain and administer. However, 
approximately 4 of 7 planning staff disagree with Statement #13 that the staff 
themselves are aware of the types of resources available on the City’s website. 
This is important, as if staff themselves are unaware, they cannot direct applicants 
to that information; highlighting a staff training issue. It is important to note that the 
majority of planning staff is new to the department and this could be the reason for 
the lack of their awareness.  
 

• Most staff believe they provide quality customer service: Statements #5, #6, 
#9, and #11 all received mostly agreeing responses showing that staff believes 
good customer service is provided at the permit center by being polite, providing 
quality work, short wait times, and an accessible way for customers to provide 
feedback. However, 4 of 5 of planning staff disagree with Statement #9 that 
customers have a way to provide feedback and 4 of 7 management/supervisory 
staff disagreed with Statement #11 that applicants wait time is no more than 15 
minutes. 

 
The points in this section provide important insight that while generally employees believe 
customer service is a priority for the department and information is provided to customers 
in an accurate manner; there is quite a bit of disagreement from management and 
supervisory staff regarding the level of customer service and whether accurate 
information is provided and the level of wait time for customers. This is important as this 
shows a disconnect between observation from management and supervisory staff and 
the level of service being provided overall by employees.  
 
 
3 Employee Resources 
 
The third section of multiple choice questions asked respondents about the resources 
available to city employees throughout the process. The following table shows the 
proportion of respondents who selected each level of agreement or disagreement. 
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# Statement SA A D SD NA 

       

1 I have the materials, equipment, and tools I need to do my 
work right. 6% 66% 13% 13% 3% 

2 My division has an efficient records management and 
document management system. 6% 50% 31% 13% 0% 

3 My department has clear, well-documented policies and 
procedures on plan review and permitting. 10% 52% 26% 10% 3% 

4 I am able to effectively utilize TRAKiT. 19% 56% 16% 6% 3% 

5 I receive formal ongoing training in the technical skills required 
to fulfill my role. 9% 53% 16% 13% 9% 

6 I am able to consistently meet the City of Milpitas' timelines 
and turnaround goals for plan review and permitting. 6% 41% 25% 6% 22% 

 
As the table indicates, the majority of staff agreed that they have the resources that they 
need to perform their work efficiently and effectively. Each of the six statements in this 
section received a majority of at least 56% agreement, indicating that staff generally feel 
they have the tools, training, and technology needed to fulfill their responsibilities. 
However, 71% of Planning division staff disagreed that records and documents are 
managed efficiently. 
 
4 Management and Workplace Experience 
 
The fourth section of multiple choice questions asked respondents about their experience 
with managers and the workplace culture. The table below shows the proportion of 
respondents who selected each level of agreement or disagreement. 
 

# Statement SA A D SD NA 
       

1 My division is effectively managed regarding the development 
review and permitting processes. 9% 56% 16% 3% 16% 

2 Managers in my Department involve staff in collective 
problem-solving. 25% 50% 16% 6% 3% 

3 I am encouraged to think creatively and question the way we 
do things in order to solve problems. 19% 56% 16% 6% 3% 

4 Managers in my Department are receptive to new ideas and 
employee suggestions. 19% 72% 3% 6% 0% 

5 When mistakes are made, managers and supervisors focus on 
correcting the mistake with a learning approach rather than on 
placing blame. 

22% 66% 6% 3% 3% 

6 My voice is heard and my opinions seem to count. 22% 56% 13% 6% 3% 

7 I am empowered to act within the scope of my expertise, 
training, and experience. 31% 56% 6% 3% 3% 
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# Statement SA A D SD NA 
8 I receive enough recognition and appreciation for the quality of 

my work. 16% 66% 3% 6% 9% 

9 Someone at work encourages my professional development. 13% 66% 6% 13% 3% 

10 I know what is expected of me at work. 25% 59% 6% 6% 3% 

11 The mission / purpose of this organization makes me feel my 
job is important. 31% 56% 6% 3% 3% 

 
Overall, staff feel strongly that they are properly managed and have an inviting workplace. 
The majority of staff agreed with all statements, and this was apparent across all 
departments and levels of responsibility. The only variation in responses was from 
inspection staff, with approximately 42% of inspection staff disagreeing that managers 
involve staff in problem solving and the same proportion disagreeing that they are 
encouraged to think creatively and question the way problems are solved.  
 
5 Workload 
 
The fifth section of multiple choice questions asked respondents about how much work 
they are provided. The following figure shows the proportion of responses received by 
workload statement description. 
 

 
Approximately 47% of staff felt that they either had the right balance of workload or that 
they could keep up with their existing workload, while 47% responded that they are unable 
to ever catch up to their workload. Only 6% of staff indicated that they have the capacity 
to add on additional workload. Planning staff provided the majority of “right balance” 
responses; 3 of 7 respondents in that division indicated that they have an appropriate 
workload for their available time.    
 
6 Finance Staff Questions 
 
The sixth section of multiple choice questions was limited to finance staff, and asked 
questions related to their support to development review staff. The respondents were 

0% 5% 10% 15% 20% 25% 30% 35% 40% 45% 50%

I am always busy and can never catch up

I am often busy but can usually keep up

I have about the right balance of workload and available time

I could handle additional workload fairly easily

% of Responses

Workload Level
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asked a series of statements as it relates to billing for PJ accounts and the fee schedule. 
The results of this section indicated that staff was in agreement with the following 
statements:  
 
• Clear Policies and Procedures regarding deposit-based fee accounts. 
 
• Clarity regarding the rate that must be utilized for billing to deposit accounts based 

upon the type of application being processed. 
 
• Utilization of a blended hourly rate for each department / division rather than 

different rates for different staff.  
 
• Staff annually updates the hourly rates used to bill to deposit accounts.  
 
• There is clarity in the deposit process regarding when the applicant must be billed, 

how often, and to whom the bill is sent.  
 
• Finance staff prepares monthly reports for all deposit accounts showing the status 

of current account accounts financially and within the project.  
 
• There is clear communication between Finance and development staff regarding 

the applications that require Private Job (PJ) accounts.  
 
• Billing to deposit accounts occurs through timesheets.  
 
• A review of deposit accounts is conducted to ensure that they are sufficient based 

upon total amounts billed in the previous year.  
 
• Finance staff time is not billed to deposits directly.  
 
As the points above indicate, Finance staff agreed with the majority of statements 
regarding deposit accounts. There were only two statements where there was 
disagreement, which were as follows:  
 
• There are established thresholds upon which if a deposit account reaches, Finance 

staff informs development staff to stop work until further payment is received.  
 
• Finance staff annually updates the City’s Master Fee Schedule.   
 
The two points of disagreement are critical for understanding the City’s current fee 
amounts, as well as the deposit-based process that exists for the City to recover its costs 
as it relates to Planning, Public Works, and Land development services.  
 
  4 OPEN RESPONSE QUESTIONS 
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The final section of the survey asked respondents to respond to a number of questions in 
their own words. This question was open to all respondents regardless of their 
department. The project team asked three primary questions: 
 
1.  What could Milpitas do to improve the level of customer service in the development 

review and permitting process?  
 
2.  What could Milpitas do to streamline the development review and permitting 

process?  
 
3. What do you think Milpitas could do to better communicate with applicants 

regarding the status of their permits while under review, including any comments 
or revisions that need to be made?  

 
The following points provide analysis of the responses provided by participants for each 
of these three questions. 
 
1 Improve Customer Service 
 
The first question asked respondents how they think customer service could be improved 
in the development review and permitting process. Twenty responses were received. The 
common themes for this question are summarized in the following points: 
  
• Clearly communicate realistic turnaround times, city policies regarding scope of 

work, and permitting timelines 
 
• Increase staffing levels and resources 
 
• Develop automatic fee calculators  
 
• Revise and clarify the PJ system 
 
• Provide more information on the City’s website 
 
The two most common response themes among these answers were to provide greater 
information to applicants regarding the City’s development processes, policies, permit 
standards, California building codes, and other information on the City’s website (7 
responses) and adding additional staff (3 responses). This aligns with earlier answers, 
where participants indicated in multiple choice sections that they feel they are 
overworked. 
 
2 Streamline the Development Review or Permitting Process 
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The second open response question asked survey participants what they think the City 
could do to improve the development review or permitting process. A total of 21 responses 
were received. The following points summarize the responses received: 
 
• Develop clearer submittal guidelines during the permitting phase including 

checklists and checking for complete submittals at intake 
 
• Have a one stop shop for development services 
 
• Utilize third party resources if insufficient staffing levels   
 
• Unify records management into one centralized permitting system 
 
The most common theme among these responses was to develop a checklist or submittal 
for applications (5 responses). While respondents said earlier in the survey that 
development review and permitting processes are generally efficient, the responses in 
this statement provide greater insight regarding further areas for opportunity for 
improvement for the City to provide a higher level of service.  
 
3 Communicating with Applicants 
 
The third open response question asked customers what they believe the City could do 
to better communicate with applicants during review of their permit. Twenty responses 
were received. The following points highlight the themes of the responses:  
 
• Update the City’s website to have a prominent link to status updates and promote 

the use of the online TRAKiT status system.  
 
• No improvements needed as status updates are available 
 
• Gather email / contact information at submittal to ensure that any information is 

accurately communicated. 
 
The primary theme appearing in these answers is to use an online status checking system 
for applicants (7 responses), so that applicants can review the status of their application 
from on online system. The City already has the ability for some permit information to be 
viewed through the online TRAKiT module. However, it seems that there needs to be 
greater internal and external awareness of this tool, including potentially a more 
prominent link on the City’s website.  
4 Other Comments Regarding Development Services 
 
After all of the questions and statements, the survey respondents were asked to provide 
comments regarding any other areas which they felt would be beneficial for the project 
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team to have input regarding for the service delivery study and analysis. The primary 
comments in this section related to the following aspects:  
 
• Need for additional staff and resources in all of the departments / divisions to 

handle the current and projected workload.  
 
• Develop cohesive and consistent development review processes.  
 
• Allow for continuing education and internal staff training regarding codes and 

development processes.  
 
• Focus on records management and retention for documents in a centralized place.  
 
The points in this section mirror the comments provided throughout the open ended 
section and the multiple choice questions.  
 
  5 OVERALL SUMMARY  
 
Overall, the results of the survey were a critical component of the project team obtaining 
input from employees in the development services process, regarding a variety of topics. 
As the introduction summarized, generally employees have a favorable outlook towards 
the services that they provide, but there are opportunities for improvement especially as 
it relates to staffing needs, improving workload balance, and providing accurate and clear 
information to customer regarding submittals. These findings will be considered by the 
project team to develop potential recommendations for opportunities for improvement 
within the City’s development review process. 
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Appendix F: Descriptive Profile 
 

 
The following descriptive profile outlines the organization, structure, and staffing of 
departments involved in the development review application, permitting, and inspection 
processes, including Planning, Building, Engineering, Public Works, Fire, and Finance. 
The information contained in the profile has been developed through a number of 
interviews conducted with representatives from the respective Departments involved the 
process.  
 
The primary objective of this profile is to review and confirm our current understanding of 
the development review, permitting, and inspection processes. Consequently, no analysis 
or findings are contained in this document. Instead, this document focuses on outlining 
the following items: 
 
• The organizational structure of each area of the Department within the project 

scope. 
 
• Descriptions of the main functions and work areas of each Department. 
 
• The authorized (budgeted) and actual (currently filled) number of positions by 

classification assigned to each unit, including any contracted positions. 
 
• The roles, objectives, and responsibilities of each unit associated with 

development activity. 
 
• Revenues and expenditures associated with the organizational units. 
 
• Workload and permitting activity associated with each division.  
 
• Existing workflows for development review activities. 
 
• Understanding of the local ordinances that impact the review, permitting, and 

inspection processes. 
 
The profile is the first deliverable of this project and will help serve as a foundation for our 
assumptions regarding staffing and current organizational characteristics of the functional 
areas included in the scope of the study. 
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2. Planning  
 

 
Planning is responsible for the coordination and review of applications related to land use 
(zoning) and the land entitlement process for existing and new development projects. 
Additionally, Planning is tasked with the administration of the City’s long range planning 
efforts including maintaining the City’s General Plan, Zoning Ordinances, and Specific 
Plans.  This includes the administration of zoning ordinance, land use and development 
regulations.  
  
  1 ORGANIZATIONAL STRUCTURE  
 
The following chart outlines the staff and structure of the Planning Department: 
 

 
 
 
  2 STAFFING  
  
The following table summarizes key roles and responsibilities of each position within the 
Department with substantial involvement in the various land use processes. 
 

Planning Director

Planning 
Manager

Senior 
Planner

Associate 
Planner (2)

Assistant 
Planner Intern

Senior 
Planner

Junior 
Planner
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Unit / Division Curr. Auth. Position Description 

Administration 

1 1 Director 

• Provides oversight and direction to staff of 
the Division. 

• Actively participates in the day-to-day 
operational oversight of the division 
ensuring continuous operations of the 
Planning Department.  

1 1 Planning Manager 
• Planning Manager is the primary staff 

member leading long range planning 
efforts and is supplemented by various 
Planners.    

Planning 

2 2 Senior Planner 

• Senior Planners serve as the project 
manager for the largest and most 
complex land entitlement permits.  Also, 
oversee the processing and review of all 
planning permits.  

2 2 Associate Planner 
• Associated Planners process a variety of 

planning review applications, serve as 
planner of day to staff the permit center 
counter.   

1 1 Junior Planner • Junior Planner processes special event 
permits and sign permits.  

1 1 Assistant Planner 

• All planners are responsible for project 
management for the applications they 
review, also are responsible for tracking 
application expenditures and notifying the 
applicant of additional fees needed. 

 
  3 EXPENDITURES AND REVENUE  
  
The project team also collected information regarding expenditures and revenue for the 
Planning Division. The following table shows for the past three fiscal years and the current 
year, the expenses and revenues associated with the Planning Division broken out by 
major cost category and revenue type:  
 

Category FY16 FY17 FY18 FY19 Adopted 
Personnel Services $813,517 $998,907 $1,803,760 $2,032,198 
Supplies & Contractual $449,324 $305,166 $38,310 $38,390 
TOTAL PLANNING EXPENSES $1,262,841 $1,304,073 $1,842,070 $2,070,588 
Planning Fees $2,823 $5,491 $4,588 $5,000 
PJ Overhead Charges $265,670 $125,690 $227,711 $368,000 
PJ Labor Reimbursement $89,974 $42,726 $78,344 $200,000 
PJ Vendor Reimbursement $308,007 $93,172 $16,712 $20,000 
Planning Plan Check Fee $9,263 $15,854 $14,763 $12,000 
TOTAL PLANNING REVENUE $675,737 $282,933 $342,118 $605,000 
NET PLANNING COSTS ($587,104) ($1,021,140) ($1,499,952) ($1,465,588) 
PLANNING COST RECOVERY % 54% 22% 19% 29% 
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As the previous table indicates, the Planning Division’s cost recovery declined from a high 
of 54% in FY16 to a low of 22% in FY17 and in FY19 it is projected to recover 
approximately 29% of its costs. The primary reason for the increase in costs is due to 
shifting of costs from contracted planning staff in FY16 and FY17 to in-house staff in FY18 
and FY19.   
 
  4 WORKLOAD  
  
The Planning Division provided data regarding the types and number of permits and 
applications processed. The following table shows by Permit type the number of permits 
processed for the last three fiscal years and for FY19 to date.  
 

Permit Type FY16 # of 
Permits 

FY17 # of 
Permits 

FY18 # of 
Permits 

FY19 YTD # 
of Permits 

Minor Conditional Use Permit 13 11 12 6 
Environmental Impact Assessment 7 3 7 1 
General Plan Amendment 1 4 1 1 
Major Tentative Map 9 2 1   
Minor Tentative Map 1    
Minor Tentative Map Amendment   1  
Minor Site Development Permit 136 224 249 82 
Minor Site Development Permit 
Amendment 

2 3 5 2 

Site Development Permit Amendment 3 1 1 3 
Pre-Application 7 6 2 2 
Special Events 3       
Zoning Verification Letter 1 1     
Parcel Map 

 
1 1   

Density Bonus     1 1 
Large Family Child Care     3 3 
Planned Unit Development Amendment     2   
Development Agreements       1 
TOTAL # OF PERMITS 183 256 286 102 

 
As the table above indicates, the workload for the Planning Division increased 
significantly between FY16 and FY17, by approximately 40%. The workload only 
increased by 12% between FY17 and FY18. For FY19 the division is projected to hit 
approximately the same workload level as the prior two years. The primary increase in 
applications is the Minor Site Development Permit category, as all other applications have 
varied from year to year.  
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  5 PLANNING WORKFLOW   
  
The project team met with staff in the Planning Division to map out the basic process 
steps for a Planning Application. The following graphics show the workflow for a planning 
application: 
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The flowchart indicates there are a variety of steps that need to take place in order for a 
Planning application process to be fully completed and processed. Part of this process 
also includes taking in the initial deposit amount and making sure that appropriate hours 
are tracked to the Private Job (PJ) account.   

Applicant comes 
to Permit Center 
to inquire about 

Planning Process

Building Permit 
Technician calls 

Planner of the Day 
to the Counter to 
assist Applicant

Planner provides 
information to Applicant 
and provides them with 
submittal checklist for 
appropriate application

Applicant returns to 
Permit Center with 

application and 
supporting materials 

Building Permit 
Technician calls the 

Planner of the Day to 
take in the 
application

Planner takes in the 
application and based 

on type informs 
applicant of initial 
deposit amount

Planner takes in the check 
from applicant for deposit 

amount and has them 
complete a PJ account form

Planner takes the application, 
check, and PJ paperwork and 

makes copies of the check 
and PJ paperwork for Finance

Planner puts the 
check and PJ 

paperwork in basket 
for Finance pickup

Planner creates a 
permit number for 

the application

Planning 
Manager 

assigns Planner 
to application

Case Planner for the 
Application reviews the 

application and routes the 
application for approval

Case Planner sends 
incomplete submittal letter 

to applicant and asks 
applicant to submit 
complete packet

Is application 
complete? 

Case Planner starts 
drafting comment letter 

awaiting other 
department comments 

Case Planner reviews 
application with 

departments in DRC

Case Planner compiles 
comments from DRC into a 

comment letter and 
provided to applicant

No revisions or 
additional information 

required?

Does it require Planning 
Commission (PC) or PC 

Subcommittee approval? 

Applicant must submit 
revised materials 

addressing comments

Case Planner drafts staff report 
outlining the project and 

recommendation for approval or 
denial at the Planning 

Commission 

Applicant 
resubmits 

information

Case Planner 
attends 
Planning 

Commission 
meeting

Planning Commission 
approves or 

recommends?

Planning commission 
resolution serves as 

permit approval

The application is 
denied and the 
project cannot 
move forward 

without an appeal

Case Planner drafts 
analysis letter outlining 

the conditions for permit 
approval

No

Case Planner 
reviews application 

and routes for 
approval

Yes

Yes

No

Yes

No

Yes

No

No

START

END

END

Does it require 
Council approval? No

City Council services as 
final approval

Yes

END
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3. Building and Housing  
 

 
The Building Division is responsible for the enforcement of the City’s building and life 
safety codes through the application review, permitting, and inspection processes. 
Building is comprised of two operational areas: Plan Check and Inspection.   It should be 
noted the Housing and Code Enforcement related activities of this Department are not 
included in this study as they do not directly relate to the development review process.   
 
  1 ORGANIZATIONAL STRUCTURE  
 
The following chart outlines the organization of functions in the Building Division portion 
of the Building and Housing Department. The Housing and Code Enforcement sections 
are not represented below.  
 

 
 
  2 STAFFING  
 
The following table provides the personnel and major tasks of staff for the Building 
Department. 
 

Unit / Division Curr. Auth. Position Description 

Administration 1 1 Director 

• Provides oversight and direction to staff of 
the Division. 

• Actively participates in the day-to-day 
operational oversight of the division 
ensuring continuous operations of the 
Building Department.  

Director of 
Building Housing

Building 
Official

Plan Review 
Manager

Senior Plan 
Check 

Engineer
Plan Check 
Engineer (4) Plan Checker Permit 

Technician (2)

Office 
Specialist

Office 
Assistant II

Building 
Inspection 
Manager

Senior 
Inspector (2)

Electrical / 
Building 

Inspector
Building 

Inspector (12)
Apprentice 
(Various)
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Unit / Division Curr. Auth. Position Description 

1 1 Building Official 

• Building Official provides oversight of all 
Building related operations of the 
Department and is responsible for 
administration of both plan check and 
inspection activities, including the 
resolution of issues. 

Plan Check 

0 1 Plan Review 
Manager 

• Plan Review Manager serves as the 
Supervisor of unit and is responsible for 
the day to day administration of the unit.  
Also conducts plan check functions for 
major projects.   

1 1 Senior Plan Check 
Engineer 

• Senior Plan Check Engineer is 
responsible for conducting plan check on 
complex projects and providing support to 
Plan Checkers.    

1 4 Plan Check Engineer 
• Conduct plan check functions for the City 

related to all building applications and 
permits.  

1 1 Plan Checker 

• Plan Checkers reviews over the counter 
permits for customers and issues permits 
in conjunction with permit technicians.  

• Works with inspectors to resolve design / 
inspection issues in the field. 

1 2 Permit Technician 
• Permit Technicians are responsible for the 

intake of all building applications, inputting 
information into the software system and 
responsible for the routing of plans to all 
reviewers.  Assist in the issuance of 
permits. 

1 0 Permit Technician – 
Contract 

1 1 Office Specialist 
• Office Specialist / Assistants serve as 

receptionist for City Hall and the Building 
Department, they may also input new 
applications into the software system.  
Assist customers with answering review 
related questions and calculate fees 
associated with application review and 
permit issuances.    

1 1 Office Assistant II 

Inspections 

1 1 Inspection Manager 

• Manager oversees the administrative 
functions and ensures the day-to-day 
operations of the unit.  Assists in the 
resolution of issues in the field and 
supports permit counter staff for 
inspection related inquiries.  

2 2 Senior Building 
Inspector 

• Responsible for conducting all building 
inspections related to construction within 
the City. 

• Seniors serve as leads for inspection 
teams and are responsible for the 
assignment of workload among all 
inspectors. 

• Inspectors conduct field inspections for 
building permits. 

1 1 Electrical / Building 
Inspector 

5 9 Building Inspector 



Analysis of the Development Review Process  MILPITAS, CALIFORNIA 
 

Matrix Consulting Group  Page 145 

Unit / Division Curr. Auth. Position Description 
• Inspectors assist with counter inquiries. 

2 3 Building Inspector 
(Temporary) 

• Temporary inspectors perform the same 
duties as Building Inspectors, while 
classified as temporary they are full time 
inspectors. 

0 3 Apprentice 

• Apprentice are newly hired individuals 
who are receiving on the job training and 
obtaining inspector certifications with the 
intent of becoming Temporary Building 
Inspectors. 

 
  3 EXPENDITURES AND REVENUE  
  
The project team also collected information regarding expenditures and revenue for the 
Building Department. The following table shows for the past three fiscal years and the 
current year, the expenses and revenues associated with the Building Department broken 
out by major cost category and revenue type:  
 

Category FY16 FY17 FY18 FY19 Adopted 
Personnel Services $2,797,979 $3,180,751 $4,847,474 $5,213,095 
Supplies & Contractual $95,914 $160,935 $191,088 $172,196 
TOTAL BUILDING EXPENSES $2,893,893 $3,341,686 $5,038,562 $5,385,291 
Building Permits & Plan Check  $5,871,202 $7,545,221 $9,981,598 $7,199,714 
Building Service Charges $2,182 $3,676 $2,566 $1,500 
PJ Overhead Charges - Building $941 $1,921 $1,740 $0 
PJ Labor Reimbursement - Bldg $4,609 $977 $806 $0 
Building State Mandated Fee $11,918 $20,599 $11,835 $15,000 
Records Retention Bldg $63,540 $99,247 $94,575 $75,000 
TOTAL BUILDING REVENUE $5,954,392 $7,671,641 $10,093,120 $7,291,214 
NET BUILDING COSTS $3,060,499  $4,329,955  $5,054,558  $1,905,923  
BUILDING COST RECOVERY % 206% 230% 200% 135% 

 
As the table indicates, the Building Department has significant net costs on an annual 
basis from a high of $5.0 million in FY18 to a projected low surplus of $1.9 million in FY19. 
However, it is important to note that it is expected for Building Departments to generate 
higher revenue than costs, as the revenue collected is meant to cover the cost of plan 
review and permits for future years as well as the current year. The Building Department’s 
costs have increased significantly and this is due to an increase in staffing levels.  
 
  4 WORKLOAD  
  
The Building Department provided data regarding the types and number of permits and 
applications processed. The following table shows by major category of development 
activity the number of permits processed for the last three fiscal years.  
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Development Project Type FY16 # of 
Permits 

FY17 # of 
Permits 

FY18 # of 
Permits 

Buildings greater than 50,000 sq. ft. 14 23 13 
Commercial New Buildings / Additions less than 50,000 sq. ft. 47 149 26 
Commercial Tenant Improvement less than 50,000 sq. ft.  93 107 108 
Commercial Alteration and Miscellaneous 223 288 270 
Single Family Residential New Building 106 34 7 
Other permit types (MEP, Small Projects, etc.) 4,068 4,391 4,554 
TOTAL PERMITS 4,551 4,992 4,978 

 
As the table indicates, the number of permits have been between 4,500 to 5,000 permits 
annually. The largest number and volume of permits is the standalone or unique permits. 
However, in FY17 there was a significant bump in projects or buildings greater than 
50,000 sq. ft. This was primarily due to the Building Code change and update that year, 
which resulted in updated rules and regulations for permit compliance and conformance.  
 
The project team also collected information such as the number of plan reviews 
conducted and inspections conducted. The following table shows the number of plan 
checks submitted and the number of inspections completed.  
 

Category FY16 FY17 FY18 
Plan Checks submitted 1,330 1,655 1,473 
Inspections completed 17,221 18,235 25,530 

 
As the table indicates, the activity for Plan checks initially increased between FY16 and 
FY17, but declined in FY18. However, the inspection activity has increased consistently 
each year. Between FY16 and FY18 the number of inspections completed increased by 
approximately 48%.  
 
  5 BUILDING WORKFLOW  
  
Based upon interviews with staff and existing workflows for the Department, the project 
team developed the following Building Workflow. 
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As the flowchart indicates Building is not the only department involved in the review of 
building plans. Once the Building plans are reviewed and approved, the Building Permit 
fees are collected and building permit issued. However, upon permit issuance is when all 
the different inspections to ensure compliance commence, prior to issuance of the 
Certificate of Occupancy. The following flowchart provides a more detailed overview of 
the entire process.  
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4. Fire Department 
 

 
The Fire Department is responsible for enforcement of the fire code along with ensuring 
life safety components for all construction activities within the City. Additionally, they are 
responsible for the permitting and inspection of hazardous materials. These services are 
found under the Fire Prevention division within the Fire Department.  
 
  1 ORGANIZATIONAL STRUCTURE  
 
The following chart outlines the organization of the Fire Prevention division. 
 

 
 
  2 STAFFING  
 
The following table provides the personnel and major tasks of staff for functional areas 
within Fire Prevention.  
 

Unit / Division Curr. Auth. Position Description 

Administration 

1 1 Deputy Chief • Provides administrative and day-to-day 
oversight of the Fire Prevention Division. 

1 1 Assistant Fire 
Marshal 

• Supports the Deputy Chief in their duties, 
and serves in their absence. 

• Coordinates the plan review and 
inspection process. 

• Conducts plan review for all development 
applications. 

Fire Prevention 
Administration

Deputy Chief Assistant Fire 
Marshal Office Specialist

Chief 
Enforcement 

Officer

Fire Plans, 
Permits, 

Investigations, 
and Hazmat

Fire Protection 
Engineer

Fire Prevention 
Inspectors (3)

Hazmat 
Inspectors (2)
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Unit / Division Curr. Auth. Position Description 

1 1 Chief Enforcement 
Officer 

• Enforcement Officer is task with 
conducting inspections, investigation, 
and enforcement issues related to the 
adopted fire code. Has the ability to cite 
for violations. Performs compliance 
checks for projects under construction 
and finished projects. 

1 1 Office Specialist 
• Office Specialist provides administrative 

support to the Unit and is responsible for 
scheduling fire inspection requests. 

Fire Plans & 
Permits 0 1 Fire Protection 

Engineer 
 Serves as the primary plan checker for 

fire prevention, suppression, and fire 
alarm applications for the City.  

Inspections & 
Investigations 3 3 Fire Prevention 

Inspector 

• Responsible for conducting fire prevention 
inspections for facilities under 
construction.  Additionally, conduct annual 
fire related inspections. 

HazMat 2 2 HazMat Inspector 

• Conduct plan review for hazardous 
material applications. Conducts 
inspections during the construction 
process and as required by law 
thereafter.  

 
  3 EXPENDITURES AND REVENUE  
  
The project team also collected information regarding expenditures and revenue for the 
Fire Prevention Division. The following table shows for the past three fiscal years and the 
current year, the expenses and revenues associated with the Fire Prevention Division 
broken out by major cost category and revenue type:  
 

Category FY16 FY17 FY18 FY19 Adopted 
Personnel Services $1,826,311 $1,770,140 $2,465,352 $2,762,911 
Supplies & Contractual $80,324 $60,902 $124,478 $95,331 
TOTAL FIRE PREVENTION EXPENSES $1,906,635 $1,831,042 $2,589,830 $2,858,242 
Fire Permits (includes Hazardous Materials) $1,264,284 $1,793,371 $1,743,708 $1,915,000 
Life Safety Annual Permits $301,963 $291,477 $286,929 $455,000 
Fire Inspections $110,454 $126,608 $226,254 $212,000 
PJ Overhead Charges - Fire $21,391 $13,545 $10,605 $10,000 
PJ Labor Reimbursement - Fire $13,258 $7,695 $5,722 $5,000 
Unwanted Alarms - Fire $45,300 $31,200 $31,500 $40,000 
Fire Enforcement $0 $0 $7,941 $0 
Sale of Maps & Documents - Fire $15 $6 $30 $0 
Fire Electronic Archive $9,325 $11,332 $12,800 $10,000 
Fire GIS Mapping $164 $0 $0 $0 
Fire Automation Fee $21,912 $22,381 $22,102 $22,000 
TOTAL FIRE PREVENTION REVENUE $1,788,066 $2,297,615 $2,347,591 $2,669,000 
NET FIRE PREVENTION COSTS ($118,569) $466,573  ($242,239) ($189,242) 
FIRE PREVENTION COST RECOVERY % 94% 125% 91% 93% 
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As the table indicates the Fire Prevention Division’s costs have increased significantly 
between FY17 and FY18 due to staffing increases. Overall, the Fire Prevention division 
generally is showing a deficit, with a surplus in FY17. The amount of the deficit varies 
from a low of $119,000 to a high of $242,000. The department is recovering between 91% 
to 94% of its costs.  
 
  4 WORKLOAD  
  
Workload information was requested by the project team for the Fire Prevention Division. 
The following table shows the number of permits by type for the past three fiscal years:  
 

Permit Type FY16 # of 
Permits 

FY17 # of 
Permits 

FY18 # of 
Permits 

Building Construction Permits 409 497 343 
Building Occupancy Permits 217 237 262 
Planning Use Permits 16 7 8 
Fire Permits 704 930 956 
TOTAL PERMITS 1,346 1,671 1,569 

 
As the table above indicates, the workload for the Fire Prevention division has increased 
over the past three fiscal years, with the biggest workload increase in relation to Fire 
permits, which covers Fire Code permits and Hazardous material permits.  
 
The Fire Prevention Division is also responsible for conducting annual Fire business 
inspections. On average, the Division is responsible for inspecting approximately 1,011 
businesses annually.  
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5. Engineering 
 

 
Engineering is responsible for the review and permitting of private land development 
within the City. Responsibilities include review of traffic impact and transportation analysis 
for new development projects, management of the national flood insurance program, 
municipal storm water program, issuance of encroachment permits, and construction 
inspections of capital improvements for private development projects.   
    
  1 ORGANIZATIONAL STRUCTURE  
 
The following chart outlines the positions that are responsible for development review and 
permitting functions within Engineering and their respective functional groups.  
 

 
 

  2 STAFFING  
 
The following table provides the personnel and major tasks of staff tasked with 
development review and permitting activities within Engineering.   
 

Unit / Division Curr. Auth. Position Description 

Traffic 
Engineering 

1 1 Traffic Engineer • Direct and manage the traffic priorities for 
the City.  

1 1 Associate Civil 
Engineer 

• Review development plans for existing 
and proposed traffic control signs and 
signs.  

City Engineer

Design & 
Construction

Associate Engineer

Public Works 
Inspector

Transportation & 
Traffic

Traffic Engineer

Junior Assistant 
Engineer

Land Development 

Associate Engineer

Junior Assistant 
Engineer
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Unit / Division Curr. Auth. Position Description 

1 1 Junior / Asst. Civil 
Engineer 

• Coordinate with Public Works and Land 
Development regarding design of 
development projects and impact on 
roadways. 

Land 
Development 

1 1 Principal Civil 
Engineer 

 Responsible for the review all 
development applications for compliance 
with civil and site development 
regulations.   3 3 Associate Engineer 

2 2 Junior Engineer 

• Junior Engineer works with Supervising 
Principal Engineer on review of projects, 
conducts basic and functional review of 
development projects, and coordinates 
with inspection staff. 

1 1 Engineer Aide • Conducts basic and functional review of 
development projects, and coordinates 
with inspection staff. 2 1 Administrative 

Analyst 

Inspections 

1 1 Sr. Public Works 
Inspector 

• Responsible for private development 
infrastructure inspections that are in the 
City’s right-of-way or connects to the 
City’s utility network.  

• Inspections are billed to PJ accounts for 
land development.   

2 2 Public Works 
Inspector 

1 1 
Temp. PW Inspector 
Public Works 
Inspector 

 
 
  3 EXPENDITURES AND REVENUE  
  
The project team also collected information regarding expenditures and revenue for the 
Engineering Department. The following table shows for the past three fiscal years and the 
current year, the expenses and revenues associated with Engineering broken out by 
major cost category and revenue type:  
 

Category FY16 FY17 FY18 FY19 Adopted 
Personnel Services $2,724,544 $2,492,434 $2,911,337 $3,710,009 
Supplies & Contractual $3,865,697 $3,463,237 $1,325,281 $874,044 
TOTAL ENGINEERING EXPENSES $6,590,241 $5,955,671 $4,236,618 $4,584,053 
PJ Overhead Charges - PW / E $646,615 $504,879 $976,091 $1,042,000 
PJ Labor Reimbursement - PW / E $272,721 $176,707 $350,800 $700,000 
PJ Vendor Reimbursement - PW / E $902,005 $880,073 $45,000 $300,000 
Engineering Plan Check Fee $2,440 $15,264 $2,000 $2,000 
Sale of Maps and Doc - PW / Eng. $4,049 $3,864 $2,000 $2,000 
Rent, Lease, & Concession - PW / Eng. $28,000 $28,000 $25,000 $25,500 
Encroachment $4,950 -$11,383 $15,000 $15,000 
TOTAL ENGINEERING REVENUE $1,860,780 $1,597,404 $1,415,891 $2,086,500 
NET ENGINEERING COSTS ($4,729,461) ($4,358,267) ($2,820,727) ($2,497,553) 
ENGINEERING COST RECOVERY % 28% 27% 33% 46% 
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As the table indicates, Engineering costs have declined, which is due to reimbursements 
from CIP. The net costs for the Department have declined due to lowering costs and 
increased revenue, which has resulted in increased cost recovery for the Department.  
 
  4 WORKLOAD  
  
The following table shows some basic workload information and performance measures 
for the Engineering Division for the last three years. 
 

Performance Measures Actual 
2015-16 

Actual 
2016-17 

Projected 
2017-18 

Estimated 
2018-19 

Review first submittals of private 
development plans within 20 working days 

 
85% 

 
25% 

 
35% 

 
75% 

 
Encroachment Permits Processed 

 
178 

 
158 

 
203 

 
225 

Development Improvement Agreements 
prepared for Council 

 
6 

 
10 

 
9 

 
10 

 
 
6. Public Works 

 

 
The Public Works Department is responsible for a variety of functions, including: 
maintenance, traffic signals, facilities, fleet services, and utilities. In the context of 
development services, the Public Works department reviews projects that have an impact 
on the utility infrastructure for the City.   
    
  1 ORGANIZATIONAL STRUCTURE  
 
The following chart outlines the positions that are responsible for development review and 
permitting functions within Public Works and their respective functional groups.  
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  2 STAFFING  
 
The following table provides the personnel and major tasks of staff tasked with 
development review and permitting activities within Public Works.   
 

Unit / Division Curr. Auth. Position Description 

Utilities 
Engineering 

1 1 Engineering – 
Manager Utilities 

• Engineering Manager is responsible for 
conducting complicated development 
reviews and ensuring compliance with 
regulatory standards.   

3 3 Assistant Engineer 

• Assistant Engineer conducts all basic 
development reviews for projects that 
impact utilities as well as provide 
comments regarding the requirements for 
any utility mitigation plans – Storm water, 
Water, Sewer, Trash, etc. 

 
 
  3 EXPENDITURES AND REVENUE  
  
The project team also collected information regarding expenditures and revenue for the 
Utilities Engineering Section. The following table shows for the past three fiscal years and 
the current year, the expenses and revenues associated with Utilities Engineering broken 
out by major cost category and revenue type:  
 

Category FY16 FY17 FY18 FY19 Adopted 
Personnel Services $0 $0 $1,382,945 $1,165,981 
Supplies & Contractual $0 $0 $762,350 $769,523 
TOTAL UTILITIES ENGINEERING EXPENSES $0 $0 $2,145,295 $1,935,504 
Public Works Cost Recovery $19,692 $103,116 $20,000 $20,000 
TOTAL UTILITIES ENGINEEERING REVENUE $19,692  $103,116  $20,000  $20,000  

Public Works 
Director

Engineering Manager 
- Utilities

Assistant Engineer
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Category FY16 FY17 FY18 FY19 Adopted 
NET UTILITIES ENGINEERING COSTS $19,692  $103,116  ($2,125,295) ($1,915,504) 
UTILITIES ENGINEERING COST RECOVERY % 0% 0% 1% 1% 
 
As the table indicates, the Utilities Engineering Division is a new division; however, its 
budgeted revenues as compared to its expenditures are resulting in a deficit. It is 
important to note that the entire budget for the Utilities Engineering division should not be 
offset from development fee revenue as there are other functions of that division.  
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7. Finance 
 

 
The City’s Finance Department consists of a variety of divisions and services, including: 
accounting, budget, purchasing, and administration. The City’s Accounting Division is 
closely involved in the Development review process, as that division is responsible for 
reviewing and processing the Private Job (PJ) accounts.  
    
  1 ORGANIZATIONAL STRUCTURE  
 
The following chart provides the reporting structure and functional location of the two 
positions involved in the PJ accounts process.  
 

 
 

  2 STAFFING  
 
The following table provides the personnel and major tasks of staff tasked with 
development review activities within Finance.   
 

Unit / Division Curr. Auth. Position Description 

Administration 1 1 Assistant Finance 
Director 

• Oversees and manages the PJ account 
process including reviewing outstanding 
invoices and working with staff in 
Development services to review those 
accounts. 

Revenue 1 1 Fiscal Assistant II 
• Fiscal Assistant II is the primary position 

responsible for inputting, tracking, and 
issuing invoices associated with deposit-
related services.  

 
 

Assistant 
Finance Director

Revenue

Fiscal Assistant II
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  3 FINANCE DEPOSIT ACCOUNT PROCESS  
 
The project team met with staff in the Finance department to discuss the PJ account 
process and identify the steps involved in processing deposits. The following graphic 
shows the workflow for PJ accounts.   
 

 
 
As the process indicates, there are two main systems that are utilized by the Finance 
staff – Access Database and Finance ERP system.   
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8. Local Ordinances and Statues 

 

 
The following table summarizes the key statutes, ordinances, and regulations enforced 
by the various development review divisions as part of the discretionary land use 
entitlement and building review and permitting process. 
 

Statute, Ordinance, or 
Regulation (Local Only) Department(s) Utilizing Issues Regulated 

 
Title II Building Regulations 

 
Building Department and Fire 

 
All building regulations including: 
permitting, solar, demolition, 
commercial and residential building 
codes, mechanical, electrical, 
plumbing, fence, pools / spas, 
energy code, grading, excavation, 
and erosion, green building, 
historical structures, and various 
other building related issues.  

 
Title VIII Public Works 

 
Public Works and Engineering 

 
Public utilities (water and waste 
water), backflow regulations, water 
conservation and landscaping.  

 
Title X Streets and 
Sidewalks 

 
Public Works and Engineering 

 
Regulation of infrastructure in the 
public right-of-way.  

 
Title XI Zoning, Planning, 
and Annexation 

 
Planning, Public Works, and 
Engineering 

 
Land use regulations, including 
zoning, land subdivision, private and 
public improvements, storm water, 
and floodplain. 

 
Title V – Public Health, 
Safety, and Welfare 

 
Fire Department 

 
Chapter 300 – State adopted fire 
code and locally adopted 
amendments.  
Chapter 301-303 – Hazardous 
material permitting, inspection, 
removal, and remediation.  

 
It should be noted that a variety of regional, state, and federal standards also apply to the 
development review and permitting process. Due to the large volume of individual 
regulations, these regulations will not be listed as part of this document. 
 


