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STRATEGIC GOALS

@ HOUSING ... ... ... ... ... . . 7

HOUSING FOCUS AREAS
e Community Outreach and Education
e Housing Policy Updates
* Regional Revenue Measure to Develop Housing
e Downtown Projects

Steering Committee Chair: Assistant City Manager Tina Shull
Steering Committee: Martin Bernal, Bonnie Lipscomb, Mark Dettle, Lee Butler

PUBLIC SAFETY AND WELL-BEING . . . 5

PUBLIC SAFETY FOCUS AREAS
e Homelessness
* Nuisance Crime
* Inclusive Community
Steering Committee Chair: Deputy City Manager Scott Collins

Steering Committee: Martin Bernal, Andrew Mills, Tina Shull, Susan Nemitz,
Bonnie Lipscomb, Mark Dettle, Jim Frawley, Mauro Garcia
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%24  INFRASTRUCTURE................... .

INFRASTRUCTURE  FOCUS AREAS
e Capital Improvement Revenue Measure
¢ Asset Management
e Fiber Strategy
e Downtown Library Project
Steering Committee Chair: City Manager Martin Bernal
Steering Committee: Mauro Garcia, Rosemary Menard, Mark Dettle,

Bonnie Lipscomb, Marcus Pimentel, Laura Schmidt,
Susan Nemitz
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In September 2015, the Santa Cruz City Council formally adopted
and published its Strategic Plan, outlining seven goals that “define
achievable value to the organization and community.” The seven
goals provided policy direction across a broad swath of issues and
a pathway to meet the Council’s short and long-term objectives
through targeted strategies, key projects and initiatives.

Strategic plans are living documents, ever evolving with
stakeholder input, emerging community and organizational needs,
and changing policy direction. Two years after publishing the

2015 Strategic Plan, it is important to update the plan to meet the
Council’s policy objectives and evolving needs of the community.
This Two-Year Work Plan 1) updates the Council’s 2015 Strategic
Plan; 2) defines the Community’s Vision and Guiding Principles;

3) sets forth three new strategic goals; and 4) highlights the critical
core services that account for the vast majority of City resources
and energy.

The Two-Year Work Plan, and all of its components, will be
updated every two years.
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A vision for the future quality of life in our community was drafted by the General Plan
Advisory Committee and adopted by the City Council on February 28, 2006. The Two-
Year Work Plan utilizes these overarching Community Vision and Guiding Principles.

VISION

Surrounded by greenbelt and the Pacific Ocean, Santa Cruz is a compact, vibrant city that preserves the diversity and
quality of its natural and built environments, creates a satisfying quality of life for its diverse population and workers, and
attracts visitors from around the world.

GUIDING PRINCIPLES

To achieve our Vision, we will follow these principles in our day-to-day work and in our long-term planning:

e Natural resources. We will highlight and protect e UC Santa Cruz. We will seek a mutually beneficial
our unique setting, our natural and established open relationship with UC Santa Cruz, one where the
space, and the sustainable use of our precious natural City supports the University within the context of
resources. City responsibilities, community priorities, and the

constraints of City infrastructure and resources; and
one in which the University reciprocally supports the
City by comprehensively addressing all of its needs to
the greatest extent possible on the campus itself, and
by fully mitigating whatever off-campus community
impacts occur.

¢ Neighborhood integrity and housing. We
will maintain the identity and vitality of our
neighborhoods, actively pursuing affordable
housing for a diversity of households and promoting
compatible livability and high quality design in new
buildings, major additions and redevelopment.
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*  Mobility. We will provide an accessible,
comprehensive, and effective transportation system
that integrates automobile use with sustainable
and innovative transportation options — including
enhanced public transit, bicycle and pedestrian
networks throughout the community.

* Prosperity for all. We will ensure a sustainable
economy for the community, actively encouraging
the development of employment opportunities
for residents of all levels and ages, and actively
protecting from elimination our current and potential
sources of sustainable employment.

¢ A dependable municipal tax base. We will
encourage diverse technology, visitor serving,
industrial, home business and commercial business
enterprises, as well as strategic redevelopment.

e A balanced community. We will maintain the
community’s longstanding commitment to shared
social and environmental responsibility, fostering a
balance between employment, housing affordable
to persons of all income levels, transportation and
natural resources.

Education. We will reflect our commitment to
education through our schools, educational systems
and programs, library system and facilities, life-
long learning community programs, and our active
communication/information network.

Arts and culture. We will recognize and support our
vital arts community, our unique historic areas and
landmarks, our cultural heritage and resources, and
our recreational facilities and community programs.

Community facilities and services. We will offer
excellent social services and will improve and
maintain our infrastructure, community safety and
emergency preparedness.

An involved citizenry. We will welcome citizen
participation in government, encourage respectful
cooperation and mutual regard among residents,
workers, students and visitors, and fully accept shared
responsibility for community well-being.

Families and youth. We will promote a community
in which all families thrive; where children and young
people are seen, heard and celebrated!

'Added as a result of discussion at the April 1, 2017 City Council retreat.
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The Two-Year Work Plan represents a new organizational-
wide level of effort and initiative, requiring leadership,
strategic planning, multidisciplinary project teams, effective
project management and accountability, and a high level of
stakeholder engagement.

The following three Strategic Goals articulate the forward
momentum of the City over the next two years. Project teams
responsible for high-level strategic navigation and day-to-day
project management are identified to ensure accountability.
Each Strategic Goal lists the focus areas and projects prioritized
by the Council.
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Steering Committee Chair:
Assistant City Manager Tina Shull

Committee Members: Martin Bernal,
Bonnie Lipscomb, Mark Dettle, Lee Butler

The City is in need of housing stock across
our diverse our community. Improved
housing stock can be achieved by creating
pathways for housing development that
maintains our community character while
supporting affordable housing goals,
alternative transportation modes, business
development and job creation. The City

has several decisions to make with regard

to housing policies, which include rezoning,
density bonuses, inclusionary and short-
term vacation rentals. These policies in
combination with the creation of an ongoing
revenue source for affordable housing should help address the current housing crisis and establish a blueprint for future
housing. In addition, the City needs to cultivate broader community engagement with these issues. Finally, there is
substantial development potential and interest in the downtown to be considered.

FOCUS AREA 1: Community Outreach and Education

The City will provide a broad and comprehensive program to engage the community on housing issues. The outreach
effort will empower the public to inform decisions about local housing initiatives, proposals and policies.

Project: Implement housing public engagement and education series

Project Sponsor:  Tina Shull

Project Team: Scott Collins, Eileen Cross, Casey Hemard, Jessica Miller, Claire Fliesler, Amanda Rotella,
Ron Powers, Carol Berg, Sara DelLeon

FOCUS AREA 2: Housing Policy Updates

The City of Santa Cruz is experiencing a severe shortage of housing and community members are increasingly
being priced out of local housing. Updating housing policies will provide additional opportunities for long-term and
affordable housing in the City, while implementing key components of the General Plan.

Projects: e Downtown zoning amendments
® Inclusionary housing and density bonus
e Short-term vacation rentals

Project Sponsor:  Lee Butler

Project Team: Bonnie Lipscomb, Carol Berg, Norman Daly, Ron Powers, Eric Marlatt, Katherine Donovan,
Scott Harriman
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FOCUS AREA 3: Evaluate Feasibility of Regional Revenue Measure to Develop Housing

With the dissolution of Redevelopment Agencies in 2012, local governments lost a critical revenue stream that formerly
supported affordable housing development. In the process, the City lost $6 million annually that was typically used to
bridge gaps in development projects. Without a source of funds to help create needed housing, many projects may not
be realized or will be built more slowly. As a prong to support the development of housing, a regional revenue measure
should be evaluated.

Project: Conduct community survey

Project Sponsor:  Martin Bernal

Project Team: Marcus Pimentel, Mark Dettle, Bonnie Lipscomb, Scott Collins

FOCUS AREA 4: Downtown Projects

Housing is critically needed in our community as we face a worsening regional crisis. There are a number of development
sites in our downtown that are underdeveloped, underutilized or otherwise ideal for revitalization. Spurred by current
market forces, the development community has expressed interest in developing various downtown sites

for housing and mixed-use housing projects. Over the last two years, the City has initiated the process to amend the
Downtown Recovery Plan to enable proposed and future mixed-use housing projects to move forward efficiently while
maximizing the housing development potential and public benefit to the community.

Additionally, the City has been working with METRO since 2001 to revitalize the existing aging bus facility in the
downtown. The goal of the project is to replace the existing terminal with a new bus system that meets existing and
future transit needs, provides critically-needed affordable housing in the downtown and activates the commercial street
front and pedestrian walkways along Pacific Avenue and Maple Alley.

Projects: e Approve 500-600 housing units in downtown
e  Pacific Station
Project Sponsor:  Bonnie Lipscomb

Project Team: Carol Berg, Norm Daly, Eric Marlatt, Claire Fliesler, Ron Powers, Alex Khoury, Samantha Haschert,
James Burr
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Steering Committee Chair:
Deputy City Manager Scott Collins

Committee Members:
Martin Bernal, Andrew Mills, Tina Shull, Susan Nemitz,
Bonnie Lipscomb, Mark Dettle, Jim Frawley

With safety and well-being fundamental values of our
community, the City must respond to the larger societal
issues that have challenged the vibrancy of our residential,
business and public spaces. Homelessness and nuisance
crimes are on the rise and negatively affect the quality-
of- life for our community members and visitors. Also,

to support a thriving community, the City must work

to promote an inclusive community, encouraging
engagement and participation.

FOCUS AREA 1: Homelessness

The City is grappling with a substantial homeless challenge, with approximately 1,200 unsheltered homeless individuals
as established by the most recent 2017 Point-in-Time Homeless Census. In order to alleviate the suffering and negative
externalities of the large, visible unsheltered homeless population in the community, the City must tailor its approach to
the solutions the City can effect, in strong collaboration with other partners including other local governments, the faith
community, the business community, legislative representatives, residents and visitors.

Fund and implement homeless outreach programs

Implement City Council and Homelessness Coordinating Committee recommendations
Form City Homelessness Coordinating Team

Implement public awareness and legislative advocacy outreach

Projects:

Project Sponsor:  Tina Shull
Project Team: Andrew Mills, Susie O'Hara, Scott Collins, Victor Albers, Rick Martinez, Casey Hemard

FOCUS AREA 2: Nuisance Crime Reduction

Over the past ten years, the Santa Cruz Police Department has experienced an increase in call volume and overall
workload. Nuisance crimes continue to plague our downtown and areas throughout our city. The Police Department will
conduct a staffing study to evaluate workload demand, staffing levels, and work assignments across the department.
The Park Ranger Division in the Parks and Recreation Department supports and augments enforcement efforts in our
downtown and park areas. An evaluation and recommendation on Park Ranger staffing levels will also be considered.

Additionally, the Neighborhood Safety Team (NST) provides a multi-disciplinary approach to mitigating neighborhood
and park safety impacts, especially around nuisance and low-level crime. The NST, with guidance from the City Council
Public Safety Committee, will increase its influence and effectiveness and evaluate policy and/or ordinance changes that
promote safety and well-being downtown and across the community.

Projects: e Enhance funding and coordination of Neighborhood Safety Team; consider policy and/or
ordinance changes
e Evaluate Police Department and Park Ranger staffing

Project Sponsor:  Andrew Mills
Project Team: Mauro Garcia, Warren Barry, Susie O'Hara, Dan Flippo, Lupita Alamos, Scott Collins
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FOCUS AREA 3: Inclusive Community

The City is committed to engaging the community and believes that broad engagement and public participation are
an essential element of good governance. There is a strong desire to see this commitment extended to typically under-
served and under-involved segments of the community, and to find more ways for people to be involved in meaningful
dialogue about City issues and proposed initiatives. There are many effective ways for citizens to participate and
opportunities to encourage more civic engagement and public input on major initiatives. Citizens should feel they have
a say and stake in the City's priorities for the future and be informed of progress toward goals.

Projects: e Implement enhanced community outreach initiatives. Examples include:
- City Hall to You, State of the City, Annual Report, Expanded Social Media
— Police Department Community Outreach - Chief Advisory Committee, Community Meetings,
Community Policing
— Beach Flats and Lower Ocean Community Liaison
e Support and engage the immigrant community
e Deploy police body-worn cameras

Project Sponsor:  Scott Collins

Project Team: Andrew Mills
Laura Schmidt
Lisa Murphy
Eileen Cross
Janice Bisgaard
Joyce Blaschke
Karina Cenena
Bill Azua
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Steering Committee Chair:
City Manager Martin Bernal

Committee Members:

Mauro Garcia, Rosemary Menard,
Mark Dettle, Bonnie Lipscomb, Marcus
Pimentel, Laura Schmidt, Susan Nemitz

In order to maintain our economic
competitiveness and provide 21st
century amenities, the City will have to
invest in extending the life of existing
infrastructure as well as building the
next generation.

The strategies outlined help begin this
process by developing a long-term,
comprehensive plan that prioritizes needs
and addresses the investments that will
be needed over the long-term to yield
the greatest benefits to the community.

FOCUS AREA 1:
Asset Management

Asset management planning is an ongoing effort that continues to produce actionable information that helps an
organization minimize life cycle costs of infrastructure, at an acceptable level of risk, while continuously delivering
established levels of service. The City will perform a gap analysis and first-round risk assessment that will be used to
inform prioritization and decision-making about projects or programs.

Projects: e Asset Condition Assessment and Risk Management Plan
e Traffic Calming Program
Project Sponsor:  Rosemary Menard, Mark Dettle, Mauro Garcia

Project Team: Jim Burr, Scott Ruble and others to be determined as project evolves

FOCUS AREA 2: Evaluate Feasibility of Capital Improvement Revenue Measure

Much of the City’s core infrastructure and facilities do not have a funding source identified to add to the lifespan
and/or to replace aging systems. While some transportation, libraries, parking and water facilities and operations
have dedicated capital funding streams, the City core public facilities (i.e. civic auditorium, wharf and parks) and
other transportation needs are largely unfunded. The City is examining the development of, in coordination with the
community through outreach, a revenue measure to fund the City’'s unfunded infrastructure projects.

Projects: e Conduct community survey
e Form City Council Revenue Subcommittee
e Develop strategy to fund capital improvement program

Project Sponsor:  Marcus Pimentel

Project Team: Martin Bernal, Mark Dettle, Bonnie Lipscomb, Chris Schneiter, Jim Frawley, Mauro Garcia,
Scott Collins
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FOCUS AREA 3: Fiber Strategy

Fiber-optic networks, also known as broadband infrastructure, have been identified as an emerging need for the City
for several years. Since 2011, the City Council directed development of a Broadband Master Plan that is responsive to
industry needs, streamlines permitting and is consistent with regional partners, thereby encouraging further broadband
infrastructure development.

Projects: e Implement Pave Once/Dig Once Policy
e Fund and begin implementation of City iNet replacement

Project Sponsor:  Bonnie Lipscomb

Project Team: Mark Dettle, Laura Schmidt, J. Guevara, Scott Ruble, Josh Spangrud, Curtis Busenhart,
Mike Hopper

FOCUS AREA 4: Downtown Library Project

In 2013, the Santa Cruz Public Libraries created a Facilities Master Plan to evaluate current library structures and
make recommendations for improvements. The Master Plan identified the downtown Library as a critical resource
for the entire region since it houses a number of special collections (including genealogy, history and music), holds
the largest print collection, and maintains the strongest patron use in the system. The Master Plan recommended an
extensive renovation or complete replacement of the downtown branch because of deferred maintenance, failing
infrastructure and lack of accessibility in the current 44,000 square feet structure. In June 2016, voters approved
Measure S, a $67 million library facilities bond measure, of which approximately $23 million is for the Downtown
Library improvement project.

Project: Conduct project evaluation and assessment process in collaboration with stakeholders
(Library, downtown businesses and residents, etc.)
Project Sponsor:  Susan Nemitz

Project Team: Mark Dettle, Martin Bernal, Janis O'Driscoll, Downtown Library Advisory Committee

12



TWO-YEAR WORK PLAN « JULY 2017 - JUNE 2019

TWO-YEAR WORK PLAN

This plan focuses on the new Strategic Goals that meet
the most critical needs of the community and City
organization. It does not describe in detail the City’s day-
to-day services that are addressed in the annual budget.
Core operations, such as public safety, community
services, planning and economic development, public
works and water, governance and administrative
services remain fairly consistent year-to-year. Given

core services account for about 83% of staff capacity
and organizational resources, it is important to keep

the Council and community informed of these ongoing
programs and services. Therefore, the Two-Year Work
Plan includes a Programs and Operations Update Plan
to inform the community and City Council about the
following key focus areas:

Youth Programs

Sanitation and lllegal Campsites

Disaster Plan Revisions and Updates

Homelessness Response

Beach Flats Garden and Other Beach Flats Initiatives

Cowells Beach Working Group and the Beach
Management Agreement

Measures Update — D and H
UCsC
Economic Development Strategic Plan

Employee Engagement Survey
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