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BeautifySJ: 
A Community Initiative

 Launched 2017

 Initiative to unite community; 
reclaim public spaces

 Organize volunteers to 
remove trash                  
(streets, waterways, parks)



Initiative has grown to include 
illegal dumping, graffiti/murals, 
vehicle abatement, landscape 
maintenance, encampment 
management and trash pickup, 
creek cleanups …



Realities Impacting Workload

5,117 unsheltered 
residents in 2019, an

increase of 58% since 2017

Graffiti removal increased 
by 26% between FY 16/17 

& 18/19

Illegal dumping reports 
increased by 52% 

between 2017 & 2019



Complicating Factors Exacerbated by COVID-19

Public Health Order and Guidance had Major Program Impacts in March 

Services Continued

 Priority 1 Illegal Dumping   
(ROW Blocking Street/Sidewalk)

 Anti-Litter/Graffiti

 Free Junk Pick Up/               
Public Litter Cans

 Landscape Median 
Maintenance

Services Suspended

 Most Illegal Dumping (RAPID)

 SJ Bridge

 Vehicle Abatement

 Encampment Abatements

 Dumpster Days

 BeautifySJ Grants

 Neighborhood Beautification

 Cash for Trash



Several conditions 
in 2020 made this 

work exceptionally 
challenging

Responding under unprecedented pandemic conditions, 
poor air quality from historic wildfires, and cleanup 

required from social protests

Major coordinating efforts required to address other 
Agency trash/blighted sites; each with different approaches 

to homelessness, and insufficient resources 
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BeautifySJ

WHAT?

• Address ongoing blight complaints –
litter, trash, illegal dumping, graffiti,                
and public property conditions

WHEN?

• Initiative launched February 2017 by Mayor

HOW?

• Partnering with residents and other 
government entities

GOALS?

 Sustainable Efforts

 Resident Activation

 Leverage Resources



Non-City Property
• Coordinated abatement of 1 million sq. ft. 

• Coordinated removal of graffiti from over 
1,600 private properties

Anti-Litter/Anti-Graffiti Program

Anti-Graffiti FY 2019-20
City Property
• Abated 2,529,388 sq. ft. (9% increase from prior year)

• Installed 8 murals in graffiti hotspots 

• Abated 96,286 sq. ft. of protest-related graffiti 



Anti-Litter/Anti-Graffiti Program

Anti-Litter FY 2019-20
Program services heavily impacted by Shelter in Place

Neighborhood Dumpster Day Program 

• Coordinated 61 dumpster day events
• Collected over 600 tons of debris

Neighborhood Volunteers (restarted Nov 2020)

• Coordinated 375 litter pickup events in neighborhoods
• 32,000 volunteer hours dedicated to beautification
• Program restarted November 2020

SJ Bridge (restarted mid-May – early June 2020)

• Employing currently and formerly homeless residents 
(Downtown Streets Team/Goodwill Industries)

• Litter removal at ~70 sites



Illegal Dumping Response (RAPID)

FY 2020 thru 11/24/20



Organizationally Related Programs, but Unaligned to 
BeautifySJ, and with Different Service Demands

Prevention
Community 
Engagement Enforcement

Response & 
Maintenance



Towards Organizational Alignment

Bridging Internal Work 2019 – Early 2020

 Integrating department level work

- Mapping out ecosystem and alignment opportunities (MBA #2 2019/20)

- Conducting internal reviews and data infrastructure scans 

 Scaling collaborative response and Community Plan to End Homeless

- Community Solutions Incubator

- Enhanced Service Areas Pilot

 Pandemic forced both operational pivots and expedited workplan

- BeautifySJ Roadmap 2021 unifies and aligns previous and current work
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Community Plan to End Homelessness Strategies

Sub Strategy 3.3 Increase street outreach, hygiene services, and 
transportation options to match the needs of unsheltered residents

Strategy 1

Strategy 2

Strategy 3



Public Health Approach 
During Pandemic to                
Unsheltered Residents
WHAT?

 Suspension of encampment abatements and 
provision of sanitation and supportive services 

 Encampment Trash Program

 Services, Outreach, Assistance, and 
Resources (SOAR)

 Sheltering the most vulnerable

 Grounding solutions in the Community Plan to 
End Homelessness (Strategy 3)



EOC - BeautifySJ Response Branch Goals

Strategic Goal 1

Strategic Goal 1

Strategic Goal 2

Immediate Response – Service Model 1.0

Long-term Plan – Service Model 2.0

SG1 Increase emergency trash pickup & 
develop systematic waste disposal for SJ 
encampment residents

SG2 Ensure continuity of existing BeautifySJ 
initiatives and program

SG3 Redefine, Unify, and Deliver BeautifySJ
programs & Develop Plan to address 
critical service gaps

Strategic 
Goal 3



MARCH NOVSEPTAUGUSTJULYJUNEMAYAPRIL OCT

3-17-20
Shelter In Place
Program Suspensions

Late May – Early June
SJ Bridge back online

Late March – Early April
Begin providing intermittent 
trash pickup at large 
encampments

Mid June
BSJ Response Branch 
stood up in EOC

Sept
RFB Closed

Oct. 26
Tier 3 vendors online 
with redeployed city 
staff teams

Early April
RAPID           
partial restart

Late July -August
Deployed Tier 1 &   
Tier 2 Providers

Initiated dumpster pilot

Mid July - Sept
Vehicle Abatement 
Partial restart & 
continued expansion

November
Cash for Trash 
Restarted

Pandemic Affects BSJ Ecosystem, Impacts Felt Across City

Phase 1                
(Pre COVID)

Phase 2               
Pre-Service Model 1.0

Phase 3                           
Service Mode 1.0 Partially Initiated

Phase 4                               
Fully Deployed Service Model 1.0



Immediate, comprehensive, and 
effective response was limited by:

 Complaint-driven intake tracking/systems

 Insufficient resources

(staffing, equipment, contract capacity)

 Incomplete data that is not integrated



Mid-June
Where to deliver services?

 Had to scope encampment and illegal 
dumping problems

 Problems intersect yet are distinct

 Individually complex, widespread, and 
touch every part of City

 Limited resources creates service gaps, 
requires prioritized response, and 
results in poor conditionsHomeless Concerns Calls & 

Illegal Dumping Service Requests



COVID Response:  
Cleanups Not Abatements

Abatements

Cleanup Goal

Not your everyday 
trash pickup



Scoping Problem

SJ 311 Illegal Dumping RequestsIllegal Dumping Hotspots Council Requests to Beautify SJ

Housing/Homeless OutreachHomeless Concerns Hotline
Encampment Abatements



Combined Hot Spot Map
83 Visual Site 

Assessment Routes 
(conducted 
by PTCOs)

Example Route

Ground Truthing Data to Build Service Model



Service Model 1.0       
Core Principles, 
Framework, &              
Data System



BeautifySJ Response Branch Guiding Principles

Outputs

Equitable 
Effective
Efficient 

Outcomes

= CLEAN CITY

Right locations
Right service
Right frequency



Program Management         
(Service Level Assignment & 

Encampment Layer Management)

Tier 1
Lower Touch/Lower Complexity

Tier 2
Lower Touch/Medium Complexity/Harder to Reach

Tier 3
Higher Touch/Higher Complexity/High Volume

Service Model Goal





Phase 1        
(Pre COVID)

Encampment 
Abatements

Phase 2       
(Early Pandemic       

Pre-Service Model 1.0)

Intermittent trash 
pick up at select 
encampments

BSJ EOC Branch 
Initiated

Massive Data 
Efforts/ Site 
Assessments

ROW Protocol 
Finalized

Phase 3    
(Service Mode 1.0 
Partially Initiated)

Emergency 
Purchase Orders

Tier 1/ Tier 2 
Vendors Added

Dumpster Pilot 
Initiated

RFB 
Released/Awarded

Phase 4        
(Fully Deployed 

Service Model 1.0)

(3) Geographic 
Zones

(3) Vendors 
deployed

Service Days 
assigned to sites 

(2-wk cycle)

Protocol 
Framework 
Expanded

How did we get here? (Service Model 1.0 Phases)

(Aug. – Oct.)

(Oct. 26 - Present)



Tier 1 and 2 (Inputs)
 48 routes assigned to 

DST/GW/Conservation Corps

 3 grants totaling $450k in CRF 
funds thru 12-30-20

 Routes updated as needed

 2 to 3-week cycles            
(dependent on environmental conditions)

Phase 2      
(Early Pandemic)

Phase 3                        
(Service Model Initiated)

Begin Phased Implementation of Service Model 1.0

Tier 1 and Tier 2 (Outputs)

 Serviced sites over 230 times since August            
Averaging 1 to 2 site visits/month

- Cons Corp (94)     - Goodwill (84)     - DST (63) 

 Distributed over 900 BSJ trash bags

 Collected 966 trash bags from homeless residents

 Filled 5,182 bags of trash at encamped sites

 Engaged 240 homeless residents
 Employed currently/formerly homeless residents



Tier 1 
Downtown Streets Teams & Goodwill

Before

After



Tier 2              
Conservation CorpsResponding to urgent complaints & 

trying to develop proactive services

Before

After

Guadalupe River Trail 11/12/20



What is a ton of trash?

1 ton of trash =    
1 small vehicle



Dumpster Pilot (Inputs)
 24 dumpsters deployed at 13 locations
 10 of 13 locations are SOAR sites
 Initial success in cooperation, 

cleanliness, and cost-effectiveness

Deploying 
Resources and 
Complimentary 
Pilot Services at 
Encampments Dumpster Pilot (Outputs)

 Serviced 2-3x/week:  ~375 tons since July



Deploying Resources and 
Complimentary Pilot 
Services at Encampments

Green Team Mobile Trash Service 
(Inputs)

 23 locations receiving Saturday pickups

 Residents placed trash at designated locations

 Vendor used 2 teams with flatbed or compactor

Green Team Mobile Trash Service 
(Outputs)
 55 tons of trash/debris removed since Sept.



Tier 3 Service Zones Created (Inputs)

 Geographically focused
(East Zone, North Zone, Southwest Zone)

 Equity in zone design – under development/pilot
 $3M total RFB awarded to 3 vendors
 Redeployed 13 City staff / 5-day training

Phase 3                            
(Service Model 1.0 Initiated)

Phase 4                                                
(Fully Deployed Service Model 1.0)

Tier 3 (Outputs since Oct. 26th)

 Over 300 trash pickups
 Nearly 200 tons of trash collected
 Initial target—(1) trash pick up every 

two weeks for most sites



Spectrum of 
Tier 3 Clean Up

Coyote Creek @ Tuers Rd.
11/10/20

Fontaine Rd. 11/13/20



Spectrum of Tier 3 Clean Up

Donna Lane
11/12/20

Almaden Expressway @ Hwy 85 SE 
11/23/20



Building Encampment 
Protocols



Unsheltered Homeless Resident Engagement and Intervention Continuum During Pandemic

Complex field conditions require additional tools 



Supporting Public Health and Safety at Encampment Sites
EOC Protocol Manual



How are protocols used?

 129 Right of Way impediments 
identified since late July/early August

- about half of encampments moved
voluntarily during trash service

- 64 required abatement procedure

- most encampments move nearby

 5 Encampment sites selected to pilot 
Multidisciplinary Team

 31 Escalated Cleanups Performed 
since October 26th

New Escalated Cleanup Posting



A Typical ROW Challenge



Escalated Cleanup Example
Guadalupe Trail (87/280)
10/30/20



Service Model 1.0                   
Current Trash, Debris & Blight Encampment 

Trash 
Program

Illegal Dumping/ 
other Blight

Inter-
Agency



Anti-Litter/Anti-Graffiti

Anti-Litter activities suspended March - October

Creek Cleanup 

• Restarted October 2020

• Volunteers removed over 46.5 tons of trash 

Neighborhood Dumpster Days Program

• Restarted September 2020

• Coordinated 46 dumpster day events

• Collected over 405 tons of debris

Neighborhood Volunteers 

• Restarted November 2020



Cash for Trash Program

What is it?

• First City in US placing redemption value on trash

• Partnership with MasterCard’s City Possible Program

• MasterCard Program provides banking access to 
unhoused population

How does it work?

• Operating at 41 sites with high levels of visible trash

• 69 of 400 participant capacity enrolled

• Partners with unhoused residents to provide 
reloadable MasterCards

• Provide participants $4/bag of trash



Illegal Dumping Response (RAPID)

• Activated Under EOC

• Coordinating trash pickup 
resources across programs

• Increasing proactive pickups 
using Green Team on 
Saturdays                              
(45 tons since October)

• RAPID team working to 
increase self-discoveries

Tons Collected per month

Self Discoveries per month

Incoming Requests per month



Executed Memorandum of Understanding

Holding workshops to develop an agreement

Exploring side letter amendment to existing MOA

Begin proactive conversations in 2021

Begin proactive conversations in 2021

Begin proactive conversations in 2021

Addressing 
Trash and 
Blight on 

Other 
Agencies’ 
Properties 



City – UPPR Memorandum of Understanding

MOU Highlights

 Conduct (8) joint clean ups per calendar year

 Develop Quarterly Coordination Plan and Annual Report

 City conducts homeless outreach activities

 UPPR will install and maintain “No Trespassing” and “No Dumping” signs 

MOU executed December 2020



City – UPPR Monterey/Emado Road Cleanup 9/21 – 9/30



Caltrans-City Workshops Late 2020 – Early 2021

Understand property ownership by mapping City and Caltrans right-of-way and parcels

Prioritize hot spot areas for encampment and trash maintenance

Identify and address gaps in service protocols and procedures

Coordinate City and Caltrans resources to address hot spots

Review, update, and execute maintenance agreements



Coordinated Cleanup with Caltrans 
(85/Almaden)



So what have we learned?



Phase 4 Changes

 Expanded city team

 3 geographic zones

 3 vendors

 4.1x increase trash collections

 2.4x increase in locations serviced

 3.3x increase in tons collected

Expanded Tier 3 Activities: Serve Homeless Residents & Neighborhoods 
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Trash Collections
(4.1x increase)

Locations Serviced
(2.4x increase)

Tons Collected
(3.3x increase)

Phase 3 (9/28 – 10/25) Phase 4 (10/26 – 11/22)



Right Locations
 84% of locations scheduled for service had residents present

Right Service and Right Frequency
 12% of all encampments met all indicators

- No bulky items, scattered trash, or excessive trash piles, and 
trash bags visible

 70% of sites did not have scattered trash (trash was in piles)

 60% of sites had excessive amounts of trash

 35% of sites had bulky items present

Encampment Residents Voluntarily Participate in Program
 60% of encampments bagged trash & placed in designated location

Preliminary 
Program 
Findings

(baseline)



Other Program Service Insights
Dumpsters – effective tool for waste disposal

 Not labor intensive; cost effective; flexible resources

 Few instances of overflowing garbage, dumpster damage, or collection inaccessibility

 Illegal dumping near dumpsters remains a challenge

Service Tiers 1 and 2 – a promising approach 

 These sites had better conditions overall in visual assessments

 But, need to better align lower-touch provider capabilities with program needs

Service Tier 3 – geographic zones allow for targeted, scaled efforts

 Dividing City into (3) zones with vendors resulted in large service delivery increases

Service Frequency – increase in service associated with better conditions

 Increasing service from low (1x/mo) to medium (>1x/mo) improves a site’s condition



Other Program Insights

New Market/Service Providers – Needs time to mature

 City program is first of its kind; will take time for private sector to adjust

Housing/Shelter – Trash is a symptom of a larger societal problem

 Protocols help with complex conditions, but they don’t resolve underlying 
issue of unsheltered homelessness

Serving Vehicles – Residents living in vehicles tend to move more

 Added mobility of population makes serving them challenging

Trash vs Property – Unhoused and housed resident perspectives of “trash” differ

 Some items perceived as trash by housed community may be considered 
valuable trade items by homeless residents



BeautifySJ Response Branch Summary

 150+ Sites serving hundreds of homeless residents 

 2,060+ Services (trash collection) 

 2,200 Tons of trash removed (including large multi-day pickups)

How many small vehicles of trash is that?



~2,200 small vehicles



Program Conclusions 

Standardize and Integrate from Service Model 1.0

 Homeless Resident Engagement Continuum

 Tiered Service and Data-Informed Approach

 Dumpster Solutions

Refine and Optimize from Service Model 1.0

 City Staffing Model

 Alignment of Vendors and their Responsibilities

 Alternative/Complimentary Trash Solutions

Equitable 
Efficient

Effective
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EOC - BeautifySJ Response Branch Goals

Strategic Goal 1

Strategic Goal 1

Strategic Goal 2

Immediate Response – Service Model 1.0

Long-term Plan – Service Model 2.0

SG1 Increase emergency trash pickup & 
develop systematic waste disposal for SJ 
encampment residents

SG2 Ensure continuity of existing BeautifySJ 
initiatives and program

SG3 Redefine, Unify, and Deliver BeautifySJ
programs & Develop Plan to address 
critical service gaps

Strategic 
Goal 3



BeautifySJ: Redefining Purpose 

Vision. The people of San José are engaged and

proud of their clean, beautiful City.

Mission.   Equitably prevent and remove blight and

engage communities to cultivate clean,

beautiful neighborhoods.



Interim Strategy (January – June 2021)

Goal:

 Refine zone-based City staffing and contractual service model, 
including extending or ending EOC redeployments

 Extend grant agreements with select non-profit providers               
(Tier 1 and Tier 2)

 Exercise contract extensions for high performing vendors                
(Tier 3)

 Develop and advance a cost budget proposal for FY 2021-22

Continue ramped up level of service (Service Model 1.0) thru June



BeautifySJ Concept Organization – Service Model 2.0
BSJ Concept Org Chart 

(Model 2.0) 

Planning, Data, 
Administration

Roadmap 2021

Data Model

Procurements & 
Personnel

Operations and 
Direct Service 

Delivery

Encampment Trash

Illegal Dumping

Anti-Litter Anti-
Graffiti

Interagency 
Coordination

Communications 
Education 

Enforcement

Coordination with 
Community Plan

Protocols

Outreach

Emergency/Interim 
Shelter





Preliminary BeautifySJ Roadmap - 2021
Program Priorities Projects & Initiatives

Encampment Trash 
Program

Build Program 
Management and 

Assessment Capacity

Workflow development 
and refinement

Optimize & align skillsets, 
field conditions, and 
service-level needs

Refine geographic 
service to achieve 

equitable outcomes

Illegal Dumping 
(RAPID)

Program Assessment Research and develop 
performance outcome 
metrics & align to BSJ

Anti-Litter/           
Anti-Graffiti

Program Assessment Workflow development 
and refinement

Research and develop 
performance outcome 

metrics

Interagency 
Coordination

Finalize Caltrans 
Agreement

Develop Comprehensive 
Creek Strategy with VW

Implement & 
Operationalize UPRR MOU

Initiate Collaboration 
with VTA, County, PG&E

Education and 
Enforcement

Assess needs and 
organizational capacity

Research and develop 
performance outcome 
metrics & align to BSJ

Data Infrastructure & 
Information Mgmt

Develop/refine 
outcome-based 

performance measures

Develop benchmarks Integration of Housing 
Salesforce data into PW 

Enterprise

Integrate & align direct 
service-related activities 

and intake systems

Encampment 
Outreach

Build data collection 
system to understand 

outreach impact

Design evaluative 
framework



Outputs      Outcomes – A Clean City

 BeautifySJ 2021 Roadmap Priority

 Initial measurement activities focused on right location, right service, right 
frequency of Encampment Trash Program (inputs/outputs)

 Evaluative framework designed for Encampment Trash Program, including 
amount of bulky items, presence of scattered trash, and volume of trash 
(baseline conducted November 2020)

 Next set of measurement activities to focus on illegal dumping, anti-litter, 
interagency properties, and outputs to outcomes

 Recognize BeautifySJ Program outcomes are reliant on other programs,  
e.g. housing/homeless, behavioral services, education/enforcement

Bottom Line—Visually clean conditions across the City are the true outcome



Next Steps January – June 2021

 Refine cost and investment options for current year and 2021-22 Budget

 Continue delivering zone-based encampment trash services

 Consider extensions to staff redeployments (Service 1.0)

 Determine citywide program integration into PRNS

 Continue implementation and refinement of encampment protocols

 As resource are available, advance education/enforcement, interagency 
agreements, encampment outreach and behavioral health services
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