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Plan Implementation Division, Maui County 
Planning



• Comprehensive Planning
• Development Coding
• Design Standards
• Special Area Planning
• Parks and Greenways
• Environmental
• Private Development Design
• Entitlement
• Community Engagement and Training
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As a planning methodology, there is virtually no guidance, research or writing on conducting an outcome audit. 

1. Introducing the Topic

2. Audit Role and Function

3. The Audit Building Support and Consensus

4. Determining if Assistance is Needed

5. The Art and Science of the Code Audit

6. Using the Results

Code Audits: What, Why and How



What is an 
Audit?



The World’s Second Oldest Profession



"Performance and Impact"

1. Is there a threshold at which a plan can be judged to be effective and who would do 
the judging (an objective standard)?

2. Should varying plan processes be evaluated for effectiveness of outcomes? How 
should effectiveness be measured?

3. How do investments and policies that support existing concentrations of economic 
assets yield better outcomes than those that promote job sprawl? How do we 
define and measure those outcomes (e.g. who benefits?)?

4. What evidence exists to assess the effectiveness and value of a comprehensive 
plan?

5. How should impact be measured? How can effectiveness be judged?

It’s On 
Planner’s Minds



Process Audits Are Common



Outcome Audits Rare



1. The audit is to be performed by a persons having adequate technical 
training and proficiency as an auditor. 

2. In all matters relating to the assignment, an independence in mental 
attitude is to be maintained by the auditor or auditors. 

3. Due professional care is to be exercised in the performance of the audit 
and the preparation of the report. 

A Few Pointers from AICPA



Audit Role and 
Function

• Identify where and how to update development 
codes

• Analyze decision making on variances and 
special exceptions/special conditions as 
indicators of needed change

• Compare local practice with best practices from 
across the county to identify gaps

• Identify inconsistencies with federal or state 
laws

• Reduce non-conformities
• Provide clarity on previsions that need revision
• Shows inconsistencies and inefficiencies in 

process
• Assess user friendliness



Do You Need 
and Audit?

• Blueprint for Updates
• Building Support
• Streamlining Focus



An Audit Can 
Build Support 

and Consensus • Lays out the rationale for why changes are 
needed

• Shows how user friendly and understandable 
today's codes should be



Succeed in 
Developing 

Support

• Convincing Leaders and 
Stakeholders

• Creating a Compelling Argument



Securing Funding 
and Time 

• Have a few key supporters from different 
sectors surrounding you at key meetings, 
presentations, etc.

• Repeat quote: The definition of insanity is 
doing the same thing over and over and 
expecting different results.

• The costs of NOT doing an audit.





Determining If 
You Need Help

• Understanding needs and limitations
• What type of audit is appropriate for the situation? 
• Refining the scale and scope 
• Consider your capacity



Writing an RFP
• Be clear!
• Allow room for creativity in approach
• Don’t forget the outreach
• Define the budget
• Staff capacity and involvement
• Need for an attorney



Choosing the 
Right Partner

• Local knowledge, outside perspective – value in 
balancing both

• It’s not always about ‘comparable’ experience 
• Works as an extension of staff
• Good communication



Understand 
the Art and 

Science of 
Code Auditing

• Schedules and Expectations
• Content and Quality
• Public Participation
• Deliverables and Milestones



Crafting the Report

• Background—is this important?

• Findings—what are they and how should you 
report them?

• Conclusions—do you need them and how will 
you use them?

• Recommendations—
• Be concise
• Be strategic
• Be honest
• Be constructive

• Effective organization

• Linking results with next steps









Using the 
Audit

• Going from Reflection to Results
• Managing the Update



Considerations Before Beginning

How do you go from reflection and 
analysis to results?

• What are you updating?

• Where do you start?

• What type of Code are you creating?

• What organization should you use?

• What type of public involvement?

• How should you approach drafting?

• How are you going to review the drafts?



What are you Updating & 
Where do you Start?



What type of Code are you creating?

Building 
Design

Site Design

Lot Size and Width

Use

Use

Frontage 
Form

Building Size 
& Form

Site Design

Lot Size & Width

Block Length

Predict-
ability

Land Use 
Intensities

Protection of Natural 
Resources

Performance Standards 
(Ratios)

EUCLIDIAN FORM PERFORMANCE



How should you organize  your approach?

• File System

• What program will you use?

• Color-coding
Green Text = Options that you should consider and tailor to 
your community.

Orange Text = Graphics

Blue Text = Definitions

Green Highlight = Links you should check prior to adoption and 
periodically afterwards to ensure they are not broken.

Pink Highlight = Cross References to other parts of the 
ordinance or other policies and ordinances.

Yellow Highlight = Questions



What is our approach to public involvement?

How and when do you get input?

• Have a feedback group

• Begin with the end in mind

• Identify tools to use

• Make sure you have the equipment 
and it works!



What approach will you use to draft articles?
• What type of code are you creating?

• Break TOC into modules

• First Module (uncomplicated articles)

• Second Module (the districts)

• Third Module (development standards)

• Forth Module (process & definitions)

Module 1

Module 2

Module 3

Module 4



How will you review modules?

What is your review process with 
staff & task force?

• Review preliminary draft articles with 
staff

• Review of draft articles with task force

• Preliminary review of draft articles with 
public

• Comprehensive review of document

• Testing of new Code

DRAFT ARTICLES



Dos, Don’ts
&

Wish I Hadn’ts!

• Ensure that staff takes the time to review each draft 
article

• Truly spend time with staff to conduct comprehensive 
review of full document

• Have staff review current applications and then discuss 
with consultant

• Make sure to create a reasonable timeframe to write 
document – it usually takes longer than you think

• Each time you craft a new article read through draft 
articles to make sure that something doesn’t need to be 
changed

• Do a final review to check position of graphics, cross-
references, etc.

• Create a sheet of editing standards to guide the 
development of each article and quality review

• Interview stakeholders
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