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@ Align the Leadership Team

B. Workshop
Overview

Q Celebrate Accomplishments
L
@ Review Adopted Strategic Plan

Objectives

/.. Welcome

P. Workshop Overview

C. Celebrate Recent Accomplishments
D. Background Information

Workshop

E. Public Comment

Outline

F. Review of Strategic Plan prior Work Program status

G. Update Priorities through 2026 (by Goals and Strategies)

H. Next Steps and Wrap-Up
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"’ Listen to understand
‘.) Assume good intent
R e

Ground Rules

) Speak up if we need course correction

Bike Rack

* Time management tool

® Things to discuss at another time will be tracked separately

&
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* Street repaving, Index improvement ¢ Lots of planning done for the future

LCLUP submitted to CA Coastal Comm. ¢ Linda Mar flood improvements
* Relationship with CA Coastal Comm. ¢ Anza pump station construction

* Measure M TOT increase passed * Geographic Information System “done”

* “Final” Housing Element submitted * Implemented crime reduction strategies

* Draft EIR for HE Rezonings, etc. * Improved perception of public safety

* Increased public engagement * Housing Fellow hired for 2 years

* Management Team strong * Quarry Reclamation Plan Council action
* Successful recruitments for vacancies « Civic Center re-opened & i PA%g

* Doing so much with so little
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Other Recent Accomplishments - Staff

ERP Implementation * Enhanced emergency preparedness outreach
Finance & Budgeting state & national awards  and trainings

CALED Award for Vision 2025 * [T solutions for cybersecurity and enhanced
Field renovations at Fairway and Sanchez collaboration

Programming ramped up at Community Cntr. * Fuel pump management system launched
Successful recruitments in most departments ¢ Enhanced Police communications/transparency

* Photovoltaic and EV charger grants * AB 1937 Coastal trail parking lot progress

* Began UV System Replacement project * Began headlands transfer process to NPS

* Completion of numerous time-consuming * Executive Team Rebuilding and Onboarding
PRA requests * Progress on Bike/Ped improvement projects

* Transitioning to new Agenda Mgnt. System » Awarded impaired driving safety grants

* Successfully managed the 2024 election cycle * And no doubt many, many more (5\* of P A(V%
W4

What factors have helped
Pacifica accomplish so much?
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D. Background
Information

11

Pacifica At a Turning Point

1. Financial & Operational Sustainability Challenge

2. Pacifica’s Reality

3. Financial Sustainability Path Forward

<\~L of PAC//C/(\
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Financial & Operational Sustainability Challenge

» Without a significant increase in operating revenue, service delivery is at risk:
= City has decreased and contained expenditures to maximum extent feasible over recent decades;
= Low staffing levels and compensation levels are an existential threat to the organization;

= To raise staffing and compensation levels to the average of peer agencies
would require approximately S8 million more in annual operating revenue
e 30 new staff = $4.5 million

* Average 10% compensation increase = $3.5 million
» Without significant capital program funding, infrastructure is at risk:

= More than $200 million in capital funding needed <o PAg,
<\ % /(3

= Streets, sidewalks, storm drainage, coastal infrastructure, pier & facility improvements ) 7

g

13

Pacifica’s Reality

» Anticipated challenges for FY2025-26 budget balancing:
= Sales/TUT Tax revenue trends are down
= VLF In-lieu funding from state is uncertain ($1.5 Million)
= TOT revenues will be lower than prior years (approx. $600 k reduction for FY25-26)
= Labor negotiations will likely result in increased expenses

» If we cannot remain competitive in staff compensation:
= Staff turnover rates will likely increase
= Resulting in decreased staff capacity, efficiency and service delivery, and
= Less ability to make significant progress on Council’s Strategic Plan

- PAc,,.
A ( C /’</p

g
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Financial Sustainability Path Forward

» Retain the primacy of the Council’s Top Strategic Plan Goal: City of Pacifica
. . P FY 2024-25 Adopted Budget
1. Enhance Organizational and Fiscal Stability General Fund Revenue By Type
» Prioritize strategies that support new/re-development: RS
= Achieving our RHNA allocation translates to over $3.5 M/yr Transters In .

1,422,000

in additional property tax revenues »

Gnarges for Senices
7,512,

= Adding 100 new hotel rooms translates to roughly $1 M/yr HEw
in additional TOT revenue

Venile License Fees.
$4,500.000
9%
Business License Tax
1.000

Other Revenue

» Continue efforts to improve Sales Tax/TUT revenue: g —
= However, small business tax revenue increases are small — b
given the work needed and compared to property and TOT taxes B Saes e
= Average sales tax revenue per retail business is $4 k/year; me T e =
It would take 250 new average retailers to generate $1 M/yr = 2600000 “""“S"QQ’E‘%‘”-’W R
> Seek increased capital funding L OF P/\C/p/
N

(grants, voter approved revenue and/or bond measures) O —

» Minimize unrealistic organizational burdens
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E. Public Comment

F. Review of Strategic Plan prior

Mission ] What do we do?
Vision ] What are we becoming?
Values ] How do we approach our work?
Goals ] How will we achieve our Vision?
Strategies ] How will we achieve Our Goals?

Implementation

Action Plan Staff Work Program (Achievelt)

¢ PAG
PR

O S
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Strategic Plan Framework - METRICS

Mission
Short enough

to remember or
visually post

Vision

Goals 3 to 5 total

Strategies 3 to 5 for each Goal

]
J
Values ]
]
]

Implementation

Action Plan 10 to 25 Work Programs

s

March 1, 2025

of PAc,
Cre,
e
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Adopted Mission — What do we do?

The City of Pacifica provides
exceptional services,
maintains the small-town feel and
safety of its uniqgue community,
and stewards its environment,
coastal beauty, and recreational
opportunities.

20

20
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Adopted Vision - What are we becoming?

Pacifica strives to be an inclusive
and sustainable community:
environmentally,
economically,

socially, and

holistically.

of PAcy
< ‘e

21

21

Adopted Values — How do we do our work?
(original)

Collaborative Teamwork

Healthy Workplace

Heartfelt Service

Resource Stewardship

Transparent and Responsive

Visionary Planning

22
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Adopted Values — How do we do our work?
(grammatical correction)

WE ARE COMMITTED TO:
e Collaborative Teamwork

A Healthy Workplace
Heartfelt Service

Resource Stewardship

Transparency & Responsiveness

Visionary Planning

23
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Strategic Plan Work Program Status

Mission

Vision

Values

Goals

Strategies

—

Implementation

Action Plan Staff Work Program (AchievelT)

PAc,
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O
2 ~
-

24

Greg Larson, Facilitator 12



City of Pacifica Strategic Plan Update & Priority Setting Workshop

P W NP

Staff Work Program Update

First full year using the new AchievelT work management system

The Tasks and Sub-Tasks are the staff Work Program to fulfill Council direction
The staff Work Program will be updated to reflect Council direction & funding
Council feedback welcome to inform work prioritization; no action required

Out of 308 Work Program items (Goals, Strategies, Tasks, and Sub-Tasks):
« Achieved 120 39%

+ On Track 84 27%

- Not Started 56 18% (Note: these items were not scheduled to start yet)

- Canceled 3 1%

- AtRisk 2 1% Pl
. Similar data provided for each separate Goal as well “*

25

1.
2.
3.

Staff Work Program Discussion

Purpose: Understand the status of staff work on prior Council Goals and Strategies

Organized by Council-adopted Goals and Strategies

Staff Tasks, Sub-Tasks and Due Dates are as presented for information last May

The Status, Comment and Assigned Staff columns reflect progress as of Dec. 31, 2024
An Ongoing, Non-Discretionary and Previously Initiated Strategy added for each Goal

These are additional relevant work items identified by staff for the Council’s information
Most of these entail substantial necessary staff work that directly utilize some of the available staff resources

Not included are all of the day-to-day services that consume approximately 85% of staff time and City resources
Discussion of substantive new items or changing direction to occur after lunch
On Friday, staff answered most questions raised earlier by Council members.

Can further discuss answers as necessary or answer new questions. S,

26
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March 1, 2025

G. Updated Priorities through 2026

Mission
Vision

Values

Strategies

Implementation
Action Plan

28

How will we achieve our Vision?

How will we achieve our Goals?

&)

PAc,
1of PAc,
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Top Council Priorities — Interview Results

(Existing Goals/Strategies/Work Program; Potential Work Program Items)

Local Coastal Land Use Plan approved, and implementation begins
Housing Element certified and Phase 1 Rezonings; implementation begins
Climate Action Plan implementation, focused as resources allow

Tangible progress on new affordable housing; Non-profit engagement
Focus on Economic Vitality opportunities

Progress on 2212 Beach Boulevard property, following LCLUP approval
Development fees review launched and completed

N U RWwN R

8. Progress on Highway 1 overcrossing, working with CalTrans

9. Fire mitigation measures (e.g., Eucalyptus removal, evacuation)

10. Park improvements, maintenance and new facilities Od = R“C//vq/
11. Council training and governance improvements &

29

© %0 NSO AWNR

R Rk Rk R Rk R
o LA W N RO

Other Staff-Identified Priorities

(Existing Goals/Strategies/Work Program; Potential New Work Program Items)

Short Term Rental ordinance implementation

Surplus Land Act process for 2212 Beach Boulevard

Continued work on the Library Modernization Project through increased public awareness
Explore tax increment financing district options

Complete the Cost Allocation Plan and Master Fee Study (including Impact Fees)
Implement a variety of new technologies and systems for improved efficiency and service
Charter review for Beautification Advisory Comm. and Emerg. Prep. & Safety Comm.
Labor Negotiations

Procure and implement new Community Development Software, including permit tracking
Develop a City Al policy

Employee Relations: employee survey, performance management system

Begin transition to new One Meeting Agenda Management System with video integration.

Par~
Next round of REACH Codes with Building Code cycle O«* o 4('//*/(;,
Priority Parks projects scaled back and going out to bid and construction e
Vallemar & Rockaway Sewer Rehabilitation Project coordinated with annual repaving &

Police focus on youth outreach and engagement, partnering with community organizations =

30
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1. Enhance Organizational and Fiscal Stability

A. Improve staff retention and recruitment and
increase staffing for rising workloads.
Preparation for and follow through on pending labor negotiations
Continue work on new technologies for improved services and efficiency
B. Consider possible tax and bond measures for 2024.
Change to: “Pursue tax, bond and other revenue opportunities.”
C. Prioritize implementation of the Economic Opportunities Study
Highest priority — move to top?
Focus on new hotel and mixed-use development
Complete the development fee study oPicy,
Small and local business outreach, support and improvements & o

v
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2. Improve and Steward City
Infrastructure, Streets and Facilities

A. Complete selected stormwater and flooding improvements citywide.
Look at long-term alternatives and impact of sea level rise

B. Advance the Beach Boulevard Resiliency and Esplanade Protection
Projects (including the Pier, as feasible).
Interim Pier opportunities?

C. Broaden community awareness of the Library projects
Progressing

D. Develop a Facilities/Equip. Plan for Public Safety/Comm. Cntr.
Broaden to all parks and recreation facilities
Include Public Works equipment and vehicles

of PAc,,
<\‘( % %

@) ¥
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3. Prioritize Protection and Development
of Affordable Housing

. Complete the Housing Element Update.

Highest priority, including Phase 1 Rezonings
B. Update the short-term rental ordinance.

Prepare for implementation work

C. Prioritize Housing Element program implementation.
Advance an affordable housing project working with non-profits
Consider increases or additions to inclusionary housing requirements
Accelerate work on “Objective Standards”

 OF Pac, 4.

34

34

Greg Larson, Facilitator

17



City of Pacifica Strategic Plan Update & Priority Setting Workshop March 1, 2025

4. Pursue Climate Change
Adaptation and Mitigation

A. Update the Climate Action and Adaptation Plan,

including performance targets.

Show tangible commitment for implementing this work

Consolidate or leverage this direction with other plans and implementation
Focus on short term wins and needs to gain time for longer term strategies
Green Building Codes update forthcoming

Continue the urban forestry/tree canopy inventory and projects.
C. Update Pacifica’s Local Coastal Plan and improve communications

and collaboration with the Coastal Commission.

Update language to certify and “continue” work with Coastal Commission o "¢y,
< (g

Launch Shoreline Adaptation Program extensive work program Q% | e

®
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5. Broaden Public Communications
and Collaboration

A. Creatively and appropriately leverage community expertise and

volunteers to advance City priorities.
Continue the same approach with ongoing Climate Action engagement
Look at other opportunities for more substantive citizen engagement, not just input
Facilitate sharing of accurate and documented information, correct misinformation
Evaluate benefits and costs of various community engagement approaches

B. Increase communications, education, and connections for community

mental health resources.
Rebranding to behavioral health more broadly R
A O A('\/‘\/r‘.

Regional focus with San Mateo County Leadership Council and Stanford ) S

36 .
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Other Possible Work Program Additions

A. Upcoming Council governance and team building workshop

B. Advance the Manor overpass project working with CalTrans

o OF PAC//(\
/(\

37 .
-
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H. Next Steps

and Wrap-Up

Strategic Plan back to Council A
for adoption of changes

Staff will revise Work Program
based on direction & resources

Headline of the Future
(based on the work today)

) -
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Greg Larson, Facilitator
Greg@LarsonBeaudry.com
408-761-1326

Except as noted, all photographs provided
by the City of Pacifica from photographers
Chris Campo. Stephen Johnson and staff
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