AGENDA ITEM G-2

City Manager's Office
STAFF REPORT
City Council
Meeting Date:
Staff Report Number:
Regular Business:

1/12/2021
21-007-CC
Provide direction on the annual goal/priority setting
process

Recommendation
While it is customary for City staff to provide City Council with a single recommendation, the annual
goal/priority setting process belongs to the City Council. The yearly goal/priority setting process reflects the
City Council's will and expectations of City staff. This report identifies several options for City Council
consideration.
Policy Issues
City Council prepares its annual priorities and work plan, historically referred to as “goal setting,” in January
and February of each calendar year. The adopted priorities and work plan strive to achieve transparency
into how the city manager prioritizes the organization’s limited resources.
Background
The annual goal/priority setting process has evolved over the past several years to identify each calendar
year’s top priorities and work plan. The 2020 process was interrupted by COVID-19, and the City Council
ultimately took action to adopt five top priorities (Attachment A and B.) City Council did not take formal
action to add/remove work plan projects; hence the title “Identified Work Plan Projects.”
Analysis
At the City Council’s January 14, 2020 meeting, City staff transmitted a preliminary analysis of staff capacity
by functional area to engage in a full discussion of prioritizing resources (Attachment C.) As identified at the
time, the vast majority of City staff perform duties mandated by law or considered baseline public services.
Therefore, the annual goal/priority setting process clarifies the City Council’s expectations for significant
projects, studies, and initiatives possible with remaining organizational capacity. City staff has not updated
the work sheet to reflect budget reductions due to competing workload demands.
2020 impact on special project capacity
As the City Council considers various options for the 2021 goal/priority setting process, certain events of
2020, as discussed below, introduce new constraints on special project capacity that were not contemplated
fewer than 10 months ago.
• The COVID-19 pandemic shuttered public access to City facilities and some City services in March, and
City facilities will remain closed well into 2021. Public health protocols that currently impact City services
are likely to continue through 2021, including efforts to maximize telework for City staff and continued
limits on high contact activities/programs and large public events.
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• The COVID-19 pandemic financial impacts necessitated sudden and unprecedented budget reductions,
including a 15 percent reduction in personnel capacity across the organization. Table 1 details staff
capacity lost, by City department, through the budget process and does not include the exception of two
factors relevant to resource planning. First, Table 1 does not have City Council’s November 10
authorization of 2.0 Full-time equivalents (FTEs) restored in community development. Both positions are
expected to be vacant until April or May 2021 to allow for recruitment. Second, Table 1 does not include
vacant positions, which also reduces capacity. Vacancies fluctuate over the year and, as of January 4,
the City had 10.75 vacant FTEs, including the November 10 authorization. It is unlikely that the number
of vacancies will appreciably diminish in 2021.
Table 1: Change in Full-time equivalent personnel (FTE)
1.00 FTE = 2,080 hours
2019-20
Adopted budget

2020-21
Adopted budget

Year-over-year
capacity change (%)

City Council/Attorney/Manager, Admin. Services

39.00

33.50

-14%

Community Development

31.00

25.75

-17%

Library and Community Services

70.75

59.00

-17%

Police

76.50

61.50

-20%

Public Works

69.50

63.00

-9%

286.75

242.75

-15%

Department

Total

• The transition to telework for approximately 50 percent of the City’s workforce accelerated the
replacement of decades-old business systems and paper-based processes in nearly every functional
area. Multiple business system migrations are underway and will continue to demand staff capacity
through 2021.
• City staff has successfully advanced the Menlo Park Community Campus project in coordination with
Facebook and facility and neighborhood stakeholders. Once City Council authorizes the necessary
approvals, City staff will devote their attention to financing the City’s share of construction costs,
construction oversight, and programming the facility for a post-pandemic world.
• National events elevated the discussion of law enforcement policies, procedures, and activities and have
challenged governments to address structural racism embedded in all aspects of federal, state and local
institutions.
• Wildfires around the planet reinforced the urgency of a comprehensive national and international
response to climate change to abate threats to Menlo Park, including wildfires, heatwaves, air quality and
sea-level rise. City Council approved an aggressive climate action plan to achieve carbon neutrality by
2030.
• New state mandates directed significant changes in City operations, exposing the City to the risk of a
lawsuit if not fully adopted/implemented.
• City Council met more regularly, averaging 5.8 meetings per month in 2020, and expanded the number
of subcommittees to expedite work on the specific subject matter.
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2021 impacts on special project capacity
• The City’s finances are stable, and no evidence suggests a recovery in 2021-22.
• Labor agreements expire June 30, 2021, and negotiation of successor agreements will impact the City’s
leadership team's capacity, including City Council.
• Library and Community Services continue to experience operational impacts resulting from COVID-19
public health directives. In preparation for the 2021-22 budget, the department will undergo a rebuilding
exercise to identify what aspects of the department’s pre-pandemic portfolio of services, programs, and
events are practical when safe.
2021 goal/priority setting session options
City staff has identified three goal/priority setting options to provide a framework for City Council discussion
of their desired format and outcome for the 2021 session. City Council may select one of the options or
identify a different process that will help the City Council identify its priorities.
Option 1 - Status quo goal/priority session
The annual goal/priority session historically occurs in January and February to prioritize budgeted resources
through the end of the current fiscal year and direct inclusion of new efforts in the city manager’s proposed
budget for the upcoming year. If the City Council desires to proceed with the status quo, the agenda would
substantially follow the following format. With each of the major bullets below, members of the public will
have the option to submit written or verbal public comment.
• Financial update – City staff provide an update on current fiscal year revenue and expenditures as of
December 31.
• City Council procedures – City Council conducts a comprehensive review of City Council procedures, a
task last completed in early 2018.
• 2021-22 budget principles – City staff present prior year budget principles with suggested edits. The
budget principles set the stage for development of the 2021-22 city manager’s proposed budget. City
Council action on budget principles is necessary at City Council’s February 9 meeting to maintain the
budget calendar and process.
• Priority setting – As an interactive discussion between City Council and City staff, City Council reaches
consensus on the feasibility of additions, deletions, or modifications to the 2020 approved priorities. City
staff’s initial assessment of the top priorities for 2021:
1. Menlo Park Community Campus project (carry-over from 2020)
2. 2022 housing element update and related zoning code changes (carry-over from 2020)
3. Information technology master plan implementation (carry-over from 2020)
4. Existing building electrification and electric vehicle charging (New, climate action plan)
5. SAFER Bay implementation plan (New)
6. Rebuilding library and community services (New)
The City Council adopted meeting calendar has January 19 reserved for goal/priority setting, although the
date can change at City Council’s direction. January 19 may not be practical if City Council desires staff
work beyond the items identified above.
In previous years the number of public comments during goal/priority setting necessitated a reduced time
limit on public comment to two minutes per agenda item with no provision to donate time. If the City Council
desires, staff will highlight the time limit so that members of the public can plan their comments accordingly.
Web form comments will also be accepted similar to previous years and consistent with current
teleconferenced City Council meetings. City staff does not recommend a facilitator due to the proximity of a
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goal setting session.
Option 2 – Subcommittee on annual goal/priority setting process
As an alternative to the status quo, City Council may appoint an ad hoc subcommittee to prepare a
recommendation for full City Council consideration on the annual goal/priority setting process. As part of
their discussions, the subcommittee could explore a vision statement, statement of values, and policy goals
versus specific projects. The subcommittee could also explore the use of a professional facilitator.
• Estimated resource requirement – The resources required for Option 2 depends on the desired
modifications to the existing process and prioritization of the subcommittee’s work above all other
pending projects and responsibilities.
• Opportunity – An annual goal/priority setting process developed at the subcommittee level represents an
organic process intended to adjust to uncertain fiscal conditions, known and unknown adaptations
required by the COVID-19 pandemic, and the evolution of district-elections.
• Risk – Work will continue on 2020 City Council adopted priorities and work plan (Attachment A) until
modified by City Council. The 2020 priorities may or may not reflect current City Council priorities.
Option 3 – Hybrid
City Council may consider combining Options 1 and 2 into a streamlined consideration of priorities with a
commitment to identify the structure for goal/priority setting in the future. Option 3 maintains the 2020 top
priorities and adopts the identified work plan for 2021. Once the subcommittee completes their
recommendation on goal/priority setting process and City Council adopts a new process, City Council could
schedule a midyear review or defer the adopted process to 2022. Attachment A outlines the 2020 priorities
and identified work plan.
Impact on City Resources
Direction requested will help City staff prepare for a goal/priority setting process aligned with City Council
expectations, minimizing the unnecessary impact on limited City resources.
Environmental Review
This action is not a project within the meaning of the California Environmental Quality Act (CEQA)
Guidelines §§ 15378 and 15061(b)(3) as it will not result in any direct or indirect physical change in the
environment.
Public Notice
Public notification was achieved by posting the agenda, with the agenda items being listed, at least 72
hours prior to the meeting.
Attachments
A. 2020 City Council adopted priorities and identified work plan
B. Hyperlink – Staff Report # 20-224-CC - Receive and file the City Council’s fiscal year 2020-21 priorities
and work plan quarterly update as of September 30: menlopark.org/DocumentCenter/View/26375/I220201013-CC-CC-priorities-and-workplan
C. Previous year resource capacity by functional area memo, January 9, 2020
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Report prepared by:
Nick Pegueros, Assistant City Manager
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ATTACHMENT A
2020-21 City Council Priorities and Work Plan
Updated November 10, 2020

10

Ref #

Priority projects (Approved August 18, 2020)

Lead Department

1

Transportation master plan (TMP)

Public Works

2

2022 Housing Element, zoning code update and related work

Community Development

3

Menlo Park community campus

City Manager's Office

4

COVID-19 pandemic local emergency response

City Manager's Office

5

Information Technology Master Plan implementation

Administrative Services

Ref #

Identified work plan projects (No action taken on August 18, 2020)

Lead Department

6

Transportation management association (TMA) formation

Public Works

7

Middle Avenue pedestrian & bicycle rail crossing planning

Public Works

8

Short-term rental ordinance

Community Development

9

Accessory dwelling unit ordinance update

Community Development

10

ConnectMenlo community amenities list update

Community Development

11

ECR/Downtown Specific Plan area housing development incentives

Community Development

12

Development and environmental review process education series

Community Development

13

Santa Cruz Ave closure and economic development initiatives Community Development

14

Citywide communication program development

City Manager's Office

15

Climate Action Plan implementation

City Manager's Office

16

NLC Race, Equity, And Leadership (REAL) program
Institutional bias reform

City Manager's Office

17

Menlo Park SAFER Bay project, phase 2

Public Works

22

Middle Avenue traffic calming project

Public Works

Ref #

Suspended projects (Approved August 18, 2020)

Lead Department

18

Near-term downtown parking and access strategies

Public Works

19

Ravenswood Avenue Caltrain grade separation study

Public Works

20

Single-Family residential design review

Community Development

21

City Council procedures update

City Manager's Office

20

30
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60

70

80

90 100

0

--

% Complete

--

100

0

--

% Complete

--

100

0

--

% Complete

--

100

Complete
In progress / Implementation phase
On hold/ Suspended
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ATTACHMENT C

City Manager's Office
MEMORANDUM
Date:
To:
From:
Re:

1/9/2020
Starla Jerome-Robinson, City Manager
Nick Pegueros, Assistant City Manager
Resource capacity by functional area

The purpose of this memorandum is to transmit a draft document of work compiled by
the department heads regarding the various services provided to residents and how
the City’s workforce is allocated to those services.
Background
The City of Menlo Park, under the direction of the City Council, provides a level of
service to the community that has evolved as the result of legal mandates and
decisions to expand service levels to fill identified needs. More recently, the City has
elected to tackle quality of life matters that are symptoms of policy decisions both
locally and regionally. Examples include traffic congestion management, work to
reduce the impacts of Caltrain electrification, and the provision of affordable housing.
In addition, the City has taken a leadership role in the area of climate change with the
implementation of local amendments to the building code (energy reach codes), zero
waste efforts, and the preliminary discussion of a Climate Action Plan 2.0 that strives
for net-zero by 2030. Finally, the City has taken action on matters typically regulated
by the State or Federal governments with the adoption of a local minimum wage and
a ban on e-cigarettes/flavored tobacco sales. Each of these areas results in new
demands on staff capacity, either temporarily or long-term, that impact City staff’s
ability to complete mandated and baseline services or previously approved projects.
City organization
For a snapshot of the various services approved by the City Council over the past
several decades, staff has compiled a preliminary view of capacity by functional area.
The City provides services in 45 functional areas with 286.75 authorized FTEs and an
annual personnel budget of $53.2 million across all funds in fiscal year 2019-20.
Functional areas reflect the department’s effort to identify discrete business units that
provide mandated, baseline, and flexible services (defined below). Each functional
area has evolved over the past several decades to meet service level demands by
community members and to fulfill the requirements of various federal, state, and local
mandates. In the absence of an identified tradeoff, each new mandate or service level
enhancement increases the demand for City staff capacity. In many cases, the City
Council has supported the increased demand through the approval of new FTEs,
most commonly during the annual budget cycle. Through the City Council’s budget
hearings for the fiscal year 2019-20, the City Council decided to defer action to
increase the number of FTEs until more information became available regarding a
variety of competing requests.
Resource capacity assessment methodology
Attachment 1 provides a summary of resource allocation by identified functional
areas. To assist department heads in their compilation of this information, they

City of Menlo Park 701 Laurel St., Menlo Park, CA 94025 tel 650-330-6600 www.menlopark.org

Page G-2.7

2

answered four questions:
•

How is your department functionally divided?
As opposed to a hierarchical organizational chart, departments prepared a functional
organizational chart that identified the department’s discrete service areas. For
example, four units comprise the public works department: administration,
transportation, engineering, and maintenance. The public works maintenance unit is
responsible for city-owned facilities, streets, trees, and water delivery in a portion of
the City.

•

Approximately what percentage of staff capacity is dedicated to mandated
services?
Federal, state, or local laws impose a series of mandates on local government. An
example of a federal mandate is the National Pollutant Discharge and Elimination
System (NPDES) related to storm water. Cities must comply with NPDES mandates
to control or eliminate pollution of waterways such as creeks and the San Francisco
Bay or face daily fines by the regulating agency. NPDES mandates require the
capacity of technical, maintenance, and administrative support staff. To create
capacity, the City Council may take action to deprioritize compliance with a specific
federal mandate upon consideration of the legal and financial risk exposure created
by such action.
An example of a state mandate includes compliance with public contract code
regulations regarding public works such as the street resurfacing project. Compliance
with the public contract code requires administrative and technical staff capacity to
manage the bidding process and confirmation of certified payrolls to ensure
compliance with the prevailing wage mandates. Failure to comply with the public
contract code requirements may result in increased costs to the taxpayer as well as
project delays if there are legal challenges or a need to re-bid. To create capacity, the
City Council may take action to deprioritize compliance with a specific state mandate
upon consideration of the legal and financial risk exposure created by such action.
At the local level, the City’s municipal code outlines local mandates that require
maintenance, technical, and administrative staff support. The City Council retains
control over aspects of the municipal code that are not directly mandated by the
general laws of the State of California. One recent example of a local mandate is the
energy reach codes local amendment to the State building code. To create capacity,
the City Council may take action to temporarily suspend or eliminate sections of the
municipal code that require maintenance, technical, or administrative support.

•

City of Menlo Park

Approximately what percentage of staff capacity is dedicated to baseline
services?
Baseline services are those services not mandated by federal or state laws and have
evolved to represent the City’s level of service to the community. Baseline services
have their origin in a desire to improve the quality of life for residents and are directly
related to the increase in the number of FTEs. Examples of baseline services in
Public Works – transportation are the shuttle program, neighborhood traffic
management program, and coordination with regional transportation agencies such
as CalTrain and SamTrans.
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The City Council retains full discretion over baseline services. It may direct staff to
identify functions to suspend or eliminate to create capacity for new projects in 2020.
For example, if the City Council prefers to suspend the neighborhood traffic
management program, the transportation engineer typically responsible for that work
may be dedicated to another transportation priority. It is important to note, however,
that all existing services have a constituency.
•

Approximately what percentage of staff capacity is flexible to perform nice-tohave services?
Flexible services are those that are not mission-critical to the organization; however,
they are responsive to the City Council’s work plan and management initiatives to
improve processes or procedures. In concept, flexible capacity is most available for
new projects. Unfortunately, there are more requests than available capacity, so the
addition of something new to a function area requires the reprioritization of something
underway. An excellent example of a project that currently relies on flexible capacity
is improvements to Geographic Information Systems (GIS.), which helps with
visualizing data.
Attachments
1. City of Menlo Park Staff Capacity Summary DRAFT – January 9
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City of Menlo Park Staff Capacity Summary
DRAFT - January 9

10
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70

80

100

100

Total
FTEs
10.00

City Manager's Office

1

City Council support

3.25

2

Special projects

2.00

3

Public records

0.75

4

Communication

1.00

5

Public engagement

1.00

6

Sustainability

2.00

Ref #

Administrative Services

7

Finance

9.40

8

Human resources

6.30

9

Information technology

7.30

Ref #

Community Development

10

Planning

11

Building - inspections

6.30

12

Building - plan checks

1.30

13

Building - permitting

6.30

14

Housing

2.15

15

Economic development

1.05

Ref #

Community Services

16

Gymnastics

17

Menlo Children's Center

18

Onetta Harris Community Center

19

Seniors

20

Belle Haven Children's Development Center

21

Arrillaga Recreation Center

4.40

22

Youth and adult sports

3.50

23

Special events

2.45

Ref #

Library

24

Main library - youth services

4.75

25

Main library - information services

5.00

26

Main library - access services

5.00

27

Branch library

3.75

Ref #

Police

28

Patrol - beats 1, 2, and 3

32.60

29

Patrol - traffic

10.95

30

Patrol - community response team

6.25

31

Special operations - investigations unit

4.30

32

Special operations - detective unit

5.35

33

Special operations - administration

3.30

34

Special operations - communications

8.95

35

Special operations - records

4.80

Ref #

Public Works

36

Transportation

37

Engineering - capital projects

8.80

38

Engineering - land development

9.95

39

Engineering - utilities

4.35

40

Maintenance - facilities

7.00

41

Maintenance - fleet

2.45

42

Maintenance - parks

9.25

43

Maintenance - streets

5.90

44

Maintenance - trees

4.70

45

Maintenance - water

0

--

--

% of available hours

% of available hours

--

90

Ref #

0

--

40

--

--

100

100

23.00

31.00
13.90

0

--

% of available hours

--

100

52.25
7.95
11.60
3.05
3.10
16.20

0

0

0

--

--

--

% of available hours

% of available hours

% of available hours

--

--

--

100

100

100

18.50

76.50

69.50
10.10

7.00
280.75

Mandated by fed, state, local law

City Council

5.00

Baseline services

City Attorney

1.00

Flexible - project oriented

v.20200109

Total FTEs 286.75
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