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A. Welcome
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Council Member
Mayra Espinosa

Vice Mayor
Greg Wright

Mayor
Christine Boles

Council Member
Mary Bier

Council Member
Sue Beckmeyer 

City Manager
Kevin Woodhouse
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B. Workshop
   Overview

 Objectives 

Align the Leadership Team

Celebrate Accomplishments

Review Adopted Strategic Plan

Identify Priorities through 2026
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Workshop 
Outline

A.   Welcome                                                                               9:00

B.   Workshop Overview                                                           9:10  

C.   Accomplishments                                                                9:20

D.   City Values - "Collaborative Teamwork”                        9:40

E.   Public Comment (no earlier than 10:15 am)               10:30

F.   Fiscal Update                                                                       11:00

G.  Review Adopted Strategic Plan & Work Program       11:30

H.  Priorities through June 2027                                            12:30

I.    Next Steps and Wrap-Up                                                    3:15
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MODIFIED
Workshop 

Outline

(D & G switched)

A.   Welcome                                                                               9:00

B. Overview                                                                                 9:10  

C. Accomplishments                                                                  9:20

D.  City Values - "Collaborative Teamwork”                       11:30

E.   Public Comment (no earlier than 10:15 am)             10:30

F.   Fiscal Update                                                                       11:00

G.  Review Adopted Strategic Plan & Work Program         9:45

H.  Priorities through June 2027                                            12:30

I.    Next Steps and Wrap-Up                                                    3:15
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Ground Rules

Listen to understand

Assume good intent

Pursue consensus

Speak up if we need course correction 

All devices off or silent



• Time management tool
• Things to discuss at another time will be tracked separately

Bike Rack



C. Celebrate Recent Accomplishments
(~9:20 am)
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• Housing Element completed
• LCLUP Certification
• Beach Blvd. Site RFQ released
• Labor negotiations completed
• Onboarding of Council & staff
• STR moving ahead
• Climate Action Plan adopted
• ”Safest Suburbs” recognition

Top Recent Accomplishments - INTERVIEWS

• CAPITAL PROJECTS
• Bike/Ped improvements
• Priority Parks Initiative
• Sewer system improvements

• Pacifica video by ICMA
• Mayors Mental Health Initiative
• ”Rose AI” Putnam award
• Civic Center activated
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What factors have helped 
Pacifica accomplish so much?
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G. Review Adopted 
Strategic Plan and

Work Program

(~9:45 am)



Review of Strategic Plan - FRAMEWORK
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Mission

Vision

Values

Goals

Strategies

Implementation 
Action Plan

How will we achieve Our Goals?

How will we achieve our Vision?

Staff Work Program (AchieveIt)

How do we approach our work?

What are we becoming?

What do we do?



Strategic Plan Framework - METRICS
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Mission

Vision

Values

Goals

Strategies

Implementation 
Action Plan

Short enough 
to remember or 
visually post

3 to 5 for each Goal

3 to 5 total

10 to 25 Work Programs
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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 unique community, 
and stewards its environment, 
coastal beauty, and recreational 
opportunities.
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Adopted Vision - What are we becoming?

Pacifica strives to be an inclusive
and sustainable community: 

environmentally, 
 economically, 
 socially, and 
 holistically.
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Adopted Values – How do we do our work?

WE ARE COMMITTED TO:
• Collaborative Teamwork 
• A Healthy Workplace 
• Heartfelt Service 
• Resource Stewardship
• Transparency & Responsiveness 
• Visionary Planning



Strategic Plan Work Program Status

17

Mission

Vision

Values

Goals

Strategies

Implementation 
Action Plan Staff Work Program (AchieveIT)



Comprehensive Staff Work Management System Based on Council Direction

1. Continuing to use the City’s new AchieveIT work management system
2. Organized by Council-adopted Goals and Strategies
3. Staff Tasks, Sub-Tasks and Due Dates as presented for information last May
4. An extra Strategy provided for each Goal with other related work items

• These are additional necessary work items identified by staff
• Most require substantial work that rely upon same staff resources and funds

5. Not included are everyday services (patrol, maintenance, finance, etc.)
that typically comprise ~85% of a city’s workforce allocation and resources
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Staff Work Program Update - BACKGROUND



1. Status, Comment and Staffing columns updated as of Dec. 31, 2025
2. New overview section showing high level three-year summary
3. Work Program items increased from 308 prior year to 419 this past year:

                           LAST YR.           THIS YR.
• Achieved 120 39% 171 41%.   Significant increase with modest % improvement
• On Track 84 27%   94 22%.   Significant reduction in %
• Not Started  56 18%    70 17%    (Note: this work not scheduled to start yet)
• Canceled   3 1%      5   1%
• Off Track 43 14%    73 17%.   Increase in number and percentage of items off track
• At Risk 2   1%      5           1%

4. Similar data available for each separate Goal as well
5. The Staff Work Program will be updated to reflect Council direction & funding
6. Work Program items will be prioritized given inability to fulfill all targets
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Staff Work Program Update – THROUGH 2025
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E. Public Comment (~10:30 am)
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BREAK
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F. Fiscal
Update

(~11:00 am)
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1. Full Mid-Year Budget Review on March 9th

2. Updated Forecast includes Mid-Year Update for this year
plus 9 additional years beyond with projections

3. Next year’s deficit increased from $3.1 m to $3.4 m.

4. $1.1 m additional now expected due to VLF reductions,
for a total potential deficit of up to $4.5 million

5. Structural deficit continues through out years.

Updated Financial Forecast 
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1. Financial & Operational Sustainability Challenge

2. Pacifica’s Reality

3. Financial Sustainability Path Forward

Pacifica STILL At a Turning Point - Updates

Building a Financially Resilient Future:
How the Pieces Fit Together in Long-Term Fiscal Sustainability 

Framework

Fiscal Sustainability Study Sessions - 11/10/25 and 11/24/25
Economic Development Workplan Study Session – 2/23/26
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Without a significant increase in operating revenue, service delivery is at risk:
 The City has consistently reduced and contained expenditures over the past several decades;

 Low staffing 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 $9 million more in annual operating revenue

•  25 new staff = $3.8 million

• Average 10% to 20% compensation increase = $4 to 5 million

 Without significant capital program funding, infrastructure is at risk:
 More than $300 million in capital funding needed 

 Streets, sidewalks, storm drainage, coastal infrastructure, pier & facility improvements

Financial & Operational Sustainability Challenge
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Pacifica’s Reality

Anticipated challenges for FY 2026-27 budget balancing: 
 Sales Tax and Cannabis revenue trends adown in current year, then modestly rising
 VLF In-lieu funding from State remains in jeopardy ($1.1 Million backfill due in FY2026-27)
 TOT revenues are projected to decline $1.2 million over 2 years given non-renewals
 Available capital funding sources are insufficient to address the City’s immediate infrastructure needs

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

 Leadership transitions will further reduce staff capacity



27

Financial Sustainability Path Forward

 Retain the primacy of the Council’s Top Strategic Plan Goal:
1. Enhance Organizational and Fiscal Stability

 Prioritize strategies that support new/re-development:
 Achieving our RHNA allocation translates to over $3.5 M/yr 

in additional property tax revenues
 Adding 100 new hotel rooms translates to roughly $1 M/yr 

in additional TOT revenue

 Continue efforts to improve Sales Tax/TUT revenue:
 However, small business tax revenue increases are small 

given the work needed and compared to property and TOT taxes
 Average sales tax revenue per retail business is $4 k/year;

It would take 250 new average retailers to generate $1 M/yr

 Seek increased capital funding 
(grants, voter approved revenue and/or bond measures)

 Minimize unrealistic organizational burdens - Greg’s 110% rule
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D. City Values: 
Collaborative 

Teamwork

(11:30 am)
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Collaborative Teamwork – INTERVIEWS

• Council exhausted from meeting length and frequency
(staff and public likely exhausted as well)

• Too many questions at Council meetings
• Perceived distrust of staff
• Council too slow to make decisions; continued items
• Need to accept differing perspectives and move on
• Sometimes responding only to the audience that’s present
• Council member assistance needed before hand
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Collaborative Teamwork – MY CONCERNS

• The organization is already exhausted, yet:
• Facing the City’s toughest fiscal challenge since the Great Recession
• Facing a huge leadership transition (at least 3 of 7 positions)
• On top of all of the issues you were already having to tackle!

• Annual teamwork session after the new Manager is on board

• Check-in since last year’s Council Governance workshops
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Collaborative Teamwork – PILOT SOLUTIONS?

1. Announcing agenda item time allotments
2. Reducing ceremonial, non-essential, and non-Consent items 
3. More selective briefings prior to Council meetings
4. “Calling the Question” instead of extending or continuing
5. Only Manager, Attorney and Clerk remain for late items

• Mayor’s Reactions and Other Suggestions
• Council Member Reactions and Other Suggestions



LUNCH
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H. Priorities 
Through 

June 2027

(12:30 am)



Strategic Plan – GOALS & STRATEGIES
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Mission

Vision

Values

Goals

Strategies

Implementation 
Action Plan

How will we achieve our Vision?

How will we achieve our Goals?
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Adopted Goals – How to achieve our Vision

1. Enhance organizational and fiscal stability. 
2. Improve and steward City infrastructure, streets, and facilities.
3. Prioritize protection and development of affordable housing.
4. Pursue climate change adaptation and mitigation.
5. Broaden public communications and collaboration.

16 Strategies to achieve the Goals above.
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Top Council Priorities – Interview Results
(Existing Goals/Strategies/Work Program; Potential Work Program Items) 

1. Managing the Budget Challenge – Reducing Expectations
a) Public education on the fiscal challenges
b) Explore potential revenue opportunities
c) Recognize competing or complimentary school needs
d) Begin planning early for Measure Y sunsetting or extension
e) Understand the VLF take-away impacts
f) Begin right-sizing staffing services and funding
g) Outsource or insource services, if beneficial
h) Share necessary austerity from Council to public

2. New Manager Transition



REVENUES
1. Tax increases

(voter-approved)

2. Fee increases
(residents & businesses)

3. New Development
(e.g., hotel, housing)
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GENERAL FUND BUDGET BALANCING STRATEGIES

ONE-TIME RESOURCES
1. Capital Projects

(parks, beaches, Pier)

2. Special Projects
(affordable housing, 
planning projects, Climate) 

3. Budget Balancing
(for one year only)

EXPENDITURES
1. Public Safety

(police, fire, emrg. prep)

2. Other Services
(parks, streets, maint.)

3. Management & 
Engagement
(organizational dev., 
engagement, legal)
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1.  Enhance Organizational and Fiscal Stability

A. Improve staff retention, recruitment, mental health and wellness 
resources,  and increase staffing for rising workloads.

B. Pursue possible tax, bond and other revenue opportunities.

C. Prioritize implementation of the Economic Opportunities Study.

D. Prepare the Cost Allocation Plan and conduct the Development 
Impact Fee and Master Fee Studies.
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BREAK
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Other Council Priorities – INTERVIEWS
(Existing Goals/Strategies/Work Program; Potential Work Program Items) 

3.  STR fully implemented
3.  LCLUP implementation planning begins

•    Builder’s remedy and appealed projects
•    Beach Boulevard site progresses
•    Beach Boulevard/Sea Wall moving ahead (and all LCLUP)
•    Beach Boulevard interim improvements
•    Oversized vehicle parking and sleeping
•    Bathrooms at Fairmont Park, possibly with OSV above
•    Coordinated use of volunteers
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Other Goals and Strategies (as time permits)

DISCUSSION GUIDE:

1. Completed work – Drop or edit out

2. Prioritize Strategies that directly support Goal 1

3. Prioritize the remaining Strategies amongst themselves
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2. Improve and Steward City 
    Infrastructure, Streets and Facilities

A. Complete selected stormwater and flooding improvements citywide.

B. Advance the Beach Boulevard Resiliency Project, Esplanade 
Protection and the Pier.

C. Broaden community awareness of the Library projects.

D. Complete a Facilities Assessment and prioritize the City’s facilities 
and equipment needs, including public safety, the Community 
Center, and other parks and recreation resources.
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3.  Prioritize Protection and Development
     of Affordable Housing

A. Complete the Housing Element Update.

B. Update and implement the Short-Term Rental Ordinance.

C. Prioritize Housing Element program implementation.
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4. Pursue Climate Change 
    Adaptation and Mitigation

A. Adopt and begin implementation of the the Climate Action and 
Adaptation Plan.

B. Continue the urban forestry plan, tree canopy goals, inventory and 
projects.

C. Certify and begin implementation of Pacifica’s Local Coastal Plan and 
continue collaborations with the Coastal Commission.
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5.  Broaden Public Communications 
      and Collaboration

A. Creatively harness community expertise, advocates and 
volunteers to advance City priorities.

B. Increase communications, education, and connections for community 
wellness resources.
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Other Possible Work Program Additions

A. Onboarding of new City Manager and Council Members

B. Council Team Building with the new City Manager

C. Advance the Manor overpass project working with CalTrans
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Strategic Plan back to Council 
for adoption of changes

Staff will revise Work Program 
based on direction & resources

Top priority for next year!

H. Next Steps
and Wrap-Up

(3:15 pm)



Thank you!
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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