[image: image3.png]



FAIRFAX COUNTY, VIRGINIA - CREATION OF THE DEPARTMENT OF CODE COMPLIANCE

CATEGORY: COMMUNITY HEALTH AND SAFETY AWARD CATEGORY
Under the leadership of County Executive Anthony H. Griffin and direction of Deputy County Executive Robert A. Stalzer as the Project Executive, the Department of Code Compliance (DCC) began operations on July 1, 2010 as a consolidation of various County code authorities and skills to promote code compliance and better serve the community.  DCC embarked on a path to improve services by enhancing customer responsiveness and intake processes, cross-training technical staff to promote code efficiencies, improve collaboration with other agencies and promote code compliance in the community by outreach and education.  The formation of this new department was undertaken to address quality of life issues typically found in older residential communities including overcrowding and to provide for the mitigation of serious life safety issues related to unpermitted construction and improper maintenance.
In 2005 a pilot program of combined staff from the various enforcement agencies was formed to enhance compliance issues in one County neighborhood located in eastern Fairfax County.  Based on those prior successes, in 2007 the Fairfax County Board of Supervisors created the Enhanced Code Enforcement Strike Teams modeled on the Incident Command System, a standardized on-scene emergency management concept developed to allow users to implement an integrated organizational structure equal to the complexity of the situation.  The Strike Teams, composed of professionals from Zoning Enforcement, Building Code Services, the Fire Marshal’s Office, Health Department, Office of the Sheriff and the Police Department, were brought together as a matrixed organizational unit to address the changing nature of neighborhood and community issues.  
On July 1, 2010, the Department of Code Compliance (DCC) was initiated, to investigate and resolve violations and concerns in residential and commercial communities.  The vision of the consolidation was to create an adaptable, accountable, responsive multi-code enforcement organization within a unified leadership/management structure that responds effectively and efficiently toward building and sustaining neighborhoods and communities.  One of the main drivers for creating a unified code compliance agency was to better enable the County to take coordinated action on new or emerging code enforcement trends and problems instead of requiring coordination and distribution to multiple agencies in order to enforce the various codes separately.  DCC was created by combining the functions of the Enhanced Code Enforcement Strike Team, the majority of the enforcement function in the Department of Planning and Zoning (DPZ), staff of the former Building Code Enforcement Branch in DPWES, the Blight Program from the Department of Housing and Community Development (DHCD), a portion of the Environmental Health Division of the Health Department (HD) and certain aspects of Fire Code enforcement from the Fire and Rescue Department as well as certain public safety staff from the Police and Sheriff’s Departments. 
As a result of an aggressive cross-training initiative for DCC’s thirty-one investigator positions, thirty have property maintenance certifications, twenty-one have zoning certification, eight have fire marshal certifications, seven have building inspection certifications and one investigator has a health certification.  DCC’s minimum certification requirement for investigative staff is possession of two certifications, although many currently possess three or four. Furthermore, DCC has worked closely with the Fire and Rescue Department to develop a fire certification program for DCC’s non-uniform staff.  Cross-trained investigative staff are better equipped to insure compliance with County and Commonwealth of Virginia codes requirements, thereby contributing to outcomes such as zero fire deaths in 2011, a first for Fairfax County.
Organization of DCC was based on a combination of traditional staff alignments combined with the development of teams comprised of staff proficient in all aspects of code enforcement.  Systems operations were divided into three categories, Field Operations, Code Authority/Strategic Initiatives and Customer Call Center/ Administration.  Each new team was comprised of a Division Supervisor and specialists in Zoning, Property Maintenance, Building Code, Fire and Health as well as support from public safety staff.  Field Operations has been constructed in five geographically-based teams of investigators assembled in a manner that fosters assistance and coordination with the local Police district stations and enhances connections to Board of Supervisors member offices.  Multi-disciplinary teams of investigators are concentrated in areas that have demonstrated a higher number of complaints while simultaneously reducing the number of direct reports to the team supervisor, allowing for greater efficiencies and effectiveness in case management, and quality control.  
County residents have clearly stated that they want a simple and quick way to make complaints; one that is straightforward, transparent, and easy to navigate, yet provides accountability and effectiveness.  One highlight is that DCC is centrally responsible for customer service intake and administrative support for the Codes within their assigned programs.  By consolidating many of the common neighborhood community complaint intake processes from multiple agencies relating to neighborhood safety issues and by enhancing the County’s Web based system, DCC is in a position to better support its customers by creating more of an integrated call center approach.  This has improved customer satisfaction and support by enabling a one-call location and reducing calls that, formerly, needed to be transferred to another agency or agencies.  The Call Center responded to approximately 20,000 total calls and 4,000 Web complaints in FY 2011, resulting in the creation of nearly 8,900 service requests (cases) within DCC. 

DCC as part of a multi-agency team helped design and implement several customer support Web pages, a revised code enforcement tracking system and a wireless inspection system that maximizes citizen access to county resources while contributing to enhanced operations.  New on-line functions enable residents to be able to research actions on permits, file complaints on-line and track case progress.  County savings were approximately $300,000 to $400,000 given the cost of comparable systems.  This effort was awarded a TEAM EXCELLANCE AWARD by the Board of Supervisors in March of 2011. 
In their first year of operation, DCC staff made a concentrated effort to provide information regarding the County’s enforcement efforts to both the general public and sister agencies in an effort to educate stakeholders of their mission and capabilities.  Outreach efforts involved presentations including roll call training at police stations, the Office of Emergency Management and almost two dozen presentations for a variety of civic and home owner association meetings.  Videos, booklets and handout publications were produced and incorporated into local television broadcast and outreach efforts.
DCC aggressively pursued successful prosecution of over 300 cases in Circuit Court.  In addition, DCCs public safety component of Police and Sherriff Office staff played an instrumental role in the discovery and successful prosecution of fraudulent mortgage practices in the County that were uncovered in large part through the initial efforts of the Enhanced Code Enforcement Strike Team.  In FY 2011, DCC as noted, received over 8900 service requests, which, excluding tall grass complaints, resulted in over 5600 investigations initiated, over 4900 cases resolved, 9600 individual code issues brought into compliance, over 3800 Notices of Violations issued and over 13,700 inspections being made. 

In order to better address changing trends in neighborhoods DCC supported and staffed a Special Investigative Unit (SIU) of highly trained investigators.  This unit primarily focuses on “after hours” activities in the commercial areas of the County and is tasked with addressing zoning, building code and fire code issues related to illegal commercial uses.  This SIU group coordinates its activities with the Police Department, Fire and Rescue, Alcohol Beverage Control Board, Federal Bureau of Investigation, Immigration Services and other state and federal agencies.  SIU has been successful in bringing those illegal commercial activities, which present a danger to the public due to code violations, into compliance.
The following list highlights some of the notable accomplishments by DCC since their commencement of operations:
· Many new processes have been established, existing processes have been refined, policies improved and reaffirmed, communications methods enhanced, and performance measurement tools put into place to help track and ensure that service delivery to the public has been improved. 

· Opportunities were created to collaborate with the community to better identify those trends while educating residents in a positive and proactive approach. 
· Most importantly, feedback from the community and governing body has shown that improvements are being observed, are effective and are appreciated in the communities.  Being able to identify code enforcement trends and quickly create programs to address them is a critical component to an effective code compliance program.  

DCCs collaborative and multidisciplinary approach to code compliance can be replicated in many different forms and programs and can provide for a comprehensive approach to neighborhood issues, thereby improving the overall quality of life for the community’s residents.  For the reasons as stated in this nomination, we believe DCC deserves a 2012 ICMA Community Health and Safety Award.[image: image1][image: image2]
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