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Subject: Receive and file interim status report on Discretionary Land Use Regulatory
System
Recommendation:

1. Receive and file this interim status report on analysis of recommendations in the Review of
Discretionary Land Use Regulatory System consulting study presented to your Board on

April 8, 2008.

2. Provide direction to the Management Committee regarding planned actions noted within this
report.

Fiscal Impact:

An estimated $40,000 to $50,000 in one-time consulting fees plus an estimated $145,000 to
$165,000 worth of existing staff time.

Discussion:

On April 8, 2008 your Board directed that a management committee be established to study the
feasibility, cost and potential alternatives to recommendations contained within the Discretionary
Land Use Regulatory System Study authored by consultant, Tom Berg. This Committee was to
include representatives from the Agricultural Commissioner, County Executive Office, Fire
Protection District, Resource Management Agency (RMA) and Public Works Agency (PWA).
The Committee had its initial meeting on April 29, 2008, and has met each week since that date.

This interim status report is intended to brief your Board on the Committee’s efforts and
recommendations to date. Additional status reports will be made to your Board at the conclusion
of the process improvement analysis described in the following paragraphs.
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Over the course of its initial meetings, the Committee identified 19 specific recommendations
from the original consultant report. These recommendations are listed in Attachment A:
Discretionary Land Use Permitting Recommendations and numbered 1 through 19.

In its initial review of these 19 recommendations, the Committee came to two conclusions: 1)
that many of the recommendations were attempting to address symptoms or implement
workarounds as a means of dealing with potential inefficiencies or problems with the underlying
review processes itself, and 2) there was no quantitative analysis associated with the consultant’s
study. Without quantitative baseline measurements of the current process environment, it is not
possible to determine if implementation of the consultant’s and/or alternative Committee
recommendations actually improved the process.

Given that the County is in the process of implementing a new countywide process improvement
program which specifically begins with establishing baseline process measurements as a first
step in identifying related process inefficiencies, the Committee elected to add recommendation
20. As listed in Attachment A, recommendation 20 calls for initiating a formal Lean Six Sigma
“Lean” process analysis project and series of analysis “events” as an early step in identifying
both necessary baseline permitting process measurements and inherent inefficiencies or waste in
the core permitting process itself.

With recommendation 20 added, the Committee re-evaluated each recommendation to determine
if it should be analyzed and considered for implementation in the near-term or deferred until
after the completion of the Lean process analysis. This Lean process commenced in early June
with the collecting of baseline measurements and scheduling of the first in a series of week-long
analysis events on Monday, June 23. Multiple such events are anticipated and expected to span
over the next several months. The Charter for this initial event is included as Attachment B:
Discretionary Permit Processing Value Stream Analysis Charter.

Of the 19 original recommendations, the Committee determined that 7 could be analyzed
simultaneously while conducting the Lean analysis. The Committee is recommending the
remaining 11 recommendations be deferred until after the conclusion of the Lean analysis
project.

As listed in Attachment A, the 11 recommendations to be deferred entail additional positions,
ordinance changes or General Plan amendments, all of which the Committee recommends be
considered only after the conclusion of the process analysis project. The remaining seven
recommendations numbered 2, 3, 4, 5, 10, 18 and 20 are summarized in Table 1 below and in
Attachment C: Land Use Permitting Recommendations Analysis. Detail information,

background, identified pros and cons and alternatives considered for each of these seven
recommendations is available in Attachment C.
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Table 1: Summary of Recommendations 2, 3, 4, 5, 10 and 18

Recommendation

Number

Description and Summary Committee Recommendation

2

Establish an Interdepartmental Oversight Committee (I0C) to address a
perceived lack of interagency communication among staff and managers.

Committee Recommendation: The Committee concurs with this
recommendation (see detail narrative in Attachment C for additional
information) and further recommends that they remain in place after the
completion of the initial feasibility study as the IOC. The recommended
charter of the IOC is two-fold: 1) Define metrics to be used to assess and
monitor the discretionary land use review and permitting process and 2)
Ensure that appropriate process improvements are implemented to meet and
improve those metrics.

Fiscal Impact: Internal staff costs of approximately $15,000 for the initial
year and $8,000 per year thereafter.

Hold Regular Interdepartmental Staff Meetings to provide a forum for
addressing matters of interagency coordination, training and problem
solving.

Committee Recommendation: The Committee concurs with this
recommendation (see detail narrative in Attachment C for additional
information), and in their proposed role as IOC plans to convene such
interdepartmental meetings on a periodic basis to conduct training on new
laws, guidelines, anticipated process changes and to address coordination
issues as necessary, among other agenda topics.

Fiscal Impact: To be determined. Internal staff costs only, dependent on
frequency of meetings.

Create a Unified Enforcement Division within the Resource Management
Agency responsible to ensure all Planning and Building and Safety
enforcement cases are handled in a consistent and staff-efficient manner.

Committee Recommendation: The Committee concurs with this
recommendation (see detail narrative in Attachment C for additional
information.) RMA will proceed with establishing this new Division,
centralizing all Planning and Building and Safety enforcement activities
within the new Division. It is anticipated that some change in existing
ordinances will be beneficial and enable consistent administrative and
enforcement processes. These will be brought to your Board as the new
organization is put in place.
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Recommendation
Number

Description and Summary Committee Recommendation

4 (cont.)

Fiscal Impact: Estimated costs range from cost neutral to a marginal
increase in staffing costs associated with reclassifying an existing
management position within RMA to lead this new division. Substantial
time and resources of existing RMA management will be required during the
detail planning and implementation stage.

Create a Unified Enforcement Division within the Resource Management
Agency that includes Grading Ordinance Enforcement Responsibilities
currently within the Public Works Agency.

Committee Recommendation: As a first step, the Committee recommends
providing the existing grading and floodplain management function within
Public Works the ability to utilize the same Civil Administration Penalties
(CAP) utilized by RMA to levy fines. The Public Works Agency and the
CEO’s Office will proceed with the development of a grading and floodplain
CAP enforcement program for consideration by your Board. It is
recommended that implementation of enforcement move from PWA to RMA
and be deferred until completion of the Lean process analysis. At that time,
detail planning and decisions related to moving enforcement only versus
moving the entire grading and flood plain management function from PWA
to RMA can be considered.

Fiscal Impact: Minimal additional costs are anticipated as it is anticipated
that the PWA grading and floodplain CAP Program will utilize RMA’s CAP
administrative processes and support resources and reimburse RMA for the
minimal costs expected for such support.

10

Mandate the establishment and use of an integrated, countywide
electronic permit processing and tracking system accessible by the public
and Board of Supervisors.

Committee Recommendation: The Committee concurs with this
recommendation (see detail narrative in Attachment C for additional
information) and recommends that an upgraded version of the current,
partially implemented system be utilized. The Committee further
recommends that a formal project plan including a detail cost estimate,
implementation plan and cost benefit analysis associated with system
implementation be developed and reviewed by the Information Technology
Committee as a first step in bringing a detailed implementation project plan
and recommendation to your Board. It is estimated that development of this
project plan will require a minimum of 90 to 120 days to complete.

RMA and IT Services staff began work on developing this project plan
approximately two weeks ago.
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Recommendation
Number

Description and Summary Committee Recommendation

10 (cont.)

Fiscal Impact: System implementation will likely be treated as a capital
expense and financed over several years. Preliminary estimates for system
implementation and ongoing support are as follows:

- initial system implementation: ~ $1.5 to $2.5 million

- annual support and maintenance: $300,000 to $500,000 per year

18

Review and Update Ventura County’s California Environmental Quality
Act (CEQA) Guidelines.

Commiittee Recommendation: The Committee concurs with this
recommendation. The County meets CEQA requirements through the
adoption of its Administrative Supplement to CEQA and its Initial Study
Assessment Guidelines. It is clear from references in the consultant report
that the Initial Study Assessment Guidelines are in the greatest need of
updating and their update would have the most potential to positively impact
the permitting process by being updated. The Committee recommends initial
efforts focus on issues of greatest concern within the Guidelines (see detail
narrative in Attachment C for additional information.)

Fiscal Impact: Significant staff time and resources of the following agencies
and departments: Air Pollution Control District, Airports, Agricultural
Commissioner, RMA, Fire Protection District, GSA, Harbor, Library
Services, PWA and the Sheriff’s department.

20

Conduct a comprehensive Lean process analysis and review of the
Discretionary Land Use Permitting Process.

Committee Recommendation: This recommendation to conduct a Lean
process analysis was added by the Committee. The objective of this
recommendation is to establish initial process measurements to measure future
improvement efforts and identify inherent inefficiencies, waste, ordinance
issues or bottlenecks in the current process before considering additional staff
positions or undertaking Ordinance or Plan changes.

Fiscal Impact: $40,000 to $50,000 in professional consulting services and
$130,000 to $150,000 in staff time to conduct four to five weeklong process
review “‘events” over several months.
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In summary, at this time the Committee concurs with establishing an Interagency Department
Oversight Committee (IOC), convening ongoing interdepartmental staff meetings, creating a
single enforcement unit within RMA, creating a Civil Penalty Program to strengthen PWA
grading enforcement as a first step in future consideration of all permit-related enforcement
functions into RMA, mandating the use of an upgraded single countywide permitting system,
upgrading the County CEQA Guidelines and conducting a Lean process analysis of the entire
discretionary Land Use Permitting process. Aside from staff costs, expenses associated with
these recommendations include $40,000 to $50,000 in Lean process analysis consulting and up
to $2.5 million one-time and $500,000 in annual on-going costs for a new countywide permitting
system. The permitting system costs will be finalized as part of a formal project plan, which will
be brought back to your Board for consideration in the fall. Funding for the Lean process
analysis consultant is available within the CEO’s budget for fiscal year 08/09.

As previously noted, the Committee recommends that analysis and recommendations on the
remaining 11 consultant recommendations be deferred until after the conclusion of the initial
Lean process analysis project. The Lean process will assist in identifying which of these 11
deferred recommendations and new, yet unidentified recommendations have the best potential
for improving the Discretionary Land Use Permitting process and provide the baseline process
metrics to enable validation of future improvements.

Our office will return to your Board with additional information at the conclusion of the Lean
process analysis. The detail project plan and recommendation on upgrading the permitting
system should also be available at that time.

This Board letter has been reviewed by the County Executive dfﬁce, the Auditor-Controller’s
Office and County Counsel. In the interim, please direct any questions you may have on this
subject or letter to Norma Camacho at 677-8761 or Matt Carroll at 654-2864.

ARTY/ROBINSON
County Executive Officer

Attachments A, B, C
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ATTACHMENT B

Planning Division
Discretionary Permit
s'
Val I;It':ces l;;g lusi Date Initiated: June 23, 2008
atue eam Anatysis Revision Date:
Charter

Project Information

Project Sponsor /Value Stream Champions: Matt Carroll, Chris Stephens
Team Lead(s): Kim Rodriguez, Tricia Maier

Subject Matter Experts:

RMA-Planning: Pat Richards, Dan Klemann

APCD: Chuck Thomas

EHD: Melinda Talent

PWA-IWMD: Bruce Belluschi

WPD: Sergio Vargas

PWA-Transportation: Nazir Lalani, Ben Emami
PWA-Engineering Services: Jim O'Tousa, Brian Trushinski
FPD: Christina Jamison, Larry Williams, Massoud Araghi
Ag Commissioner: Susan Johnson

CEO: Norma Camacho

Outside Eyes: Rosa Ceniceros, Debby Millais

CPI Team Support (GB, BB, MBB): Clara Barron, Sean Payne, Elaine Crandall

Duration:
Man-hours:

History

Mr. Tom Berg, prior RMA Director, was commissioned by the County of Ventura to assess the exercise
of its governmental responsibility to oversee uses of land that require discretionary approval and to
recommend improvements to its operation. His report provided a cursory review of each step and the
assessment of the existing condition. The voice of the customer and voice of the business were
captured by interviews of 20 applicants, applicant representatives, and citizens, and 43 county
employees, including the Board of Supervisors. Finally, 54 potential solutions were proposed along
with his comments and recommendations. This was a general report that helped define the issues.

The entire report was provided to the Board of Supervisors on April 8, 2008. The Board has directed
the CEO's office to “convene a Management Committee to perform a study session and report back to
the Board by July 2008.”

Lean Six Sigma was selected by the Management Committee as the method for conducting a more
thorough and detailed review of the discretionary permitting process.

Opportunity or Problem Statement/Business Impact

(What, where, when, extent, impact)

The findings of the report concluded that the current system for the review of discretionary land use
application in the Planning Division of the Resource Management Agency is “not operating as
efficiently and effectively as it did five years ago.” It also suggested that the process should be
“transparent, predictable, and accountable.”

Currently, the turn-around time for discretionary permits ranges from three and one-half months to
approximately nine months. This variance has resulted in frustration among both customers and
staff.

Page 1
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Discretionary Permit
1
Val Igg.)cess Xg lusi Date Initiated: June 23, 2008
atue eam Anatysis Revision Date:
Charter

Event Description

A Value Stream Analysis will be conducted over a five-day period, June 23 - June 27, 2008. It will be
attended by site leadership, subject matter experts, and the Lean consultant. The VSA will include the
following activities: SIPOC, Define the Boundaries (Start/Finish), Voice of the Customer, Set the
Current State Map, Waste Walk, Create the current state Map (Gather Data), Spaghetti Map/Circle
Map (Info Flow), Flow Analysis, Create Ideal State Map, Develop Future State Map, Develop Flow
Layout, Develop Get to Excellence Plan. “Just in Time” training on the components of Lean Six Sigma
will be offered to the team on June 11.

Goal Statement/Deliverables
The goals are to:

1. Define metrics and measures which will allow us to confirm our status and improvement in
the discretionary land use process.

2. Reduce the elapsed time to process the “average” discretionary permit.
3. Reduce the number of permit application re-submittals required by applicants.

4. Improve interdepartmental coordination for review and approval of discretionary land use
_ development permits.

5. Identify key areas that require improvement — e.g., subject areas that consistently lead to
delays in permit processing.
Deliverables: By the end of the Value Stream Analysis event, the team and consultant will:

1. Create a “Get-to-Excellence Plan” for implementation of the future state. (This process
includes a mapping of the discretionary land use process.)

2. Create the future state.

In Scope.... Out of Scope ...
e Land Use Application Process ¢ Ministerial Permitting Process
e Land Use Permit Process Documents ¢ Actual Revisions to Policies (any ideas

¢ Any land use review and development policies can be placed in the “Parking Lot")

under the control of the participating agencies * Design of the Permits Plus Permit
Tracking Database (any ideas can be
placed in the “Parking Lot”)

Project Sponsor/Value Stream Champion Date
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