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continued process improvements and additional 
resources are likely needed to address service requests 
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option.   
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Why OCA did this study 
To bridge the gap between the City and residents, the City has 
various customer service portals and intake channels for 
residents to report problems to the City pertaining to its assets 
or to request information about City services. In 2021, the City’s 
various customer service portals fielded nearly one million 
telephone calls and approximately 296,000 service requests 
submitted through the Get It Done mobile app and web portal. 
This works out to an average of approximately 3,300 inquiries 
and service requests daily, seven days a week.  
 
The development of Get It Done is one of the City’s efforts to 
improve customer service and has streamlined intake for a 
variety of service requests. In addition to Get It Done, the City 
has many other decentralized customer service portals and 
intake channels for residents to report problems or request 
information about City services.  
 
Prior reports have recommended that the City move toward 
establishing a centralized customer service center.  
 
Our audit included the following objectives: 

1) Determine how efforts to strengthen customer 
communications may be used to improve overall 
satisfaction; and 

2) Determine whether consolidating customer service 
portals could improve the City's customer service 
experience. 

 

What OCA found 
Finding 1: While Get It Done has greatly expanded customers’ 
access to request services, many customers receive limited, 
confusing, or inaccurate information about their service 
requests. 

Get It Done is a useful tool that many customers use to access or 
request City services. However, we found that Get It Done 
sometimes provides customers with limited confusing, 
inaccurate, misleading, or information about their service 
requests, which likely impacts customer satisfaction.  

We found that the City can improve the completeness, accuracy, 
and clarity of the information provided to customers by: 

 Setting and communicating clear goals and estimates 
for service request completion times.  For example, we 
found that Get It Done does not consistently inform 
customers of target completion times and estimated 
completion times for the six most common service 
requests. 

Report Highlights 

 Providing progress updates on service requests where 
appropriate, and clarifying communications to customers 
when a request is outside the jurisdiction of the City. 

 Providing accurate closure detail to customers. For example, 
Get It Done provided accurate case closure details to 
customers in approximately 81 percent of the cases and 
inaccurate or misleading closure details in 19 percent—or 
nearly 1 in 5 customers—of the cases we reviewed.  

We found that customers are not satisfied with the report closure 
details provided in Get It Done, and this is also an issue that elected 
officials are particularly concerned about. Thus, the City should 
continue to improve Get It Done as a key tool for providing high‐
quality customer service to the public. 

Exhibit 5: The current process for service requests submitted 
through the Get It Done mobile app and web portal does not 
communicate target and estimated completion times, does not 
provide progress updates, and provides inaccurate closure details 
to some customers 

 

Source: Auditor generated based on review of the City’s Fiscal Year 2023 Adopted 

Budget; Get It Done mobile app and web portal; and interviews with City departments. 

https://www.sandiego.gov/sites/default/files/23-004_get_it_done_application_and_service_requests_management.pdf#page=6
https://www.sandiego.gov/sites/default/files/23-004_get_it_done_application_and_service_requests_management.pdf#page=14
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Finding 2: A centralized, 3‐1‐1 phone‐based intake option could 
improve the customer service experience, increase equity and 
access to City services, and decrease SDPD’s call volume and wait 
times. 

Get It Done provides a single point of contact opportunity for the 
public to communicate issues to the City. However, it is not the 
City’s sole customer service portal, as some departments have their 
own customer service center or portal for customers to report 
problems. In 2021, the City received nearly one million calls through 
various decentralized customer service portals, and the San Diego 
Police Department (SDPD) non‐emergency line had the highest 
number of calls received. In addition to these department‐managed 
customer service centers and portals, residents also use various 
other decentralized methods to report problems to the City, 
including by emailing the City and by contacting City Council Offices.  

Centralized, phone‐based customer service portals can improve 
customers’ experience, and the vast majority of the most populous 
cities in the United States and California have a 3‐1‐1 phone contact 
option. However, although previous reports have recommended 
that the City centralize customer service using the 3‐1‐1 phone 
number, San Diego remains the largest city in California and the 
second‐largest city in the United States that does not provide a      
3‐1‐1 phone option for residents.  

The continued lack of a centralized, phone‐based intake option 
likely makes it more difficult for some residents to contact the City, 
such as residents with technical barriers or those with limited 
English proficiency. In addition to increasing equity and access for 
these residents, a 3‐1‐1 phone intake option could also divert calls 
from SDPD’s non‐emergency line, which would help decrease 
SDPD’s call volume and wait times.  

Exhibit 16: Most of the largest cities in the United States and 
California have a 3‐1‐1 style contact option 

 

 
 Source: Auditor generated using municipal website data. 

 

Other Pertinent Information: The City is not meeting current 
demand for many types of service requests; continued process 
improvements and additional resources are likely needed to 
address service requests submitted through Get It Done and a 
future 3‐1‐1 contact option.   

As discussed in Finding 1, enhancements to Get It Done may help 
improve customer satisfaction. In addition, as discussed in Finding 
2, the City should establish a 3‐1‐1 contact option to improve its 
customer service, expand access, and likely decrease call volume to 
SDPD. While these improvements are necessary, continued 
improvements in efficiencies, along with additional resources, are 
likely needed to address service requests submitted through the 
existing Get It Done platform and a future 3‐1‐1 contact option. 

According to PandA and City officials we spoke with, an increase in 
service requests is partially responsible for the lowered customer 
satisfaction scores, as resource deficiencies to address these 
service requests in a timely manner impact customers’ satisfaction. 

While total operational capacity was not the subject of the audit, 
from 2018 through 2021, the number of service requests submitted 
through the Get It Done web portal and mobile app approximately 
doubled—increasing from 148,946 to 296,209 respectively; during 
the same period, customers’ satisfaction with Get It Done 
decreased from 3.4 to 3.1 on a scale from 0 (very dissatisfied) to 5 
(very satisfied). 

What OCA recommends 
We make 6 recommendations to address the issues outlined 
throughout the report. Key recommendation elements are to: 

 Include estimated and target completion times in the Get 
It Done report submission screen; 

 Review, identify, and prioritize which services could 
feasibly include progress updates, and articulate a plan 
and timeline for providing progress updates to customers 
for these service requests 

 Revise the response language to customer to not use the 
term “Closed” if a case has merely been referred; 

 Provide updated training to staff that includes using the 
appropriate communication code for communicating case 
resolution to customers; 

 Develop policies and procedures for supervisory review of 
service requests and communication codes; and 

 Establish a centralized 3‐1‐1 contact option for residents.  

City management agreed with 5 of the 6 recommendations.  
Management disagreed with the recommendation to establish a 3‐
1‐1 contact option for residents. We included comments on the 
response at the end of the report.   

For more information, contact Andy Hanau, City Auditor at (619) 
533‐3165 or CityAuditor@sandiego.gov 

Office of the City Auditor Report Highlights 

https://www.sandiego.gov/sites/default/files/23-004_get_it_done_application_and_service_requests_management.pdf#page=30
https://www.sandiego.gov/sites/default/files/23-004_get_it_done_application_and_service_requests_management.pdf#page=43
https://www.sandiego.gov/sites/default/files/23-004_get_it_done_application_and_service_requests_management.pdf#page=59
https://www.sandiego.gov/sites/default/files/23-004_get_it_done_application_and_service_requests_management.pdf#page=70


 

 

 

 

 

October 6, 2022 
 
 
Honorable Mayor, City Council, and Audit Committee Members 
City of San Diego, California 
 
 
Transmitted herewith is a performance audit report of the City’s Get It Done application and 
service requests management. This report was conducted in accordance with the City Auditor’s 
Fiscal Year 2022 Audit Work Plan, and the report is presented in accordance with City Charter 
Section 39.2. Audit Objectives, Scope, and Methodology are presented in Appendix B. 
Management’s responses to our audit recommendations are presented starting on page 54 of 
this report. Per Government Auditing Standards Section 9.52, our response to management 
comments is on page 65.  
 
We would like to thank staff from the Performance and Analytics Department for their 
assistance and cooperation during this audit. All of their valuable time and efforts spent on 
providing us information is greatly appreciated. The audit staff members responsible for this 
audit report are Shadi Matar, Marye Sanchez, Nathan Otto, and Matthew Helm. 
 
Respectfully submitted, 

 
Andy Hanau 
City Auditor 
 
cc: Honorable City Attorney, Mara Elliot 
 Jay Goldstone, Chief Operating Officer  
 Alia Khouri, Deputy Chief Operating Officer 
 Kris McFadden, Deputy Chief Operation Officer 
 Kristina Peralta, Deputy Chief Operating Officer 
 Matt Vespi, Chief Financial Officer  
  Jessica Lawrence, Director of Policy, Office of the Mayor 
 Christiana Gauger, Chief Compliance Officer  
 Charles Modica, Independent Budget Analyst 
 Jonathan Behnke, Chief Information Officer 
 Kirby Brady, Chief Innovation Officer, Performance and Analytics Department 
 

OFFICE OF THE CITY AUDITOR 
600 B STREET, SUITE 1350 ● SAN DIEGO, CA 92101 

PHONE (619) 533-3165 ● CityAuditor@sandiego.gov  

TO REPORT FRAUD, WASTE, OR ABUSE, CALL OUR FRAUD HOTLINE (866) 809-3500 

mailto:CityAuditor@sandiego.gov
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Background 
The City provides a wide 

range of services to 
residents. 

 

Residents rely on the City of San Diego (City) for a variety of 
services that protect and enhance quality of life, health, and 
safety. To that end, the City has dozens of departments, many of 
which are responsible for addressing service requests either 
pertaining to the City’s public right-of-way or providing services, 
such as library services, payment processing, permit processing, 
and more.1 

The City also relies on its residents for information on what 
services are needed, when, and where. For example, the City 
may be unaware of, and unable to respond to, issues such as 
illegal dumping, potholes, and graffiti until a resident reports 
them.  

To bridge the gap between the City and residents, the City has 
various customer service portals and intake channels for 
residents to report problems to the City pertaining to its assets 
or to request information about City services. In 2021, the City’s 
various customer service portals fielded nearly one million 
telephone calls and approximately 296,000 service requests 
submitted through the Get It Done mobile app and web portal. 2 
This works out to an average of approximately 3,300 inquiries 
and service requests daily.  

The development of Get 
It Done is one of the 

City’s efforts to improve 
customer service and 

has streamlined intake 
for a variety of service 

requests. 

The Get It Done platform is the City’s primary service request 
intake channel. Launched in 2016, Get It Done is one of the City’s 
efforts to improve customer service and the way problems are 
reported to the City. Managed by the Performance and Analytics 
Department (PandA), Get It Done is a web-based platform, 
accessible through a mobile application and a web portal, that 
allows residents to communicate with the City on a variety of 
issues. Originally, Get It Done focused on issues handled by the 

 
1 The City’s public right-of-way is essentially the public space reserved for transportation such as streets, alleys, 
sidewalks, and bikeways. 

2 The nearly 1 million calls received in 2021 includes calls received by the San Diego Police Department non-
emergency line, Environmental Services Department, Transportation Department, Public Utilities Department, 
and Development Services Department, and the Office of the City Clerk.  
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 Transportation and Stormwater departments. It has since 
expanded to include other departments, such as: 

 Office of the City Clerk; 

 Development Services Department; 

 Environmental Services Department;  

 Sustainability and Mobility Department; 

 Parks and Recreation Department;3 

 Public Utilities Department; and 

 San Diego Police Department; 

This expansion of Get It Done has increased residents’ ability to 
report a wide variety of problems and access services through 
one customer service portal. As of September 2022, the Get It 
Done mobile app and web portal support 61 services. As 
illustrated in Exhibit 1 below, these services span across eight 
reporting categories. 

Exhibit 1 

The Get It Done Web Portal Accepts Eight Categories of Service Requests 

 

Source: Auditor generated based on the Get It Done web portal. 

 
3 Although the Parks and Recreation Department was integrated with Get It Done in 2022, as of September 
2022, this feature is unavailable for residents. PandA is working with the Parks and Recreation Department on 
training before feature is rolled out to the public. 
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In addition to Get It 
Done, the City has 

many customer service 
portals and intake 

channels for residents 
to report problems or 

request information 
about City services. 

 

Although Get It Done has improved residents’ access to 
communicate with the City on a wide variety of issues through 
one intake option, the City has other customer service portals 
and intake channels for residents to communicate with the City. 
For example, residents can directly call and email City 
departments to report problems to the City or to obtain 
information. Additionally, residents can report code 
enforcement issues to the Development Services Department’s 
web portal, which has its own system to track enforcement 
cases. In addition to contacting departments, residents can also 
contact the City by contacting elected officials. As we discuss 
below, service requests made to most departments integrated 
with Get It Done are tracked in Salesforce, regardless of whether 
the request was made through Get It Done or through other 
means.4  

Prior reports have 
recommended that the 

City move toward 
establishing a 

centralized customer 
service center. 

 

A 2015 audit from the Office of the City Auditor found that the 
City’s decentralized customer service model made it difficult for 
some customers to report right-of-way maintenance needs and 
recommended the City develop a Citywide Strategic Plan with 
the goal of creating a single, centralized 3-1-1 customer service 
center, including a single 3-1-1 phone line, webpage, and mobile 
app for Citywide public right-of-way maintenance service 
requests.5,6  

In response to this recommendation, the City developed the Get 
It Done mobile app and web portal described above. In addition, 
the City hired a consultant to assess the City’s organizational 
readiness, capabilities, and capacity, and to deliver a roadmap to 
implement a 3-1-1/Customer Relationship Management (CRM) 
system, including a centralized phone number. At the time of the 
report, in 2016, the consultant noted that costs for implementing 
a 3-1-1 phased-in approach amounted to $3 million in one-time 

 
4 Calls to the San Diego Police Department are not tracked in Salesforce.  

5 https://www.sandiego.gov/sites/default/files/15-015_Citywide_Right-of-Way_Maintenance.pdf 

6 In 1997, the Federal Communications Commission reserved the use of the 3-1-1 number on a nationwide 
basis for non-emergency police services; however, it allowed non-compliant uses of 3-1-1 to continue until the 
local government in that area was prepared to activate a non-emergency police 3-1-1 service. The 3-1-1 non-
emergency system allows citizens to access their local government for non-emergency call issues, such as loss 
of water service, stray animals, and potholes. 

https://www.sandiego.gov/sites/default/files/15-015_Citywide_Right-of-Way_Maintenance.pdf


Performance Audit of the City’s Get It Done Application and Service Requests Management 

OCA-23-004      Page 4 

startup costs over fiscal years 2017–2022, and $1.2 million in on-
going operation costs that would continue on into the future. 
The report noted that costs of establishing a 3-1-1 option could 
be mitigated by reallocating contact center employees from 
other departments. Further, the consultant indicated that 
regardless of the City’s approach to a contact center, the City 
should secure and utilize the 3-1-1 telephone number.7  

After receiving the consultant report, the City indicated that 
rather than investing in building a call center and utilizing the 
single 3-1-1 phone number, it would take a “more strategic and 
balanced approach” that would offer more efficient and 
desirable options for reaching the City. The City’s stated goal was 
to make online services easier to use and information more 
accessible, allowing people to remain online rather than having 
to make a phone call. According to PandA, the City’s intent was 
to prioritize more cost-effective in-demand digital services, while 
at the same time not eliminating any existing phone numbers. 

The consultant report also highlighted the many benefits that a 
CRM can provide, such as reducing wait times and increasing the 
efficiency and effectiveness of the 9-1-1 communications center, 
providing customers easy access to City services and an 
enterprise-wide knowledge base of City articles, and providing 
trackability and accountability of customer-generated service 
requests to help improve City service delivery.  

Get It Done is 
supported by 

Salesforce, which is the 
City’s Customer 

Relationship 
Management System.  

 

A CRM system is a centralized database tool for tracking service 
requests regardless of the methods in which local governments 
receive the information. Salesforce is a cloud-based system that 
tracks service requests submitted through the Get It Done web 
portal and mobile app, as well as service requests originated 
through other intake channels for departments integrated with 
Get It Done. For example, for a service request originated 
through a telephone call or email to departments integrated 
with Get It Done, staff submit the request directly into 

 
7 City officials we spoke with noted that these cost estimates did not include additional expenditures for the City 
to expand capacity and resources in order to respond to service requests received through a 3-1-1 contact 
option. The Other Pertinent Information section of our report discusses issues related to the City’s resource 
capacity and ability to respond to the City’s many service requests.   
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Salesforce.8 Service requests submitted to departments not 
integrated with Get It Done, made to the SDPD non-emergency 
line, the Development Services Department’s web portal, and 
others, are tracked separately by each department. Exhibit 2 
below shows how service requests are tracked by departments 
integrated with Get It Done and by departments not integrated 
with Get It Done.  

Exhibit 2 

Service Requests Submitted through the Get It Done Platform, and through Other 
Intake Channels for Departments Integrated with Get It Done, are Tracked in 
Salesforce 

 
Source: Auditor generated based on review of Get It Done training materials, Salesforce data, and 
interviews with the Performance and Analytics Department, the Transportation Department, and 
Environmental Services Department. 

 
8 Although, the San Diego Police Department (SDPD) Parking Division is integrated with Get It Done and 
customers can call the SDPD non-emergency line to report these issues, SDPD does not enter these service 
requests into Salesforce.  
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The seven most 
common service 

requests submitted 
through Get It Done in 

2021, as categorized by 
customers, accounted 

for 72 percent of service 
requests.  

 

As noted above, the Get It Done platform gives residents the 
ability to report problems or request services in the City’s right-
of-way. According to data in Salesforce, there were a total of 
368,189 service requests submitted in 2021, of which 296,209—
or 80 percent—were submitted through the Get It Done web 
portal and mobile app. The remaining 71,980 service requests 
originated through other methods, such as via telephone, 
worker app, and staff, among others. Of the 296,209 service 
request submitted through the Get It Done web portal and 
mobile app, the seven most common service requests 
accounted for 214,657—or 72 percent—of these service 
requests. As shown in Exhibit 3 below, in 2021, the most 
common services, as submitted by customers in Get It Done, 
were for parking, encampments, graffiti, missed collection, 
shared mobility devices, illegal dumping, and potholes.9  

Exhibit 3 

Top Seven Service Requests Submitted through the Get It Done Mobile App and Web 
Portal in 2021 

 

Note: Parking service requests include those pertaining to 72-hour violation and parking zone 
violation.  

Source: Auditor generated based on Salesforce data.  

 
9 Shared mobility devices are electric bicycles, motorized bicycles, and motorized scooters readily available for 
public use in the City through technology-based platforms. Although shared mobility devices was one of the 
most common service requests submitted through the Get It Done web portal and mobile app in 2021, our 
review excluded this service request type as the City is not directly responsible for resolving service requests 
pertaining to shared mobility devices. 
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Get It Done has 
expanded customer 
service accessibility, 

and has received both 
national and 

international 
recognition. 

PandA’s efforts on Get It Done has greatly expanded the public’s 
access to report problems to the City and obtain information on 
City services. For example, prior to Get It Done, the City’s Street 
Report app allowed customers to report potholes or other 
infrastructure concerns to the City, however, the app was only 
available to iPhone customers. Further, the Get It Done platform 
has been a valuable resource for the City, as it has allowed both 
the City and the public to obtain data on City operations through 
the City’s Open Data Portal.10  

PandA has received both national and international awards for 
its efforts in innovative governing. Some of the awards and 
recognition PandA has received include:  

 In 2020, Bloomberg Philanthropies awarded the City 
the “What Works Cities” certification for its public 
outreach tools, such as the Get It Done mobile app and 
the City’s open data policy, for investing in data and 
transparency and use of data to drive decisions that 
impact the lives of residents. 

 In 2019, the Center for Digital Government awarded 
the Get It Done platform for Best Application. 

 In 2019, the International Data Corporation Smart 
Cities recognized the City for its expansion of the Get It 
Done platform.  

 In 2016, the World Council on City Data platinum 
certified the City for its open data efforts. The City of 
San Diego became the third City in the United States to 
achieve this distinction.11 

  

 
10 The City’s Open Data Portal is a catalog containing various datasets regarding City transactions. The City’s 
Open Data Portal catalog includes reports of non-emergency problems submitted by customers of Get It Done. 
The Get It Done catalog contains information such as the date and time a report was submitted, what the 
problem was, the location of the problem, and the date when the customer was notified that the City addressed 
the problem. 

11 The Work Council on City Data (WCCD) was founded in Canada in 2014. The WCCD helps cities and 
communities of all sizes globally embrace international standards on city data that haven been published by 
the International Organization for Standardization. 
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Multiple national 
organizations provide 

guidance on managing 
centralized customer 

service portals.  

Exhibit 4 below provides a brief summary of some organizations 
that provide guidance to local governments for implementing 
and improving centralized customer service portals, such as 3-1-
1 programs and CRM systems. We refer to guidance and best 
practices from these sources throughout the report. 

Exhibit 4 

Some of the Organizations that Provide Guidance on Managing Centralized Customer 
Service Portals 

 

Source: Auditor generated based on review of the International City/County Management 
Association, Leadership for Networked World Program, and Harvard Business Review websites. 
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Audit Results 
Finding 1: While Get It Done has greatly expanded 
customers’ access to request services, many customers 
receive limited, confusing, or inaccurate information 
about their service requests. 

Get It Done sometimes 
provides customers 

with limited, confusing, 
inaccurate, misleading, 
or inconsistent service 

request information. 

 

Get It Done is a useful tool that many customers use to access or 
request City services. However, as illustrated in Exhibit 5 below, 
we found that Get It Done sometimes provides customers with 
inaccurate, misleading, or confusing information about their 
service requests, which likely impacts customer satisfaction.  

We found that the City can improve the completeness, accuracy, 
and clarity of the information provided to customers by: 

 Setting and communicating clear goals and estimates 
for service request completion times. For example, we 
found that Get It Done does not consistently inform 
customers of target completion times and estimated 
completion times for the six most common service 
requests. Setting and communicating clear goals for 
service request completion times is a best practice and 
can help manage expectations for submitted service 
requests.   

 Providing progress updates where appropriate on 
service requests, and clarifying communications to 
customers when a request is outside the jurisdiction of 
the City. For example, for some requests, Get It Done 
informs customers that their request is referred and 
closed at the same time, even though the service 
request may still be unresolved. There are steps the 
City can take to better inform customers of the case 
status for these cases. 

 Providing accurate case closure details to customers. 
For example, Get It Done provided accurate case 
closure details to customers in 81 percent of the cases 
and inaccurate or misleading closure details in 19 
percent—or nearly 1 in 5 customers—of the cases we 
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reviewed. Customers are not satisfied with the report 
closure details provided in Get It Done, and this is also 
an issue that elected officials are particularly 
concerned about. 

Although customer satisfaction is discussed in more detail in the 
“Other Pertinent Information” section of our report, we found 
that the City can continue to improve Get It Done as a key 
customer service tool for providing high-quality customer service 
to the public.  

Exhibit 5 

The Current Process for Service Requests Submitted through the Get It Done Mobile 
App and Web Portal Does Not Communicate Target and Estimated Completion Times, 
Does Not Provide Progress Updates, and Provides Inaccurate Closure Details to Some 
Customers 

 

Source: Auditor generated based on review of the City’s Fiscal Year 2023 Adopted Budget; Get It 
Done mobile app and web portal; and interviews with the Transportation Department Street 
Division, San Diego Police Department Parking Division, San Diego Police Department Neighborhood 
Policing Division, and Environmental Services Department. 
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Get It Done does not 
inform customers of 

target completion times 
for any of the six most 

common service 
requests.  

 

The International City/County Management Association (ICMA) 
notes the importance of departments’ commitment to 
responding to service requests within a specified time period 
(i.e., target completion times), as this helps to manage citizen 
expectations. Additionally, the 2016 Stern Consultant Report 
noted opportunities for improving customer service in the City, 
including sharing target completion times with residents. 
However, we found that, for the six most common service 
requests, the Get It Done platform does not currently inform 
customers of target completion times. 

We reviewed City budget documents and found that service 
requests pertaining to graffiti, potholes, encampments, and 
parking have either Key Performance Indicators or target 
completion times available in the Fiscal Year 2023 Adopted 
Budget; by providing this information to Get It Done customers 
when they report an issue, Get It Done can help improve 
transparency and accountability.  

Get It Done provides 
estimated completion 

times on the report 
submission screen for 
some—but not all—of 

the most common types 
of service requests.    

 

Unlike target completion times, which refer to the desired time 
for departments to resolve service requests, estimated 
completion times refer to how long it actually takes to resolve 
service requests. For the most common service requests, Get It 
Done provides estimated completion times for service requests 
in the Frequently Asked Questions (FAQs) section of Get It Done; 
however, it inconsistently provides this information in the report 
submission screen.12 We found that the FAQs provide estimated 
completion times for all six of the most common service 
requests; however, the report submission screen informs 
customers of estimated completion times for only three of the 
most common service requests. Given that customers are more 
likely to proceed to the report submission screen than to 
navigate the site to access the FAQs, Get It Done may be missing 
an opportunity to manage expectations in terms of how long 
customers should expect it to take for their service request to be 
resolved. As shown in Exhibit 6, Get It Done may be missing an 
opportunity to use the report submission screen to inform 
customers of estimated completion times and thereby help 

 
12 Customers are also provided a link to the FAQs section of Get It Done after they submit a service request. 
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manage customer expectations for service requests pertaining 
to encampments, illegal dumping, and potholes.  

Exhibit 6 

Get It Done Does Not Consistently Inform Customers of Target Completion Times and 
Estimated Completion Times for the Six Most Common Service Requests 

 

Source: Auditor generated based on review of the Get It Done mobile app and web portal as of May 
2022, and review of Fiscal Year 2023 Adopted Budget report.  

Other benchmarked 
municipalities inform 

their 3-1-1 customers of 
estimated resolution 

times. 

 

We found that other municipalities inform their 3-1-1 customers 
of estimated resolution times. For example, both the City and 
County of San Francisco’s 3-1-1 (SF 3-1-1) and the City of Austin’s 
3-1-1 inform their customers of expected response times during 
the report submission screen. In fact, SF 3-1-1 provides specific 
expected response times based on the asset the service request 
pertains to. As shown in Exhibit 7, for service requests 
pertaining to graffiti removal, SF 3-1-1 informs customers of the 
expected response times for graffiti on commercial and 
residential buildings, sidewalks, parking and traffic signs, and 
others. By providing this information on the report submission 
screen, SF 3-1-1 provides its customers with set expectations for 
how long it will take for their service requests to be addressed. 
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Exhibit 7 

The City and County of San Francisco’s 3-1-1 Report Submission Screen Informs Its 
Customers of Expected Response Times for Service Requests  

 

Source: The City and County of San Francisco 3-1-1 website. 

PandA is working on 
adding a dashboard to 

Get It Done that will 
provide customers with 

estimated completion 
times for service 

requests.  

 

While the Performance and Analytics Department (PandA) has 
improved some elements of Get It Done, some elements are still 
in development or have not been developed consistently. For 
example, PandA is working on adding a dashboard to the report 
submission screen for Get It Done that will provide customers 
with more information regarding estimated completion times for 
service requests. Specifically, as shown in Exhibit 8, the 
dashboard will inform customers of the average, minimum, and 
maximum estimated completion times for different service 
request types.  
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Exhibit 8 

PandA’s Dashboard Will Provide Customers with Average, Minimum, and Maximum 
Estimated Completion Times for Service Requests 

 

Source: Dashboard simulation from the Performance and Analytics Department. 

Only one of the most 
common service 

request types provides 
progress updates. 

 

Get It Done provides progress updates for only one of the six 
most common service requests. Specifically, service requests 
pertaining to encampments provide customers with the 
opportunity to access additional details, which inform customers 
of actions the City took to address their request. As shown in 
Exhibit 9 below, for this type of service request, Get It Done 
provides customers with the work order number, the date when 
the work order was completed, and the outcome of the work 
order. By providing progress updates for service requests 
submitted through Get It Done, the City provides customers 
transparency regarding what the City is doing to resolve their 
request. 
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Exhibit 9 

For Service Requests Pertaining to Encampments, Get It Done Allows Customers to 
Access Additional Details that Provide Work Order History 

 
Source: Auditor generated based on the Get It Done web portal. 

 According to the Leadership for a Networked World Program at 
Harvard University, an outstanding customer service experience 
requires jurisdictions to be transparent for services requests. 
Specifically, it notes that this can be achieved by providing 
current service status, similar to updates of tracking a mail 
package, as well as providing the results of the service request. 
Additionally, a report from the Government Finance Officers 
Association on Customer Relation Management systems for the 
public sector notes that progress updates should be made 
whenever significant progress has been made in completing a 
step in the resolution process.  

For certain cases, the 
case status information 

being provided may 
cause confusion for 

customers. 

Although some service request types submitted through Get It 
Done are externally referred to City departments not integrated 
with Get It Done or to entities outside the City for resolution, Get 
It Done informs customers that these service requests have 
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 been closed.13 For externally referred cases, Salesforce will 
forward, via email, the request to the responsible party for 
resolution while informing the customer that the case is closed. 
Reporting that the case is closed prior to resolution may cause 
confusion and impact satisfaction with Get It Done as this may 
lead customers to believe that their service request has been 
resolved, when in fact their request may still be unresolved. For 
example, as show in Exhibit 10 below, a service request 
pertaining to graffiti on an AT&T-owned asset shows the current 
status as “Referred”, yet also indicates that the case is “Closed”. 

Exhibit 10 

For Some Service Requests, Get It Done Informs Customers that Their Request Has 
Been Referred and Closed at the Same Time, Even Though the Service Request May 
Still Be Unresolved 

 
Source: Auditor generated based on screenshots from Get It Done. 

 
13 External referrals are those which are referred outside Salesforce to entities outside the City’s organization, 
such as AT&T, Bird, Caltrans San Diego, City of Chula Vista, Cox Communications, Port of San Diego, San Diego 
Metropolitan Transit System, San Diego Gas & Electric, etc., or to City departments or functions not integrated 
with Get It Done, such as the Risk Management Department, Development Services Department – Street Tree 
Permits, San Diego Fire-Rescue Department, and others. 
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Although the current 
set up of Get It Done 

limits the City’s ability 
to inform customers 

when externally 
referred cases are 

resolved, there are 
steps PandA can take to 

better inform 
customers of the case 
status for these cases. 

Because some City departments and entities outside the City are 
not integrated with Get It Done, Get It Done is unable to inform 
some customers of when their service request is actually 
resolved. Although PandA is working to integrate more 
departments with Get It Done, thus reducing the service 
requests that must be externally referred, we acknowledge that 
there are limitations to integrating all departments and entities 
outside the City with Get It Done. Nevertheless, for these closed-
referred service requests, there are steps PandA can take, such 
as revising case status language to better inform customers of 
the case status. 

Providing accurate case 
closure details to 
customers is also 

important for the City’s 
efforts to improve 
customer service. 

 

We reviewed a sample of 259 service requests that were closed 
in 2021. As shown in Exhibit 11 below, for the cases for which 
we were able to make a determination, we found that Get It 
Done provided accurate case closure details to customers in 81 
percent of the cases and inaccurate or misleading closure details 
in 19 percent of the cases—or nearly 1 in 5 customers—of the 
cases we reviewed.14 Our review consisted of the most common 
types of service requests submitted through Get It Done, 
involving cases pertaining to the Transportation Department 
Street Division (Street Division), the Environmental Services 
Department (ESD), the San Diego Police Department Parking 
Division (Parking), and the San Diego Police Department 
Neighborhood Policing Division (Neighborhood Policing) to 
determine whether the case closure details provided to 
customers was commensurate with the actions staff took to 
determine that the case warranted closure.15  

 

 
14 For 35 of the cases we reviewed, we were unable to determine whether departments provided accurate 
closure details to customers; departments either provided no information or noted that due to the age of the 
case and staff turnover, they were unable to provide further information on case resolution. This applied to 14 
cases for ESD, 0 cases for Neighborhood Policing, 14 cases for Parking, and 7 cases for Street Division. 

15 To gauge satisfaction with Get It Done, PandA provides the Get It Done Satisfaction Survey to customers 
when the service request is closed. We selected a random sample of the top four service request types for 
which surveys were completed (i.e., surveys of closed cases pertaining to: Neighborhood Policing, Parking, ESD, 
and Street Division) submitted by Get It Done customers in 2021. To achieve a 90 percent confidence level with 
a 5 percent margin of error for the top four service request types, we randomly sampled 264 of the 10,548 
surveys. 



Performance Audit of the City’s Get It Done Application and Service Requests Management 

OCA-23-004      Page 18 

Exhibit 11 

Get It Done Provided Accurate Case Closure Details to Customers in 81 percent of the 
Cases and Inaccurate or Misleading Closure Details in 19 Percent of the Cases We 
Reviewed 

 
*We were unable to make a determination for another 14 cases for ESD, 0 cases for Neighborhood 
Policing, 14 cases for Parking, and 7 cases for Street Division. Additionally, there were 5 cases that 
did not pertain to service requests.  

**Service requests pertaining to ESD included: Missed collection, illegal dumping, dead animals, and 
others. 

***Service requests pertaining to Neighborhood Policing involved encampments. 

****Service requests pertaining to Parking included 72-hour violation and parking zone violation. 

*****Service requests pertaining to Street Division included: graffiti, tree maintenance, street lights, 
potholes, sidewalks, and others. 

Source: Auditor generated based on review of 2021 Get It Done data, review of work orders in SAP, 
interviews with the Environmental Services Department, San Diego Police Department 
Neighborhood Policing Division, San Diego Police Department Parking Division, and Transportation 
Department Street Division. 

 In many of these cases, departments informed the customer 
that the City had resolved the request when it had not. For 
example, as shown in Exhibit 12 below, we reviewed a case 
pertaining to a street light outage which was reported in May 
2020 and closed by Street Division in March 2021. In this case, 
Street Division informed the customer that “City crews recently 
resolved the issue or conducted the necessary repairs as 
reported in [the] inquiry.” However, when we followed up with 
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Street Division in June 2022, it reported to us that the issue was 
actually still unresolved.  

Exhibit 12 

In a Case We Reviewed Pertaining to a Streetlight, Street Division Informed the 
Customer that the Case was Resolved Despite the Issue Still Awaiting Repair 

 
Source: Auditor generated based on review of Get It Done data, SAP, and interview with the 
Transportation Department Street Division. 

 In some cases we reviewed, although departments have 
communication codes to inform customers that the issue is 
located on private property -- property which staff is unable to 
access -- departments informed customers that either staff 
resolved the issue, staff was unable to locate the issue, or the 
area was inaccessible to staff. For example, we reviewed a case 
in which a customer reported dumped trash (i.e., illegal 
dumping). Instead of using the communication code to indicate 
that the issue was located on private property, the department 
informed the customer that “the area was inaccessible to crews 
or some circumstance prevented the handling of the situation 
[and to] [p]lease submit another report if circumstances have 
changed, so [it] can address the issue.” However, survey 
comments reflected that the issue was unresolved. When we 
inquired with the department, it stated that the issue was 
located on private property and thus, the department was 
unable to go onto the property to resolve the request.  

Further, for some cases in which misleading information was 
provided to customers, although the City had resolved the 
service request, it did so as part of its normal operations and not 
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due to the customers’ requests. Specifically, we found that for 
cases pertaining to missed collections, ESD did not respond to 
the missed collection when it was reported. Instead, ESD closed 
the cases after the customers’ next regularly scheduled 
collection day, and then informed customers that staff had 
emptied the container and the case had been resolved. ESD 
noted that severe staffing resource retractions, particularly 
during the height of the COVID pandemic, was a contributing 
factor for the misleading closure details.      

In our review of these cases, we found that Neighborhood 
Policing stood out in its efforts to provide accurate case closure 
details to customers. In addition to the closure details provided 
to customers via Get It Done, Neighborhood Policing indicated 
that officers reach out to customers to inform them of the 
actions staff took to resolve their request. In fact, some of the 
survey comments in our sample reflected appreciation for this 
effort. We also note that according to the Get It Done 
Satisfaction Survey, which we discuss in the Other Pertinent 
Information section of this report, Neighborhood Policing had 
one of the highest customer satisfaction scores among the most 
common service requests types submitted through Get It Done 
in 2021. 

Training and 
documented 

procedures are needed 
to ensure that staff 

close cases with proper 
communication codes.   

 

PandA worked with operational departments to develop 
customized communication codes as a way for departments to 
communicate case resolution with Get It Done customers. 
Communication codes are specific to each department and are 
intended to provide the best information to Get It Done 
customers based on staff’s reasoning for closing the case. 
Although reference guides to assist staff when selecting 
appropriate closure codes are available on the City’s intranet, 
staff noted that they have not received proper training on using 
the different communication codes and instead rely on their 
judgment. Further, staff also noted that they sometimes 
personally contact customers to provide additional information 
regarding the case. 

Additionally, departments did not provide us with any formal, 
documented process to ensure that staff are selecting the 
appropriate communication code when cases are closed. 
Although PandA has training materials to assist departments on 
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closing cases and selecting communication codes, the materials 
do not provide guidance for a high-level review to ensure that 
the accurate communication codes are selected. According to 
departments, supervisors rely on staff’s explanation of work 
conducted to select the communication code, and also rely on 
the first communication code from a drop-down list or on a 
much shorter collection of familiar codes to communicate the 
case outcome with customers.  

Customers are not 
satisfied with the 

report closure details in 
Get It Done; this is also 

an issue that elected 
officials are particularly 

concerned about.  

 

We also reviewed customer satisfaction information from a 
survey known as the Medallia Survey.16 The Medallia Survey 
rates customers’ satisfaction across different aspects, including 
report closure details, ability to check report status online, 
report confirmation email, and other aspects on a scale from 0 
(not at all satisfied) to 10 (extremely satisfied). As shown in 
Exhibit 13, we found that the average satisfaction score for 
report closure details had a lower score compared to the ability 
to check report status online.17 

Exhibit 13 

Report Closure Details Had a Lower Average Score Compared to the Ability to Check 
Report Status Online 

 
Source: Auditor generated based on Medallia Survey data from March 2021 through July 2022. 

 
16 The Medallia Survey is a lengthier survey compared to the Get It Done Satisfaction Survey. According to 
PandA, the Medallia Survey is currently provided to 25 percent of all closed cases. PandA also indicated that it is 
working to combine the Get It Done Satisfaction Survey and Medallia Survey into one streamlined survey that 
all Get It Done customers will complete, and anticipates launching this updated survey within 2022. 

17 A general consideration with interpreting survey results is “survey bias” (i.e., that not all customer 
experiences may be reflected in the survey results). Survey bias may result in more responses from customers 
with either particularly positive or particularly negative experiences, for example. Nevertheless, surveys and 
ratings remain a common way to assess customer experience. 
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 This report closure issue is also something that elected officials 
are particularly concerned about, according to a survey we 
conducted of City Council Offices and the Mayor’s Office. 
Specifically, offices expressed dissatisfaction with the update 
information provide by Get It Done. In our survey, we asked 
offices to rate their level of satisfaction with the status or 
resolution update noted in Get It Done. As shown in Exhibit 14 
below, six of the offices indicated either being dissatisfied or 
very dissatisfied with the update information noted in Get It 
Done.   

Exhibit 14 

The Majority of Surveyed Offices Indicated Being Dissatisfied with Status and 
Resolution Updates in Get It Done 

 
Source: Auditor generated based on City Council Offices and Mayor’s Office responses to our survey. 
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 To address the issues outlined above, we recommend: 

Recommendation 1 To improve transparency and accountability, the Performance 
and Analytics Department should follow through with including 
estimated completion times and the target completion times in 
the Get It Done report submission screen.  

(Priority 2) 

Recommendation 2 To improve the Get It Done customer experience, the 
Performance and Analytics Department should review, identify, 
prioritize, and document which services could feasibly include 
progress updates to customers (i.e., “interim” steps). As part of 
this effort, PandA should also articulate a plan and timeline for 
developing progress updates to customers for these service 
request types.  

(Priority 3) 

Recommendation 3 The Performance and Analytics Department, in consultation with 
departments, should revise the response language to customers 
to not use the term “Closed” if a case has merely been referred 
and the customer’s issue may not yet have been addressed. 

(Priority 2) 

Recommendation 4 To ensure that operational staff are adequately trained on 
communication codes, the Performance and Analytics 
Department, in consultation with relevant departments/divisions 
for the most common service requests (i.e., Environmental 
Services Department, San Diego Police Department 
Neighborhood Policing Division, San Diego Police Department 
Parking Division, and Transportation Department Street Division) 
should provide updated training to staff that includes using the 
appropriate communication code. 

(Priority 2) 
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Recommendation 5 To ensure the accuracy of communication codes entered, 
relevant departments/divisions for the most common service 
requests (i.e., Environmental Services Department, San Diego 
Police Department Neighborhood Policing Division, San Diego 
Police Department Parking Division, and Transportation 
Department Street Division) should develop, implement, and 
document policies and procedures that require supervisors to 
regularly review service requests and the communication codes 
used for consistency and accuracy. These policies and 
procedures should specify how supervisors should select service 
requests cases for review, require this review to be documented, 
and identify corrective actions where necessary.  

(Priority 2) 
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Finding 2: A centralized, 3-1-1 phone-based intake option 
could improve the customer service experience, increase 
equity and access to City services, and decrease SDPD’s 
call volume and wait times. 

Although the City has 
made efforts to 

establish Get It Done as 
the primary point of 

contact for the public, 
customer service 

portals remain 
decentralized and many 

residents still report 
issues via phone. 

 

Get It Done provides a single point of contact opportunity for the 
public to communicate issues to the City. However, it is not the 
City’s sole customer service portal, as some departments have 
their own customer service center or portal for customers to 
report problems. In addition to these department-managed 
customer service centers and portals, residents also use various 
other methods to report problems to the City, including by 
emailing the City and by contacting City Council Offices. Exhibit 
15 below shows that in 2021, the City received nearly one million 
calls through various customer service portals, and the San 
Diego Police Department (SDPD) non-emergency line had the 
highest number of calls received among the listed customer 
service portals.18  

 

  

 
18 The SDPD non-emergency line is intended for calls that do not involve serious injury, calls that involve 
property damage or loss, calls with no possibility that a suspect is still at the scene, and calls for which 
immediate response is not needed.  
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Exhibit 15 

The City Received Nearly One Million Calls in 2021 through Various Customer Service 
Portals 

 
 

*The 621,953 calls made to the SDPD non-emergency line were for fiscal year 2021.  

** The Office of the City Clerk does not process service requests; however, it does answer phone 
calls and emails from the public seeking to submit service requests. The 5,203 calls noted here 
pertain to phone calls and emails which the Office of the City Clerk referred out to City departments 
and are from a seven month period from July 2021 to January 2022.  

Source: Auditor generated based on the 2016 Stern Consulting Report, City of San Diego website, 
and interviews with the Performance and Analytics Department, Environmental Services 
Department, and Office of the City Clerk.  

The City currently lacks 
a centralized 3-1-1 

phone option for 
residents to contact the 

City.  

 

3-1-1 is a non-emergency phone number that people can call in 
many cities to find information about services, make complaints, 
or report problems like graffiti or road damage. Even in cities 
where a different phone number is used, 3-1-1 is the generally 
recognized moniker for non-emergency phone systems. 
Although the City reserved the 3-1-1 number with the intent to 
deploy a centralized contact option, the City did not move 
forward with it; yet many people still contact the City via phone.   

The Transportation Department (Transportation) and the 
Environmental Services Department (ESD) customer service 
centers currently operate as models of how a 3-1-1 contact 
center for the City could operate. Transportation’s dispatch call 
center—or Station 38, as it is often referred to—is a 24-hour 7-
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day-a-week call center that the public and City employees can 
use to report department-specific problems throughout the City. 
According to Transportation, Station 38 dispatchers answer 
upwards of 500 calls on a regular day, while on a busy day this 
number can double. From these calls, dispatchers manually 
create service requests in Salesforce. Further, dispatchers are 
also responsible for reviewing all service requests submitted 
through Get It Done that are categorized under Transportation 
and those labeled as “Other.”19 Similar to Transportation, ESD 
also receives calls to its customer service center and creates 
service requests in Salesforce as warranted. According to the 
Department of IT, it is in the late stages of implementing a new 
phone tree system using Amazon Connect, which will better 
position the City to implement a centralized call option. 

Centralized customer 
service portals can 

improve customers’ 
experiences. 

 

As noted in the Background, in 2015, the Office of the City 
Auditor recommended that the City, with the assistance of a 
working group, develop a Citywide Customer Service Strategic 
Plan with a goal of establishing a centralized 3-1-1 customer 
service center. Further, the 2016 Stern Consultant Report, which 
the City commissioned in response to our audit, also 
recommended that the City secure and utilize the 3-1-1 phone 
number as part of a roadmap to implement a Customer 
Relationship Management system to improve the customer 
experience by providing customers with the ability to 
communicate with the City on a variety of channels.  

As shown in Exhibit 16, as of 2022, the City of San Diego is one 
of just two of the ten most populous cities in the United States 
and one of three of the most populous California cities that do 
not have a 3-1-1 style contact option. Additionally, we found that 
all of the ten most populous Canadian cities have a 3-1-1 style 
contact option.  

  

 
19 The “Other” category allows customers to report service requests that do meet any of the categories 
established in the Get It Done platform. “Other” service requests are reviewed by Station 38 dispatchers and 
either transferred or referred to the appropriate department or agency.  
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Exhibit 16 

Many of the Most Populous Cities in the United States and California have a 3-1-1 
Style Contact Option 

 

Source: Auditor generated using municipal website data. 

 Further, the Leadership for a Networked World Program at 
Harvard University states that local governments should provide 
anywhere and anytime access by the channel of the customers’ 
choice. It also notes that consolidating resources from multiple 
call centers into one single center and standardizing services 
improves the customer experience by making it convenient and 
consistent. This also aligns with the City’s Strategic Plan that 
values equity and inclusion by taking intentional action to create 
equal access to opportunity and resources. 

The 3-1-1 customer service centers that we contacted in other 
cities reported being able to respond to customer information 
inquiries and intake service requests for most customer calls 



Performance Audit of the City’s Get It Done Application and Service Requests Management 

OCA-23-004      Page 29 

without transferring them to the department responsible for 
providing service. For example, 3-1-1 Austin recieved 
approximately one million calls in fiscal year 2021.20 The City of 
San Diego received around one million requests in 2021, making 
it comparable to other cities with centralized customer service 
centers we benchmarked against.21  

The City prioritized 
establishing the Get It 

Done platform to make 
online services easier to 

use, information more 
accessible to residents, 

and create a tool that 
provides a consistent 

approach to service 
requests.   

 

As noted in the Background and above, although the 2016 Stern 
Consultant Report recommended that the City secure and utilize 
the 3-1-1 phone number, the City pursued another approach to 
customer service. According to a 2016 Staff Report, the City 
noted that instead of strictly investing in building a call option, 
the City was taking a more strategic approach. Specifically, it 
noted that by making online services easier to use and 
information more accessible, the City could provide tools that 
allow customers and employees to communicate seamlessly on 
multiple communication channels rather than having to make a 
phone call. According to the Performance and Analytics 
Department (PandA), the City decided to prioritize development 
of the Get It Done platform before establishing a 3-1-1 contact 
option. The City noted that its intent was not to ignore or 
displace customers that prefer to use the phone, but rather to 
pursue a balanced approach that would include offering more 
efficient and desirable options for reaching the City. However, as 
illustrated in Exhibit 15 above, even without an easy to use 3-1-1 
contact option, there were nearly one million calls to the City 
outside of the Get It Done platform in 2021.  

  

 
20 The City of Austins’ fiscal year is from October 1 to September 30. 

21 We conducted a benchmarking analysis comparing the City of San Diego’s service request intake mechanisms 
to various municipalities with 3-1-1 programs, such as the City of San Jose, City of Sacramento, City of Los 
Angeles, City and County of San Francisco, City of Austin, and City of Houston. 
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A centralized phone-
based intake option 

could provide various 
benefits, such as 

improve the customer 
service experience, 
increase equity and 
access for reporting 

service requests, and 
decrease SDPD’s call 

volume and wait times. 

 

The City’s development of the Get It Done platform has 
improved several issues related to customer service outlined in 
the 2015 Citywide Right-of-Way Maintenance audit. For example, 
the 2015 audit highlighted how a centralized customer service 
solution could help with: 

 Improving accountability by providing the City and the 
public with better information to monitor performance 
and efficiency; and  

 Providing City leadership and management with better 
information regarding the true demand for City 
services, which would enable the City to more 
effectively allocate and deploy limited resources. 

By developing Get It Done as a centralized intake point, the City 
has made important strides in these areas—although as noted 
in Finding 1, there are still areas for improvement. For example, 
as noted in the Background, although Salesforce tracks the 
number of Get It Done service requests, because the City has 
other intake mechanisms and departments have their own 
systems to track inquiries and service requests, the City may not 
have a full picture of the true demand for service requests. The 
Independent Budget Analyst has also stated that Get It Done 
data can be a useful tool in determining the expected service 
delivery time but that it must not be the sole driver in setting 
those service level targets.  

The City’s implementation of a centralized 3-1-1 contact option 
would allow the City to capture other benefits that were outlined 
in our 2015 audit, including: 

• Increasing residents’ accessibility to City services;  

• Providing a consistent customer service experience for 
residents; and   

• Potentially reducing unnecessary calls to SDPD. 

Centralized customer 
service portals can use 

an easy-to-remember 
phone number and 

In alignment with the City’s Strategic Plan, a centralized phone-
based intake point could improve accessibility for the public to 
communicate with the City. As noted in the Background, Get It 
Done is the City’s official platform for reporting problems to the 
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provide a more 
equitable and 

accessible customer 
service experience.    

 

City, which is accessible via a web-based platform that requires 
access to the internet.  

Typically, centralized customer service centers are branded 
using 3-1-1, a three-digit phone number that is reserved by the 
Federal Communications Commission for municipal use. Unlike 
the numerous seven-digit phone numbers currently used for the 
City’s various service request intake channels, 3-1-1 is a single, 
easy-to-remember number that is ideal for marketing purposes. 
The 3-1-1 phone number operates similarly to 9-1-1 in that any 
resident or visitor dialing 3-1-1 from a cell phone or landline 
within city limits will reach the 3-1-1 customer service center.  

Although the majority of service requests in Salesforce indicate 
that they originated through the Get It Done mobile app and 
web portal, a large number of service requests are still 
originated via phone call and submitted into Salesforce. For 
example, as shown in Exhibit 17 below, we found that in 2021, 
phone-originated cases made up between 4 percent and 16 
percent of all submitted Salesforce cases depending on the 
Council District.22 This translates to at least 28,000 service 
requests made to departments integrated with Get It Done.23 
According to the 2018 City of San Diego Resident Satisfaction 
Survey, 29 percent of respondents preferred reporting issues via 
phone call, which was 2 percent higher than the mobile 
application option.  

  

 
22 The location data of service requests in Salesforce pertain to the location of the issue, not where the 
customer is reporting the issue from.  

23 This number is likely higher due to calls to the SDPD non-emergency line, which are tracked in SDPD’s CAD 
System instead of Salesforce. 
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Exhibit 17 

In 2021, Phone-Originated Salesforce Cases Accounted for At Least 5 Percent of 
Service Requests in Council District 3 and Up to 16 percent—About 1 in 6 Service 
Requests—in Council District 5 

 

Source: City of San Diego Enterprise Geospatial Services. 

 Although the Get It Done mobile app is available in Spanish and 
customers can translate the Get It Done web portal into the 
language of their choice using Google Translate, without a 
centralized 3-1-1 contact option, the City may be missing an 
opportunity to provide the same level of customer service to 
residents who speak other languages and choose to report their 
service requests via phone.24 

The City currently utilizes LanguageLine Solutions as a third 
party interpreter for calls for which translation services are 
needed. While we did not review the extent to which 

 
24 To access this feature, the customer’s phone must be set to Spanish.  
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departments are using this service, there may be a risk that this 
service is not being consistently used. Therefore, by centralizing 
customer service portals, the City can ensure consistent use of 
translation services for households with limited English 
proficiency. As shown in Exhibit 18 below, many areas of the 
City have limited English proficiency households. Although 
PandA indicated it plans to improve translation services for Get It 
Done, by centralizing customer service portals with a 3-1-1 
number, the City could efficiently ensure that these services are 
consistently available to limited English proficiency households.  

Exhibit 18 

The City Has Many Areas with Limited English Proficiency Households 

 

Source: City of San Diego Enterprise Geospatial Services. 
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 Further, this issue of accessibility for communicating with the 
City is not only limited to English profeciency households, as 
customers from other demographics may also benefit from a 
centralized phone-based intake option. According to the 
Leadership for a Networked World at Harvard, 3-1-1 programs 
address the requirements of different customers and assure the 
widest possible access and use, as these could provide access to 
people’s preferred means of contacting their local government. 
Further, the Pew Research Center notes that older adults face a 
number of hurdles in adopting new technologies, as this 
population may be skeptical about the benefits of technology 
and face difficulties learning to use new technologies. Within San 
Diego, approximately 13 percent of the City’s population is 65 or 
older. Establishing a centralized phone-based intake option 
could also help the City increase accessibility for these 
customers as well.   

By centralizing customer service portals, the City can ensure it 
provides a more equitable and accessible customer service 
experience. As noted above, currently the City has various 
customer portals, with no mechanism to ensure standardization 
of the information provided. As a result, customers’ service 
experience will vary. Even within Get It Done, San Diego Police 
Department Neighborhood Policing Division (Neighborhood 
Policing) and Environmental Services Department (ESD) staff 
approach customer service differently as they contact customers 
to provide additional details. For example, Neighborhood 
Policing noted that Get It Done does not give staff the ability to 
explain what services were offered to individuals under the 
progressive enforcement model and thus, Neighborhood 
Policing contacts customers to provide additional information 
that may not be captured in Get It Done.25 Similarly, ESD 
supervisors contact customers to update them on the resolution 
of their cases.  

Cities using 3-1-1 typically also have a single web page and 
mobile app for requesting city services and obtaining city 
information, which are also branded and marketed using the 

 
25 The progressive enforcement model is described as a consistent approach that is compassionate yet firm 
where officers are trained to always offer services to individuals they come in contact with. 
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easy-to-remember 3-1-1 marketing strategy. This not only 
enables cities to provide a single point of contact for residents to 
communicate with their city, but also ensures that cities provide 
a consistent customer service experience for all customers. 
Further, this centralized model acts as a one-stop shop for 
submitting and following-up on service requests submitted to 3-
1-1 whether by phone, web portal, or mobile app. Besides 
receiving an email when a Get It Done case is closed or referred, 
the City does not currently have a consistent “closing the loop” 
process to ensure that customers are satisfied with the service 
they received.  

Further, a centralized customer service portal would allow for 
customers to follow-up on service requests instead of re-
reporting the same issue. As noted in Finding 1, we found that 
departments provided inaccurate closure details regarding 
service requests; to obtain additional information regarding 
these cases, customers can currently follow up by contacting the 
department directly or replying to the Get It Done case closure 
email. A 3-1-1 center can act as a customer advocate and can 
resolve customer complaints pertaining to their service requests, 
thus helping avoid requests being escalated by customers re-
reporting or calling their Council District.  

A centralized phone-
based intake point 

could decrease SDPD’s 
call volume and wait 

times. 

 

In fiscal year 2021, the San Diego Police Department (SDPD) non-
emergency line received over 600,000 calls. During the course of 
the audit, we conducted a site visit to the SDPD dispatch center 
and found that at any given time, the non-emergency line had 
approximately 25 to 30 calls in the queue, thus resulting in long 
wait times for callers.26 SDPD reported in the Fiscal Year 2022 
Adopted Budget report that it answered priority 2, 3, and 4 non-
emergency calls in an average of 114 minutes. As reported in the 
2015 audit, the City of Baltimore (Baltimore) was the first U.S. 
city to implement a 3-1-1 customer service center in 1996. At the 
time, Baltimore’s 9-1-1 emergency call center was receiving a 
high volume of non-emergency calls, impacting the city’s ability 
to answer and respond to emergency calls quickly. The city 
responded by establishing a 3-1-1 customer service center to 
make it easier for residents to determine where to call for non-

 
26 The non-emergency call queue may not always be this long on any given day. We also observed that 9-1-1 
calls were answered almost immediately and had virtually no queue. 
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emergencies. Baltimore’s introduction of a 3-1-1 customer 
service center successfully reduced 9-1-1 call volumes, and 
according to the International City/County Management 
Association, other cities that have implemented 3-1-1 customer 
service centers have seen similar results. Considering that the 
SDPD non-emergency line also receives calls that could 
otherwise be reported through Get It Done, centralizing 
customer service portals has the potential to decrease the 
number of unnecessary calls to the SDPD non-emergency line 
and decrease the time it takes to answer non-emergency calls. 

Additionally, with a centralized 3-1-1 customer service center, 
callers to the SDPD non-emergency line could be referred to 3-1-
1 for a wide variety of City services. In 2015, we interviewed 
SDPD 9-1-1 dispatchers and listened to numerous 9-1-1 calls and 
found that the number of unnecessary calls to 9-1-1 could be 
high. As discussed above, SDPD noted that it received 621,953 
non-emergency calls in fiscal year 2021, thus the number of 
unnecessary calls could still be high. Exhibit 19 below shows a 9-
1-1 dispatcher answering calls during their shift.  

Exhibit 19 

According to 9-1-1 Dispatchers, They Often Answer Calls that Could Have Been 
Submitted to a 3-1-1 Customer Service Center or to Get It Done 

 

Source: Auditor picture taken at SDPD Dispatch Center. 
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 To address the issues outlined above, we recommend: 

Recommendation 6 To build on past efforts at increasing the City of San Diego’s 
commitment to customer service, the City Administration should 
establish a centralized 3-1-1 contact option for residents. These 
efforts should include: 

a. Forming a standing City working group among the most 
affected departments and working groups (e.g., the 
Performance and Analytics Department, Station 38, 
Police Dispatch, City Clerk, Public Utilities Department, 
Department of IT, Environmental Services Department, 
and others, as necessary); 

b. Assessing the feasibility, strategy, and potential timeline 
for migrating existing customer service functions into the 
3-1-1 customer service center; and 

c. Developing a timeline for developing a marketing 
strategy, including branding, media outreach, and social 
media utilization, for City services included in the 3-1-1 
customer service center. 

(Priority 1) 
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Other Pertinent Information: The City is not meeting 
current demand for many types of service requests; 
continued process improvements and additional 
resources are likely needed to address service requests 
submitted through Get It Done and a future 3-1-1 contact 
option.   

As discussed in Finding 1, enhancements to Get It Done may help improve customer 
satisfaction. In addition, as discussed in Finding 2, the City should establish a 3-1-1 contact 
option to improve its customer service, expand access, and likely decrease call volume to the 
San Diego Police Department. While these improvements are necessary, continued 
improvements in efficiencies, along with additional resources, are likely needed to address 
service requests submitted through the existing Get It Done platform and a future 3-1-1 
contact option.  

One of the ways in which the Performance and Analytics Department (PandA) gauges 
customer satisfaction with Get It Done is through the Get It Done Satisfaction Survey.27 The 
Get It Done Satisfaction Survey simply asks customers to rate their experience with Get It 
Done on a scale from 1 (very dissatisfied) to 5 (very satisfied). As shown below in Exhibit 20 
and Exhibit 21 respectively, satisfaction scores both overall and for some of the most 
common service request types submitted through Get It Done have decreased over time.  

Exhibit 20 

From 2018 through 2021, Overall Customer Satisfaction Decreased 

 

Source: Auditor generated based on Get It Done Satisfaction Survey data. 

 
27 The Get It Done Satisfaction Survey is provided to all customers who receive a case closure email. 
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 As shown in Exhibit 21 below, although customer satisfaction 
for service requests pertaining to illegal dumping varied from 
2018 through 2021, customer satisfaction for service requests 
pertaining to encampments, missed collection, parking, and 
Street Division generally decreased during this time.  

Exhibit 21 

Satisfaction Scores for Some of the Most Common Service Request Types Submitted 
through Get It Done Have Decreased Over Time 

 

Source: Auditor generated based on the Get It Done Satisfaction Survey data. 

According to PandA and 
City officials we spoke 

with, an increase in 
service requests is 

partially responsible for 
the lowered customer 
satisfaction scores, as 

resource deficiencies to 
address these service 

requests in a timely 
manner impact 

customers satisfaction. 

While total operational capacity was not the subject of the audit, 
as shown in Exhibit 22 below, from 2018 through 2021, the 
number of service requests submitted through the Get It Done 
web portal and mobile app approximately doubled—increasing 
from 148,946 to 296,209 respectively; during the same period, 
customers’ satisfaction with Get It Done decreased from 3.4 to 
3.1 on a scale from 0 (very dissatisfied) to 5 (very satisfied). 
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Exhibit 22 

From 2018 through 2021, the Number of Service Requests Submitted through the Get 
It Done Web Portal and Mobile App Increased, While Customers Satisfaction 
Decreased  

 

Source: Auditor generated based on Get It Done Satisfaction Survey data and Get It Done data. 

 The increasing volume of service requests submitted through 
the Get It Done web portal and mobile app is likely to impact 
customer satisfaction and service delivery times for these 
requests. City officials noted that the volume of service requests 
impacts the City’s ability to address these requests in a timely 
manner, which they stated ultimately impacts customer 
satisfaction. Further, PandA and City officials, also noted that 
process improvements and technological advancements to the 
Get It Done platform will not be sufficient to address the issue of 
slow service delivery due to resource deficiencies in the servicing 
departments 

For example, we found that although in August 2020, the 
Frequently Asked Questions (FAQs) section of Get It Done 
informed customers that service requests pertaining to 72-hour 
parking violations had an estimated completion time of 13 days, 
by September 2021, the estimated completion time in the FAQs 
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section had increased to approximately 45–60 days. As noted in 
Exhibit 21 above, during the same time, customer satisfaction 
pertaining to parking requests decreased from 2.6 to 2.3. 
However, we also found that although the estimated completion 
time to resolve illegal dumping service requests increased from 
approximately 5 days in July 2019 to 8.5 days in September 2021, 
customer satisfaction for illegal dumping services requests 
actually increased during the same period.28  

PandA has also started working with departments to identify and 
improve processes for operational efficiencies. For example in 
June 2022, PandA presented a report on its work with the 
Transportation Department with changes and reforms to 
responding to Get It Done requests. PandA also stated its 
intends to conduct more such in-depth reviews for other service 
request types. However, PandA also noted how much of a 
commitment of time and resources these process evaluations 
are given the department’s relatively small size and expansive 
scope of work required.   

Past audit reports have 
also identified, and 

made 
recommendations to 

address, resource 
constraints and 

operational efficiencies 
for some of the service 
requests types offered 

in the Get It Done 
platform. 

 

The Office of the City Auditor (OCA) has also conducted various 
performance audits of City programs and services that have 
identified staffing and resource issues. Some of these reports 
include: 

 2022: Performance Audit of the Development Services 
Department’s Code Enforcement Division 

o Highlighted that staffing issues and longer 
compliance time frames result in a perpetually 
growing backlog of cases. 

 2020: Performance Audit of the Transportation and 
Stormwater Department’s Street Sweeping Section 

o Highlighted that Street Sweeping had not met 
its Key Performance Indicator target of 117,000 
miles of street sweeping for the past four fiscal 

 
28 We did not audit completion times for service requests submitted through the Get It Done mobile app and 
web portal as this was beyond the scope of this audit. As part of our Fiscal Year 2023 Work Plan, our office 
plans to re-evaluate past audit topics pertaining to pothole repair, tree trimming, graffiti control and 
abatement, streetlight maintenance, and pedestrian safety. Resulting audits of these topics may include 
analyses of delivery times and staffing issues.  

https://www.sandiego.gov/sites/default/files/22-009_dsd_code_enforcement.pdf
https://www.sandiego.gov/sites/default/files/22-009_dsd_code_enforcement.pdf
https://www.sandiego.gov/sites/default/files/21-003_streetsweeping.pdf
https://www.sandiego.gov/sites/default/files/21-003_streetsweeping.pdf
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years because of heavy debris, and equipment 
and staffing issues. 

 2019: Performance Audit of the City’s Right-of-Way 
Tree Maintenance Program 

o Highlighted that as the Get It Done platform 
continues to grow in popularity, the number of 
service requests will continue to rise, and noted 
that staffing levels may not keep pace with the 
volume of service notifications received. 

 2016: Performance Audit of the Street Light Repair 

o Highlighted that Street Division did not meet its 
performance goal of repairing street lights in 12 
days or less in fiscal years 2015 and 2016. The 
audit report also noted that the actual repair 
time varied significantly based on the type of 
repair performed; for example, the average 
time to repair “pole knockover/damage” repairs 
was 205 days.29 Additionally, the audit found 
that for the same period, service calls increased 
by 47.5 percent, which Street Division 
managers attributed to the City’s roll out of Get 
It Done. 

 2014: Performance Audit of the Graffiti Control 
Program 

o Highlighted several operational issues and 
reforms, as well as that the City had dedicated 
significantly fewer resources to graffiti control 
than other jurisdictions.   Recommended that 
the City identify ways to leverage graffiti control 
resources, and noted that if the need for 
additional resources was identified, the City 
should prepare a proposal to allocate greater 
resources to graffiti control efforts and the 
proposal should be presented to City Council.  

 2013: Performance Audit of the Streets Division’s 
Pothole Repair Operations 

 
29 The audit report found that the median repair time for “pole knockover/damage” was 80 days. 

https://www.sandiego.gov/sites/default/files/19-018_tree_trimming_maintenance.pdf
https://www.sandiego.gov/sites/default/files/19-018_tree_trimming_maintenance.pdf
https://www.sandiego.gov/sites/default/files/17-009_street_light_audit_1.pdf
https://www.sandiego.gov/sites/default/files/14-014_Graffiti_Control_Program.pdf
https://www.sandiego.gov/sites/default/files/14-014_Graffiti_Control_Program.pdf
https://www.sandiego.gov/sites/default/files/13-012_potholes.pdf
https://www.sandiego.gov/sites/default/files/13-012_potholes.pdf
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o Highlighted that the City’s pothole repair 
deployment model could be improved to 
increase operational efficiencies. To improve 
efficiencies in pothole repairs, the audit 
recommended that the Street Division 
implement a regional deployment strategy and 
change its primary performance metrics to 
include a measure of production efficiency. 

To see other audits our office has completed please use the 
following link. As noted above, OCA also plans to continue 
evaluating various services for resource sufficiency and 
efficiency improvement opportunities in future audits.  

  

https://www.sandiego.gov/auditor/reports/auditreports
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Appendix A: Definition of Audit 
Recommendation Priorities 

DEFINITIONS OF PRIORITY 1, 2, AND 3 

AUDIT RECOMMENDATIONS 

The Office of the City Auditor maintains a priority classification scheme for audit 
recommendations based on the importance of each recommendation to the City, as described 
in the table below. While the City Auditor is responsible for providing a priority classification for 
recommendations, it is the City Administration’s responsibility to establish a target date to 
implement each recommendation taking into consideration its priority. The City Auditor 
requests that target dates be included in the Administration’s official response to the audit 
findings and recommendations. 

 
Priority Class30 Description 

1 

Fraud or serious violations are being committed.  

Significant fiscal and/or equivalent non-fiscal losses are occurring. 

Costly and/or detrimental operational inefficiencies are taking 
place. 

A significant internal control weakness has been identified. 

2 

The potential for incurring significant fiscal and/or equivalent non-
fiscal losses exists. 

The potential for costly and/or detrimental operational 
inefficiencies exists. 

The potential for strengthening or improving internal controls 
exists. 

3 Operation or administrative process will be improved. 

 
30 The City Auditor is responsible for assigning audit recommendation priority class numbers. A 
recommendation which clearly fits the description for more than one priority class shall be assigned the higher 
priority. 
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Appendix B: Objectives, Scope, and 
Methodology 

Objectives In accordance with the Office of the City Auditor’s approved 
Fiscal Year 2022 Audit Work Plan, we conducted a Performance 
Audit of Get it Done and Other Service Request Portals. Our 
audit included the following objectives: 

1) Determine how efforts, such as establishing service level 
commitments and customer communications, may be 
used to improve overall satisfaction. 

2) Determine whether consolidating customer service 
portals could improve the City's customer service 
experience. 

Scope and Methodology For most of the analysis, we examined Salesforce data from 
January 1, 2018 to December 31,2021. We also examined survey 
data from January 1, 2018 to July 2022. We started fieldwork on 
the audit in April 2022, so this was the most recent data at that 
time. In addition, in March, May, and July 2022, we visited several 
of the City’s call centers and interviewed staff on site.  

Our findings, conclusions, and recommendations are included in 
the audit report. Our methodology to evaluate these internal 
controls is described in the following table: 
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Objective Methodology 

Determine how efforts, 
such as establishing 

service level 
commitments and 

customer 
communications, may 

be used to improve 
overall satisfaction. 

 

 Reviewed publications from the International 
City/County Management Association (ICMA), the 2016 
Stern Consultant Report, the Leadership for a 
Networked World Program, and Harvard Business 
Review, for best practices on customer 
communications for 3-1-1 style contact options.  

 Reviewed a random sample of 264 service requests 
submitted through Get It Done to determine whether 
departments provided accurate case closure details to 
customers. 

 Interviewed Performance and Analytics Department 
(PandA) regarding Get It Done and its role in the City’s 
service request functions. 

 Conducted site visits and interviewed department 
management about their role and process for 
addressing service requests submitted through Get It 
Done. 

 Reviewed customer satisfaction scores and surveys 
pertaining to Get It Done.  

 Surveyed the Mayor’s Office and City Council Offices to 
obtain perspective on Get It Done and customer 
service in the City.  

 Reviewed the Get It Done web portal and mobile app 
to determine whether it provides customers with 
target and estimated completion times, and progress 
updates for service requests.   

 Benchmarked with other municipalities’ for best 
practices for informing customers of target and 
estimated completion times for service requests. 

Determine whether 
consolidating customer 

service portals could 
improve the City's 

customer service 
experience. 

 Conducted site visits and interviewed departments to 
obtain the volume of calls received from customers. 

 Reviewed reports and budget documents related to 
the City’s customer service operations. 

 Analyzed Salesforce data to determine the percentage 
of service requests based on the case intake method.  
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  Benchmarked with other municipalities with 3-1-1 style 
contact options for various factors such as budget, Full 
Time Equivalents, call volume, and total request 
volume. 

 Reviewed publications from the International 
City/County Management Association (ICMA), the 2016 
Stern Consultant Report, the Leadership for a 
Networked World Program, and Harvard Business 
Review, for best practices centralizing customer service 
portals. 

Data Reliability 

 

We primarily worked with three data sets: Salesforce data, Get It 
Done Customer Satisfaction data, and Medallia Survey data. We 
interviewed PandA to discuss controls to ensure that the data in 
Salesforce and survey data was reliable. Additionally, we 
randomly reviewed 264 service requests, corresponding survey 
data and work order information to determine whether 
customers were provided with accurate case closure details.  

Because the scope of the data contained in Salesforce is limited 
to information from the reports customers submit through the 
Get It Done platform, the quality of this data is dependent on the 
accuracy of the information provided by customers. For 
example, in our review of the 264 cases, five of the cases did not 
pertain to service requests, however, this miscategorization 
appears to be a minority and does not materially affect our 
analysis of customer survey data. Further, although Get It Done 
also allows customers to manually adjust the location of the 
request, which has resulted in some requests to have incorrect 
geospatial data, which departments are aware of, PandA noted 
that Get It Done automatically collects customers’ mobile device 
geospational information at the time the service requests is 
submitted. Despite these inaccuracies we determined that the 
data were sufficiently reliable for the purposes of responding to 
our objectives.  
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Internal Controls 
Statement 

Our review of internal controls was limited to those controls 
relevant to the audit objectives described above. Specifically, we 
interviewed PandA and departments integrated with Get It 
Done, reviewed training materials related to tracking Get It Done 
service requests in Salesforce, including the process for how 
these cases are closed. 

Compliance Statement We conducted this performance audit in accordance with 
generally accepted government auditing standards. Those 
standards require that we plan and perform the audit to obtain 
sufficient, appropriate evidence to provide a reasonable basis 
for our findings and conclusions based on our audit objectives. 
We believe that the evidence obtained provides a reasonable 
basis for our findings and conclusions based on our audit 
objectives. 
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Appendix C: Stern Consulting 2016 
Customer Experience and Service 
Delivery (311) Implementation Planning 
Project Final Report Executive Summary 

 

Source: https://docs.sandiego.gov/councilcomm_agendas_attach/2016/Rules_161026_1.pdf 

https://docs.sandiego.gov/councilcomm_agendas_attach/2016/Rules_161026_1.pdf
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DATE: October 6, 2022 
 
TO: Honorable Members of the Audit Committee 
 
FROM: Andy Hanau, City Auditor 
 
SUBJECT:  City Auditor Comments to the Management Response 
________________________________________________________________________ 

We appreciate the City Administration’s cooperation, assistance, and commitment to 
implement many elements of our recommendations. The insights and documentation 
they provided helped us to conduct the audit and identify improvements for customer 
service throughout the City of San Diego.   
 
Importantly, although City Management ultimately disagreed with our recommendation 
to implement 3-1-1, there is much agreement on the part of City Management and the 
Office of the City Auditor. For example, part of the City’s management response noted 
that: 

“Management agrees that a centralized 3-1-1 contact option should eventually 
be implemented, but should be done in tandem with and after the strategic 
development of key City services.” 

 
The question is: when is “eventually?” 3-1-1 is a tool that many large cities have provided 
for years, dating to the 1990’s, and that we first recommended the City pursue in 2015. 
We maintain that the City could and should pursue efforts at continuing improvement 
of key City services concurrently with committing to develop a plan to implement 3-1-1. 
This is a phone number that the City has already reserved and been paying for, but not 
yet activated.   
 
We acknowledge and agree with many other important points raised in the response. 
For example, that Get It Done does provide a useful mechanism for reporting service 
requests to the City, and is certainly an improvement over the pre-Get It Done era. 
Despite some of the opportunities for improvement noted in Finding 1, the City and 
PandA should be commended for this and their ongoing efforts. Nevertheless, while Get 
It Done has been a major customer service improvement, phone calls are still the most 
common way residents contact the City, with the City receiving nearly 1 million calls per 
year compared to approximately 300,000 Get It Done requests.   
 
We also understand and acknowledge concerns about potential costs. For example, the 
cost estimate from the 2016 consulting study referenced in our report1 estimated one-
time costs start-up costs for a wholistic CRM solution (involving both an app and 

OFFICE OF THE CITY AUDITOR 
600 B STREET, SUITE 1350 ● SAN DIEGO, CA 92101 
PHONE (619) 533-3165 ● CityAuditor@sandiego.gov  

 
TO REPORT FRAUD, WASTE, OR ABUSE, CALL OUR FRAUD HOTLINE: (866) 809-3500 
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Page 2 
Honorable Members of the Audit Committee 
October 6, 2022 

Respectfully submitted, 

Andy Hanau 
City Auditor 

cc: Honorable Mayor Todd R. Gloria 
Honorable City Council Members  
Jay M. Goldstone, Chief Operating Officer   
Charles Modica, Independent Budget Analyst 

3-1-1 capabilities) at approximately $3M, with ongoing yearly costs of $1.2M. The study
noted, however, that since the City is already paying for many existing contact center
options, ongoing costs could be substantially offset by transitioning and centralizing
many existing City personnel.

Setting aside other cost considerations, such as potential cost savings and other 
benefits from reduced emergency and non-emergency calls to SDPD, ultimately the 
question turns on the vision for customer service provision. The management response 
noted the importance of providing both access and adequate resources for service 
provision. All large cities deal with finite resources and ongoing, continual re-evaluation 
within and among their departments to best optimize their service provision based on 
what their residents are asking for. By not offering a 3-1-1 option, the current level of 
service demand in San Diego is likely held artificially low compared to other large cities. 
This means that the City could be underestimating the true level and nature of the 
demand (and need) for services. To that end, City Management’s concern that 3-1-1 will 
cause a potential large uptick in service requests and customer inquiries suggests that 
3-1-1 is an essential accessibility tool for many residents that is not available now.

In addition, the plan to continue to expand Get It Done undermines the concern about 
being able to handle demand, and further reliance on Get It Done reports will continue 
to expand one portal that disproportionally leaves out groups such as those who are 
less inclined to interact through apps.   

Ultimately, we maintain that the City could and should pursue efforts at continuing 
improvement of key City services concurrently with committing to develop a plan to 
implement 3-1-1. This could include actual implementation not taking place for several 
years in order to make progress on addressing existing service demand and planning 
for future, true demand. We do not believe the solution to the City’s inability to address 
existing service demand is to keep accessibility more limited and service demand 
artificially low. Rather, the City could and should develop a 3-1-1 option for residents—a 
solution that other large cities started using more than 20 years ago.   
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	The City provides a wide range of services to residents.
	The development of Get It Done is one of the City’s efforts to improve customer service and has streamlined intake for a variety of service requests.
	In addition to Get It Done, the City has many customer service portals and intake channels for residents to report problems or request information about City services.
	Prior reports have recommended that the City move toward establishing a centralized customer service center.
	Get It Done is supported by Salesforce, which is the City’s Customer Relationship Management System. 
	The seven most common service requests submitted through Get It Done in 2021, as categorized by customers, accounted for 72 percent of service requests. 
	Get It Done has expanded customer service accessibility, and has received both national and international recognition.
	Multiple national organizations provide guidance on managing centralized customer service portals. 
	Get It Done sometimes provides customers with limited, confusing, inaccurate, misleading, or inconsistent service request information.
	Get It Done does not inform customers of target completion times for any of the six most common service requests. 
	Get It Done provides estimated completion times on the report submission screen for some—but not all—of the most common types of service requests.   
	Other benchmarked municipalities inform their 3-1-1 customers of estimated resolution times.
	PandA is working on adding a dashboard to Get It Done that will provide customers with estimated completion times for service requests. 
	Only one of the most common service request types provides progress updates.
	For certain cases, the case status information being provided may cause confusion for customers.
	Although the current set up of Get It Done limits the City’s ability to inform customers when externally referred cases are resolved, there are steps PandA can take to better inform customers of the case status for these cases.
	Providing accurate case closure details to customers is also important for the City’s efforts to improve customer service.
	Training and documented procedures are needed to ensure that staff close cases with proper communication codes.  
	Customers are not satisfied with the report closure details in Get It Done; this is also an issue that elected officials are particularly concerned about. 
	Although the City has made efforts to establish Get It Done as the primary point of contact for the public, customer service portals remain decentralized and many residents still report issues via phone.
	The City currently lacks a centralized 3-1-1 phone option for residents to contact the City. 
	Centralized customer service portals can improve customers’ experiences.
	The City prioritized establishing the Get It Done platform to make online services easier to use, information more accessible to residents, and create a tool that provides a consistent approach to service requests.  
	A centralized phone-based intake option could provide various benefits, such as improve the customer service experience, increase equity and access for reporting service requests, and decrease SDPD’s call volume and wait times.
	Centralized customer service portals can use an easy-to-remember phone number and provide a more equitable and accessible customer service experience.   
	A centralized phone-based intake point could decrease SDPD’s call volume and wait times.
	According to PandA and City officials we spoke with, an increase in service requests is partially responsible for the lowered customer satisfaction scores, as resource deficiencies to address these service requests in a timely manner impact customers satisfaction.
	Past audit reports have also identified, and made recommendations to address, resource constraints and operational efficiencies for some of the service requests types offered in the Get It Done platform.
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