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DATE OF IMPLEMENTATION/ADOPTION: JANUARY 2O'I Z
(Must have been implemented at least one year - on or before June 30, 2013)

PROJECT STATUS: X Ongoing One-time only

HAS YOUR DEPARTMENT PREVIOUSLY

SUBMITTED THIS PROJECTS Y2S X NO

EXECUTIVE SUMMARY: Describe the project in 15 lines or less using Arial 12point font. Summarize the problem, solution, and
benefits of the project in a clear and direct manner.

Public Works' Graffiti Abatement program consists of three main components:
Eradication, Education, and Enforcement. Public Works manages graffiti removal
contracts for the eradication of graffiti in over 100-unincorporated areas and flood
control channels. The enforcement portion of the program is carried out by the Sheriff's
Department. The education portion was previously implemented through a contract that
expired in 2008. Recognizing the value of an education program, Public Works initiated
a pilot education program and developed a PowerPoint presentation aimed to educate
kids in Grades 4 — 8 and emphasizing how timely reporting of graffiti results in quicker
graffiti removal. Staff visited schools in unincorporated areas to educate students on the
potential consequences of graffiti vandalism, which include possible physical violence,
fines and restitution, delays in obtaining their driver's licenses, and community service.
All students received a pencil and a refrigerator magnet with the Graffiti Hotline number
on it. The salient messages of the presentations were "If you want to help fight graffiti,
report it; never confront a tagger (in the act); and don't choose graffiti because it is a
bad life choice."

~~) ~2) ~3) ~~) + C2) + (3) = SERVICE
ACTUAL/ESTIMATED' ACTUAL/ESTIMATED ACTUAL/ESTIMATED TOTa~ANNUAL ENHANCEMENT
ANNUAL COST ANNUAL CosT S~viNGs ANNUAL REVErvuE ACTUAUESTIMATED PROJECT
AVOIDANCE BENEFIT

$ $600,000.00 $ $600,000.00 X

ANNUAL = 12 MONTHS ONLY

SUBMITTING DEPARTMENT NAME AND COMPLETE ADDRESS TELEPHONE NUMBER

Department of Public Works (626) 458-4900
900 South Fremont Avenue, 9th Floor
Alhambra, CA 91803

PROGRAM MANAGER'S NAME TELEPHONE NUMBER

Ari DeChellis (626) 458-4062

EMAIL

adechellis d w.lacount ov
PRODUCTIVITY MANAGER'S NAME AND SIGNATURE DATE TELEPHONE NUMBER
(PLEASE CALL(I1 J~89J-OJ221F YOU UO NOT KNOW YOUR PRODUCTIVITY MANAGER'S NAME) 

(626) 458-5975Kimberly Y. Lyman

EMAIL

kl man d w.lacount . ov
DEPARTMENT HEAD'S NAME AND SIGNATURE DATE TELEPHONE NUMBER

Gail Farber (626) 458-4002

PAGE

We Support Plain Language

lperez
Typewritten Text
15.0

lperez
Typewritten Text



Quality and Productivity Commission

29t" Annual Productivity and Quality Awards Program
Champions of Change: Together We Make a Difference

2015 APPLICATION
Title of Project (Limited to 50 characters, including spaces, using Arial 12 point font):

NAME OF PROJECT: GRAFFITI EDUCATION PROGRAM DISCOURAGES TAGGING~~

- ,
project.

Challenge: Public Works' Graffiti Abatement program consisted of the "3 E's":
Education, Eradication, and Enforcement to be comprehensive and effective. The
educational component provided a preventive strategy that was crucial for the
reduction of graffiti. Previously, Public Works administered a contract to handle the
educational component. The contract was not renewed after it expired in 2008.
Recognizing the value of the educational component, staff faced the challenge of
developing and implementing this component of the program, despite limited
experience in this capacity.

Traditionally, the Graffiti Abatement program implemented different strategies to
reduce graffiti, including removal, murals, live-vine projects, painted-vine projects,
and law enforcement making arrests. Education was a preventative strategy that
would ensure the reduction of graffiti in the unincorporated and flood control areas
Countywide.

There have been 200 to 250 arrests every year for the last seven years for graffiti
vandalism and more than 95 percent of those arrested were children. Research
conducted in 2012 revealed that notorious taggers who had been arrested were
ordered to pay large fines and restitution. The challenge that Graffiti Abatement staff
faced was how to best educate students and convince them that graffiti vandalism
was a bad life choice with undesirable consequences. Educating the youth about the
consequences of graffiti vandalism-related arrests may help reduce their participation
in this act.

Analysis of the previous program revealed that it appealed to a much younger crowd
as it utilized puppets and coloring books. Sheriff personnel advised Graffiti
Abatement staff that targeting more mature kids was key to a reduction in graffiti
incidents. The rationale was that these kids were old enough to understand the
message, but young enough that they had no previous exposure to graffiti vandalism
that can influence their behavior.

Staff knew there were over 150 schools in the County unincorporated areas with
thousands of kids that needed this information. Implementing this program and
scheduling presentations with limited resources (three office staff while handling all
the administrative duties of the graffiti removal contracts, arrests, and testifying in
court posed a great challenge.
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Public Works' Graffiti Abatement staff initiated a pilot educational program targeting
residents and students in Grades 4 - 8. The two main objectives were to decrease
the amount of vandalism in the unincorporated County communities and to reduce
the number of youth's arrested. As part of this program, staff developed a
presentation aimed to raise children's awareness about graffiti and discourage
students from participating in graffiti vandalism. Staff collected pictures that depicted
severely vandalized pieces of art, gang graffiti, vandalized churches, traffic signs
covered in "slap tags," and even a live dog with graffiti on him. The presentations
strived to motivate children to become part of the solution and not part of the
problem.

While balancing the requirements associated with their administrative tasks, staff
visited schools across the County to educate students on the costs and
consequences of participating in graffiti vandalism. They asked students questions
about graffiti in their communities and empowered them by teaching them how to
report graffiti found in their neighborhoods. They also explained that when graffiti
was reported, crews came out and removed it faster. The youths were strongly
encouraged to report graffiti whenever they saw it. To ensure that the students knew
how to call-in incidents of graffiti, presenters demonstrated mock calls to the hotline.
All students received a pencil and a refrigerator magnet with the County's Graffiti
Hotline number on it.

Throughout all presentations, these main messages were reiterated: "If you want to
help fight graffiti, report it; never confront a tagger (in the act); and don't choose to
participate in graffiti vandalism because it is a bad life choice." Students were
informed of the potential consequences of doing graffiti, including summary
probation, having to pay fines and restitution, delays in obtaining their driver's license,
parenting class (for their parent[s]), community service, and possible physical
violence. Presenters also encouraged students to share the information with their
parents. With the help of adult residents reporting graffiti, communities were graffiti-
free longer and their neighborhoods were cleaner and safer.

The County is the leader in this arena and was recognized by the National
Association of Counties in 2013 for our Graffiti Educational program. The
educational program is innovative because among the 88 cities in Los Angeles
County, Public Works is aware of only one city that has implemented a graffiti
education program.
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LINKAGE TO THE COUNTY STRATEGIC PLAN (DETAIL IS REQUIRED FOR COUNTY DEPARTMENTS):

THE PROGRAM, IN-HOUSE WITH COUNTY PUBLIC WORKS EMPLOYEES.

Benefits:

The Graffiti Abatement program resulted in multiple benefits for County residents.
Implementation of the enhanced educational component of the program filled a gap
and completed the program by providing the additional benefit of prevention. It also
helped to boost reporting of graffiti, which resulted in quicker graffiti removal and
kept local communities cleaner for longer periods of time, consequently making them
safer.

The program improved Public Works' service delivery as presenters encouraged
people to report graffiti through three available channels: using the graffiti hotline
number on Public Works' website and with Public Works' iPhone app "The Works."
Between Fiscal Year 2011-12 and 2013-14, requests for graffiti removal using the
iPhone app more than doubled.

During the first year of implementation, program evaluation was conducted by asking
students questions at the conclusion of the presentations. One-hundred percent of
respondents stated they would not participate in graffiti vandalism and 100 percent
also indicated that they would report graffiti found in their neighborhoods. The
majority of participants indicated that they will not confront taggers.

Another benefit is the cost efficiency of the program. Implementing the educational
program utilizing in-house labor verses contracting it out provided a cost savings
upwards of $600,000 per year.

The program provided significant positive impacts on several County unincorporated
communities and as a result:

• There have been fewer youth involved in graffiti vandalism;
• There have been less graffiti in some of the communities we serve;
• Many neighborhoods were graffiti free for longer periods of time and safer;
• There was an increase in reporting online and through 'The Works" iPhone

app;
• More kids and parents became engaged in government.

This effort supports the County's Strategic focus area of managing risk by educating
and encouraging the youth in the unincorporated communities to not engage in
graffiti vandalism, which will reduce costs and potential gang-related violence while
increasing the community's awareness of County services.
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COST AVOIDANCE, COST SAVINGS, AND REVENUE GENERATED (ESTIMATED BENEFIT: If you are claiming

savings, cost avoidance or new revenue that matches the numbers in the box. Remember to keep
your supporting documentation.

Cost Avoidance: Costs that are eliminated or not incurred as a result of program outcomes.

Cost Savings: A reduction or lessening of expenditures as a result of program outcomes.

Revenue: Increases in existing revenue streams or new revenue sources to the County as a result of program outcomes.

(1) (2) (3) (1) + (2) + (3) SERVICE
ACTUAL/ESTIMATED ACTUAL/ESTIMATED ACTUAL/ESTIMATED TOTA~ANNUAL ENHANCEMENT
ANNUAL COST ANNUAL Cost SAvirvGs ANNUAL REVENUE ACTUAL/ESTIMATED PROJECT
AVOIDANCE BENEFIT

$ $ $ 600,000.00
$ 600,000.00

ANNUAL= 12 MONTHS ONLY

The Department's most recent Graffiti Education contract $596,750 plus administrative
costs. When it expired, the Department did not solicit for a new contract.

Public Works' staff continued to educate the public by speaking at Community,
Neighborhood Watch and Sheriff meetings about the Department's Graffiti Abatement
program and by conducting outreach to other County Departments, e.g., County
Libraries and Parks.

With the rise of arrests of youth for graffiti vandalism in our County unincorporated
areas, the Department was convinced that it had to establish our own in-house graffiti
education program to get the message out to youth that graffiti is a bad life choice and
has severe consequences.

With Public Works' staff now doing the educational program in-house, the Department is
saving the County upwards of $600,000.00 per year.
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