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I. EXECUTIVE SUMMARY

A. BACKGROUND

This audit was initiated by the Maui County Council through the Office of Council
Services for a review and assessment of the Department of Planning. Zucker Systems
was selected to conduct the work and a notice to proceed was issued on October 26,
2005.

The objectives of the audit are to:

= Assess the Department’s ability to effectively meet its goals, objectives, and
performance measures as stated in the Mayor’s Budget Proposal for Fiscal
Year (FY) 2005.

= Recommend a plan of action, including goals, measures of effectiveness, and
timelines, to improve the operations of the Department of Planning including
possible changes to the Department’s table of organization.

B. AUDIT FINDINGS

The Mission of the Maui Planning Department is to become the best Planning
Organization in the State through dedication, organization, technology and
communication. This Mission is repeated in each annual budget and thus we assume
is endorsed by the Mayor, Council and Planning Department management.

The Department’s Director and Deputy Director hired by the Mayor, state that they
are committed to continuous improvement of the Department and see this audit as a
useful step in that process. Their approach has been primarily to add staff and they
believe that now they can work to improve the processes and training that are needed.

The audit was designed to answer a number of specific questions as follows:

Did the Department do what the Mayor and Council asked and were the
appropriations wisely spent?

To answer this question, we reviewed the FY 04, 05 and 06 budgets including the
changes the Council made to the Mayor’s budget. In the budget discussion in this
audit, we review the three budgets in detail. Based on this analysis and the reading of
Council minutes, our overall answer to this question is “yes” but with a few caveats.
There are some areas that may not have matched the Mayor and Department’s intent
or Council suggestion by the letter, but we believe the Department attempted to be
responsive within the context of staffing and the evolution of the Department. The
problems we found in the audit include:
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= Enforcement Program

The enforcement program has been a problem throughout the audit period and
continues to this day. In FY 04 the Council increased the number of Zoning
Inspectors from three to six. The Department later reduced this to five,
evidently with the concurrence of the Council. The Department continues to
have problems in hiring and training inspectors. The concern for enforcement
was again discussed in the FY 06 budget actions but with no specific changes.
The approaches being used by the Department have not resulted in an effective
enforcement program.

= Performance Standards

The Council has been requesting departments to include performance standards
in their budgets. The Planning Department has been including an extensive list
of standards in its budgets and the Council has been complimentary in relation
to these standards. While many of the standards the Department has been using
are excellent, others are not. In the audit we included an extensive discussion
of the standards used in the FY 05 budget. The Department has made
substantial improvement in the standards being used for FY 07.
Some of the performance standards listed in the budgets we examined were not
achieved. Most of these related to not meeting appropriate timelines in
processing applications. The reason for this has been a shortage of staff,
recruiting problems, lack of staff training, inconsistent policies and processes
and inadequate management oversight. Some of these standards were too
optimistic.

= Molokai Planner

The FY 06 budget added a planner for Molokai. However, the Department has
not been successful in finding a planner to live on Molokai. We suggest the
Department consider lowering the qualifications for this position in an attempt
to fill the position. In the interim, the Planning Department Deputy Director
should continue to provide Molokai with the services they desire and need.

= Wailuku Redevelopment Area

The Department has not met the expectation of the Council in relation to
redevelopment. In response to this issue the Council appropriated funds in the
FY 06 budget for the Maui Redevelopment Agency to hire their own Executive
Director.
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Personnel Issues

Has the Department corrected its inability to address personnel problems,
including the resignation of several planners, complaints regarding employee
workload, and difficulties in recruiting qualified employees?

The Department has made some progress on this issue since it was first raised. The
County now allows recruiting for some planning positions on the mainland and allows
appointment at the upper salary steps. This has resulted in the filling of most of the
vacant planning positions.

We see a major issue in that many newly recruited staff (new employees) often leave
or are terminated before a full year of employment. This may be due to how
applicants are screened. Additionally, national studies show that employees often
leave their jobs because of heavy workload and poor supervision and management.
Both of these issues exist within the Planning Department. To address the workload
issue we recommend adding three planners. To address the management issues we
suggest management training and more employee empowerment.

Processing Timelines

Does the Department have delays in processing land use applications and various
permits?

There are major delays in processing land use applications. The Department does not
meet its own performance standards as established in its budgets. To solve this we
have recommended a program to remove the backlog of cases and numerous changes
in procedures. Although the size of the staff has increased each year over the last three
years, (37 in FY 03 to 57 in FY 06) there is still a shortage of staff in current planning
and in enforcement. We suggest adding a planner to review subdivisions and building
permits and two planners for processing Current Planning applications.

Enforcement
Does the Department adequately enforce State and County zoning laws?

The lack of a comprehensive and consistent enforcement program continues to be a
major problem within the Department. The Department has problems in keeping this
function well staffed and managed. In addition, there is a lack of an enforcement
strategy that meets the desires of both citizens and elected officials. In addition to
creating a clear enforcement strategy, we recommend hiring a supervision
enforcement officer, assigning from the Department of Corporation Counsel, a
dedicated attorney for code violations, using administrative liens and an enforcement
hearing officer.
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C. KEY PRIORITY AREAS

This full report includes 128 recommendations for improving Maui’s Department of
Planning and addressing the audit issues discussed above. While all the
recommendations are important, we believe there are seven key areas or groupings
that need the highest priority as follows:

1. MANAGEMENT ISSUES

Findings

The Planning Director and Deputy Director were appointed by the Mayor and are
committed to making the Planning Department the best in Hawaii. They recognize the
need for substantial additional changes and improvements and appear to welcome the
potential contribution of this audit. Major progress has been made in adding staff to
the Department and recreating a long range-planning and Geographic Information
System (GIS) program. Nevertheless, numerous challenges lie ahead.

= The Department continues to have high staff turnover from new hires.
= Formalizing policies and procedures is barely getting started.
= Needed training of staff is just beginning.

= The Current Planning Division and Zoning Administration and Enforcement
Division (ZAED) continue to have problems in meeting customer expectations
for both timelines and consistency.

= The Current Planning Division and ZAED need substantial management
improvement.

= There has been insufficient management training.

Recommendations

This audit makes numerous recommendations to strengthen the Department’s
management including:

= Having two Planner VIs in Current Planning assume some management
responsibilities (Recommendations 9, 74 and 75)

= Adding strategy discussions and management training to the Department’s
weekly management meeting (Recommendation 18)

= Working to strengthen management of the Current Planning and ZAED
divisions (Recommendation 21)
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= Increasing the level of delegation and staff empowerment throughout the
Department (Recommendations 53 and 54)

= Management training for all managers (Recommendation 34)

= Program Administrators to make use of Kiva reporting capabilities
(Recommendations 37 and 100)

= Appoint a Supervising Enforcement Officer (Recommendation 113)

2. TIMELINES

Findings

Timelines for most application processing in Maui are some of the slowest we have
experienced. In our extensive mail survey to customers, 84% said the timelines were
unacceptable and 63% said they are longer than other counties where they have
applied for permits. Timelines have been impacted by lack of staff, staff training, lack
of clear policies and procedures, high staff turnover, and slow responses from the
Water Department and State agencies. There is a substantial backlog of applications
that would need to be eliminated before reasonable timelines can be established.

Deciding on reasonable timelines, in the final analysis, is a County policy decision.
The Department does include timeline performance standards in the annual Mayor
and Council budgets and these timelines are not being met. In some cases, state-
mandated timelines are also not met.

Recommendations

The first step is for the Mayor and Council to decide what priority they place on
reducing timelines and meeting performance standards. If they are a high priority,
additional resources will be necessary. This audit suggests a wide variety of ways to
reduce timelines including:

= Creating a special program to reduce the backlog (Recommendation 3)
= Increasing application fees to pay for needed staff (Recommendation 4)
= Adopting performance standards and timelines (Recommendation 79)

= Meeting performance standards 90% of the time (Recommendation 80)

= Reducing review times in half each time an application needs to be re-
submitted with changes or new material (Recommendation 81)

= Triaging all projects so some move faster than others (Recommendation 82)
= Balancing workload and staffing (Recommendation 84)
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= Implementing over-the-counter  approvals for simple applications
(Recommendation 103)

= Hiring an additional planner for review of subdivisions and building permits,
and two additional planners for Current Planning (Recommendation 84)

3. ORDINANCES, POLICIES AND PROCEDURES

Findings

Although the Department has been working on ordinance changes, the proposed
changes for Chapter 19.510 of the Maui County Code need substantial improvement.
There is duplication in some procedures between Planning and Development Services
in relation to finding projects complete. There is a lack of policy and procedure
documents leading to different staff following different procedures as well as
differences in ordinance interpretations. All of this can lead to increased timelines and
lack of implementation of sound planning features.

Recommendations
Recommendations to address these issues include:

= Re-examining draft changes to Chapter 19.510 of the Maui County Code
(Recommendation 58)

* Including more staff in code review (Recommendation 59)

» Clarifying the Central Coordinating Agency as required by State law
(Recommendations 61, 62 and 106)

= Looking at changes to Special Management Areas (SMA) areas or SMA
procedures (Recommendations 65, 66, 67 and 68)

= Developing Current Planning policies and procedures manuals
(Recommendation 77)

= Preparing administrative rules and procedures for plan reviews
(Recommendation 110)

4. TRAINING

Findings
There has been virtually no consistent training program in the Department. The new
Director and Deputy Director recognized this need from the beginning but a program

County of Maui 6 Zucker Systems



has just now begun. Lack of training affects productivity, consistency and good
customer service.

Recommendations
Suggestions include:

= Giving high priority to completing the planner training program that has just
begun (Recommendation 33) and completing a training manual
(Recommendations 77 and 87)

= Reviewing the customer survey responses and focus group comments as part of
the training program (Recommendation 128)

5. TECHNOLOGY

Findings
While the Department has made substantial gains in technology much remains to be
done.

= GIS work has been well received but the County is still below average in GIS
utilization and sophistication for a county the size and significance of Maui.

= Kiva is a robust permit system but it is not being used to its full potential.
= There is no use of field computers for inspections.

= The website lacks numerous features that are being used in planning programs
in other parts of the country.

= The Spatial Growth Model appears to not meet the long-range planning needs.
= There still no approved GIS zoning map.

Recommendations
Suggestions include:

= Using Kiva for email and scanned documents and having Program
Administrators use its reporting capabilities (Recommendations 36 and 37)

= Linking parcel map data to Kiva (Recommendation 38)
= Using coordinate geometry for the GIS system (Recommendation 39)
= Developing a countywide GIS strategy (Recommendation 40)

» Making GIS support to the General Plan effort a key focus (Recommendation
42)
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» Updating a GIS zoning map (Recommendation 43)
= Expanding the website features (Recommendation 46)

6. LONG RANGE PLANNING

Findings

The Planning Department has made substantial improvement by recreating a well-
staffed Long Range Planning and GIS Division, which is well managed. The General
Plan effort with the Council’s leadership appears to be off to an excellent start,
although it is behind the original set timelines. What is missing in long range planning
is an easy-to-understand work program with labor allocations so policy makers can
make decisions on the level of effort they desire.

Recommendation

We recommend the preparation of a simplified work program for Council adoption.
(Recommendation 99)

7. ENFORCEMENT

Findings

Enforcement in the County continues to present many challenges. Some citizens
appear to want more enforcement; others less. The Council, today and in the past,
expressed numerous complaints about the enforcement program. The issue is not only
how much enforcement is desired, but also how it is carried out. The Planning
Department has had problems keeping this function well staffed and managed. In the
final analysis, the extent of enforcement the County wants is a policy decision.
However, without a good enforcement program, the major resources being used for
planning and processing of applications could be called into question.

Recommendations
Several key items are needed for enforcement including:

= Agreement on an enforcement strategy (Recommendation 112)

= Appointment of a Supervising Enforcement Officer (Recommendation 114)

=  Appointment of a dedicated attorney for code violations (Recommendation
116)

» Implementation of administrative liens (Recommendation 119)
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= Use of a hearing officer for enforcement actions. (Recommendation 121)
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II. INTRODUCTION AND SUMMARY

A. BACKGROUND AND PURPOSE

This audit was initiated by the Maui County Council through the Office of Council
Services for a review and assessment of the Department of Planning. A Request For
Proposals (RFP) was issued in May 2005 and proposals were due June 27, 2005.
Zucker Systems was selected to conduct the work and a notice to proceed was issued
on October 26, 2005.

The objectives of the audit are to:

= Assess the Department’s ability to effectively meet its goals, objectives, and
performance measures as stated in the Mayor’s Budget Proposal for Fiscal
Year 2005

= Recommend a plan of action, including goals, measures of effectiveness, and
timelines, to improve the operations of the Department of Planning including
possible changes to the Department’s table of organization.

The audit covers the time period FY 2004 (July 1, 2003 — June 30, 2004) through FY
2005 (July 1, 2004 — June 30, 2005).

During the Council’s Budget and Finance Committee meetings on the FY 2005
Budget, Council members had the following major concerns:

= The Department’s inability to address personnel problems, including the
resignation of several planners, complaints regarding employee workload, and
difficulties in recruiting qualified employees

= The Department’s delays in processing land use applications and various
permits

= The inadequacy of the Department’s enforcement of State and County zoning
laws.

B. METHODOLOGY

Zucker Systems used a proprietary well-tested, integrated methodology for this study,
as shown in Figure 1. We brought our extensive experience to the study, worked
closely with County staff, and solicited input and observations from customers and
policy makers. The methodology is built on interrelating records, observations, and
interviews. Each is necessary for valid studies. National research has shown that each
one of these three—if relied upon exclusively—can be subject to substantial error. For
example, record systems are often found to be as high as 50% in error, or the wrong
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things are measured. We used observations and interviews to verify records. Records
and interviews were used to verify observations. Records and observations were used
to verify interviews. Each group of people, shown in Figure 1, was an important part
of the process.

Figure 1
Methodology Overview

Consulting County Staff
Experience \ /

Observations

Operational Recommendation
Analysis and Action Plan
Records «<—> Interviews

Customers / \ Policy Makers

Zucker Systems staff conducted fieldwork in Maui in November and December of
2005 and January of 2006.

Specific activities conducted for this study included the following:

Customer Input
= Three customer focus groups for a total of 12 people
= A mail survey to 1,026 applicants for development approvals or permits

Policy Maker Input
= Interview with the Mayor
= Interview with the Council Chair
= Interviews with Council members
= Interview with Chair of Maui Planning Commission
= Interview with Chair of Molokai Planning Commission
= Interview with Lanai Planning Commissioner
= Meeting with two members of Board of Variances and Appeals
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Staff Input

Group meeting with eight managers who completed a short anonymous
questionnaire

Group meeting with 39 staff members who completed a short anonymous
questionnaire

A long employee questionnaire completed by 21 staff members
Individual interviews with people listed in Appendix A
Various meetings with staff to discuss issues and processes

Meetings, Observations and Research

C.

Review of the planning and permitting systems

Review of numerous forms, handouts, policies, files, and ordinance.
Observation of staff at work

Observation of the public counters and reception areas

Tour of County offices

Observation of one County Council meeting of the Planning Committee
Observation of two Planning Department manager’s meetings
Observation of the first meeting of the General Plan Advisory Committee

FINDINGS AND RECOMMENDATIONS

This assessment found many exemplary features within the Maui Planning
Department as well as a number of areas where improvement is possible.

Areas of Strength
Specific strengths include:

Under new leadership, the Department has begun to reposition itself to become
a professional, proactive Planning Department

Expanding GIS program

Most staff are conscientious and hardworking

The program to update the General Plan

Good teamwork in the Long Range Planning Division

The Planning Director and Deputy Director are receptive to change
The Department has begun to institute a training program
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» Adding 21 new positions in the last three years
= Good permitting software, Kiva

» Highly educated professional staff, more than half of which have advanced
degrees

= Several long-term employees with institutional knowledge and memory

Opportunities for Improvement

Problem areas and opportunities for improvement are described throughout this
report.

Table 1 summarizes the 128 recommendations and opportunities for improvement
made throughout this study. To assist the reader, each summarized recommendation is
cross-referenced to the page on which the supporting text appears. Although all of
these recommendations are important, each was given a priority number in order to
help the County with implementation. There are 47 priority number one
recommendations, 51 priority number two recommendations and 30 priority number
three recommendations. We assume that existing staff will implement many of the
recommendations and the cost, except for new staffing, generally should be absorbed
through greater efficiency.

To further help the County and departments in implementation, we have also coded
all the recommendations. “Phase One Actions” are recommendations which, we
believe, should be completed in the first nine months. “Phase Two Actions”, we
believe, should be completed within 18 months.

There are 100 Phase One Action recommendations. Some of these are given priority
1, 2 or 3. However, that does not mean that only the priority 1 recommendations
should be addressed. There are 28 “Phase Two Actions” recommendations. The
departments should develop a detailed implementation plan with time targets for these
recommendations.

While the above priorities and action schedules should help the County with its
implementation plan, we suggest seven key areas or themes should receive the highest
priority. These are discussed in Chapter I, the Executive Summary.
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Table 1
Table of Recommendations

2 s
O »F
Recommendation Responsibility ? ® g0
o |lsdwm
— <
o o
. . Mayor, Planning Director
1. /Agree on an implementation plan and County Council 20| 1 | X
ISSUES IMPACTING ALL FUNCTIONS
Decide on what priority should be placed on reducing .
2. application timelines Mayor and Council 21| 1 | X
3. Consider special program to reduce backlog Mayor and Council 2211 | X
4. Consider raising application fees Mayor and Council 2211 | X
5. Update ordinance for map reproduction Admlnlstratl_ve Planning 22 | 3 | X
Officer
0. Review Personnel Specialist in FY 08, not FY 07 Mayor and Council 28 2 | X
Change the way minutes are taken or add one .
/. Commission Support Clerk Mayor and Council 2812 |X
S. IAdd one, not two, clerks to Current Planning Mayor and Council 29| 2 | X
9. égdnﬁir:;l]anner VI and one other planner to Current Mayor and Council 29 | 1 | x
10. Qg?ll(ngrj;e;:éo Long Range Planning contingent on Mayor and Council 30| 2 | x
11. |Add one clerk, rather than two, in ZAED Mayor and Council 30| 2 | X
12. [Revise performance measures Deputy Dlrﬂ:éc;rdznd Division 30| 2 X
13. Lnnctjsseind;;escégﬂjc;ne numbers and email addresses Administrative Assistant Il | 30 | 3 | x
14. |Develop comprehensive email lists Administrative Assistant Il | 32 | 3
15. |Keep handouts up to date and post on website Administrative Assistant Il | 32 | 3
16. [Redesign handouts and forms Administrative Assistant Il | 32 | 3 X
17. [Revise monthly Planning Department staff meetings Planning Director 33| 3 | X
Weekly management meeting to discuss strategy and . .
18. include management training Planning Director 81X
19. |Allow adequate time for clerical meetings Deputy Director 34| 2 | X
0. Elz\r/]igrinodlcal meeting between clerical staff and Deputy Director 4l 3 | x
Management of the Current Planning Division and ) .
21. ZAED should be strengthened. Planning Director /1 X
. ong-term option of a one-stop permit center ayor and Counci
22. L t ti f t it cent M dC il 35| 3 X
. xpand methods for recruiting planning candidates ministrative Assistan
23. E d methods f t I didat Ad trative AssistantIl | 36 | 2 | X
24. [Consider Molokai planner less than a Planner V Planning Director 37| 2 | X
o5 ilf]i\r/ézvsven"ll;t]g(;%ist;f screening new employees to Planning Director 39 | 2 | x
206. |Develop new approaches to personnel management | Administrative Assistant1l | 39 | 2 | X
27 ?g(c))\r/r(]e Planning Commission meetings to a larger Administrative Assistant I | 40 | 3 | x
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28. [Planning Commission to use consent calendar Planning Commission 40| 3 | X
29. |Delegate some approvals to Planning Commission Council 41 | 2
30. [Conduct survey of telephone features Administrative Assistant Il | 42 | 3 X
31. [Phones on voicemail no more than half the day All Program Administrators | 42 | 3 | X
32. [Return all phone calls before the end of the day Planning Director 42 | 2 | X
33. [High priority to completing planner training program Planner VI 43 | 1 | X
34. mZzggggent training for all Planning Department Administrative Assistant 11 | 43 | 1 | x
TECHNOLOGY
35. |Formal process for Kiva permit types Current Planning Program 48 | 2 | X
' P P P Administrator
30. |Use Kiva features for email and scanned documents | Administrative Assistant1l | 50 | 1 | X
37. Zgg:ﬁ% ﬁ:;n;g:ﬁ;r:;ors should make use of Kiva's All Program Administrators | 50 | 1 | X
. . Long Range Planning
38. [Link parcel map data to Kiva Program Administrator 54 | 1 X
39. |Use coordinate geometry for GIS system MIS Function 54 | 1 X
MIS and Long Range
4(0. |Develop long-term GIS strategy Planning Program 55 | 1 X
Administrator
41 Develop strategy for using coordinate geometry for Long Range Program 55 | 2 X
*  |parcel maps Administrator
. Long Range Program
42 . |GIS focus to be on supporting General Plan Administrator 56 | 1 | X
. . . . Long Range Program
43. [High priority for updating GIS zoning map Administrator 56| 1 | X
Planning Deputy Director,
44. |Use team work for GIS and modeling issues L.OT‘?’ Range Plannl_ng 60 | 2 | X
Division and Managing
Director’s GIS staff
45. [Expand website features Administrative Assistantll | 60 | 1 | X
AG. |Define responsibility for website Administrative Assistant1l | 60 | 3
ADMINISTRATION
A7. [Consider database accounting program Administrative Assistant1l | 64 | 3 X
48 rDe(\a/\t/?iHemne who should have responsibility for Zoning Planning Director 65 | 2 | x
Primary responsibility for contracts should be the .
49. relevant Program Administrator Deputy Director 65 2 | X
50. Work with the Division’s filing needs Administrative AssistantIl | 65 | 2 | X
51. [Review how mail is handled Administrative Assistant Il | 66 | 3 X
52. [|Prepare written policy on overtime use Deputy Director 66 | 3
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Planning Director, Deputy
53. |Increase level of delegation by managers Planning Director and 67 | 1 | X
Program Administrators
Planning Director, Deputy
54, [|Increase delegation and staff empowerment Director and Program 68 | 1 | X
Administrators
. . . . Planning Director and
55. [Clarify respective Director and Deputy Director roles Deputy Director 68 | 3 | X
56. [Staff to be sensitive to Mayor and Council requests All Program Administrators | 68 | 2 | X
L . . Planning Director and
57. |Provide information to Private Secretary Deputy Director 68| 3 | X
CURRENT PLANNING DIVISION
58. |[Reexamine the draft changes to 19.510 Planning Director 741 1 | X
. . Planning Director and
59. [Include more staff in code review Program Administrators 741 1 | X
. Planning Director and
60. Develc_)p c_ode amendments regarding Central Development Services 76 | 1 | x
Coordinating Agency - .
Administration
. . o Planning Director and
Primary duties for Central Coordinating Agency -
61. should be in Planning Developr_n(_ant Sgrwces 611X
Administration
. N o Planning Director and
62. Examine staffing impacts of any Coordinating Agency Development Services 76 | 2 | x
changes - .
Administration
63. IAllow staff and Planning Commission to approve bed Council 771 3 X
and breakfasts
064. [Pursue bed and breakfast operating without a license Programziollzrgmstrator 77 | 3 X
05. [Review State’s Assessment Report for SMAs Current P'a.”f"”g Program 79| 2 | X
Administrator
Current Planning Program
06. |Undertake SMA study for area and process Administrator 79| 1 | X
67 Develop SMA screening checklist less subjective than| Current Planning Program 791 1 | x
* lcurrent list Administrator
68. [Create a task force to work on SMA revisions Planning Director 80 | 1 | X
69. [Consider action rather than verbatim minutes Council 80| 2 | X
Examine staffing for Planning Department minute - . .
/0. responsibilities and support adding one minute clerk Administrative Assistant Il | 81 | 2 | X
/1. |Articulate staff roles and responsibilities Current P'a.”f"”g Program 81| 2 | X
Administrator
/2. [Define management roles and responsibilities Planning Director 82| 2 | X
. Current Planning Program
/3. |Reduce the tracking of letters Administrator 82| 2 | X
. . Planning Director and
74. One of new Current Planning positions should be a Current Planning Program | 83 | 1 | X
Planner VI L
Administrator
/5. |Reallocate the duties of current Planner VI Current P'a.”f"”g Program 83| 1 | X
Administrator
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. . Human Resources
/6. |Revise Planner VI job specs as necessary Department 83 | 3 X
77, Develop Current Planning policies and procedures Planner VI ga | 1 | x
manual
/8. |Complete training manual Planner VI and relevant 84 | 1 | X
planners
79. [Review flowcharts and adopt performance standards Plannerp\lgne;lr;c:srelevant 88 | 1 | X
80. [Meet performance standards 90% of the time Current Pla_nr_nng Program 88 | 1 | X
Administrator
Reduce review times in half each subsequent review | Current Planning Program
81. - 88 | 1 | X
cycle Administrator
. . Current Planning Program
32. |[Triage projects Administrator 88 | 1 | X
. Current Planning Program
83. [Establish planner of the day program Administrator 89 | 2 | X
Current Planning Program
. alance workload and staffing and add two planners ministrator, Mayor an
4. Bal kload and staffi d add t | Admini M d 91| 1 (X
Council
35. |Add one Clerk Typist Mayor and Council 91 | 2 | X
36. |Reevaluate clerical needs in 12 months Current qunmng Program 91 | 2 X
Administrator
37. |Develop report format for compliance reports Planner VI 92 | 2
38. [Formalize compliance submittal requirements Planner VI 92 | 2
89. [|Policy manual to describe compliance process Planner VI 92 | 2
90 Require preliminary and final compliance reports for | Current Planning Program 92 | 3 X
* [all discretionary projects Administrator
01. [Revise Suite 619 floor plan Administrative Assistant Il | 93 | 3 | X
92 Packets for Design Review Board should follow Current Planning Program 93| 3 | x
* |checklist Administrator
LONG RANGE PLANNING DIVISION
03. [Increase delegation to Planner VI and GIS Analyst VI Program Admlnlstrgtor, Long 98 | 2 | X
Range Planning
Mayor, Finance Department
04. |Develop formal CIP process agreement and Program Administrator —| 98 | 2 X
Long Range Planning
05 Include updating of Community Plans as part of Program Administrator — 99 | 2 X
* [annual work program Long Range Planning
96 Investigate organizing Long Range Planning Program Administrator — 99 | 3 X
* |geographically Long Range Planning
97 Recognize Current Planning carryover assignments in| Program Administrator — 9 | 2 | x
*  |planners work programs Long Range Planning
T Program Administrators —
Work on communication issues between Long Range :
98. Planning and Current Planning Long Range Plann_mg and 1100\ 2 | X
Current Planning
99 Prepare simplified work program for Mayor and Program Administrator — 101] 1 X
* |Council Long Range Planning
ZONING ADMINISTRATION AND ENFORCEMENT DIVISION
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. . L Program Administrator -
100. |Conduct weekly review of Kiva application data ZAED 107 1 | X
101. [Transfer subdivision review to Current Planning Planning Director 107 2 | X
102. |Purchase plan rack Administrative Assistant Il | 107 X
Implement over-the-counter plan check for simple Program Administrator -
103. projects ZAED 1071 1 X
Hire additional planner for review of subdivisions and .
104. building permits Council 108) 1 | X
105. gggﬁ(t:rl\jvcgfkusbhc counter for ZAED collocated with Administrative Assistant I 1108 | 2 | x
. - . Program Administrator —
106. |Consolidate completeness review in Planning ZAED and Public Works 113 1 | X
107. |Check for flood zones at intake Program Administrator - 113 2 | X
ZAED
108. [Scan old case files Administrative Assistant Il | 113 | 2 X
Program Administrator —
109. |Update relevant GIS overlays used by ZAED Long Range Planning 113 2 | X
Prepare administrative rules and procedures for plan Program Administrator -
110. reviews ZAED 1411 1 X
111 Eliminate duplicate sections of the Housing and Program Administrator — 114! 3 X
* [Zoning Code ZAED and Public Works
Program Administrator —
112. |Develop enforcement strategy ZAED, Mayor and Council 1151 1 | X
e . Program Administrator —
113. [Transfer Beautification Code to Planning ZAED and Public Works 115 3 X
. - ' Program Administrator —
114. |Appoint a Supervising Enforcement Officer ZAED and Planning Director 116 1 | X
115. _Purchase PDAs or lab tops for code enforcement Administrative Assistant Il 11161 2 | x
inspectors
116. Appoint dedicated attorney for code violations Corporation Council 1171 1 | X
Issue Notice of Violation after only one Notice of Program Administrator —
117. Warning ZAED 7y 2 1 X
Program Administrator —
118. |Discontinue amnesty policy ZAED, Planning Director, |117| 2 | X
Mayor and Council
Program Administrator —
. A ZAED, Planning Director,
119. [Implement administrative liens Mayor and Council and 117 1 X
Corporation. Counsel
120. |Update zoning code regarding TVRs Planning Director 118 2
121. |Violations and fines to be heard by Hearing Officer Mayor and Council 18| 1
. . . Program Administrator —
Molokai planner should conduct inspections and .
122. complaint investigations ZAED and Current Planning| 118 | 2 | X
and Deputy Director
123. |Sign master agreements with hearing officers Program erggustrator ~ |118| 3 X
124 Prepare administrative rules and procedures for Program Administrator — 118] 2 | x
* |hearing officers on zoning and enforcement cases ZAED
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Recommendation Responsibility

Priority
Phase Two

EMPLOYEE PERCEPTIONS

Program Administrator —

Current Planning to have retreat to discuss employee Current Planning and 1221 2 | x

125 ' [survey responses

Facilitator
Long Range Planning to have retreat to discuss low Program Administrator —
126. , 122 2 | X
scores on employee survey Long Range Planning

Program Administrator —
Zoning Administration and | 123 | 2 | X
Facilitator

127 Zoning Administration to have retreat to discuss
* lemployee survey responses

CUSTOMER PERCEPTIONS

Review customer survey responses and focus group
128. lcomments and use as part of Planning Department
training program

All Program Administrators

and Planner VI 135 1 1 X

Before the County begins implementing this study, we suggest that it take the
following action:

1. Recommendation: The Mayor and Planning Director should review the
study and agree on an implementation plan, which should include:
= An agreed-upon timetable and work program
= Costs estimates and method of funding
= Confirmation by the Council as part of the FY 07 budget action

The Planning Department already has many important tasks they are undertaking and
may find the 128 recommendations overwhelming. However, as improvements take
place and staff becomes empowered to change, the County may be surprised at how
fast implementation can occur.
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III. ISSUES IMPACTING ALL
FUNCTIONS

A. BACKLOG OF APPLICATIONS

Throughout this report we have set forth changes to the way functions are managed
and the way processes for the various development applications are managed. We
have also suggested timelines as set by statute or included in the Planning
Department’s performance standards. However, it will not be possible to operate the
Department as suggested until the backlog of cases is removed.

The removal of the backlog and processing application on a timelier basis in the final
analysis is a Mayor and Council policy decision. Our work with customers clearly
shows a high level of frustration and some of the worst customer responses we have
seen in our studies. We also believe the timelines are too long. Correcting the
situation will require better management of the application functions, removal of the
backlog, and in some cases additional staff.

We recognize that all of this will have an impact on the budget. We do note that the
application fees currently being used are far below actual costs. The trend throughout
the country is to charge most applicants the full cost of processing applications.
Because the fees in Maui are so low, additional revenue could be raised even without
going to full cost on fees.

How to remove the backlog is another issue. It would not be prudent to simply hire
more staff as they will no longer be needed once the backlog is removed. A variety of
possibilities include:

= Use of overtime based on, for example, a monthly concentrated Saturday
focused on processing backlog cases.

= Use of retired employees if available.

= Use of consultants from Hawaii. We are told that this may not be feasible since
most consultants in Hawaii are likely to have a conflict of interest.

= |fall else fails, the County might try an experimental program attracting retired
or part time planners from the mainland. For example, planners might be
offered an opportunity to spend 18 months on Maui working on this backlog.
Some might want to work full time; others half to three quarters time.

2. Recommendation: The Mayor and Council should decide what priority to
place on reducing the timelines for application processing.
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3. Recommendation: If the Mayor and Council wish to reduce the timelines, a
special program should be undertaken to remove the backlog of cases.

4. Recommendation: Consideration should be given to raising the application
fees to cover extra Planning Department expenses.

B. BUDGETS

The audit covers the FY04 and FYO05 budget years as well as the current status of the
Planning Department operating under the FY06 budget. The gross numbers for the
Department are shown in Table 2. The table shows the budget and staffing as
proposed by the Mayor as well as the Council’s action. The specific discussion and
analysis is included for each fiscal year in the sections to follow.

Table 2
Budget Summary

Expenditures FY 02-03 FY 03-04 FY 04-05 FY 05-06
Mayor Budget $2,491,304 $2,885,948 $3,190,200
Council Changes - Net $143,099 $224,954 $388,512
General Fund, Adopted $2,467,192 $2,634,403 $3,110,902 $3,578,712
Grants $267,742 $252,281 $343,358 $306,622

Total $2,734,934 $2,886,684 $3,454,260 $3,885,334
Employees FY 02-03 FY 03-04 FY 04-05 FY 05-06
Mayor Budget * 36 46
Council Changes * 2 2
General Fund, Adopted 32 38 48 53
Grants 5 5 6 6
Supplementary Budget 1 3 0 0

Total 38 46 54 59

*Not researched.

Fees

The ordinance concerning the price for map reproduction is outdated with charges that

are below cost.

5. Recommendation: The ordinance for map reproduction should be

updated.
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C.

FY 2004 BUDGET

The Council took the following actions on the Mayor’s proposed budget:

Combined funds that had been shown for Current Planning, Long Range
Planning and ZAED into one program. The purpose appeared to allow the
Planning Department more flexibility. There was no increase in appropriation
that was set at $2,055,788.

Moved three GIS positions to the Department of Management at $135,037.
Moved operations to the current FY 2003 level at a reduction of $112,000.
Reduced the Tri-Isle Main Street Resource Center from $180,000 to $155,000.

Increased the budget by $415,136, which included $155,136 for salaries and
$260,000 for operations. The positions were for two GIS analysts and three
zoning inspectors.

Later in the year there was a supplemental budget increase for one CZM
Planner 111, and two Clerk-Typists.

The Council minutes show a variety of specific discussions not reflected in the above
as follows:

Discussed the possibility of moving the Tri-Isle Main Street Resource Center
to Economic Development.

The Planning Department confirmed that they did not have resources for the
Community plans implementing actions.

The Planning Department confirmed that because eight positions were
removed from the proposed budget, current planning applications will continue
to be processed slower and enforcement will have slower response.

The Planning Department confirmed that its highest priority is in Long Range
Planning and Enforcement.

The Council noted that the budget does not include a cultural resources planner
but that the code states that the professional liaison with the State Historic
Preservation Office can be an employee or a member of the commission.

The Council noted that they would have a discussion next year on the ability of
the Administration to execute within the appropriations provided by Council.

Planning Department’s Responsiveness to Council Budget Actions

One of the purposes of this audit is to examine how well the Department responded to
the Council’s budget decisions. Overall, we conclude that the Department responded
well within the known budget constraints to the FY 2004 Council budget. The
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Council gave the Department some increased flexibility in the way the final budget
was adopted. The Department began to emphasize Long Range Planning as discussed
and as expected, this did not allow the Department to move ahead on Community
Plans implementation or accelerating current planning processing. We also examined
the goals included in the budget and reviewed the actual performance as shown in the
FY 05 budget. However, actual results were not recorded for this budget year.

The one area where performance may have been lacking was in the enforcement area.
The Council specifically increased the budget from three Zoning Inspectors to six.
However, the amount of inspectors was reduced to five mid-way through FY 04 when
one inspector was reallocated to a Land Use and Plans Examiner. According to the
Department, this change was disclosed to the Council on the record.

We did not have the data to examine each and every Goal, Activity and Activity
Output shown in the FY 04 budget, but, based on an analysis of similar statements in
the FY 05 budget, the Department was overly optimistic about what they hoped to
achieve in FY 04. The major highlight was the beginning re-establishment of a long
range planning function.

D. FY 2005 BUDGET

The Council took the following actions on the Mayor’s proposed budget:

» Added 1 Planner Il to Long Range Planning for six months
= Added 1 GIS Analyst VI Database Manager for six months

= Added Ueoka Environmental Assessments $25,000; Pali to Puamana
Environmental Impact Statement $80,000; four Environmental Assessments
$100,000; furniture $4,600; and computer equipment $3,400 for two expansion
positions

= Reduced Tri-Isle Main Street Resource Center from $200,000 to $165,000
=  Granted $20,000 to Molokai Island Main Street Association
= Granted $15,000 to Maui Redevelopment Agency

The Council minutes show a variety of specific discussions not reflected in the above
as follows:

= Lack of staff for both Current Planning and Enforcement
= Department fees

= Recruiting issues

= Changing the SMA rules or boundaries
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= Complemented the Department on its Performance Measures
= Farm Plans

Planning Department’s Responsiveness to Council Budget Actions

One of the purposes of this audit is to examine how well the Department responded to
the Council’s FY 2005 budget decisions. Overall, we conclude that the Department
responded well within the known budget constraints. However, the Department
continued to have problems with recruiting and staff turnover. Other problem areas
related to slowness in processing Current Planning applications and lack of an
effective enforcement program.

Planning Department’s Overall Responsiveness to Budget

In FY 05, the Department had eight positions added including four planners, one GIS
and three Land Use and Plans Examiners. While these positions continued to solidify
the long-range planning program, major problems continued in meeting application
processing timelines and conducting an effective enforcement program. We undertook
a comprehensive review of the Department’s FY 05 Performance Measures as
discussed in Appendix E.

E. FY 2006 BUDGET

The Council took the following actions on the Mayor’s proposed budget:

= Decreased the Administrative Assistant I, Planner V-Urban Renewal and
Planner V-General Plan from eight months to six months because of delays in
hiring

= |ncreased Planner V for six months for Molokai Planner

= Increased Planner V for six months for Lahaina Planner

= Increased appropriation of $100,000 for professional services for purchase of
development rights, transfer of development rights, and cost of community
services

= Moved $80,000 to the Maui Redevelopment Agency
= $90,000 was added for the General Plan update

= $50,000 was added for digital flood mapping

= $75,000 was added for aerial photography

= $75,000 was added for Spatial Growth Model

= $75,000 was added for environmental assessments
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= $20,000 was deleted from the grant to the Molokai Main Street Association

The Council minutes show a variety of specific discussions not reflected in the above
as follows:

= Some Council members indicated that there is not enough enforcement. The
Department had requested a Zoning Supervisor but this was not included in the
budget.

= There was discussion concerning the possible need for a Historic Preservation
Officer but no action was taken.

= Concern was expressed about the Planning Departments work on the Pali to
Puamana Parkway and a feeling that they are not working cooperatively with
the State Department of Transportation, but no action was taken.

A number of budget items were specifically listed as separate budget items to indicate
to the Planning Department the Council’s specific intent.

Planning Department’s Responsiveness to Council Budget Actions

One of the purposes of this audit is to examine how well the Department responded to
the Council’s budget decisions. Overall, we conclude that the Department responded
well within the known budget constraints to the Council’s FY 2006 budget. The
various authorized additional expenditures are underway and will likely be completed
before the end of the FY 2006 year. It has been difficult to hire the Planner V of
Molokai and consideration is being given to possibly setting this position at a lower
level. The addition of the Administrative Assistant Il position, which has been filled,
will allow the Deputy Director to spend more time on Molokai issues as necessary.

Planning Department’s Overall Responsiveness to Budget

In FY 06, the Department had five positions added including the Administrative
Assistant I, and four planners. While the four planner positions continued to solidify
the long-range planning program, major problems continued in meeting application
processing timelines and conducting an effective enforcement program.

F. FY 07 PLANNING DEPARTMENT BUDGET PROPOSAL

Late in our fieldwork, we received the Planning Department’s budget proposal to the
Mayor. Unfortunately we did not have the opportunity to review this in any detail
with the Department’s management. However, we assume that the Council will want
our input as related to this audit.
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The proposed budget has three main categories of activities: staffing, increase support
expenditures and new projects. Each is discussed below.

Support Expenditures

Most of these items relate to decisions on staffing. Overall they appear reasonable and
we have no comments except that we are highly supportive of:

= Training funds requested for the ZAED Program Administrator, $1,200 as well
as funds for Kiva training ($960, $3,780 and $1,200)

= Expenses for the GIS Users Conference ($1,950)

= Expenses for the National and State APA conferences ($1,040, $3,950 and
$22,400)

= Software and licenses ($10,000, $36,150, $17,000 and $5,000)
= Replacement computers ($22,500, $11,200 and $3,500)
= Digital projector ($3,000)

New Projects
New projects include:

= Pali to Puamana Parkway Plan Implementation ($80,000)

= Development Mitigation Fee Study ($150,000)

= Geodatabase Strategic Plan ($17,500)

= Integrated Socioeconomic Land Use Forecast Model ($15,000)

= Tri-Isle Main Street Resource Center ($225,000)

= General Plan work for Molokai and Lanai Island plans ($330,000)
= Lanai Affordable Housing ($40,000)

= Molokai Traditional Use Overlay District ($10,000)

Decisions on all of these items relate to Mayor and Council decisions and should be
based on overall County priorities that are beyond the scope of this study. However,
based on our understanding of the direction the County is taking, all of these items
seem reasonable.

Staffing Increases

It is clear that some additional staffing for the Department can be justified. The
Mayor, Council and Department have been following an approach of gradually
increasing each year in order to arrive at the appropriate staffing level and we agree
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with this strategy. We do have suggestions in relation to the Department’s request and
offer several alternatives based on this audit’s analysis.

Administration

The request is for a Personnel Specialist to relieve the Private Secretary of
doing personnel duties. We do not believe that the Department needs a full
time Personnel Specialist. The Private Secretary estimates that she currently
spends 45% of her time of this function. We note that last year the Department
added an Administrative Assistant that should have some responsibilities in
personnel management. The person filling this position only began in January
and it is too soon to begin changing functions until the various functions can be
looked at in more detail. Additionally, we believe the Program Administrators
need to take a stronger hand in managing their divisions including some
personnel responsibilities. We suggest the Administrative Assistant be given
the responsibility to review and streamline personnel function during the FY
07 year splitting personnel activities between the Private Secretary, Program
Administrators and the Administrative Assistant. The issue should then be
reviewed again for the FY 08 budget.

Recommendation: The Personnel Specialist position should be reviewed as
part of the FY 08 budget instead of the FY 07 budget.

Current Planning

Current Planning has requested two Clerk Ills, a Planning Technician and a
Commission Support Clerk.

v Commission Support Clerk

Elsewhere in this report we suggest that consideration be given to going to
action minutes vs. the current full minutes. Should this be accepted, there
will not be a need for an additional Support Clerk. Should it not be
accepted, an additional Clerk appears to be needed if the State 30 day
requirements are to be met.

Recommendation: Change the way minutes or taken or add one
Commission Support Clerk.
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v" Clerks

This section currently has five clerks with two vacancies. Good
management practices have planners doing more direct entry and relying
more on good technology systems to remove clerical work. However, as we
noted elsewhere, the entire Maui government has adopted procedures that
are highly paper and clerical intensive. We support the adding of one clerk
but not two. Furthermore, as we discuss in the Current Planning section, the
new clerk should focus on solving the Department’s inadequate filing
system.

Recommendation: Add one clerk to Current Planning rather than the two
requested.

v Planning Technician

In our Current Planning staffing analysis, we recommend the need for two
more planners in Current Planning. One of these planners would be a
working supervisor as a Planner VI. The other planner could be a Planning
Technician. However, given recruiting problems it may be appropriate to
set this second position at a higher level than as a Technician.

Recommendation: Two planners should be added to Current Planning, one
of which should be a Planner VI.

Long Range Planning

Long Range Planning has requested a Planner V, GIS Analyst IV and a
Commission Support Clerk. The need for any additional staff in Long Range
Planning is highly dependent on the work program, which is a Mayor and
Council policy decision. As indicated in the section of this report on Long
Range Planning, we recommend that a clear work program with labor
allocations be prepared for Council consideration.

It does appear that a Commission Support Clerk will be needed for the General
Plan if detailed minutes are to be prepared. However, as with minutes in
general, we suggest that action minutes be used instead. While the GIS
program and long-range program have been highly successful and made good
progress, we feel that it may be useful to let staff stabilize before expanding
further. In Chapter IV of this report, we call for the County to develop a
countywide GIS strategy that could impact GIS staffing. A better approach at
this point in time might be using consulting resources instead of full time staff
for both GIS and long-range needs.
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10 Recommendation: Adding any GIS or Long Range Planning staff should
be contingent upon Council adoption of a detailed work program.

= Zoning Administration and Enforcement Division

ZAED has requested a Clerk Il and a Commission Support Clerk. We believe
clerical need for this Division will be reduced through the addition of field
computers and better management of the Division. Even so, the Division could
benefit by additional clerical and Commission support. We suggest adding one
position instead of two with the one position sharing workload requirements.

11 Recommendation: Add one, rather than two clerks, to ZAED.

G. BUDGET PERFORMANCE MEASURES

Performance measures are extremely important in contemporary management
systems. The Planning Department has been working with these in the last three
budgets and Council members have indicated that they are doing a better job on these
than some other functions. We completed a comprehensive review of the FY 05
budget and have included our comments and suggestions in Appendix D. The
Planning Department has already incorporated some of these ideas for the FY 07
budget and additional performance measure ideas will be included in other parts of
this report.

12 Recommendation: The Planning Department’s Performance Measures
included in the annual budget should continue to be revised as indicated in
Appendix E and in other parts of this report.

H. CLERKS

We found all of Maui’s processes including the Mayor, Council, Commissions and
Committees as well as Department processes extremely paper extensive. This
includes extensive staff reports and highly detailed minutes. We are not in a position
to suggest changes to this entire system, but do feel that it might serve the County
well to examine it in some detail. However, given the system, there is a need for more
clerks than we would normally recommend. The Planning Department, over the last
three years, has been focusing on adding planners to the staff, but three additional
clerks were added as a 2004 supplemental budget request. In the FY 07 budget, the
Department is requesting five additional clerks. Our specific recommendations are
included in the discussion of each Division and in our comments on the FY 07 budget
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proposal. In FY 06 the Department had a total of 12 clerks or secretaries to Boards
and Commissions for a total staff of 57 positions or 21% clerical. This is a higher
ratio than we would normally encounter.

I. COMMUNICATION

Communication is an issue found in many organizations. Several issues were brought
to our attention as follows.

Business Cards

The Department receives calls from members of boards/commissions who are
unaware of the name of the secretary of that particular board/commission because of
changes in both members and secretaries. Also, customers can often not remember the
name of a staff person they talked to. All staff, including secretaries, should have
business cards with their direct phone number printed on them and should freely
distribute these cards. No one should visit the Department and leave without a
business card. We were told that some staff members have been reluctant to provide
their direct phone number.

Many of the staff members don’t put their direct phone numbers or even email
addresses on their business cards. While some cards contain full information
including cell phones, others only have the general department phone number. This
creates two problems. First, calls are routed through one receptionist, and second, it
does not provide a high level of customer service.

Applicants that are working with a specific planner should be able to reach that staff
member directly. The public expects and deserves access to the planning staff.
Creating a standardized business card format that includes direct phone numbers and
email addresses will reduce the amount of calls to the mainline and the number of
times a caller will be transferred.

13 Recommendation: All staff should have business cards including direct
phone numbers and email addresses and should freely distribute the
cards.

Email

Customers complain that they are not made aware of new policies, pending policies or
changes in fees. An inexpensive way to handle this problem is through the use of
comprehensive email lists. The Department should have a variety of email lists that
include all architects, developers, citizen groups, special interest groups, etc., that are
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active in Maui. These lists should be used for solving communication issues with
customers. We are also told that some staff members are reluctant to give out their
email addresses. Customers should have the ability to communicate directly to staff
members that are handling their case.

14. recommendation: The Department should develop comprehensive email
lists to be used in communication with customers and interested citizens or
special interest groups.

Handouts

Good handouts are a useful way to communicate with various customers. Handouts
should be kept current at all times and should also be current on the website. Staff
members indicated that this has been a particular problem with the fees handout.

15 Recommendation: All handouts should be kept current at all times and
should also be available on the website.

The Department has many handouts in racks located at the front entry door and also
by the entry to ZAED. Due to the design of the handouts and small font size for the
topics, it is difficult for the public to find the handout that would help them. A simple
way to handle this is to have the title of each handout in large bold letters immediately
at the top of the handout. These should be roughly a half-inch in height.

16 Recommendation: Redesign the handouts and forms to make them easier
for the public to identify.

Meetings

The free and timely flow of information through an organization is important for its
health and wellbeing. One of the primary means of communication is through staff
meetings. From what we can determine, there are an ample number of staff meetings
within the Planning Department. Department managers meet once a week, the Current
Planning Division also meets weekly. There is a monthly department-wide meeting.
The meetings are for sharing information and are important. Staff indicate that
significant issues effecting process or operations are often raised and discussed.
However, at times, staff meetings can tend to be polite gatherings where sensitive
issues are not discussed. We were not able to attend all the various meetings so have
based our observations primarily on feedback we received through interviews and the
staff questionnaires.
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Management should work to create a cooperative and supportive meeting
environment, which allows good discussions to occur. If issues cannot be fully
discussed in staff meetings, they will be discussed outside the group creating further
tension and division within the group. Although the Department suggests that there
are very animated discussions at staff meetings regarding sensitive issues, what seems
to be lacking is placing these issues in an overall department strategy framework as
well as resolving inter-division issues.

Our specific thoughts include:

17.

18.

Monthly Department Meeting

Although we were unable to attend the monthly department meeting, we were
told that it focuses on upcoming events, new employees, promotions,
conferences that were attended and similar items. Given some of the issues
uncovered in this study, the following items could be added to the meeting:

v" Discussion of the mission and philosophy of the Department.

v" Discussion of division programs — what they are doing and what they think
they should be doing. This could be done on a rotating basis and could help
to break down communication barriers. Some staff members believe that
the Department tends to operate as three separate departments rather than
one.

Recommendation: Expand the topics for the monthly department staff
meetings and use them to focus on teamwork and breaking down barriers
between functions. Have clear agendas and ample time for staff to raise
any concerns.

Weekly Management Meeting

We attended two weekly management meetings. The meetings focused on
bringing everyone up to date on current activities. Lacking was any serious
discussion of overall Department strategy and cross-division issues. Also,
given the lack of management skills, some time could be spent at each meeting
for management training. This could be as simple as watching a short training
film, or reading a management book together and having each manager lead a
chapter discussion.

Recommendation: The weekly management meeting should include more
strategy discussion and management training.

Clerical Meeting
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The clerks have monthly meetings and also monthly meetings with their
supervisors. However, because support staff are so integral to the efficient
operations of the Department, they should be granted time on a weekly or bi-
weekly basis to hold staff meetings.

In our surveys, clerical staff suggested that there also should periodically be a
meeting with planners/supervisors and clerical staff to discuss items that would
affect or improve the duties between planners and clerical staff. These relations
are very important and we concur with this recommendation. Given the various
levels of positions and so as not to overpower the clerical staff, we suggest that
these meetings be chaired and coordinated by clerical staff, perhaps on a
rotating basis.

19 Recommendation: Provide clerical staff adequate time to meet as a group
to discuss and work through their concerns and issues.

20 Recommendation: There should be periodic meetings of supervisors,
planners and clerical staff to discuss issues of mutual concern.

J. MANAGEMENT AND STAFF EMPOWERMENT

The Planning Director and Deputy Director came into office with the new Mayor.
They are committed to improving the Department and have made many changes
including a substantial increase in staff and re-creating a long range planning
function. There has been a major need to have staff training and develop better
policies and procedures and consistency in application processing. These features
have lagged behind, partially due to staffing and management issues and are only now
beginning to be addressed.

Good management is the key to the Department’s continued improvement. The Long
Range Planning Division appears to have strong management and we have made a
number of recommendations to enhance management of that Division. The Current
Planning Division and ZAED need major management attention and improvement.
We have made numerous recommendations in this report to address these issues.
Additionally, managers should re-examine their management techniques and systems
and focus actively on management training.

We understand that there have been two day management training sessions held at the
Kaunoa Senior Center. However, some of this training may need to be repeated or
additional training added to address specific concerns. Areas that need particular
attention include how to appropriately delegate, motivate and train staff, establishing
and monitoring performance standards and focusing on process improvement.
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21 Recommendation: Management of the Current Planning Division and
ZAED should be strengthened.

K. OFFICE SPACE

The Department has been severely hampered by the lack of sufficient office space.
Cubicles are very substandard, there’s a shortage of storage space and meeting rooms,
and there are no public counters. This issue is being partially resolved through renting
additional space in One Main Plaza and reorganizing the Kalana Pakui offices. The
national trend for planning, building and development departments is the so-called
“one-stop” permitting centers where all staff members are collocated on one floor
with unified permit counters. This would be a costly solution for Maui and is not
within current plans. However, this option should be considered as a long-term
solution to space issues should the opportunity ever arise.

22. Recommendation: Keep the option of creating a “one-stop” permit center
in the County’s long-term plans.

L. ORGANIZATION

The Planning Department is organized in three main divisions consisting of Current
Planning, Long Range Planning and ZAED. Additionally, six staff are in an
Administration Division. This is a workable organization structure. There are a few
functions that could be shifted from one division to another and some organizational
issues within divisions. We believe however, that the overall structure is appropriate.

M. PERSONNEL ISSUES
The audit was specifically asked to address personnel problems including:

= The resignation of several planners
= Complaints regarding employee workload
= Difficulties in recruiting qualified employees

Employee Workload

A number of Department functions are clearly understaffed. These issues are
discussed in each relevant section of this report.
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Longevity of Planning Department Staff

The average and median longevity for the existing Planning Department staff is
shown in Table 3. As can be seen, the average for the entire Department is 71 months
or 5.9 years. However, the median is only 36 months or three years. These figures are
shorter than might be expected because the staff increased from 37 employees in 2003
to 57 employees currently or 54% since 2003.

Table 3

Average and Median Length of Employment for Planning Department
Employees
Current Long Range Zoning and
Administration Planning Planning Enforcement Total
Average 52 100 44 70 71
Median 36 47 24 78 36
Recruiting

The County’s personnel policies required hiring at the first step in a salary range and
hiring only Hawaii citizens. Given the recruiting problems in Planning, the rule has
been changed for Planner Vs and Planner VIs who can now be recruited from the
mainland and can be hired two-thirds up the salary scale. There is also a $5,000
incentive program, but it has not yet been used. In recent times, the Department has
had some better success in hiring at least these higher-level planners from the
mainland. Somewhat traditional advertising approaches have been used. There are a
variety of Internet facilities now available that could be used. One of these is a weekly
email site that is distributed throughout the states called Planetizen. It is reasonably
inexpensive to use. Another good feature that the Department has not used to its
fullest potential is the national American Planning Association annual conference held
in the spring. This is an excellent forum to expose Maui opportunities to many
planners.

The Department feels that in addition to salary, recruiting problems relate to
inadequate salaries, crowded offices, heavy workload, argumentative applicants and
extremely busy consultants. Additionally, ZAED jobs are not popular with
prospective employees.

23 Recommendation: The Department should expand its methods for
recruiting planning candidates.

In the FY 06 budget, the Council authorized two specific planning positions - one for
Lahaina and one for Molokai. Neither of these positions has been filled but it appears
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that candidate has been found for Lahaina. The Molokai position was established as a
Planner V and no candidates have been found. It may be necessary to fill this position
at a lower level and emphasize training and backup support from the Deputy Director
who already meets with the Molokai Planning Commission.

24: Recommendation: Consider hiring a planner for Molokai at a lower
position than Planner V in order to fill the position more quickly.

Resignations and Turnover

Table 4 shows the number of staff and resignations/terminations for FY 04, FY 05
and FY 06 to date.

Table 4
Resignations/Terminations

Function FY 04 FY 05 FY 06*
Administration 0 0 0
Current Planning 2 3 1
Long Range Planning 2 2 0
ZAED 1 3 1
Total Resignations 5 8 2
Total Staff 38 48 57
Percentage 13.2% 16.7% 3.5%

*To date

The percentage of annual resignations in FY 04 was 13.2% and 16.7% in FY 05. In
general, organizations today are experiencing a higher rate of employee turnover.
These percentages are higher than desirable but not out of line with national
experience. Turnover rates vary by industry from 5% to 20%. We do not have reliable
data for planning departments. One of our recent studies for a large mainland city had
a rate of 10% across all ci