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REPORT EXECUTIVE BRIEF

Conduct an Organizational Review and Budget Stabilization Study to
develop a strategic, goal-focused, sustainable budget strategy. As
requested by the City, the study included an assessment of all City

Request . : ) . . .
department operations with a focus on financial, public works, police
and fire departments, and on issues associated with homelessness in the
City and the City’s response.

A comprehensive report and Five-Year Strategic and Implementation
Plan including recommendations and implementation strategies based
on survey data, planning sessions, Town Hall meetings, and document
review | Financial, public safety, public works/infrastructure operations,
and homeless response assessments | Mission, Vision, Core Priorities,
and Values Statements

Core Deliverables

The City of Sonora’s mission is to foster a safe, vibrant, and prosperous
community that enhances the quality of life for all

.. With leadership and integrity, the City of Sonora commits to excellent
Vision . . . ;
service through collaboration and innovation
Service, Innovation, Integrity, Collaboration, Respect, Leadership
Community Priorities Homelessness | Infrastructure Management/Maintenance | Public Safety
y | Growth and Development | Fiscal Stability

Fiscal Responsibility and Stability | Infrastructure and Engineering |

Core Council Public Safety / Disaster Preparedness | Economic Development /
Priorities Growth / General Plan | Homelessness Issues | Staffing —

Salary/Benefits/Training/Retention

Mission

SIVCRCEIGECH [ Full plan provided in Appendix A. Executive Summary presents high
Il Nl priority recommendations and costs.

(1) Address challenges with homelessness | (2) Invest in infrastructure
maintenance and improvements | (3) Assure strong public safety
services (police and fire) | (4) Provide effective planning for growth,
Core Themes attainable housing, and business development | (5) Assure the City’s
ability to meet community needs now and into the long-term future by
stabilizing the City’s long-term fiscal situation, increasing staff in
critical functions, and providing competitive salaries.
i

Report Executive Brief Pagel. .75 GATE



This page was intentionally left blank



City of Sonora
Organization Review and Budget Stabilization Study

EXECUTIVE SUMMARY

Citygate Associates, LLC (Citygate) is pleased to present this Organizational Review and Budget
Stabilization Study for the City of Sonora (City). The Citygate Project Team members who have
had the pleasure of working on this project are grateful to the City’s elected officials, staff, and
community members who devoted their time and energy to provide information for the study and
to participate in the interviews, surveys, and community workshops conducted. Citygate remains
impressed with the commitment and the passion for the community and its future that members of
the Sonora community display and the opinions and ideas that they have so generously shared
during the conduct of the study.

Located in the Sierra Nevada Foothills, in the heart of California’s Gold Country, Sonora is the
county seat of Tuolumne County, and the sole incorporated city in the County. Sonora was
incorporated during the California Gold Rush on May 1, 1851, and is the 11" oldest city in
California. Today, the City remains known as the “Queen of the Southern Mines” and its rich and
vibrant history along with its friendly, small-town atmosphere and its abundant scenic beauty make
it a desirable place to live and a popular destination for visitors.

Although the City serves a total population of as many as 22,000-25,000 visitors, residents,
workers, and persons living and working in nearby unincorporated areas, the City’s 2023
residential population of just 5,046 makes it the 54" smallest of California’s 482 incorporated
cities. As such, the City is challenged with many of the same issues that are common in other small
communities throughout the state, particularly those in rural areas, including a small City staff; a
lack of adequate fiscal and other resources to adequately address the community needs for City
services, the provision and maintenance of utility/transportation and other infrastructure, and
competitive staff salaries and benefits; and the lack of a readily available and robust network of
other agencies and outside resources to support and supplement City resources and service
delivery.

Citygate found, through conversations with residents and City staff, that there was a deep sense of
pride and care among Sonora residents. Community members demonstrated that they value and
take an active role in protecting the community’s vibrant historical heritage, natural beauty, and
small-town feel. At the same time, Citygate heard that members of the community share several
desires and concerns that require additional attention to assure the long-term fiscal and operational
viability of the City and to improve and safeguard the community’s quality of life into the long-
term future for residents and visitors alike. Among those concerns are bringing smart economic
growth; planning for and providing needed infrastructure maintenance and improvements;
assuring the City’s long-term financial stability and its ability to attract, appropriately compensate,

1 Worldpopulationreview.com

Executive Summary Page 3 “

I~ » s s o ciaTEs


https://citygateassociates-my.sharepoint.com/personal/cjackson_citygateassociates_com/Documents/Sonora%20Draft%20Report/Components/Worldpopulationreview.com

City of Sonora

Organization Review and Budget Stabilization Study
. _______________________________________________________________________________________________________________________________________|

and retain an adequate level of staff; and addressing the several significant issues related to
homelessness in the community.

As a key part of the study process, Citygate was able to distill the hundreds of City and community
comments and ideas it heard into five consistent themes. These themes offer a quick snapshot of
the interests and issues that arose most frequently and consistently throughout Citygate’s review
and that form the central context and focus of the study and the recommendations it contains.

Theme One: Address the on-going community challenges associated with
homelessness.

Theme Two: Invest in infrastructure maintenance and long-term infrastructure
improvements including road repairs and maintenance, storm
drains, sidewalks, and traffic/circulation system.

Theme Three:  Assure strong public safety services (police and fire) including
assuring adequate staffing and equipment to address crime
prevention, law enforcement, and disaster preparation and
response.

Theme Four: Provide effective planning for growth and annexation and
implement smart attainable housing development and business
development including tourism and small business development,
and filling vacant business spaces while maintaining the historical
integrity, character, and charm of the downtown.

Theme Five: Assure the City’s ability to meet community needs now and into the
long-term future by stabilizing the City’s long-term fiscal situation,
increasing staff in critical functions and providing competitive
salaries to assure the City’s ability to attract and retain an adequate
number of capable staff.

Although Citygate found that there is a high level of consensus among community leaders, elected
officials, City staff, and community members about the City’s needs and the community’s vision
for the future, at the current time, there is currently no strong framework or plan in place to bring
the community’s aspirations and ideas into sharp focus and productive implementation. That is a
primary purpose of this study.

To identify strategies to strengthen the City’s overall long-term fiscal stability and to assure its
ability to reliably meet current and future service needs in the face of the various challenges the
City continues to experience, the Citygate team conducted a high-level financial analysis to assess
the City’s current financial resources and operations and to develop strategic recommendations.
Citygate further conducted a similar high-level analysis of the City’s existing public safety (Police
and Fire Departments), its infrastructure management and maintenance resources and operations

nfin

ciTygarteghage4 Executive Summary



City of Sonora

Organization Review and Budget Stabilization Study
. _______________________________________________________________________________________________________________________________________|

(Public Works Department), and the existing situation and response to issues associated with
homelessness in the community. These assessments target key areas of the City’s operations and
service delivery identified as community priorities. This report provides detailed information on
the results of these assessments and specific recommendations that City leaders, staff, and residents
can use to begin making critical strategic decisions for the City’s future. This report explains and
summarizes the priorities and recommendations developed as a result of the study.

In particular, a prominent recurring theme discussed throughout this report in each of Citygate’s
department high-level organization reviews is the current lack of adequate staffing to complete
work. The City’s FY 2023-24 budget shows that the number of City staff has fallen from 57 in
2007 to less than 45 (44.85) currently. In the same time period, California cities have experienced
increasing service demands brought about by population increase, new and more complex
regulatory requirements, and the impacts of major emergencies to name a few of the challenges.
Sonora has experienced all of these impacts and is currently dealing with significant on-going
impacts related to the situation of homelessness in the community.

Citygate’s comparative analysis shows that 7 of the 10 similarly sized comparator cities reviewed
employ between 3 and as many as 44 more staff than Sonora does currently. Additionally, the
information that Citygate gathered in individual staff interviews and through its Citywide
employee survey demonstrated that despite the City’s positive “can-do” and team-spirited
employee work culture, the continuing difficulties that the City is experiencing with elimination
of staff positions, employee turnover due to below-market salaries, and the continual pressure to
“do more with less,” are taking a toll on employees and their ability to complete critical projects
and to maximize service delivery efficiency and effectiveness. Many of Citygate’s
recommendations focus directly on the need for the City to develop strategies to increase staffing
in several key areas of the City’s operations and to address significantly below-market employee
salaries to assure that the City is able to adequately respond to community needs and interests now
and into the future.

STRATEGIC PLAN OVERVIEW

On June 9, 2023, Citygate facilitated a full-day strategic planning workshop attended by the City
Council, City staff, and members of the Sonora community. At the workshop, the Citygate team
provided information on the results of its work to gather broad community stakeholder input on
the community’s service needs, issues affecting the community quality of life, and community
members’ vision and aspirations for the future of Sonora.

During the strategic planning workshop, the City Council, City staff, and the community
participated to select, categorize, and prioritize all the items that were gleaned from both
community and employee surveys, stakeholder interviews, historical data, the General Plan,
previous strategic plans, and point-in-time items. This information generated a comprehensive list

Executive Summary Page 5 “

I~ » s s o ciaTEs



City of Sonora
Organization Review and Budget Stabilization Study
. _______________________________________________________________________________________________________________________________________|

of items to be evaluated and organized into concise statements of the community’s current
priorities (referred to as “Combined Priorities” in Appendix A—Five-Year Strategic and
Implementation Plan) in the following areas:

* Economic Development

Infrastructure

General Plan | Community Development
Budget/Fiscal

Fire

Police

Homelessness

Arts and Culture (Program)

Innovation

Honorable Mentions

® 6 6 6 6 6 O O o o

Communication

Citygate also developed recommendations for each of these areas as part of its high-level
organization review. These recommendations appear throughout Sections 6 through 9 of this report
and are also found within the Five-Year Strategic and Implementation Plan in Appendix A, which
presents all Combined Priorities for each area followed by Citygate’s recommendations for each
area, containing 125 total Combined Priorities and recommendations.?

The results from the strategic planning workshop and follow-up staff collaboration efforts include
the voting tallies, estimated budget and resource impacts, and recommended tier priority for
implementation. Setting priorities is a challenging and critical element of any implementation and
it is not uncommon for the results of the prioritization process to show an imbalance, with most
items as a high priority. Available budget and resources are among the key factors to consider for
successful implementation. As discussed in Section 10.2—Implementation Fail Facts and

2 Since Citygate’s recommendations throughout this report refer to specific item numbers in the Five-Year Strategic
and Implementation Plan, they do not necessarily appear consecutively in this report. Also, the Combined Priorities
are only featured in Appendix A—Five-Year Strategic and Implementation Plan, thus not all 125 items included in
the plan are found in the body of this report.
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Strategies, it is important to remember the various elements that influence the actual achievable
outcomes.

The Five-Year Strategic and Implementation Plan includes priorities to be considered for
implementation over a five-year period, which Citygate recommends begin January 1, 2024, to
offer time to lay the groundwork; develop a communications strategy; develop and/or reorganize
the staffing, team, committees, and volunteers; perform initial startup work related to
accountability and performance approaches; adjust cost estimates; and perform additional
research.

Organizing the priorities in tiers, each representing an 18-month period, provides time for planning
and resource allocation. The full Strategic Plan includes the following three tiers.

2 Tier 1 is high priority (first 18 months; January 2024 — June 2025)
. Tier 2 is mid-level priority (second 18 months; July 2025 — December 2026)

2 Tier 3 is lower priority (third 18 months; January 2027 — June 2028)

For High Priority Tier 1 items where costs can be estimated, the amounts are shown in Table 2 and
Table 3 within this Executive Summary. This does not include new a police building or
retrofitting/assessment of the police building. Per City staff, available Measure Y funding for FY
23-24 is estimated to be approximately $2.8 million. It should be noted that the total cost of the
projects identified as Tier 1 priorities by the Council, alone, totaled approximately $11.5 million,
leaving a funding gap of approximately $8.7 million. It should also be noted that assuming the
continued use of available Measure Y proceeds of approximately $2.8 million, with assumed
growth of 3 percent, and when other operational assumptions are considered, the City will begin
to experience operational deficits in FY 24-25 and continuing, at least, through FY 26-27 as
reflected in following table. The point being made here is that Measure Y, although providing
additional funding to address some of the City’s strategic priorities, is not a fix-all solution by
itself. Other revenue opportunities, including but not limited to seeking state and federal funding,
as well as cost-saving efficiencies must continue to be explored.
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Table 1—City of Sonora — Multi-year Projection — General Fund

o FY 23/24 FY 24/25 FY 25/26 FY 26/27
Budget Projected Projected Projected
Revenues
Taxes 9,971,400 9,122,724 9,228,616 9,336,298
All Other 3,441,750 3,837,550 3,892,450 3,956,525
Total Revenues 13,413,150 12,960,274 13,121,066 13,292,823
Expenditures
Pre Strategic Plan 10,290,000 10,413,317 10,657,666 10,914,289
Potential Strategic Plan 2,800,000 2,884,000 2,970,520* 3,059,636*
Total Expenditures 13,090,000 13,297,317 13,628,186 13,973,925
Net Operating Income/(Loss) 323,150 (337,043) (507,120) (681,102)
Ending Total Fund Balance 4,187,629 3,850,586 3,343,466 2,662,364
Ending Unassigned Fund Balance 4,154,355 3,817,312 3,310,192 2,629,090
(Léggﬁifggci‘;‘:nfyaﬁrndsg'ance 3,816,117 3,479,074 2,971,954 2,290,852

*3% Inflator

Source: Actuals per ACFR; FY23 and FY24 Budget per budget document

Recommended Tier 1 Priorities and Costs

Following are two tables showing the Tier 1 recommended priorities, beginning with one-time,
non-recurring costs in Table 2, followed by on-going, recurring costs in Table 3. Please note that
the recommended priorities shown in the following tables are presented in order according to their
recommendation number, which is how they appear in Appendix A. They are not presented in
priority order.
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Table 2—Tier 1 Recommended Priorities — One-Time, Non-Recurring Costs — Years 1-2

One-Time, Non-Recurring Costs

Recommendation #

in Strategic Plan

Business Incentives/Programs (i.e., Facade, Forgivable $50,000 43

Loans)

IE}tonsgl';ant for Efficient Processes and Regulations for $100,000 46
ermitting

Evaluation of Airbnb Ordinance and Developing Vacant

Property Registration and Ordinance (L0 il

Infrastructure CIP (Capital Improvement Plan — Roads,

Sidewalks, Curbs, Crosswalks, Gutters) $225,000 #24

Facilities Assessment and Plan (Including Police Facility) $50,000 #25

Vehicle and Equipment Replacement Plan (Leasing) $150,000 #26

Pavement Management Partnership (Initial Startup Cost) $75,000 #28

Update General Plan (Utilizing Five-Year Strategic Plan as $300,000 (set-aside) 446

Baseline) (total est. $1,000,000)

Fee Study $75,000 #50

Police Equipment (Radio Repeater / CarCams / Guns / $61,000 473

Technology)

Refresh Dispatch Consoles and Ensure Radio Interoperability $175,000 #76

Homelessness Support Plan / Strategic Plan or 2—-3

Recommendations in this Five-Year Strategic Plan $75,000 #82 —#99

Gre_lffm Reduction and Mltlggtlon (Historic Downtown $75.,000 #100

Maintenance and Preservation)

Development of “Use Locals First” Ordinance/Program $35,000 #110

Public Signs, Decals, and City Logos Identifying City Workers

and Equipment and Showing Where all Measure Y Funds are $25,000 #112

Being Utilized

Cybersecurity Detection Assessment $10,000 #119

Social Media / Communication $12,000 #124

Total One-Time, Non-Recurring Costs $1,518,000 _

Executive Summary
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Table 3—Tier 1 Recommended Priorities — On-going, Recurring Costs — Years 1-2

Recommendation #
in Strategic Plan

On-going, Recurring Costs

*Community Events $50,000 #21
Pavement Management Partnership (On-going Annual Cost) $5,000 #28
Unfunded Liability $150,000 #49
Deputy City Administrator (Succession Planning) $25,000 #59
CIaSS|f_|cat|on and Compensauon Study for Recruitment and $360,000 #60
Retention (Implementation Cost)

Fire Suppression / Mitigation Efforts / Fuel Reduction $50,000 #62
Disaster Prep Plan with Evacuation Routes (Initial One-Time Cost $75,000 #63
and On-going Annual Cost)

Fire — 1 FTE Fire Prevention Officer/Inspector $84,000 #69
Code Enforcement Support (Consulting) $50,000 #78
*Homelessness Education $10,000 #81
Additional Cleaning of Downtown—Graffiti Reduction, Sidewalks,

Benches, Garbage Cans—Supported by Internal and/or External $75,000 #100
Resources

Economic Development Contract $50,000 #108
*Citywide Training Budget (Personnel Development, Certifications, $50,000 #123
Conferences)

Total On-going, Recurring Costs $1,034,000 _

* Optional or likely recurring

The costs shown in the two previous tables total $2,552,000, leaving room for adjustments to the
estimated $2,800,000 projected FY 23-24 revenues from Measure Y. Based on Citygate’s
recommendation, available Measure Y revenues would be reduced by approximately $1,034,000
to cover on-going, recurring costs in future years as shown in Table 3.

Citygate emphasizes that although it is prudent and necessary to monitor and track collection and
use of Measure Y funds, this should be part of a wholistic approach for all revenues to effectively
address the strategic needs of the City. Citygate recommends that all Tier 2 priorities listed in the
Strategic and Implementation Plan requiring an expenditure in FY 24-25 or FY 25-26 be carefully
planned.

An option available to the City to address capital project needs, such as public facilities
construction/renovation and infrastructure, is through the issuance of debt. This allows the City to
leverage identified revenue streams such as Measure Y funds to complete needed capital projects
sooner than would be the case with waiting for the cash to accumulate.
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There are three distinct types of debt that can be issued by local government:

1. General obligation (GO) debt is secured by the full faith and credit of the local
government issuing the debt. A municipality pledges its tax revenues
unconditionally to pay the interest and principal on the debt as it matures.

2. Revenue debt is different from GO debt in its method of repayment. Unlike GO
debt, which relies on taxation, revenue debt is guaranteed by the specific revenues
generated by the issuer.

3. Special assessment debt is debt repaid from assessments against those who directly
benefit from the project the funds have been used to finance.

There are several instruments that are used related to the types of debt mentioned above, such as
bonds, certificates of participation, lease purchase contracts/agreements, etc. and all have varying
limitations and restrictions as to issuance and use of proceeds and require financial and legal
professionals to take advantage of this option. The structure and cost of this option depends on
several factors, including the City’s credit worthiness and future fiscal condition and market
conditions at the time the debt is issued, but this option is commonly used by municipalities to
address capital and infrastructure needs where internal cash funding is not an option. This option
would also minimize the up-front impact on available Measure Y revenues to allow other priority
projects to be funded earlier.

SUMMARY OF EMPLOYEE AND COMMUNITY SURVEY RESULTS

Employee Survey Summary

Citygate conducted an internet-based survey of City employees between May 8 and May 19, 2023.
Survey results are described in more detail in Section 4 and Appendix D. Following are three
tables that best summarize the themes of employee feedback. Employee responses to questions
display the high value employees place on teamwork and workplace relationships. The responses
also highlight issues associated with lack of available resources to provide sufficient staffing to
address the workload and to provide competitive employee salaries. Also, employees identified
that the issues associated with homelessness are the community’s biggest current challenge. As
identified in other sections of this report, this response is consistent with the results of Citygate’s
community survey and with information Citygate gathered through interviews with community
stakeholders.

8 https://mrsc.org/explore-topics/finance/debt/types-of-municipal-debt#Debt%20types
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Table 4—Open-Ended Response Count: “If there was one thing you could change and/or
would like to see changed, what would it be?”

Count ‘ Response

6 Increase staffing levels/decrease workload

More opportunities for growth, training, and advancement

5
4 Better pay
2 New building

New or improved facility for the Police Department. There is a lack of parking and sufficient

£ resources to adequately complete all of the tasks that are required.

Table 5—Open-Ended Response Count: “What do you think are the biggest strengths of
the organization?”

Count ‘ Response

10 Relationships/teamwork

4 Staff / each other

3 Communication and dedication of staff

2 Small team size

1 The management team is very experienced

Table 6—Open-Ended Response Count: “What do you think are the biggest challenges in
the community right now?”

Count Response

16 Homeless crisis

Crime

Substance abuse

Fire danger

Funding/revenue

The economy

Annexation and growth

Blight

PRI [INININI W[ W

Community Survey Summary

Citygate conducted an internet-based survey of members of the Sonora community between May
3 and May 23, 2023. Survey results are described in more detail in Section 5 and Appendix E.
Following are two tables that best summarize the themes of community feedback. Sonora’s small
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town feel and the connection that residents feel with one another is a key strength of the Sonora
community. The area’s scenic beauty, its proximity to nature and the outdoors, and the
community’s historic charm are all comments Citygate observed repeatedly and are reasons
Sonora’s residents appreciate their community. Regarding community input on City priorities,
there was a theme of concern about issues associated with homelessness and the impacts the
community is experiencing. Survey respondents also voiced significant concern about road repairs
and maintenance, public safety and health, and City development and growth.

Table 7—Top Ten Responses to Open-Ended Question: “What do you like best about the

City of Sonora?”

Count Item

119

Community Spirit / Friendliness of Residents

116

Small Town Feel

56

Scenic Beauty & Environment

47

Historic Charm & Architecture

41

Local History & Heritage

41

Proximity to Nature & Outdoor Activities

32

Safety & Peacefulness

31

Community Support & Togetherness

27

Downtown Area (Including Businesses, Charm, & Events)

26

Variety of Local Activities & Events

Table 8—Open-Ended Response Count: “What are the top 3 specific priorities that should

be focused on by the City in order of importance?”

Count ‘Weighted Count Item

261 603 Addressing Homelessness

135 292 Road Repairs & Maintenance

104 233 More and/or Affordable Housing

55 116 Police Staffing & Response

55 107 Crime & Law Enforcement

58 104 Community Interaction & Cultural Activities
48 97 Traffic Flow & Diversion

49 90 Development & Management of Public Spaces
42 86 Mental Health Care & Facilities

43 82 Filling Vacant Businesses

45 82 Street Safety & Cleanliness

42 77 Tourism & Small Business Development

Executive Summary
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PRIORITIZATION AND IMPLEMENTATION

Prioritization and implementation are two of the most challenging aspects in management. As
such, there are a variety of successful tools and techniques that can aid in successful outcomes.
While both elements are a must in any agency, it is even more critical and challenging within local
government. As best practices can differ from one city to another, the recommendations within
this Five-Year Strategic and Implementation Plan were formulated based on a top-ten
methodology, utilizing a combination of optimal and proven 360-degree approaches shown in
Table 9.

Table 9—Top-Ten Methodologies Used for Implementation and Prioritization

Methodology ‘ Description

One size does not fit all. Spread the opportunities, resources, and funding

1L BEIETEEE AEoEED throughout different goals.

Do not put the cart before the horse. Thoughtfully consider a plan and find

2. Sequential Sense efficient approaches to solving various challenges.

Collect extensive and unbiased input from the community, volunteers, staff,

€ (U E s e and elected officials in a collaborative approach.

4. Data Collect and analyze relevant data.

Fiscal Care What can be funded and how can it support long-term fiscal stability?

Who was involved and how were the priorities determined? Utilize the

6. Voting priorities voting in an appropriately weighted approach.

Reach (How many people are impacted by this decision/choice?), Impact
(How are these people impacted? Massively, high, medium, or low),

7. RICE Approach Confidence (Gut instincts and awareness of emotionally charged or
politically sensitive situations), Effort (What will it take to really accomplish
this goal?).

8. Capacity Understand limitations. Work towards appropriately growing capacity to

meet needs.

Determine “Must haves” for survival and safety; “Should haves” for efficient
and effective approaches and goals that support priorities and the overall

9. MoSCoW Approach* | wellness of the community and organization; “Could haves” that will have to
wait but are eventually desired; and “Won’t haves” that have no current
resource allocation and are a low priority.

Does the work align with the culture, needs, and vision now and in the

10. Alignment future?

4 Clegg, Dai; Barker, Richars (1994). Case Method Fast-Track: A RAD Approach. Addison-Wesley. ISBN 978-0-
201-70913-1.

“ Page 14

CITYGATE Executive Summary



City of Sonora
Organization Review and Budget Stabilization Study

COMMENDATION FOR MOVING FORWARD

Citygate commends Sonora’s City leaders for their foresight in recognizing the importance of
investing the time and resources necessary to have this study conducted to assist in clarifying
where the City currently stands both operationally and financially and to serve as the foundation
for further strategic planning and action. With this roadmap and the commitment of City leaders,
staff, and residents, Citygate is confident that Sonora has the ability to focus its energy on creating
the bright and prosperous future the community envisions.
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City of Sonora
Organization Review and Budget Stabilization Study

SECTION 1—INTRODUCTION

To aid the reader in reviewing and using this Organizational Review and Budget Stabilization
Study, this report is organized in 10 sections including this introductory section which provides a
comprehensive overview of the report organization, study purpose, and the scope of work
performed. As discussed below in detail, these sections are organized in a manner that is intended
both to offer a logical and seamless “flow” in telling the story of this study and to allow the reader
to quickly locate specific topics of interest. Supporting documents, charts, and other resource
materials that provide additional detail to information in the report are attached as appendices to
the report. The content of each section of the report is summarized below.

1.1 STRUCTURE OF THE REPORT

Executive Summary

This section summarizes the study, the Five Key Themes, and includes the highest priority
recommendations from the Five-Year Strategic and Implementation Plan (including costs) to be
implemented during the first 18 months of the five-year planning horizon.

Section 1 — Introduction

This section introduces the study, the organization of the report, and provides an overview of the
project scope and objectives.

Section 2 — City of Sonora’s Unique Situation

The unique character, history, and demographics of the Sonora community are briefly described
in this section of the report as background for the study work. This section also discusses the Five
Key Themes that emerged through Citygate’s extensive outreach to stakeholders through the
community and its review of the hundreds of comments Citygate gathered throughout the study
process. Sifting through and analyzing these comments allowed Citygate’s team to summarize the
information collected into several clear and consistent topics or themes that provide a clear picture
of the community’s opinions, concerns, interests, and its vision for the community’s future.

Section 3 — Overview of City Departments

This section of the report presents the results of Citygate’s review of the City organization, its
structure, departmental operations, and identification of the short- and long-term challenges
impacting the City’s ability to address both basic services as well as the specific needs and interests
of the Sonora community including staffing and capital/infrastructure needs. Although the City is
significantly constrained by its available resources, the City capably provides many basic
municipal services consisting of administration (management of the City’s administrative, finance
and human resources operations); police and fire public safety services; public works including
maintenance and management of the City’s streets/roads, sidewalks, parks, and facilities
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infrastructure; and community development including planning, building, and engineering
services. This section also presents a comparison of Sonora to other comparably sized cities and
includes a summary of best practices for small rural cities that can be used to assist in evaluating
City operations.

Section 4 — Employee Survey Results

Thirty City employees participated in an online survey prepared as part of Citygate’s study to
gather data and assess employees’ opinions and perceptions about the City’s mission, goals,
objectives, and vision for growth as well as topics related to employee workload, staffing, customer
service, training, reporting relationships, and cost cutting opportunities. In addition, a section of
the survey was devoted to seeking employees’ experiences and opinions related to homelessness
in the community. A summary of the survey results and Citygate’s analysis is presented in this
section of the report. The complete employee survey analysis is presented in Appendix D.

Section 5 — Community Survey Results

A community survey was also completed as part of the Citygate study to gather data from residents,
businesspeople, and other community stakeholders about their opinions and perceptions
concerning the City generally, the local business environment, the City’s services and
infrastructure, challenges associated with homelessness in the community, future growth and
development in the City, and community members’ interests and vision for the future of Sonora.
Open-ended questions in the survey provided an opportunity for respondents to identify their
specific priority interests and concerns. A summary of the survey results and Citygate’s analysis
is presented in this section of the report. The complete community survey analysis is presented in
Appendix E.

Section 6 — High-Level Financial Review

A key part of the work program requested by the City was an assessment of the City’s current
financial situation and the completion of a strategic analysis to identify opportunities for revenue
enhancement and opportunities for expenditure containment or reduction. This section presents
the results of Citygate’s assessment, providing a high-level analysis of the City’s current financial
situation, including all major funds, and recommendations for strategies to stabilize the City budget
and align community service delivery needs and goals with available resources for the long term.
This analysis is accompanied by detailed spreadsheets reflecting the data used by Citygate in its
analysis, as well as a five-year financial model template and CIP model samples in Appendix B
and Appendix C.

Section 7 — High-Level Citywide Organizational Review

This section provides Citygate’s high-level Organizational Review presented in the following
order: Police Department, Fire Department, Public Works Department, Administrative Services
Department, and Community Development Department. An overview of each is provided below.
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Police Department

The Sonora Police Department is a full-service agency providing law enforcement, crime
prevention, and investigation and all other standard municipal police functions including operation
of its own Public Agency Access Point (PSAP), or dispatch center. Citygate’s high-level review
provides an overview of the Department’s operations and focuses on issues affecting the
Department’s ability to safely perform its responsibilities consistent with the community’s high
priority to assure capable and effective public safety services. In particular, the review covered
topics and needs related to staffing, professional development, radio interoperability, and facility
and provides recommendations to strengthen delivery of services.

Fire Department

The Sonora Fire Department provides fire suppression, limited rescue, Basic Life Support (BLS)
pre-hospital emergency medical, initial hazardous material release/spill, fire prevention, and
related services. In addition, the Fire Chief serves as the City’s Emergency Operations Center
Coordinator. In addition to its full-time staff, the Fire Department routinely relies on volunteers,
part-time staff, and interns to achieve daily response staffing. Citygate’s analysis focused on issues
related to staffing, equipment, technology, and departmental procedures and provides
recommendations to address operational deficiencies and to secure safe and effective service
delivery.

Public Works Department

The Sonora Public Works Department provides a broad range of infrastructure maintenance and
management services including pavement management (streets, roads, sidewalks), parks and
facilities maintenance, and vehicle maintenance and replacement. As result of staffing reductions
and reorganizations over the past several years, the Department is now operating under direction
of the Community Development Director. Citygate’s review includes an overview of the
Department and its current operations with focus and recommendations in several key areas where
the review identified opportunities to strengthen services and assure their ability to keep pace with
the community’s long-term needs and interests. These areas of focus include: staffing, succession
planning, pavement management, the City Engineer function, vehicle maintenance, replacement,
and long-term planning for infrastructure maintenance, rehabilitation, and replacement.

Administrative Services Department

The Administrative Services Department provides overall management oversight and
administration for the entire organization. For budget purposes, Administrative Services
incorporates the following key City programs and services: City Administration, City Clerk,
Finance, Human Resources, Risk Management, Information Technology, and Fleet Management.
Including the City Administrator, the Department is comprised of a total of five full-time
personnel. Citygate’s review includes an overview of the Department and its current operations
with focus and recommendations in several key areas.
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Community Development

The Community Development Department is comprised of one full-time equivalent (FTE)
Community Development Director. Planning, building, and engineering staff roles are currently
filled by consultants and provide services as needed on a full-time or part-time basis. The
Community Development Director is currently in charge of the Sonora Opera Hall and Community
Center and oversees various special events in the City. The Director also supervises the Public
Works Department and serves as the Department head for four FTEs who oversee City facilities,
parks, landscape, City parking lots, and the cemetery. Citygate’s review includes an overview of
the Department and its current operations with focus and recommendations in several key areas.

Section 8 — High-Level Review of Challenges Related to Homelessness

The Sonora community is currently faced with a number of significant challenges related to the
situation of homelessness in the community. Throughout the Citygate study process, community
members repeatedly raised concerns about homelessness as a highest priority. This section of the
report presents the results of Citygate’s high-level analysis and provides both an overview of the
current homelessness situation in Sonora and background information on homelessness generally
along with recommendations to support the community’s interests for effective and compassionate
actions it can take to address the challenges associated with homelessness.

Section 9 — Additional Citygate Recommendations

This section contains Citygate’s Strategic Plan recommendations related to the additional topics
of economic development, arts and culture, honorable mentions, and communication. In addition,
this section contains recommendations related to the review of Chicken Ranch Rancheria Tribe of
Me-Wuk Indians partnership, as well as sample performance metrics for each City function.

Section 10 — Strategic Plan Development

This section contains a discussion of the Strategic Plan development process used for this project
and covers the Vision Statement, Core Values, Mission Statement, and Guiding Priorities
developed by the City. Implementation fail facts and strategies are discussed along with
implementation best practices. The full Strategic and Implementation Plan is provided in
Appendix A. Citygate has taken care to recognize the limited staff resources available to carry out
the action items in this study.

Appendices

A) Five-Year Strategic and Implementation Plan; B) Five-Year Financial Model Template;
C) Capital Improvement Plan Model Samples; D) Employee Survey Analysis; E) Community
Survey Analysis.
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1.2 PROJECT SCOPE

The purpose of the Organizational Review and Budget Stabilization Study is to assess the City and
its operations, including examination of its fiscal situation, to report to the City where it is now,
both operationally and financially, and to identify realistic and strategic recommendations for the
City to address priority community interests and issues.

The scope of the study encompassed the following specific objectives for Citygate’s project work
plan:

* Work with a project Steering Committee to determine areas of focus for the
planning process.

. Facilitate an Organizational Review including a review and analysis of the
organizational structure; departmental operations; identification of short- and long-
term challenges; basic service delivery; staffing and capital/facility infrastructure
needs; and evaluation of best practices for small rural cities.

* Complete a Budget Stabilization Study with presentation of sustainable budget
scenarios; a five-year financial forecast related to the General Fund and other
applicable major funds; identification and analysis of expenditure reduction
strategies; recommendations for alternative service delivery models including
contracting opportunities, private partnerships, or consolidation; identification and
analysis of revenue enhancements necessary to maintain City service delivery and
infrastructure needs.

. Facilitate strategic goal-setting workshop with Council Members and a Community
Town Hall meeting to guide strategic investments with limited resources and
prepare for the upcoming annual budget.

* Develop an implementation plan including recommendations for financial policies;
growth strategies; exploration of local funding alternatives; and methods, timelines,
and prioritization of short- and long-term implementation measures.

* Review and provide recommendations related to annexation strategies and Local
Agency Formation Commission processes, city and county finances, tax share
negotiations, economic development, public safety, tribal relations, and
homelessness.

ot
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SECTION 2—CITY OF SONORA’S UNIQUE SITUATION

2.1 THE BACKGROUND AND SETTING

The City of Sonora is located in Tuolumne County, California in the foothills on the western slope
of the Sierra Nevada mountain range. Sonora is the County seat of Tuolumne County (estimated
2023 population of 55,698) and is the only incorporated city in the County. The 5,046 residents
who call Sonora home, along with the approximately 20,000 residents of the nearby
unincorporated area and the thousands of people who visit annually, enjoy an abundance of scenic
natural beauty, the friendly, charming small town environment Sonora is known for, and the many
popular community events that the City hosts every year.

Known as the “Queen of the Southern Mines,” the City of Sonora has a rich and vibrant history
dating back to California’s Gold Rush days when miners from Sonora, Mexico, settled the City in
1848. The first documented discovery of gold in Sonora was in Wood’s Creek, an area long used
as a winter camping place by the indigenous Me-Wuk Indians, on March 17, 1849. News of the
discovery spread quickly and hopeful miners from the East Coast, Europe, Mexico, and South
America along with others from around the world flocked to the thriving town of Sonora driving
its population to about 5,000 that year. For years following, Sonora retained the reputation as one
of the most successful mining towns in California.

Like other Gold Rush towns, Sonora’s reputation in those early days was also one of a wild town
with numbers of armed desperadoes and gambling parlors. Perhaps at least partly to tame the
lawlessness of the growing community, the City was officially incorporated on May 1, 1851,
becoming the 11" incorporated city in California — one of the State’s very earliest. As gold fever
died down in the California foothills, and the Civil War broke out, Sonora’s population declined
and the community began to experience some economic hardship. At the same time, the Gold Rush
had begun what became a very strong and growing demand for wood products used in the mining
process and for building construction. With the rise of the timber and lumber industry and the
establishment of the Sierra Pacific Railway in the late 1800s, Sonora and the surrounding area
became a center for major timber harvesting and lumber mill operations and the community
population swelled again to just over 5,000 where it has remained through the current day.

Today many architecturally significant historic buildings remain in both residential areas and
particularly in Sonora’s picturesque downtown which retains much of its historic appearance.
Those buildings are maintained and protected as treasured reminders of the community’s long and
vibrant history. Their presence throughout the community is evidence of the Gold Rush era
prosperity that many of the City’s early residents enjoyed as a result of their vision and their hard
work, and they stand as a testament to the faith that Sonora’s ancestors had in the future of their
City. In recent decades Sonora has emerged as one of California’s popular tourist destinations,
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once again attracting people from all over to visit and enjoy the area’s unique scenic beauty and
Sonora’s special ambiance and charm.

Although rich in many resources, the City has been seriously challenged in recent years to maintain
an adequate level of City service delivery to reliably meet community needs and address new
issues. Like other municipalities throughout California, Sonora has been heavily impacted by the
several regional, national, and global crises of the recent past including the nation-wide economic
recession beginning in 2008, the 2020-2022 global COVID-19 pandemic, and the increasing
threats of wildfire and flooding brought about by climate change. As a small city in a relatively
out-of-the-way rural location, Sonora has likely even been disproportionately impacted by these
situations compared to other larger cities in the state whose larger base resources and staffing
levels provide some level of flexibility to adjust to changing circumstances.

In particular, due to lack of available funding, the City has been forced to reduce its already small
staff from 57 in 2007 to less than 45 today, a reduction of very nearly 22 percent. Although Sonora
has been fortunate that this small staff team is highly dedicated and capable and has become expert
at “doing more with less,” the City is still seriously challenged to keep pace with a workload that
is increasing both in scope and complexity. In addition, the lack of sufficient resources has
prevented the City from making necessary improvements and upgrades to its equipment and
technology that further hampers its ability to maximize its efficiency in managing the workload.
Many cities, including Sonora, also face various complex legislative pressures, and unpredictable
and at times unprecedented levels of risk exposure. These and other similar factors continue to be
growing threats to government agencies and communities and are often outside of local control.

In addition to its highly dedicated and hard-working staff, the City is fortunate that City residents
and those living in the surrounding areas share a deep passion and care for their community and
its future. As part of its study process, Citygate conducted interviews with City officials, businesses
owners, staff, residents, and other stakeholders and found, as one of its key takeaways, that they
typically displayed strong dedication to efforts directed not only at maintaining the unique charm
and character of their community but also at securing a sound and prosperous future for the City,
its residents, and visitors. In addition, Citygate found both through its community stakeholder
interviews and through its community survey, that the community members typically have a
positive attitude about the City, its staff, and the services it provides.

To address the City’s financial situation (resulting from the many challenges previously discussed)
and provide urgently needed resources for increased staffing—particularly in the Police and Fire
Departments—infrastructure, facility maintenance improvements, and necessary additions and
changes to the City’s equipment and technology, the City placed Measure Y on the November
2022 ballot to seek voter approval for a 1 percent sales tax increase estimated to increase City
revenues by almost $4 million annually. The measure passed with a nearly 58 percent majority of
those voting. The measure represents a “game changing” opportunity for the City to respond to
many of its financial challenges and to take meaningful steps toward achieving the future the
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community envisions; however, as discussed in more detail later in this report, a new state-wide
ballot initiative, if approved, will require the City to seek further voter approval to assure that the
positive impacts of Measure Y meet new voter approval requirements. Per discussion with staff,
after addressing existing anticipated budgetary shortfalls, it is estimated that available new money
from Measure Y would be about $2.8 million in FY 23-24.

Citygate’s review recognizes the City of Sonora’s unique situation and challenges, financial and
otherwise, and is intended to assist the City in its efforts to strategically harness available
opportunities to create the future the community envisions. The Strategic Plan that Citygate has
developed in conjunction with the City and its residents provides the initial roadmap for the
community as it embarks on this new and exciting chapter of the City’s history.

2.2 ELECTED OFFICIAL, CITY STAFF, AND COMMUNITY STAKEHOLDER INTERVIEW
PRIORITIES

In order to gather detailed information on Sonora community stakeholders’ opinions and ideas
about the things that the community considers most important for the community’s future, Citygate
conducted numerous individual interviews with the City’s elected officials, staff members,
business owners, community leaders, and others. The following reports on the results and the
community priorities that emerged from those interviews.

For each priority shown below, specific items that were mentioned in the interviews are grouped
by topic and the number of times that each item was mentioned is stated. For example, under the
priority topic area of Economic Development, “use the creek as an amenity” was mentioned seven
times by persons Citygate interviewed.

ot
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Table 10—Stakeholder Priorities for Economic Development (47 Mentions)

Priorities

Number of
Mentions

Business incentives/programs 8

Use the creek as amenity

Get more shops and restaurants, branded hotel, improve on Tourism

Trees/landscape

City entrance

Entertainment/activities

Bike rentals and bike-ability

Outdoor dining

Parking signhage

Regulations/efficient processes

N (NvVw|lw|lw|[sMINN~N

Tourism tax but not locals

Table 11—Stakeholder Priorities for Infrastructure (31 Mentions)

S Number of
Priorities .

Mentions
Roads and bridges 8
Safety, sidewalks, and crosswalks 8
Water pipes old S)
Need Capital Improvement Plam (CIP) for facilities, vehicle replacement plan, 4

drainage plan
Sewers/gutters 3
Walkability 3
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Table 12—Stakeholder Priorities for General Plan (24 Mentions)

Priorities Numb_er €
Mentions
Workforce affordable housing 8
Annexation 5
Thoughtful growth 5
Miscellaneous (grant opportunities) 2
Update General Plan 2
Software/tech upgrades for permitting and Police Department 2
Community benefits related to development Hﬁgﬂiﬁﬂe
Table 13—Stakeholder Priorities for Budget (15 Mentions)
Priorities Numb_er of
Mentions
Revenues 4
Stability 4
Fee study 3
Unfunded liability 3
Cost for services 1
Table 14—Stakeholder Priorities for Fire (15 Mentions)
Priorities Numb_er €
Mentions
Fire suppression/mitigation efforts 12
Disaster preparation and evacuation routes 2
Flooding mitigation 1
Table 15—Stakeholder Priorities for Police (12 Mentions)
Priorities Numb_er €
Mentions
Officers and reclassification 4
Police equipment, cameras, radio repeater, car cameras, and other technology 3
New building or possible use of existing site/building with upgrades 3
School Resource Officer needed, could perform multiple objectives 2
Section 2—City of Sonora’s Unique Situation Page 27 n
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Table 16—Stakeholder Priorities for Homelessness (12 Mentions)

L Number of
Priorities .

Mentions
Trash 5
Effecting tourism and businesses 3
Business entry 2
Comfort/perceptions 2

Table 17—Stakeholder Priorities for Grants (8 Mentions)

Number of
Mentions

Priorities

Writers / monitoring / matching 8
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2.3 IMPORTANT CONTEXTUAL THEMES

To best understand the City’s current challenges and opportunities, it is important to understand
the contextual themes that Citygate identified during its study. Throughout the study process, the
Citygate team interacted with dozens of Sonora residents, businesspeople, elected officials, as well
as other community leaders and stakeholders. Citygate gathered hundreds of comments through
interviews with elected officials, selected City staff and community stakeholders through online
surveys of City employees and community members, and at facilitated workshops.

The Citygate team then carefully sifted through all of the comments received and organized them
by topic. As this work unfolded, it became clear that while respondents stated their comments in
different ways, there is significant consistency among the comments and interests expressed by
members of the community. Ultimately, the Citygate team was able to synthesize and organize
this information into five theme statements that describe the community’s most important issues,
concerns, and highest priority interests for the future of Sonora. These contextual themes are
unique to Sonora and they underlie and affect everything the City does day in and day out.

Theme One: Address the on-going community challenges associated with
homelessness.

Theme Two: Invest in infrastructure maintenance and long-term infrastructure
improvements including road repairs and maintenance, storm
drains, sidewalks, and traffic/circulation system.

Theme Three:  Assure strong public safety services (police and fire) including
assuring adequate staffing and equipment to address crime
prevention, law enforcement, and disaster preparation and
response.

Theme Four: Provide effective planning for growth and annexation and
implement smart attainable housing development and business
development including tourism and small business development,
and filling vacant business spaces while maintaining the historical
integrity, character, and charm of the downtown.

Theme Five: Assure the City’s ability to meet community needs now and into the
long-term future by stabilizing the City’s long-term fiscal situation,
increasing staff in critical functions and providing competitive
salaries to assure the City’s ability to attract and retain an adequate
number of capable staff.
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SECTION 3—OVERVIEW OF OPERATING DEPARTMENTS

3.1 CURRENT ORGANIZATIONAL STRUCTURE

Incorporated cities in California are responsible for a broad range of direct, frontline services
which are specifically tailored to the needs of their residents. These services include:

* Law enforcement and crime prevention

* Fire prevention and suppression, disaster planning and response, emergency
response, and transport

Land use planning and zoning, building safety, engineering, and code enforcement
Library (County)

Local parks and open space maintenance as well as recreation

Water supply, treatment, and delivery

Sanitary sewer collection, treatment, and disposal

Storm water collection and drainage

Solid waste collection, recycling, and disposal

® 6 & 6 6 O o o

Local streets, sidewalks, bikeways, street lighting, and traffic controls

* Public transit.

Cities that provide most or all of these services in-house using city staff are typically referred to
as “full-service cities.” Cities that contract with a private provider or another public agency to
provide many of these services are typically referred to as “contract cities.” In other cities some of
these municipal functions are the responsibility of the county or a local special district. This is the
case for the City of Sonora. The City provides a majority of the basic municipal services and City
residents receive water and sewer services through the Tuolumne Utility District.

The Citywide organization chart from the City’s current Fiscal Year 2023-24 budget shown in
Figure 1 provides a visual snapshot of the City’s organizational structure and scope of City services
currently provided to residents.

ot

Section 3—Overview of Operating Departments Page 31C ITYGATE



Planning
Commission

Parking &
Traffic
Commission

City of Sonora

Organization Review and Budget Stabilization Study

Figure 1—City of Sonora Organization Chart

City of Sonora
Citizens

City Council
Mark Plummer — Mayor
Ann Segerstrom — Mayor Pro Tem
Matt Hawkins — Councilmember
Andy Merrill - Councilmember
Susanne Cruz - Councilmember

City
Administrator
Melissa Eads

City Attomey
Douglas White

Administrative
Services
Chris Gorsky

Finance

Human
Resources

City Clerk

Risk
Management

Information
Technology

Community
Development
Rachell Kellogg

Planning

Building

Engineering

Public Works

Facilities

Parks
Landscape

Parking
Lots

Cemetery

Police
Department
Chief Turu
Vanderwiel

Administration

Operations

Investigations

Volunteers

K-9 Program

Dispatch

Sonora Fire
Department
Chief Aimee
New

Administration

Operations

Emergency
Response

Volunteers

Prevention
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3.2 DEPARTMENT FUNCTIONS

The City’s organization chart shows the City’s operations tightly organized in four departments,
each responsible for a wide variety of services, as previously described.

* Administration Department — provides overall management, administration, and
direction for the entire City organization incorporating the following key programs:
City Council, City Clerk, City Administration, Finance, Human Resources, Risk
Management, Information Technology and Fleet Management, General Services,
and Medical Self-Insurance (Dental).

* Community Development Department — guides the physical growth,
development, and preservation of the City through planning, building, and
economic development services; provides grant and special programs and events
services; conducts environmental review; issues permits; inspects construction
projects; and manages updates and revisions to the City’s General Plan and Zoning
Ordinance. The Department also includes the City’s Public Works functions
including: maintenance of the City’s infrastructure and facilities, including street
repairs, storm drains, buildings, parks, parking lots, and cemetery; maintenance of
the vehicle fleet; identification of needed infrastructure improvements; and
managing delivery of improvement projects.

* Police Department — responds to emergency and nonemergency calls for service;
identifies criminal activity; investigates and prosecutes crimes; and provides
dispatch, crime prevention, and traffic safety programs.

* Fire Department — provides emergency response, fire prevention, fire suppression,
fire inspection, hazardous materials, and emergency planning/preparation services.

3.3 COMPARATIVE REVIEW

While it is difficult to make precise comparisons among cities, each of whom have different
geographic, historic, and demographic profiles, along with a unique community character,
priorities, issues, and level of activity, it is possible to use the comparisons to inform evaluation
and decision making about city operations and services. In particular, comparative analysis can be
helpful to identify alternative service delivery opportunities and support community education and
discussion about municipal operations and issues.

Citygate identified several cities of reasonably similar size and service delivery to Sonora to
conduct a comparative review of Sonora’s organizational structure and staffing. Several of the
cities that were used as comparator agencies for Sonora’s 2017 Classification and Compensation
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study were included (Grass Valley, Escalon, Angels, Placerville, Willits, and Jackson)® along with
a few other small cities that were selected because they have a similar visitor destination profile.
Those cities (Fort Bragg, Calistoga, Lakeport, and St. Helena), like Sonora, are providing public
safety response, infrastructure maintenance, and other services for a population that can be 4-5
times or more larger than the number of city residents. The following table shows the data Citygate
gathered about organization structure and staffing in comparator cities.

S Citygate did not use all of the comparison cities used for the 2017 Classification study because that study and the
current comparison do not have the same focus. The cities Citygate did not use are either much larger than Sonora or
they do not have a comparable visitor-serving profile.
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. . Other City
G'(:ene(rjal Adjusted Adrr_un. Finance EEMIT. Rublic . Functions .(Staff
Pop.t un Total SORES Dept. 2% e e not Included in the
S0 e FTE? Dt FTES e 2 i Adjusted Total FTE
(Millions) FTES 4 Column)
Grass | 1,038 | $165 | 105 89 | Fin 5HR 6 16 33 g | DLTIME Gl
Valley ’ ' ' ’ 13 Water/WW
IT, Clk
7 12 10.8 Water/WW
St Helena 5,309 $20.1 92.7 69.07 6 Fin, HR 5 18.2 6.75 Disp 14.12 7.85 Re(_:reatlon
5.98 Library
9 WW
5 3.4 Water,
. 22.5 Parking
Placerville | 11,033 $12.6 88.4 59.5 CIkI,THR, 7 6 12 7 Disp 55 CIP
11 Rec, Park
Maint
15 7 Water/WW
Calistoga | 5115 | $169 | 68 58 5 6 4 11 , 10 ,
Clk, HR 7 Disp 3 Recreation
Fort Bragg | 6,966 $11.9 66 58.5 CIkSHR 7 Fin, IT 3 18.5 25 7.5 Water/WW
wilits | 4,957 | $7.0 61 48 4 5 6 11 . I13i7$p 13 Water/WW
Lakeport 5,208 $7.3 56.5 47.5 6 55 55 14.5 15 9 Water/WW
17.8 6
Sonora 5,046 $10.3 44.85 44.85 5 1 6 - 8.8
6.3 Disp
9.38
Jackson 5,292 $5.2 41.51 37.51 (Incl. 2 9 13.38 5.75 4 WW
CDD)
Angels 3,936 $6.7 36 30 5 1 6 9 9 6 Water/WW
Escalon | 7,581 | $5.2 | 31.85 | 29.85 3 aEm | 225 6 14.6 2 Water

1 All information is from each city’s most recent operating budget available on the respective city’s website. Information for the cities of Escalon and

Grass Valley is from the FY 22—-23 budget. All other cities’ information is from the FY 23—-24 budget. Population data is from
https://worldpopulationreview.com

2 Adjusted Total FTE represents the city’s total FTE less those employees providing services that are not provided by the City of Sonora.

3 For each city the City Manager/City Administrator position is included in the number of FTE employees in the Administrative Services Department.

4 Abbreviations: FTE — Full Time Equivalent employee position; Fin — Finance; IT — Information Technology; Clk — City Clerk; Disp. — Dispatch; WW —
Wastewater; Rec — Recreation

® Some finance departments shown include staff to assist with utility billing.

6 8.8 FTE is shown to be consistent with the City’s budgeted FTE table (see Figure 2); but includes interns and volunteers and should be considered
effectively 7 FTE.

3.3.1 Organization Structure

For small city organizations with a small number of employees, the combination of the internal,
organization-serving administrative functions in a single department under a single department
head allows a small organization with a lean staff to contain costs and promote operational
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efficiency. This structure generally works well—if each of the various functions are adequately
staffed with sufficient numbers of employees to perform the assigned functions and who have at
least mid-level technical skills. This type of structure allows a city to contain costs not only by
avoiding the need for individual department management and supervision by multiple department
heads for finance, human resources, information technology, etc., but also by avoiding duplication
of administrative overhead such as administrative support personnel. The structure also promotes
close connection and coordination among the various administrative functions, thereby optimizing
operational effectiveness.

Looking strictly at organization structure, the combination of administrative service functions in
Sonora that includes human resources, city clerk, and information technology, is similar to the
administrative services in several of the other similar small cities Citygate reviewed. Citygate
notes, however, that 7 of the 10 comparison cities have a separate Finance Department. Citygate
further notes that 8 of the 10 of the comparator cities have between 2 and 7 more staff positions
covering all of the administrative and finance functions.

While it appears that Sonora’s current administrative services structure which does not separate
the finance functions from the other administrative functions is currently working well for the City
structurally, this is likely primarily due simply to the fact that there are so few staff in these
functions. Further, the current Administrative Services Director has broad knowledge and skill in
all of the primary Administrative Services Department functions and is currently solely covering
the City’s information technology functions. In order to assure long-term stability of the
organizational structure, the City cannot rely on the capability of a single incumbent whose
ultimate successor will almost certainly not be capable of performing at the same level of technical
competence.

Based on review and comparison with other small cities, Citygate finds that Sonora’s current
organizational structure, with individual departments for each of the City’s other functions
(community development, public works, police, and fire) is both operationally appropriate and
efficient for the breadth and complexity of the responsibilities each department is tasked with.
Citygate’s review found that this structure is completely consistent with the other small cities
reviewed. What is not consistent with other cities is that Sonora’s Public Works Department has
been operating under the Department Head level direction of the Community Development
Director for the past several years since the previous Public Works Director departed the
organization. The Public Works Supervisor is currently responsible for day-to-day operations of
the Department.

Considerations that city administrators typically use in making decisions about the optimal and
sustainable structure for their organization often include factors like the similarity among
functions, similarity in the types of equipment, technology, and other tools needed for the work,
the number and capabilities of staff, and the span of control for a manager or supervisor (number
of staff and/or functions managed), along with the availability of financial resources. In an
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environment where cost cutting is necessary, it is not unusual for a city to eliminate an employee
position when it becomes vacant and to reorganize job duties among remaining employees. This
often does not provide a sustainable long-term solution because it can create an on-going burden
for remaining employees and especially in the case of a director-level position, it can result in the
loss of high-level technical and professional expertise.

Citygate understands that the current Community Development Director will be leaving the
organization soon and that community development services will be fully transitioned to a contract
provider under the management of a new Community Development Director. Citygate further
understands that this change will transition top-level management oversight of the Public Works
Department functions to the City Administrator. This arrangement can likely continue to provide
a short-term solution to the City’s staff transitions. However, as shown in Table 18, dedicated,
professional public works department head-level leadership is standard in all of the comparator
cities. Based on this analysis, Citygate recommends that the City consider re-establishing a Public
Works Director position when it is financially feasible. In addition, the reclassification of the
current Public Works Supervisor to a lead/management-level position is highly suggested. This
reclassification can support many duties until such time that a director-level position, consultant,
or other means of higher level technical oversight can be established.

3.3.2 Comparative Review — Staffing

As discussed in greater detail throughout this report, a prominent recurring theme in Citygate’s
operations review is the current lack of adequate staffing to complete work in all departments. The
City Administrator’s Transmittal Letter for the Fiscal Year 23-24 Annual Budget notes that in the
16 years since 2007, the number of City staff has fallen from 57 to less than 45 (44.85). In the
same time period, California cities have experienced increasing service demands brought about by
population increase, new and more complex regulatory requirements, and the impacts of major
emergencies to name a few of the challenges. Sonora has experienced all of these impacts and is
currently dealing with significant on-going impacts related to the situation of homelessness in the
community.

The City’s current authorized staffing, by position, is shown in the City of Sonora FY 23-24
Budget and included in this report as Figure 2 below. Not only is this number of positions less than
the 57 full-time equivalent City staff positions that existed in 2007 and the 48.85 the City had in
2017-18, itis less than the number of staff positions that Citygate found in its comparative analysis
which showed that 7 of the 10 comparator cities have between 3 and as many as 44 more total staff
positions than Sonora. Of these 7 cities, 4 do not deliver Fire Department services, creating an
even greater disparity in the comparison of total staffing levels between the numbers shown for
those cities and Sonora’s.

Looking at the comparison between Sonora’s staffing level and those of the comparator cities by
department shows that every department has fewer staff than 7 of the 10 comparator cities. This
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high-level review did not encompass detailed comparisons that might consider the way that work
is conducted and the amount of activity in each city and each function to develop a more precise
comparison. However, the results are consistent with the information Citygate heard and observed
throughout its study which indicates that Sonora’s ability to keep pace with community needs and

interests, to complete important planning and preparation for the future, and to retain staff are
issues that warrant attention.
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Figure 2—Sonora Total Budgeted FTEs by Department — FY 17-18 to FY 23-24

Total Budgeted FTE's
Summary Positions by Department

2017118 201819 2019720 2020121 2021/22 2022123 2023724
Approved Approved Approved Approved Approved Approved Approved

Elected Officials

City Coungil - Mayor 1.0 1.0 1.0 1.0 1.0 1.0 1.0
City Council - Councilmembers 4.0 4.0 4.0 4.0 4.0 4.0 4.0
Total Department FTE's 5.0 50 5.0 5.0 5.0 5.0 5.0
City Administration
City Administrator 1.0 1.0 1.0 1.0 1.0 1.0 1.0
City Attorney 0.0 0.0 0.0 0.0 0.0 0.0 0.0
Administrative Svs Director 1.0 i0 1.0 1.0 1.0 1.0 10
Administrative Svs Officer (Clerk) 0.0 0.0 0.0 0.0 0.0 1.0 1.0
Administrative Analyst 0.0 10 1.0 1.0 1.0 o0 0.0
Finance Assistant 2.0 1.0 1.0 1.0 1.0 1.0 20
Deputy City Clerk 10 10 00 0.0 0B 06 00
Cffice Assistant-Accounting Tech 12 1.2 12 08 00 0.0 0.0
Fleat Mechanic Supanisar 1.0 1.0 1.0 1.0 1.0 1.0 0.0
Total Department FTE's 7.2 7.2 5.2 5.6 5.6 5.6 5.0
Community Development
Community Development Director 1.0 1.0 1.0 1.0 1.0 1.0 1.0
Community Development Specialist | 1.0 1.0 1.0 1.0 0.0 0.0 0.0
Community Development Specialist 11 0.0 oo 0.0 0.0 1.0 1.0 0.0
City Planner 1/l 0.0 0.0 0.0 0.0 0.0 0.0 0.0
Building Inspectar 0.0 0.0 0.0 0.0 0.0 0.0 0.0
Special Programs Coordinator 1.0 1.0 1.0 0.0 0.0 0.0 0.0
Total Department FTE's 3.0 30 30 2.0 20 2.0 1.0
Police Department
Chief of Police 1.0 1.0 1.0 1.0 1.0 1.0 1.0
Palice Lieutenant 0.0 oo 1.0 1.0 1.0 1.0 1.0
Palice Sergent 2.0 20 2.0 2.0 20 2.0 20
Palice Officer (Includes Corporal Max 2) 100 10.0 10.0 10.0 10.0 10.0 10.0
Reserve Police Officer 0.5 02 0.2 0.2 0.2 0.2 02
Communily Service Officer (PT) 1.6 16 16 1.6 1.8 1.6 18
School Resource Officer (PT) 0.0 0.0 1.0 1.0 0.0 0.0 0.0
Communications Dispatcher 5.0 5.0 5.0 5.0 5.0 5.0 5.0
Cemmunications Dispatcher Relief 1.0 1.0 1.0 1.0 1.0 1.0 13
Palce Records Technician 1.0 10 10 1.0 10 1.0 10
Background Investigator 0.1 0.1 0.1 0.1 0.1 0.1 00
Infermation Technology Tech 0.2 02 0.2 0.2 0.2 0.2 02
Homeless Quireach Coordinator 0.0 0.0 0.0 0.0 0.0 0.0 08
Total Department FTE's 224 221 241 241 231 23.1 24.1
Fire Department
Fire Chief 1.0 1.0 1.0 1.0 1.0 1.0 1.0
Fire Caplain 3.0 30 3.0 3.0 3.0 3.0 30
Fire Engineer 30 30 2.0 2.0 20 3.0 30
Fire Enginear Rebef 1.6 16 16 1.6 16 08 08
Volunteers. 0.2 0.2 0.3 0.3 03 0.3 0.3
Intems 0.1 01 0.1 0.1 0.1 0.1 0.1
Office Assistant 0.4 0.6 0.6 0.6 0.6 0.6 0.6
Total Department FTE's 9.3 85 B6 8.6 BE 8.8 BB
Public Works
Public Works Director 0.0 0.0 0.0 0.0 0.0 0.0 0.0
Public Works Supervisor 1.0 10 1.0 1.0 1.0 1.0 10
Public Works Specialist 11 4.0 30 3.0 30 30 30 30
Public Works Assistant 1.0 20 20 2.0 20 2.0 20
Total Department FTE's 6.0 6.0 5.0 6.0 6.0 6.0 6.0
Total City FTE's 47 .85 47.75 47.85 46,25 45,25 45,45 44,85

Note: 8.8 FTE is shown for the Fire Department; this includes interns and volunteers and should be considered effectively 7 FTE.
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For small cities, the difficulties associated with requiring a small number of staff to perform a
broad variety of services is compounded by disruptions and delay in service and project delivery
when they experience staff turnover and difficulty retaining staff, difficulty in attracting qualified
applicants for vacant positions, and/or staffing reductions. The City of Sonora has experienced all
of these situations in recent years. Larger cities typically have greater redundancy and capacity
built into their individual staff roles because they have a greater number of staff who can help pick
up and continue projects and/or absorb additional work during these types of disruptions. The City
of Sonora has no redundancy built into its staffing, with only a single employee in many job titles.
When an employee leaves the organization for any reason and the position previously filled by the
employee remains vacant, the work once being performed by that employee either does not get
done or is picked up by another employee whose assigned duties are then displaced and delayed
or not completed.

On a positive note, Citygate was impressed to find that the amount of work being conducted by
the City’s small staff was very impressive. The work that is being performed is typically completed
in a competent and professional manner, and staff is generally managing to complete the many
regulatory requirements that all California cities are required to meet. Further, Citygate’s
stakeholder interviews and survey data showed that the City staff and the services they perform
generally enjoy a positive reputation in the community.

However, Citygate’s review clearly showed that the City’s very limited staff capacity is impacting
service delivery in several important ways. Routine tasks and response to community needs can
be delayed, sometimes significantly. The pressure of responding to day-to-day activities and issues
and the lack of sufficient administrative support in most departments is resulting in departments
not being able to complete projects such as preparing and updating policies, strategically
identifying and implementing more efficient and effective operational procedures, and proactively
anticipating and addressing emerging community and operational issues.

Some notable items that Citygate’s review found to be missing or needing more attention include
the City’s lack of a comprehensive Capital Improvement Plan (CIP), a facilities assessment with
an implementation plan, investments in technology to support much needed efficiencies and
community needs including a stronger online presence, maintenance of up-to-date fee schedules,
and comprehensive development and monitoring of fiscal and operational policies and succession
planning. This type of work is critical to cities not only to promote efficiency and effectiveness
but also to avoid risk, and to assure that residents’ needs are adequately addressed, all of which
save the City money in the long run.

3.4 BEST PRACTICES FOR SMALL RURAL CITIES

The City of Sonora shares several attributes common to small cities, especially those in remote
and/or rural locations. These include:
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A committed and engaged citizenry
Significant natural, scenic and/or historic resources
Financial constraints

Challenges in attracting qualified staff and outside investments

® & & o o

Remote location that makes it difficult to access training and networking
opportunities.

Taking advantage of their strengths while acknowledging their challenges and developing
strategies to address them, successful small cities take guidance from best practices to enhance the
community quality of life and the community’s economic vitality. Citygate recommends that the
City of Sonora review these best practices as the City Council and staff chart their course to
implement their Strategic Plan for Sonora’s future.

3.4.1 Build a Common Vision and Plan for the Future

Engage residents from all segments of the community, business owners, and other stakeholders to
develop a vision for the community’s future that reflects the community’s desires, needs, and goals
and generates public support that can maintain momentum through election cycles and over times
of city staff turnover.

3.4.2 Identify and Build on Existing Assets

Identify the community’s key assets that enhance the community quality of life and that offer
opportunities to attract businesses, investment, and visitors such as natural beauty, outdoor
recreation, historic architecture, or arts and cultural institutions and develop strategies to support,
protect, and enhance those assets.

3.4.3 Take Advantage of Outside Funding and Leverage Financial Opportunities
for Strategic Priorities

Identify and pursue available funding targeted to specific priority community projects and
initiatives. Even a small amount of outside grants or other funding applied strategically to support
a community’s vision and plans can help move priority projects forward. Chasing grants or other
funding simply because they are available can distract focus and staff time from identified
community priorities.

3.4.4 Identify and Utilize a System of Support

Take advantage of opportunities for education, training, and networking with colleagues in other
communities such as those workshops provided through municipal and professional organizations.
A modest budget for staff and City Council training/education can pay big dividends by fostering
new ideas, big-picture thinking, and better visibility for the community.
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3.4.5 Encourage Civic Engagement and Volunteer Participation

Harness the expertise and talent that exists within the community to help implement specific
initiatives and complete projects that address community strategic priorities.

3.4.6 Encourage Communication, Coordination, and Cooperation Within the
Community and Across the Region

Build relationships with other governmental agencies, and community and regional organizations
to encourage the development of shared priorities and to leverage the assets that each party can
bring to the table to assure that necessary services are available for residents and visitors.

3.4.7 Support a Clean and Healthy Environment

Protect natural resources and develop long-term plans and funding for on-going maintenance and
rehabilitation of utility and transportation infrastructure systems to assure their productive
operation and use, avoid environmental contamination, and help spur business and development
investment.
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SECTION 4—EMPLOYEE SURVEY RESULTS

4.1 PURPOSE AND USE OF SURVEYS

Surveys are a useful tool to gather data from a large group of respondents in a relatively short
amount of time. Because the information gathered through a survey comes directly from the
individuals targeted for participation, a survey typically provides unfiltered, and highly reliable
data. In particular, surveys that are conducted anonymously provide an avenue for highly honest
and unambiguous responses, especially when it is clearly stated that survey responses will be kept
completely confidential.

Citygate has a long history of successful use of employee and community surveys to gather
information and to assess participants’ opinions and perceptions on a wide variety of topics related
to the operation and effectiveness of city services, community needs, priorities, and ultimately the
overall direction and future of the city. This is often a cost-effective opportunity to gather data to
help city officials determine goals and objectives for the city. Surveys give awareness to city
officials of how they are measuring up in the eyes of their community to support accountability,
collaboration, and progress. Among the important uses of survey data for cities are to:

* Prioritize short- and long-term goals

Obtain honest feedback to understand concerns, opinions, experiences, and needs
Promote confidence in decisions

Provide cost effective tool obtain information

Provide reliable data

Promote stakeholder communication and engagement

® & 6 6 o o

Focus efforts for improved use of resources, operations, and results

* Contribute to community stability and vitality.

This section of Citygate’s report summarizes the results of an employee survey conducted by
Citygate in conjunction with this study and the following Section 5 of the report provides the
results of Citygate’s community survey.

ot
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4.2 DEFINITION OF TERMS

The following terms are encountered in the survey results information that follows in Sections 4
and 5:

* Mean: An arithmetic mean that is the sum of the responses for each statement
divided by the number of responses for each statement.

* Mode: The response value that occurs most frequently.

* Standard Deviation: The standard deviation shows how spread out the responses
are from the arithmetic mean. Technically, 68 percent of responses can be found
within plus or minus one standard deviation of the mean. A standard deviation close
to zero indicates that most responses are close to the mean response and that a
greater degree of agreement exists among employees regarding the statement. A
greater standard deviation indicates that there was a wider spread of variation in the
responses and that a greater degree of disagreement exists among employees
regarding the statement.

4.3 EMPLOYEE SURVEY OVERVIEW

Citygate conducted an online internet-based survey of City employees between May 8 and May
19, 2023. Based on information provided by the City, Citygate invited 44 employees to participate
in the survey. The availability of the survey was announced via direct email invitations to staff. In
total, 30 employees completed and returned the survey, representing a response rate of
approximately 68 percent.

The purpose of the survey was to provide employees an opportunity to participate in Citygate’s
study in a confidential manner. The survey results provide employee opinions and perceptions on
topics including the City’s mission, goals, objectives, and vision for growth as well as employee
workload, staffing, customer service, training, reporting relationships, and cost cutting
opportunities. Consistent with the City’s focus on community homeless as a priority topic for
Citygate’s study, a section of the survey was devoted to seeking employees’ experiences and
opinions regarding issues related to homelessness in the community.

The survey consisted primarily of closed-ended degree-of-agreement statements. For each degree-
of agreement statement, respondents were requested to provide a response that identified their level
of agreement as Strongly Agree, Agree, Neutral, Disagree or Strongly Disagree. Additionally, the
survey requested employees’ response to several open-ended questions to provide employees with
an opportunity to fully express their opinions, concerns, and suggestions.
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Table 19—Employee Survey Summary

Launch Date May 8, 2023
Close Date May 19, 2023

Total Responses 30

4.4 EMPLOYEE SURVEY RESULTS

4.4.1 Liked Best and Most Challenging Statements

The following tables summarize the responses to certain statements that assess respondent’s level
of satisfaction with working for the City and with their specific jobs. Table 20 presents the top ten
statements to which employees responded either “Agree” or “Strongly Agree” about working for
the City. Table 21 presents the top ten statements to which employees responded “Disagree” or
“Strongly Disagree”. Results for each statement are organized from highest to lowest mean score.
The highest possible agreement is 2 (Strongly Agree). The lowest possible agreement is -2
(Strongly Disagree). A score of 0 represents neutrality. All of the results are presented with the
calculation of the mean and the standard deviation, along with the percentage of each response.
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Table 20—Employee Survey Most-Agreed-to Statements about Working for the City

Statement

strongly emphasized in my
department

Excellent service to the public is

15

0.6

%
Strongly

Disagree

0.0%

%

Disagree

0.0%

%
Neutral

6.7%

| am comfortable seeking clarity
from my manager/supervisor on
work tasks

1.4

0.8

0.0%

3.3%

6.7% 36.7% 53.3%

0.0%

Additional or different training
opportunities would add value to
me and the organization

13

0.7

0.0%

0.0%

13.3% | 40.3% 46.7%

0.0%

I am proud to work for the City

13

.08

0.0%

3.3%

6.7% 43.3% 46.7%

0.0%

| understand my
manager’s/supervisor’s
expectations of the job | perform

13

.08

0.0%

3.3%

10.0% | 43.3% 43.3%

0.0%

My manager/supervisor
encourages teamwork in my
department

13

1.0

3.3%

3.3%

6.7% 36.7% 50.0%

0.0%

My manager/supervisor keeps
commitments they make to me

13

1.0

3.3%

3.3%

3.3% 33.3% 53.3%

3.3%

Customer inquiries are
responded to in a reasonable
amount of time

1.2

.07

0.0%

3.3%

6.7% 56.7% 33.3%

0.0%

| feel I have job security

1.2

.09

3.3%

0.0%

6.7% 50.0% 40.0%

0.0%

It is clear to me what role | have
and how it contributes to the
larger purpose of my
department

1.2

.07

0.0%

0.0%

16.7% | 46.7% 36.7%

0.0%
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Table 21—Employee Survey Least-Agreed-to Statements about Working for the City

%

Strongl 22 i % Agree {42 o (DRI
Least Agreed-To Statements Disa ?e}(/e Disagree | Neutral 0 (% Strongly Know /
(_% -1 (©) Agree (2) N/A

ran;eLfﬂ'ts M ENS S 1.2 0.9 | 46.70% | 40.00% | 3.30% | 10.00% | 0.00% | 0.00%
| would share the cost of an 038 11 | 36.70% | 20.00% |26.70% | 13.30% | 0.00% | 3.30%
improved benefit plan.
Compared to similar
CIGEZetione, | el SellEie) -0.6 1.2 30.00% | 20.00% | 40.00% | 3.30% | 6.70% | 0.00%
with the salary and benefit
package | receive.
Given the level of staffing
within my department, the -0.6 1 16.70% | 43.30% | 30.00% | 6.70% | 3.30% | 0.00%
goals and objectives of the
department are achievable.
The equipment and technology
used in my department are up- -0.6 1.4 30.00% 33.30% | 16.70% | 6.70% | 13.30% 0.00%
to-date.
The current compensation and
promotion process rewards me | g g 1.1 16.70% | 36.70% | 20.00% | 23.30% | 0.00% | 3.30%

for higher-than-average levels
of performance.

| have sufficient opportunities
for advancement and -0.3 1.3 23.30% 23.30% | 20.00% | 26.70% | 6.70% 0.00%
promotional upward mobility.

The performance evaluations |
have received have been
completed in a timely manner
and according to schedule.

-0.2 1.3 0.00% 26.70% | 16.70% | 20.00% | 16.70% | 13.30%

I have sufficient resources to
complete my work, such as -0.1 1.3 16.70% 16.70% | 23.30% | 26.70% | 16.70% 0.00%
office space, computers, etc.

The City Council’s priorities
are clear, manageable and -0.1 1.1 6.70% 30.00% | 26.70% | 20.00% | 6.70% 10
attainable.

Table 20 shows that employee survey respondents are proud to work for the City, and that they
have a generally positive perception both about the value of the work they perform and the support
and encouragement of teamwork that they receive from their supervisors. Employee responses
further show that employees recognize the high value the City places on providing excellent
customer service to residents. These results suggest a generally quite positive work environment
in the City and a high level of employee satisfaction with their work. However, the survey results
shown in Table 21 indicate that the City’s continuing financial constraints are having a significant
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impact on employees and their perceptions about their ability to perform their jobs in the manner
and at the level expected by the City Council and community.

Specifically, the survey highlights some significant employee concerns that are likely impacting
the City’s on-going ability to retain good employees. These include the lack of sufficient staffing
to adequately perform necessary functions, the lack of up-to-date and needed equipment and other
resources, and the lack of an employee salary and benefits package that employees consider to be
comparable with other similar organizations. Citygate finds that these survey results are consistent
with other information it obtained through review of City documents and interviews with
community stakeholders who identified that issues related to employee attraction and retention
were high priority community concerns.

4.4.2 Open-Ended Questions

The following tables show summaries of responses to the open-ended guestions included in the
employee survey that were intended to elicit employee opinions about the strengths and
weaknesses of the organization and about highest priority community issues. In order to protect
employee confidentiality, the results are summarized by common themes that were identified in
the responses. The results are organized by the count (frequency) of each response.

Consistent with the employee responses to the degree-of-agreement questions discussed above,
employee responses to the following open-ended questions display the high value employees place
on teamwork and workplace relationships. The responses also highlight issues associated with lack
of available resources to provide sufficient staffing to address the workload and to provide
competitive employee salaries. Also, as is common in many cities, the desire for support,
resources, and growth is a common theme, especially in cities where such resources are more
limited. This reflection is typical; however, it also includes thoughtfulness and recognition of
community needs and the support for public safety.

Table 22—Open-Ended Response Count: “If there was one thing you could change and/or
would like to see changed, what would it be?”

Count ‘ Response

6 Increase staffing levels/decrease workload

More opportunities for growth, training, and advancement

5
4 Better pay
2 New building

New or improved facility for the Police Department. There is a lack of parking and sufficient
resources to adequately complete all of the tasks that are required.
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The following response shows the power and connectedness of the organization. By a significant
margin, the staff seems to have a strong sense and positive perception of relationships within the
organization. This is a foundational and critical element to the success of any organization.

Table 23—Open-Ended Response Count: “What do you think are the biggest strengths of
the organization?”

Count ‘ Response
10 Relationships/teamwork
4 Staff / each other
3 Communication and dedication of staff
2 Small team size
1 The management team is very experienced

It is a positive reflection of the leadership when the top items employees consider to be going well
have to do with teamwork and communication. While this is an area where on-going attention is
required, as a snapshot in time, this is a big plus for the organization related to employee morale
and satisfaction.

Table 24—Open-Ended Response Count: “What existing activities and processes are
functioning well and should be continued that currently support your department and the

City goals?”
3 Teamwork/communication with all other Departments and Management
2 Emergency services/response
1 Anything that can improve employee morale (employee get-togethers)
1 Education
1 Efficient resource management
1 Homeless outreach
1 Interaction between City Hall manager and staff
1 Job sharing and learning new things
1 !\Iot sure thereT are any activities or processes that are functioning well. There is needed
improvement in all areas of the City and my Department.
1 Outreach
1 The required tasks always get done/requirements are fulfilled
1 Those related to real City business
Section 4—Employee Survey Results Page 49 n
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The following table shows feedback consistent with themes already highlighted, including issues
associated with lack of available resources to provide sufficient staffing to address the workload
and to provide competitive employee salaries, as well as the need for adequate facilities and
equipment.

Table 25—0Open-Ended Response Count: “Please add any additional or suggestions for
improving services in your department”

Count ‘ Response

11 Additional staffing; current personnel are stretched to their limits

4 New computer system/radios

3 Better pay to retain good staff

1 A new building

1 Continue with forward thinking and progression, but understand that progressivism requires a lot
of change

By far, employees identified that the issues associated with homelessness are the community’s
biggest current challenge. As identified in other sections of this report, this response is consistent
with the results of Citygate’s community survey and with information Citygate gathered through
interviews with community stakeholders. Employee survey responses further highlighted the
significant, direct impact these issues are having on City employees in performing their daily job
functions. Specifically, 60 percent of survey respondents who indicated that they have interactions
with persons experiencing homelessness identified that they “clean up a mess that has been made,”
and 50 percent describe their interactions with persons experiencing homelessness as at times
“hostile.”

These responses suggest that addressing issues associated with homelessness should be viewed
not only as a response to community concerns, but also as a means of supporting staff’s ability to
focus on other bigger picture, longer-term items such as planning for delivery of needed
infrastructure improvements and community growth/development, and long-term maintenance of
community building and park assets.
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Table 26—Open-Ended Response Count: “What do you think are the biggest challenges in
the community right now?”

Count Response

16 Homeless crisis

Crime

Substance abuse

Fire danger

Funding/revenue

The economy

Annexation and growth
Blight

PRI [INININI W|®

Table 27—Survey Response to: “If you do have interactions with people who are
experiencing homelessness, how would you describe the nature of the interaction?”

Response Number of Responses R:si;((:)irélte?lfts
Cordial 9 30.0%
I get asked for money 6 20.0%
| clean up a mess that has been made 18 60.0%
| feel compassion 6 20.0%
Hostile 15 50.0%
Other 6 20.0%
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SECTION 5—COMMUNITY SURVEY RESULTS

Citygate conducted such an internet-based survey of members of the Sonora community between
May 3 and May 23, 2023. The opportunity to participate in the survey was advertised broadly in
the community by e-mail, announcement on the City’s website, and flyers available at City Hall
and the library to maximize participation by interested residents and other stakeholders. In total,
521 persons submitted survey responses, an outstanding response rate based on Citygate’s
extensive survey experience.

Using a format similar to that used for the employee survey, the Community Survey consisted
primarily of closed-ended degree-of-agreement statements. For each statement, respondents were
requested to provide a response that identified their level of agreement as Strongly Agree, Agree,
Neutral, Disagree or Strongly Disagree. Additionally, the survey requested community members
to respond to open-ended questions to provide community members an opportunity to fully express
their opinions, concerns, and suggestions. Please see the introductory information at the beginning
of Section 4—Employee Survey Results for background information on the conduct of surveys
and the use of survey data, and for definition of terms used in the tables below in this section.

The topics covered in the survey included demographic information about where respondents live,
how long they have lived there, and whether they work in the City of Sonora, respondents’ general
impressions and opinions about the quality of life in the City of Sonora, their opinions about City
operations and services, and their priority interests and concerns about the community and its
future.

Table 28— Community Survey Summary

Launch Date May 3, 2023

Close Date May 23, 2023

Total Responses 521

51 DEMOGRAPHICS

As identified above, Citygate advertised the opportunity to participate in the community survey
broadly within the Sonora community and the Citygate team was pleased to receive response from
521 persons. Interestingly, as shown in the table below, only 36.1 percent (188) of those persons
responding to the survey actually live inside the incorporated limits of the City of Sonora. Another
42.3 percent (220) of respondents reside in the unincorporated area near Sonora. The participation
of such a large number of persons who live outside the City limits demonstrates that residents in
the broader Sonora community, which includes the nearby unincorporated area, have a connection
to the City and that they care about the City’s services and its future.

ot
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Almost half of the survey respondents work in the City (45.5 percent), and a substantial number
of respondents (66) identified that they own a business in the City. Although the survey did not
specifically identify whether respondents who work in the City and/or own a business in the City
also live there, the high percentage of survey response from persons who live near, but outside of
the City, suggests that many of the people who work and/or own a business in the City do not live
inside the City limits. They too have a strong interest in what goes on in the City and in its future.

Table 29—Survey Response to: “Please specify where you live”

Occupancy Location ‘ Count Percent of Respondents
| live within the incorporated City of Sonora limits 188 36.1%
IZiIiF:/((a:cigethe unincorporated Sonora area within the 95370 220 42 3%
| live in a different zip code 105 20.2%
| am unsure 7 1.3%

Table 30—Survey Response to: “Residency”

Ownership & Oceupancy YeS  pecpondents Respondents
| own a home in the City of Sonora 260 49.9% 261 50.1%
| live in this home full time 345 66.2% 176 33.8%
| live in this home part-time 17 3.3% 504 96.7%
| use this owned home for a rental property 23 4.4% 498 95.6%
This home is used for a short-term rental 12 2.3% 509 97.7%
| rent my residence in the Sonora 78 15.0% 443 85.0%

Table 31—Survey Response to: ¢l have been living here for”

Occupancy Duration Percent of Respondents
Less than 1 year 11 2.3%
1to 5 years 98 20.4%
6-10 years 71 14.8%
More than 10 years 300 62.5%
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Table 32—Survey Response to: “l own a business/work in the City of Sonora”

Statement Yes Percent of Percent of
Respondents Respondents
| own a business in the City of Sonora 66 12.7% 455 87.3%
| work in the City 237 45.5% 284 54.5%

5.2 GENERAL OPINIONS ABOUT THE CITY

Sonora’s small town feel and the connection that residents feel with one another is a key strength
of the Sonora community that survey respondents identified as the thing they like the most about
the City. The area’s scenic beauty, its proximity to nature and the outdoors, and the community’s
historic charm are all comments Citygate observed repeatedly and are reasons Sonora’s residents
appreciate their community.

Table 33—Top Ten Responses to Open-Ended Question: “What do you like best about the
City of Sonora?”

Count Item

119 Community Spirit / Friendliness of Residents
116 Small Town Feel

56 Scenic Beauty & Environment

47 Historic Charm & Architecture

41 Local History & Heritage

41 Proximity to Nature & Outdoor Activities

32 Safety & Peacefulness

31 Community Support & Togetherness

27 Downtown Area (Including Businesses, Charm, & Events)

26 Variety of Local Activities & Events

The following open-ended question “What is your biggest concern about the City of Sonora?”
elicited responses from those participating in the survey that echo a consistent theme Citygate
heard throughout the study process. That theme is the strong community concern about issues
associated with homelessness and the impacts the community is experiencing. Survey respondents
also voiced significant concern about public safety and health and about City development and
growth. As discussed further below, analysis of the survey results show that respondents are
strongly interested in the City providing additional attention and focus in these areas.
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Table 34—Top Ten Responses to Open-Ended Question: “What is your biggest concern
about the City of Sonora?”

Count Item

132 Homelessness

62 Public safety and health

56 City planning and growth

49 Economic issues
47 Infrastructure
37 Social issues

32 Affordable housing

29 Local politics

27 Crime rates

20 City attractiveness and cleanliness

The following survey questions requested respondents to identify their level of agreement or
disagreement with certain statements. The results for each of these level-of-agreement questions
are organized from highest to lowest mean score. (The arithmetic mean is the sum of the responses
divided by the total number of responses for each statement.) The highest possible agreement is 2
(Strongly Agree). The lowest possible agreement is -2 (Strongly Disagree). A score of O represents
neutrality. The standard deviation expresses how spread apart the responses are from the arithmetic
mean. A standard deviation close to zero indicates that most responses are close to the mean
response and that a greater degree of agreement exists regarding the statement. A greater standard
deviation indicates that there was a wider spread of variation in the responses and that a greater
degree of disagreement exists regarding the statement.

The community survey results show that respondents generally hold a positive perception about
their sense of community in the City, their feeling of safety, the overall quality of life in the City
and about the City as a place to live and raise children with over 50 percent of survey respondents
indicating that they either agree or agree strongly with statements on those topics. Issues related
to new development and the impacts of growth stood out as a high priority for the City’s attention,
with 85 percent of respondents agreeing or strongly agreeing that the City needs to re-engage the
community to discuss the General Plan. Just over 60 percent of respondents agreed or strongly
agreed with the statement that the City needs to make homelessness a top priority.
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Table 35—Top Ten Responses — General Statements about the City

Strongly Strongly

Disagree Neutral Agree

Statement oV Disagree (-1) ) Agree

The City needs to re-engage
the community to discuss the
General Plan and potential 1.2 0.8 1.2% 2.5% 9.6% | 48.2% | 36.7% 1.9%
development and growth
impacts

The City is a good place to

X s 0.7 0.9 2.5% 8.4% 22.6% | 48.0% | 14.6% 3.8%
raise children

The overall quality of life in

0 0 0 0 0 0
the City is good 0.7 0.9 2.1% 10.9% 15.5% | 58.3% | 11.3% 1.7%

Vacant properties in the
downtown should be a top 0.7 1.1 3.1% 11.1% 24.2% | 35.5% | 22.5% 3.6%
priority

| feel a strong sense of

o ; 0.6 1.0 2.1% 13.2% 21.1% | 47.4% | 15.4% 0.8%
community in the City

The City is generally a safe

place to live and/or work 0.6 1.0 4.0% 10.6% 18.4% | 49.9% | 16.5% 0.6%

The City needs to make

- 0.6 1.3 10.7% 11.9% 15.7% | 28.2% | 32.4% 1.0%
homelessness a top priority

The City has a vibrant

0.5 1.0 3.8% 15.4% 20.5% | 46.6% | 13.1% 0.4%
downtown area

The City is adequately
marketed as a tourist 0.4 1.1 6.9% 13.8% 24.0% | 42.4% | 10.0% 2.9%
destination

The residential areas in the

. . 0.3 1.0 4.8% 16.5% 27.1% | 44.5% 6.5% 0.6%
City are attractive
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Table 36—Bottom Ten Responses — General Statements about the City

0, H
Sl Y Disagree | Neutral Agree Strongly ﬁr?:\,r\'//t

Statement ' Disagree
ev. -2) (-1) ()] (2) Agree (2) N/A

The downtown has adequate parking -0.5 1.2 24.80% 30.50% | 15.00% | 24.80% 4.80% 0.20%

There are adequate parks and

. Lo r . -0.2 1.2 13.80% 32.40% | 16.50% | 30.10% 5.00% 2.10%
recreation amenities in the City

The City provides plenty of

! - I -0.2 11 12.50% | 29.40% | 26.30% | 22.30% 5.20% 4.40%
opportunities to enjoy the nightlife

There are adequate employment

S . -0.3 1.1 14.60% 33.40% | 19.60% | 23.40% 3.80% 5.20%
opportunities in the City

The City’s infrastructure is sufficient -0.4 1 16.10% 26.50% | 31.50% | 18.60% 1.70% 5.60%
The City draws good business 03 | 1 | 1000% | 28.20% | 35.50% | 15.00% | 3.30% | 8.10%
Investments

The City’s economy is sound -0.3 1 10.20% 29.00% | 35.50% | 14.20% 2.70% 8.40%
There is good business and economic

development planning within City -0.5 1 17.10% 31.10% | 28.80% 11.75 2.30% 9.00%
government

The downtown has adequate parking

; -1 1.1 37.80% | 34.50% | 13.10% | 10.40% 2.50% 1.7%
for big events

The City is adequately prepared to

) i -0.2 1 9.60% 23.80% | 30.10% | 21.70% 3.10% 11.7%
respond in a disaster

53 CiTY OPERATIONS AND SERVICES

When asked to identify their level of satisfaction with City services, as Table 37 shows, survey
respondents expressed their highest level of satisfaction with the City’s fire and law enforcement
emergency response services with just under 75 percent satisfied or strongly satisfied with fire and
emergency services and 61 percent satisfied or strongly satisfied with law enforcement services.

The survey results indicate that respondents are less satisfied with the City’s recreation and other
programs for youth, teens, and senior citizens, as well as with its long-range planning,
development, and building inspection services and its maintenance of streets, storm drains, and
sidewalks. As shown in Table 38, the total percentage of respondents that were either satisfied or
strongly satisfied was not more than 26.5 percent for any of these services. Table 39, which follows
in Section 5.4, where respondents were asked to identify their top three specific priorities for the
City to focus on, shows that respondents place a high value on the City’s services associated with
street, road, sidewalk maintenance, and safety. Given the City’s constrained resources over the last
several years and its consequent necessary reductions in maintenance services, the level of
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respondent dissatisfaction with the current levels of services the City is able to provide in these
areas is not entirely surprising.

Table 37—Top Ten Responses (Predominantly Satisfied and Very Satisfied) — City Services

0
% % %

Std Ver ) Neither ) Ver % Don’t
Statement Dev' Dissatigfied Dissatisfied Satisfied nor Satisfied Satisf}i/ed Know /
’ -2) (-1) Dissatisfied (1) 2 N/A
(0)
fé;i)gr:g‘zrgency 09 | 09 1.3% 5.0% 14.6% 51.1% 23.4% 4.6%
Ié?nvérzrgr?cr:;errg:;;nse 06 | 1.0 3.5% 11.1% 19.0% 47.2% 14.4% 4.8%
Fire prevention 0.5 1.0 3.5% 12.3% 22.3% 46.4% 11.7% 3.8%
Friendliness and
welcoming nature of 0.5 1.0 3.6% 8.4% 28.2% 37.4% 9.8% 12.5%
City staff
?ggﬁgrg‘ﬁ‘ﬁhe Ciy | 05 | 10 4.6% 9.8% 27.6% 44.9% 9.6% 3.5%
;'f']?()t:’tg‘;ﬁge:xitg;” 04 | 0.9 3.3% 9.6% 32.1% 38.8% 6.7% 9.6%
City building facilities 0.2 0.9 3.3% 15.5% 36.5% 32.1% 4.2% 8.4%
Law enforcement
public education 0.2 0.9 3.3% 12.9% 36.5% 29.2% 4.4% 13.8%
programs
Senior Center 0.2 1.0 4.8% 10.2% 32.1% 24.0% 6.5% 22.5%
Senior services 0.2 0.9 2.7% 10.7% 35.3% 19.4% 5.6% 26.3%
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Table 38—Bottom Ten Responses (Predominantly Dissatisfied and Very Dissatisfied) —
City Services

%

%

% Very % Neither % Vver % Don’t
Statement ’ Dissatisfied Dissatisfied Satisfied nor  Satisfied ery Know /
Dissatisfied Satisfied

Street maintenance -0.8 1.1 31.30% 34.40% 14.80% 15.40% 2.10% 2.10%
Children's and teens™ |- o 5 | 15.50% 25.30% 2550% | 15.20% | 1.30% | 17.10%
recreation programs
ggggrﬂty e 05 1 14.20% 26.70% 27.10% 9.80% 1.90% | 20.30%
Maintenance of 05 | 11 | 2150% 29.20% 2250% | 21.10% | 2.50% | 3.30%
sidewalks
Community
redevelopment -0.4 1 11.90% 21.50% 29.80% 10.90% 1.30% 24.60%
programs
Long-range planning ) o o o o o o
and development 0.4 0.9 10.00% 28.20% 32.80% 12.10% 1.70% 15.20%
Building and
development permit
process (i.e., 03 | 11 12.50% 19.80% 27.40% 13.60% | 3.30% | 23.40%
assistance,
application, plan
review)
Sfolgﬁ;encgea“on 02 | 1 7.10% 23.00% 33.20% | 14.80% | 3.30% | 18.60%
Storm water drainage -0.2 1.1 11.50% 29.40% 25.70% 23.80% 2.70% 6.90%
Residential and
commercial building -0.1 1 6.70% 17.50% 30.90% 16.10% 2.30% 26.50%
inspection services

54 CITY PRIORITIES

The following tables show a summary of responses to open-ended community survey guestions.
For each of these open-ended questions, the results are summarized by common themes identified
in each response and are organized by the count, or frequency of each response.

Since respondents were asked to prioritize their response, responses have been weighted based on
priority. The first item mentioned is given a 3-point weight. The second item mentioned is given
a 2-point weight. The third item mentioned is not weighted and is given 1 point. In this manner,
the weighted count factors in the importance of items in the priority order assigned by the
respondent. The top 10 items are shown in the following table.
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Table 39—Open-Ended Response Count: “What are the top 3 specific priorities that
should be focused on by the City in order of importance?”

Count MRS Item
Count
261 603 Addressing Homelessness
135 292 Road Repairs & Maintenance
104 233 More and/or Affordable Housing
55 116 Police Staffing & Response
55 107 Crime & Law Enforcement
58 104 Community Interaction & Cultural Activities
48 97 Traffic Flow & Diversion
49 90 Development & Management of Public Spaces
42 86 Mental Health Care & Facilities
43 82 Filling Vacant Businesses
45 82 Street Safety & Cleanliness
42 77 Tourism & Small Business Development

55 COMMUNITY ISSUES

The following survey results show that a very high level of respondents, 96.5 percent, have some
level of concern about the impacts of homelessness that the community is currently experiencing.
Citygate’s high-level review and recommendations to address this important community issue are
contained in Section 8 of this report.

Table 40—Survey Response to: “How concerned are you about the challenge of
homelessness and its impact on the City of Sonora?”

Statement Count Percent of Respondents
Not at all concerned 19 3.6%
Somewhat concerned 112 21.5%
Quite concerned 138 26.5%
Very concerned 252 48.5%

Page 61 n

Section 5—Community Survey Results 5 1 5 T
L hNPLIRRRL ‘



City of Sonora
Organization Review and Budget Stabilization Study

Table 41—Survey Response to: “On average, how often do you, your staff, and/or your
constituents/customers/members interact with people experiencing homelessness?”

Statement Count Percent of Respondents
More than once per day 69 13.2%
Daily 150 28.8%
Weekly 147 28.2%
Two times per month 33 6.3%
Monthly 27 5.2%
Less frequently than monthly 95 18.2%

Through interviews with community stakeholders and Citygate’s other information gathering
efforts, the community’s interest and concern about issues related to growth and development was
identified as an important topic for further community discussion, particularly around updating the
City’s General Plan. The following community survey results provide some initial information for

this process.

Table 42—Survey Response to: “Evaluation of the City’s Population Growth”

Statement ‘ Count Percent of Respondents
City population is growing too fast 140 26.9%
City pop_ulanon is growing at an 207 39.7%
appropriate pace
City population is growing too slowly 78 15.0%
No opinion or unsure 96 18.4%
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SECTION 6—HIGH-LEVEL FINANCIAL REVIEW

The City has implemented a number of fiscal strategies to help address the delayed impacts of the
COVID-19 pandemic, lack of previous investments in critical planning within infrastructure,
facilities, technology, and general planning, high expectations from the community, legislative
demands, and deferred maintenance. Chief among these strategies is the successful passage of
Measure Y in November 2022. Measure Y is a one cent sales tax that can be used for general City
operations. Measure Y is anticipated to bring in almost $4 million in FY 23-24, increasing in
future years as sales tax activity increases, sunsetting in 20 years. Other positive fiscal strategies
implemented by the City are discussed in more detail in the Section 6.3—Fiscal Positives. It should
be noted, however, relating to Measure Y, that a statewide ballot initiative that recently qualified
for the November 2024 ballot could jeopardize this very positive situation and force the City to
make devastating and crippling services reductions. This ballot initiative as well as other negative
fiscal issues are discussed in more detail in Section 6.4—Fiscal Issues.

6.1 MUuNICIPAL FINANCE BASICS

Municipal finance is a complex process that is governed by various legal and operational best
practice procedures and requirements. For example, there are restrictions relating to how monies
are collected, spent, and reported. Violation of these requirements can lead to criminal prosecution,
fines/penalties, operational sanctions, and unfavorable credit ratings leading to increased
borrowing costs, just to name a few.

The following is intended to provide a very high-level and basic discussion of some of the
municipal finance basics. The following discussion only begins to cover the very complex
municipal finance process:

. Resources must be accounted for and spent based on various regulations, laws, and
requirements of the resource-providing agency. The City has adopted a budget for
FY 23-24 with anticipated resources of approximately $19 million. These
resources must be spent on legitimate governmental purposes as defined by state
law or other jurisdictional authorities and restrictions put in place by the granting
authority. Requirements such as adopting a budget reflecting how resources are
anticipated to be collected and spent, and financial reports, such as the Annual
Comprehensive Financial Report (ACFR), exist. Although there is not a specific
California state code requiring the formal adoption of a budget by local agencies,
California Government Code Section 53904 does require the filing with the
respective County auditor a statement of anticipated revenues and expenditures
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within 60 days of the beginning of the fiscal year. Additionally, the federal
government requires an audit relating to any grant or loan funds provided to an
agency and audits require adherence to Generally Accepted Accounting Principles
(GAAP), which require the adoption of a budget. Finally, the City’s Municipal
Code Section 2.48.050 requires the adoption of a budget.

* Accounting standards are set by:

> GAAP established by the American Institute of Certified Public
Accountants.

> Governmental Accounting Standards Board (GASB), the governmental arm
of the Financial Accounting Standards Board (FASB).

. Violation of spending restrictions or accounting standards could result in criminal
prosecution, penalties and fines, ineligibility for grants, increased borrowing costs,
etc.

* Fund Accounting is used to account for governmental fiscal operations. A fund is
a legal and accounting entity with a self-balancing set of accounts to record
revenues and expenditures per legal and regulatory requirements. The categories of
funds identified per GASB standards consists of the following:

> Governmental — which accounts for non-business type operations.
> Proprietary — which accounts for business-type operations.
> Fiduciary — which accounts for operations where the agency is acting as a

custodial or fiduciary for other operational fiscal activity.

* The fund types identified by GASB include:

> General Fund which is the most flexible reflecting revenues such as
property tax, sales tax, transient occupancy tax (TOT), general fees and
permits, etc. and can be used for any legitimate governmental purpose.

> Special Revenue Funds established for revenues that have specific uses
required by law or granting agency such as gas tax revenues which must be
used for streets and roads-related purposes.

> Capital Projects Funds which reflect major capital project activity as
established by GASB standards and city designations.

6 https://california.public.law/codes/ca_gov't _code section 53901
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> Debt Service Fund which reflects major debt-related (borrowing) activity
as established by GASB standards.

> Enterprise Funds which account for business-type activities where revenues
are collected to provide a business-type activity to external customers such
as a water or sewer activity.

> Internal Service Funds which account for business-type activities where
revenues are collected to provide a business-type activity to internal
customers such as a motor pool or an information technology (IT) function.

> Trust and Agency Funds which accounts for fiscal activity where the CITY
is merely acting as custodian for revenues.

> Reserves reflect the difference between the revenues brought in and the
expenditures going out and are reflective in all funds. A positive reserve
should be the operational goal, particularly in the General Fund. Reserves
are similar to a personal savings account (money in the bank) that can be
used for emergencies or unexpected economic downturns. The higher the
reserve, the better protected an agency is against unexpected fiscal issues.
GASB pronouncement No. 54 sets the standard for categorization of
reserves into five types, which include:’

. Non-spendable — such as fund balance associated with inventories.

. Restricted — includes amounts that can be spent only for the specific
purposes stipulated by constitution, external resource providers, or
through enabling legislation.

o Committed — includes amounts that can be used only for the specific
purposes determined by a formal action of the government’s highest
level of decision-making authority. Amounts in the assigned fund
balance classification are intended to be used by the government for
specific purposes but do not meet the criteria to be classified as
restricted or committed.

o Assigned — represents the remaining amount that is not restricted or
committed.

7 https://gash.org/page/PageContent?pageld=/standards-guidance/pronouncements/summary--statement-no-
54.html&isStaticPage=true
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o Unassigned — includes all spendable amounts not contained in the
other classifications.

Although the appropriate level of General Fund reserves is determined by several factors,
including a risk assessment of the agency, as a best practice, the Government Finance Officers
Association (GFOA) recommends that agencies maintain at least two months (approximately 17
percent) of annual General Fund revenues or expenditures as an unassigned fund balance reserve.®
Per PFM, a financial advisor firm, Moody’s rating agency generally looks for a General Fund
unassigned fund balance level of between fifteen percent and thirty percent to support an Aa
rating.®

6.2 BY THE NUMBERS — REVENUES AND EXPENDITURES

The following tables show a comparison of actual fiscal activity for all City funds and the General
Fund from FY 18-19 through FY 21-22 and the budget for FY 22-23 and FY 23-24.

The actual amounts reflected in the table and graph for the General Fund come from the City’s
audited financial statements and City budget documents.

Table 43—Multi-Year — All Funds

CatEr e FY 18/19 FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24
gory Actual Actual Actual Actual Budget Budget

Revenues 8,789,721 | 9,190,411 | 12,741,901 | 13,629,098 | 12,952,441 | 19,200,000
Expenditures 8,123,149 | 8,608,401 | 13,591,464 | 12,898,783 | 14,019,275 | 17,000,000

Net Operating

666,572 582,010 (849,563) 730,315 (1,066,834) | 2,200,000
Income/(Loss)

Ending Total Fund

. . 12,258,220 | 12,840,230 | 11,990,667 | 12,720,982 | 11,654,148 | 13,854,148
Balance/Retained Earnings

Ending Unassigned Fund

i : 1,513,228 | 2,038,932 | 2,595,529 | 2,946,258 | 1,879,424 | 4,079,424
Balance/Retained Earnings

Unrestricted Cash Balance | 5399 095 | 6,474,286 | 7,497,531 | 7,997,302 | 6,930,468 | 9,130,468
(Excluding Agency Funds)

Source: Actuals per ACFR; FY23 Budget per budget document

As can be seen in Table 43, in FY 20-21 the City experienced an approximately $3.6 million
increase in revenues and an almost $5 million increase in expenditures when compared to the prior
year. The primary cause of these increases was approximately $2.5 million in offsetting increases
in transfers in and transfers out due, primarily, to increased Measure I, Community Development

8 https://www.gfoa.org/materials/fund-balance-guidelines-for-the-general-fund

9 https://synopsis.pfm.com/resources/whitepapers/best-practices-in-fund-balance
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Block Grant (CDBG), and grant-related fund activity. An additional cause of the expenditure
increases related to the write down of approximately $1.8 million of Successor Redevelopment
Agency loans in FY 20-21, which is the primary cause of the approximately $850,000 operating
deficit for FY 20-21. The variances for budgeted FY 22-23 in comparison to FY 21-22 actuals
are caused by American Rescue Plan Act (ARPA) revenues of approximately $582,000 received
in FY 21-22 that will not be received in FY 22-23 and additional CDBG program activity of
approximately $1 million. The FY 23-24 variances are due, primarily, to the inclusion of
anticipated revenues and expenditures related to Measure Y.

Annually, on average, the General Fund makes up approximately 67 percent and approximately
65 percent of total Citywide revenues and expenditures, respectively, listed in Table 43. A more
detailed discussion of General Fund revenues and expenditures is provided below.

6.2.1 General Fund Revenues

General Fund revenues are comprised of tax-related revenues, including property tax, sales tax,
transient occupancy tax (TOT), and other taxes. For the purposes of this review, Citygate combined
Proposition 172 sales tax, franchise fee, and cannabis public benefit fee revenues to create the
other tax category to be consistent with Generally Accepted Accounting Principles (GAAP) and
the audited financial statements. The remaining revenue sources consist of licenses and permits,
fines, investment earnings, intergovernmental, rental income, service charges, and miscellaneous.
For the purposes of this review, Citygate combined these revenue sources into the All Other
revenue category. Tax-related revenues averaged approximately 83 percent of total General Fund
revenues in FY 18-19 and FY 19-20; however, the average decreased to approximately 64 percent
FY 20-21 through FY 22-23 due to increased transfer in revenues, primarily from Measure I. In
FY 23-24 this percentage is anticipated to increase to approximately 74 percent due to Measure Y
revenues.

Table 44 shows actual historical revenue activity in the General Fund from FY 18-19 through FY
21-22 and budgeted activity for FY 22-23 and FY 23-24.
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Table 44—Multi-Year General Fund Revenues and Expenditures

E— FY 18/19 FY19/20  FY20/21  FY21/22 FY22/23  FY 23/24
Actual Actual Actual Actual Budget Budget

Revenues
Taxes 4,556,896 | 4,512,806 | 5,472,928 | 5,778,923 | 5,976,300 | 9,971,400
All Other 740,431 | 1,164,188 | 2,651,604 | 3,838,466 | 3,517,236 | 3,441,750
Total Revenues 5,297,327 | 5,676,994 | 8,124,532 | 9,617,389 | 9,493,536 | 13,413,150
Expenditures
Pre Strategic Plan 5,007,704 | 5,149,065 | 9,429,165 | 9,017,677 | 9,125,300 | 10,290,000
Potential Strategic Plan - - - - - 2,800,000
Total Expenditures 5,007,704 | 5,149,065 9,429,165 9,017,677 | 9,125,300 | 13,090,000
:\r'\‘ito?npe%fggg) 289,623 | 527,929 | (1,304,633) | 599,712 | 368,236 323,150
Ending Total Fund Balance | 3,612,063 | 4,201,164 | 2,896,531 | 3,496,243 | 3,864,479 | 4,187,629
Egﬁ;ﬂgeunasgg”ed Fund 1,698,899 | 2,288,001 | 2,863,257 | 3,462,969 | 3,831,205 | 4,154,355
Unrestricted Cash Balance | ; 557 166 | 2,466,894 | 2,578,366 | 3,124,731 | 3,492,967 | 3,816,117

(Excluding Agency Funds)

Source: Actuals per ACFR; FY23 and FY24 Budget per budget document

Figure 3 shows tax-related General Fund revenues actually collected from FY 18-19 through FY
21-22 and budgeted in FY 22-23 and FY 23-24. The large increase in FY 23-24 reflects
anticipated proceeds from Measure Y, which are expected to be almost $4 million.

It should be noted that when cannabis tax revenues are excluded from the information reflected in
Figure 3, FY 21-22 tax-related revenues were approximately 16 percent more than pre-COVID
collections, which indicates the City is beginning to shake off the impacts of the COVID-19
pandemic. Exclusion of cannabis revenues was required to provide an apples-to-apples comparison
because the City did not collect cannabis revenues pre-COVID-19.
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Figure 3—Multi-Year General Fund Tax-Related Revenue

City of Sonora
General Fund Tax-Related Revenue
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Figure 4 shows a comparison of General Fund tax-related revenues by tax category for FY 19-20
through FY 21-22 and the budget for FY 22-23 and FY 23-24. The other taxes category jump in
FY 21-22 is due to cannabis tax collections.
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Figure 4—Multi-Year General Fund Tax-Related Revenue by Category

City of Sonora
General Fund Tax-Related Revenue - by Category
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6.2.2 General Fund Expenditures

Public safety is the largest expenditure in the City’s General Fund, averaging almost 54 percent
annually between FY 18-19 and FY 22-23. Citywide salaries and benefits at approximately 76
percent is the largest expenditure category in the General Fund. These percentages have remained
relatively consistent with respect to the total expenditure amounts reflected in Table 44. As
previously discussed, in FY 20-21, the City wrote down approximately $1.8 million of
Redevelopment Agency loans which was reflected in the General Fund, which was the primary
cause of the approximately $1.3 million operating loss reflected in Table 44.

6.3 FiscaL POSITIVES

During its review, Citygate identified several fiscal positives that the City has implemented that
have helped to improve its overall fiscal health. The following is a discussion of some of these
items.

Relatively fiscally healthy General Fund — Per the FY 21-22 audit report, unassigned and
available General Fund reserves at approximately $3.5 million were at 38.9 percent of FY 21-22
General Fund expenditures. This represents approximately 4.7 months of operating cushion. The
City has a very well-written reserve policy that establishes the unassigned fund balance goal of 25
percent (three months) of adjusted appropriations with minimum reserve levels set at 20 percent.
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Even though the policy states a minimum level of 20 percent, it also states that the Council will
approve a reserve level between 15 percent and 20 percent, which seems to be intended to provide
some cushion to allow budget adoption when the minimum reserve is not met in a particular year.
The City’s reserve policy also reflects how unassigned fund balance reserves are designated. Per
the policy, the 20 percent minimum should be allocated. Per the City’s policy, 75 percent of the
unassigned fund balance reserve will be allocated as an Economic Uncertainty reserve and 25
percent will be allocated as an Exposure and Emergency reserve.

GFOA best practice recommends a General Fund unassigned fund balance reserve of at least 2
months (approximately 17 percent).!® The General Fund reserves as of FY 21-22 exceed both the
City reserve policy and GFOA best practice recommendations; however, as previously stated, the
larger the reserves, the better prepared the City will be to address emergencies and future economic
downturns.

Appreciable post COVID-19 tax-related revenue growth — As mentioned earlier, FY 21-22 tax-
related General Fund revenue increased approximately 16 percent over pre-COVID-19 tax-related
revenues (excluding cannabis revenues), indicating steady growth.

Voter approved Measure Y — In November 2022, City voters approved Measure Y, which provides
a 1 percent sales tax override for 20 years. Measure Y proceeds can be used to support general
City purposes. It is estimated that Measure Y will generate almost $4 million per year in the short-
term and will increase with growth in future years (pending initiative or other legislative changes)
for the General Fund.

Basic policies and procedures manual — The City has developed a basic policies and procedures
manual to assist in the provision of effective fiscal management, operational consistency, and
internal control. Based on Citygate’s review, the manual and related policies should be enhanced
to comply with best practice as recommended by GFOA.

Active long-term fiscal forecasting — As a part this project’s scope of work, Citygate was to
provide a five-year financial model template, which is included in Appendix B. During interviews,
Citygate was informed that by the Director of Administrative Services that the City currently
completes a five-year and ten-year financial forecast in the form of a model, which is an industry
best practice. Consequently, the template included in Appendix B is being included for
comparative purposes. Citygate did discover, however, that the City has not prepared a long-term
Capital Improvement Plan (CIP) as a part of its fiscal forecasting. This should be corrected. This
is discussed in more detail in Section 6.4—Fiscal Issues.

10 GFOA fund balance guidelines: https://www.gfoa.org/fund-balance-guidelines-general-fund
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Funding of CalPERS liability — The City has established a process to pay down the annual portion
of the City unfunded actuarial accrued liability in advance as opposed to monthly payments. This
will save the City 3.5 percent in interest costs in FY 22-23.

No outstanding debt — The City currently has no outstanding bonded debt, which is good;
however, the City has capital project needs that may require the issuance of debt. Options to fund
future capital projects should be carefully reviewed using a long-term focus to ensure that the most
effective and fiscally responsible option is identified.

6.4 FISCAL ISSUES

Citygate also identified some potential fiscal-related operational issues during its review. The
scope of Citygate’s study consisted of a high-level fiscal review, so the following, as is the case
with the fiscal positives discussed above, is not intended to be an all-inclusive list, but just
identifies the most salient areas.

State-wide Taxpayer Protection and Government Accountability Initiative (November 2024
ballot) — In January 2022, the taxpayer protection and government accountability initiative
qualified for the November 2024 ballot. The primary components of the initiative include:

* Expansion of the definition of what is a tax to include some fees and charges that
are not currently considered taxes. This will increase the time and cost required to
ensure that applicable fees and charges that are collected to recoup costs of services
requested by specific individuals are covering the cost to provide the services.

. Increase the approval requirement to super-majority (two-thirds) for all taxes as
opposed to the current options of simple majority or super-majority.

2 The Act would be retroactive to January 2022. The City’s Measure Y was passed
in November 2022 with majority approval. Consequently, if the initiative passes,
the City would be required to place another measure on the ballot within a year and
that measure would have to meet the super-majority approval level for it to pass. If
it does not meet the super-majority approval level, the benefits gained from
Measure Y, which City residents have already approved, would be voided.

Citygate believes that this initiative, especially with its retroactive feature, is somewhat of an
overreach. It is effectively taking away local control based on a State-wide attitude. Citygate
recommends that the City develop a contingency budget which reflects service-level reductions
and their resulting impact on the City if this initiative passes and share it with the Council and the
public.

Use of one-time resources in the General Fund to address on-going obligations (i.e., ARPA) —
For FY 21-22 and FY 22-23, the City balanced its budget through the use of one-time ARPA
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revenues. Use of one-time funds for on-going expenditures is not a best practice. Citygate
understands that one of the purposes of ARPA funds is to help agencies address losses that resulted
from the COVID-19 pandemic, which is not the norm, but this practice should be avoided if at all
possible. Reliance on these one-time funds, absent the knowledge that other on-going funds will
be available in the next fiscal year, only pushes the deficit spending problem to the next fiscal year
where the result will be an even bigger problem.

Current fees and charges — Per discussion with City staff, the City’s fees and charges have not
been reviewed or adjusted for several years. Consequently, it is uncertain whether the current fees
and charges adequately cover the cost of providing the services related to the fees and charges. It
is recommended that the City conduct a review of its general fees and charges to ensure that the
amounts being charged adequately address the appropriate cost recovery levels desired by the City.

Policies/procedures — The policies and procedures manual produced by the City is well-written
and a best practice. Development of financial policies is also a GFOA best practice. The City
financial policies previously reviewed by Citygate included travel, credit card,
purchasing/accounts payable, fixed assets, personnel, and reserves. Citygate found these policies
to be comprehensive and well written. However, the travel policy and credit card policies provided
were last updated in 2005 and 2010, respectively, whereas the other policies and procedures were
reviewed in 2020 or later. Citygate recommends that these two policies be reviewed and updated
as necessary.

Succession planning / cross-training — It is always difficult to address the need for succession
planning and cross-training in small jurisdictions like Sonora. However, smaller jurisdictions are
impacted more severely than larger jurisdictions by the sudden loss of staff because individual
staff members tend to be responsible for numerous operational tasks that are taken on out of
necessity and with little training. Consequently, the extended loss of any single staff member has
the potential of causing a major disruption in operations until a new staff member is hired and
trained. Larger jurisdictions with larger staff can usually absorb a sudden loss of a staff member.
Citygate recommends that the City identify its critical operational areas, particularly in finance,
for continuity weaknesses and develop a succession plan, including structured cross-training
and/or reclassifications to help address unanticipated operational disruption due to loss of staff or
other operational emergencies.

Additionally, given the likelihood of major new economic development projects and programs that
will result from the development of the Strategic Plan included with this project, and the difficulty
that the City has had in the past in recruiting, the retirement of the City’s Community and
Economic Development Director may require the City Administrator to take more of a lead in the
economic development strategic planning objectives and likely seek additional consulting
services. This would require some of the other strategic planning fiscal objectives to be assigned
to another department head, which typically would be a finance director, or the Administrative
Services Director in Sonora’s case. If that is the route taken, Citygate recommends that the City
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consider reclassification of the Administrative Services Director to Assistant City
Administrator/Director of Administrative Services to enhance succession planning.

Lack of formal Capital Improvement Planning (CIP) process — The City does not have a formal
long-term CIP process to provide a long-term focus on identifying capital project needs. This is
primarily due to lack of funding, prioritization of such needs, and lack of resources. Currently, the
City’s focus is simply on the current year. This is not best practice. Capital projects tend to span
multiple fiscal years and, absent a formal process to identify needs and monitor activity and
necessary revisions, effective identification and tracking of issues early enough to develop action
plans to address said issues can be difficult. GFOA best practice steps for multi-year capital
planning include:*

Identify needs
Determine fiscal impacts
Prioritize capital requests

Develop comprehensive financial plan

* & o6 o o

Integrate environment, social, and governance consideration in planning.

Citygate has developed a CIP model that can be used by the City to identify and plan for capital
needs using a long-term focus. The CIP model samples (Appendix C) provided by Citygate
include a recommended CIP development process and model form document, which can be used
to consolidate the various project costs, potential funding sources, and other pertinent project
information, such as project history description, using a six-year window into a single document.
This CIP document includes a project cost and funding summary supported by the detail for each
identified and recommended project.

6.5 OTHER ISSUES

Performance measures — The GFOA has developed approximately 200 best practice
recommendations related to municipal financial operations.’> The Administrative Services
Department staff should review this list and use it as a guide when enhancing its written policies
for the City. One specific area identified by Citygate during its review is the lack of overall
Citywide goals and performance measures to reflect how the departments are meeting Citywide

11 https://gfoa.org/materials/multi-year-capital-planning

12 https://www.gfoa.org/best-practices
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goals. Citygate was informed by staff that some form of performance measurement exists but is
not included as a part of the budget document.

Performance measurement is an essential element of budget development and monitoring,
regardless of the size of the organization. The GFOA recommends that all organizations identify,
track, and communicate performance measures to monitor financial and budgetary status, service
delivery, program outcomes, and community conditions as a best practice.

The GFOA recommends that when identifying performance measurements, governments should
focus on making sure that measures meet the following conditions:*®

* Useful — measures should provide information that is helpful to decision making,
understanding, or accountability efforts.

. Relevant — measures should be clearly linked to the service delivery/program
outcomes that they are intended to measure, appropriate for the outcome being
measured, and are readily understandable.

* Reliable — collection methods and measure definitions need to be understood so
stakeholders can rely on the information.

. Adequate — enough and an appropriate variety of measures are used to measure
performance and that measures do not incentivize behavior that adversely impacts
the measures, such as a quantity versus quality scenario. There is often not a single
measure that can provide sufficient context and understanding.

. Collectible — measures are readily available and do not involve excessive
time/effort to collect.

* Consistent — measures can be regularly collected to track outcomes over time and
avoid the need to continuously identify new measures.

* Environment — measures include variables related to externalities that impact
service delivery and program performance.

* Responsibility — responsibilities are clearly identified for collection, storage, and
dissemination of the data.

4 Systems — existing data collection capacities are leveraged appropriately, or new
systems are identified to ease the burden of data collection.

13 GFOA Performance Measurement Best Practice: https://gfoa.org/performance-measures
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Citygate is not recommending that the City establish extensive and complicated performance
measures, but it is recommended that the City identify a few applicable performance measures for
each department. These should be developed to reflect that the use of resources is supporting City
goals and objectives.

6.6 GENERAL OBSERVATIONS

6.6.1 Need for Strategic Use of Measure Y Funds

Assuming the taxpayer protection and government accountability initiative previously discussed
is not approved in November 2024 and Measure Y remains intact, use of Measure Y funds should
be strategically planned to maximize effectiveness. The City must ensure that it has a solid base
upon which to build and grow to meet the needs of the Sonora of the future. The City must resist
the urge to throw Measure Y funds at new projects, without strategic consideration of resources
required to support the project’s completion and on-going maintenance. In the FY 23-24 budget,
Citygate noticed that the City had identified almost $2 million of budget requests to support status-
quo needs, most of which were not funded. Based on the City’s current forecasting model, the
General Fund is estimated to have an operating surplus of approximately $2.5 million over the
next three years, consisting mostly of anticipated Measure Y proceeds. However, as reflected in
Executive Summary and Appendix A of this report, High Priority Tier 1 items identified for
implementation could require all Measure Y revenues in FY 23-24. This emphasizes the need to
strategically plan the use of Measure Y and all City revenues. The strategic planning process that
the City has engaged Citygate to assist in completing is both timely and critical to ensuring the
development of a plan to ensure the effective identification of needs and the efficient use of
Measure Y as well as other City funding.

The following graph presents a revenue vs expenditure comparison, as well as the resulting
operating surplus/deficit for the General Fund from FY 18-19 through projected FY 26-27.
Citygate used the City staff-provided projections for FY 24-25 through FY 26-27 and added the
Citygate-recommended Strategic Plan costs of approximately $2.8 million utilizing a 3 percent
inflator in FY 25-26 and FY 26-27.
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Figure 5—City of Sonora — General Fund vs Expenditures
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General Fund Revenues vs Expenditures
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Table 45—City of Sonora — Multi-year Projection — General Fund

Category FY 23/24 FY _24/25 FY _25/26 FY _26/27
Budget Projected Projected Projected
Revenues
Taxes 9,971,400 9,122,724 9,228,616 9,336,298
All Other 3,441,750 3,837,550 3,892,450 3,956,525
Total Revenues 13,413,150 12,960,274 13,121,066 13,292,823
Expenditures
Pre Strategic Plan 10,290,000 10,413,317 10,657,666 10,914,289
Potential Strategic Plan 2,800,000 2,884,000* 2,970,520* 3,059,636*
Total Expenditures 13,090,000 13,297,317 13,628,186 13,973,925
Net Operating Income/(Loss) 323,150 (337,043) (507,120) (681,102)
Ending Total Fund Balance 4,187,629 3,850,586 3,343,466 2,662,364
Ending Unassigned Fund Balance 4,154,355 3,817,312 3,310,192 2,629,090
é;‘gﬁ%f;;ciignfﬁrni”)"ance 3,816,117 3,479,074 2,971,954 2,290,852

*3% Inflator

Source: Actuals per ACFR; FY23 and FY24 Budget per budget document
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As Table 45 indicates, the City will not be able to maintain spending $2.8 million (combined on-
going and one-time) toward strategic planning projects with just Measure Y available proceeds
alone, without deficit spending and spending down reserves, which is not a best practice.

6.6.2 Staffing

Understaffing in the Administrative Services Department limits the time available for formal
training. This understaffing can also lead to coverage issues that could adversely impact separation
of duties and fiscal internal control monitoring. Adequate separation of duties is a best practice
and risk avoidance measure necessary for all agencies. It is often difficult to have adequate
separation of duties in a small city such as Sonora, but striving to ensure duty separation should
be a goal of the City. Based on Citygate’s review, the City does make a conscious effort to ensure
separation of duties.

A sampling of four comparably sized cities reflects, on average, five full-time equivalent (FTE)
positions in the Finance Department as opposed to the three currently authorized for finance at the
City of Sonora. Additionally, all of the cities reviewed had a supervisory financial position, such
as a lead accountant or accounting manager. Based on its review, Citygate recommends that
Administrative Services be provided with a supervisory level financial FTE to provide a succession
path for the Department and to enhance separation of duties and internal control.

6.6.3 Financial Technology

The City currently uses the MIP financial system. Per staff, the system works well and has good
functionality. However, the capability of the system is not being fully utilized. As examples, the
system has the capability to allow payroll time information and budget request information to be
input by each respective employee and department, but this capability is not being used. As a
result, these entries are entered manually in the Administrative Services Department which can
increase the potential for human error and reduce efficiency. Citygate recommends that the City
review the capabilities of the financial system and revise process and procedures, as necessary, to
maximize efficiency relating to use of the financial system. Additionally, for FY 23-24, the City
began using Clear Gov software to report budget information to improve reporting consistency
and transparency. This is consistent with best practices and is currently being utilized by numerous
agencies.

6.6.4 Economic Development/Annexation

Citygate was informed that the City’s General Plan needs to be revised to identify a correct sphere
of influence boundary to ensure that the City has appropriate control and the ability to receive
resources to address potential economic development that will impact provision of City services.
Citygate recommends that the General Plan revision process be set as a high priority.

Since local governments have the responsibility for planning and regulation of land use, state law
requires cities and counties to prepare, adopt, and appropriately update a comprehensive long-term
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General Plan for the physical development of the community. The General Plan must cover all
incorporated territory and should go beyond the City limits to that which has an impact in or relates
to the planning of such development.

As the General Plan funding set-asides begin to occur and once funding for the updated 20-year
General Plan is acquired, estimated at $1,000,000, economic-development-related annexation
processes and needs assessments must occur early in the stages. Although workshops and meetings
can occur on the topic prior to the new updated General Plan, especially if related to a particular
parcel or opportunity, the City will need to acquire an economic development or community
development specialist with knowledge of the Local Agency Formation Commission (LAFCO)
requirements, application process, political atmosphere, and local, regional, and state influences
and should be present for any such meeting occurrences or discussions.

In addition, developing or continuing to develop good relations with LAFCO, including consistent
communications and on-going meetings, and any local policies and procedures that can support
and reflect best practices and smoothest annexation procedures, would be key. These local policies
and procedures include the potential or need for pre-zoning that would cover opportunities for
appropriate economic growth, preserving environmental equality, and protecting social equality.

6.7 SUMMARY OF FIscAL REVIEW

Following is a summary of Citygate’s fiscal review:

. The recently voter-approved Measure Y will provide almost $4 million, annually
for General Fund general purposes which will place the City in a strong financial
position; however, the taxpayer protection/government accountability initiative that
qualified this year for the November 2024 election could jeopardize this revenue
source and force the City to make major reductions in service levels, estimated by
City staff to be approximately $800,000, annually. Even if Measure Y remains in
place (as discussed earlier in this report), it is estimated that the City will begin to
deficit spend in FY 24-25 through FY 26-27 at least, requiring spending down fund
balance reserves, identifying new revenue sources—including but not limited to
seeking state and federal funding—as well as identifying cost-saving efficiencies,
or some combination of the three. This situation is exclusive of the capital project
need priorities identified by the Council. The key point is that Measure Y alone will
not address the strategic needs of the City.

4 All City labor agreements are for multiple years, at least through 2025. This is a
positive for the City which allows the City to identify personnel costs, which is one
of the largest City expenditures, on a multi-year basis to identify potential issues
early.
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* The City lacks a formal long-term CIP, which would allow the City to strategically
identify and develop action plans to address future capital project needs.

* The City does develop a 10-year financial forecast for operations, which is a best
practice, but it should be developed in coordination with a long-term CIP and
Facilities Assessment and implementation plan.

* The Administrative Services Department is understaffed for its assigned
responsibilities. This, in addition to the lack of staffing in Public Works and other
departments, as well as a lack of other funding resources, has led to the absence of
necessary financial activity planning, such as the development of a CIP, and a
structured schedule to review cost of service fees to ensure fee levels are adequate
to meet approved cost recovery levels.

* A comprehensive review of general fees and charges has not been conducted in
several years resulting in uncertainty as to whether the current general fees and
charges are meeting cost recovery levels.

* Between FY 19-20 and FY 21-22, cannabis revenues grew by almost $363,000
(almost 265 percent) and based on current trends, FY 22-23 collections could
exceed the budget estimate by approximately $86,000.

. City staff pay seems to be below market per conversations with City staff and
cursory Citygate observations. The last full classification/compensation study was
conducted in 2017, with targeted reviews since. Citygate was informed that the City
is currently in the process of conducting a compensation review, which is estimated
to cost $360,000 for study implementation on an on-going annual basis, and is
identified as a Tier 1 priority and included in the on-going Tier 1 costs (see Table
3).

6.8  FIscAL (BUDGET) RECOMMENDED PRIORITIES

Citygate developed the following budget recommendations for the City’s Five-Year Strategic Plan.
The highest priority, Tier 1 recommendations to be implemented in the first 18 months are shown
in the Executive Summary (Table 2 and Table 3) and Appendix A—Strategic and Implementation
Plan. The recommendation numbers that follow indicate where these items can be found in the
Strategic and Implementation Plan.

Note that Recommendation #46 is listed here despite it being featured in the “General Plan |
Community Development” section of the Strategic and Implementation Plan. Recommendations
#51-#61 appear in the “Budget/Fiscal” section of the Strategic and Implementation Plan.
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Recommendation #46: The General Plan revision process should be set as a high priority, with
an estimated budget allocation of $1,000,000 for a contractor (one-time
expense).

Recommendation #51: The City should continue to strive to negotiate multi-year labor
agreements to help plan future financial operational impacts.

Recommendation #52: It is a best practice to have a multi-year capital improvement plan which
includes an assessment and analysis of facilities and maintenance needs
to help identify capital financial issues early enough to develop plans to
address the issues.

Recommendation #53: The Administrative Services Department staff should review the list of
GFOA best practices referenced in this report and use it as a guide when
enhancing its written policies for the City.

The City should formalize the development of performance measures per
GFOA best practice as a tool to gauge operational effectiveness.

Recommendation #54: Administrative Services should be provided with a supervisory level
financial FTE, such as a lead accountant or accounting manager, to
provide a succession path for the Department and to enhance separation
of duties and internal control.

Recommendation #55: Ensure that financial forecasting methodology is understood and
accepted by the Council to ensure long-term focus on decision making.

Recommendation #56: Given the uncertain outcome of the taxpayer protection/government
accountability initiative, a contingency budget reflecting budget
reductions that would be necessary if the initiative passes should be
developed and shared with the Council and the public.

Recommendation #57: With the increased interest in short-term rentals, a review of the City’s
TOT ordinance related to short-term rentals is warranted including
consideration of potential impact on existing hotels/motels/B&Bs,
low/mod housing availability, etc. to increase on-going revenues.

Recommendation #58: A formal strategic action plan should be developed to reflect how
Measure Y funds will be used and monitored going forward if the
taxpayer protection/government accountability initiative fails in
November 2024.

Recommendation #59: The City should identify its critical operational areas, particularly in the
Administrative Services Department, to identify continuity weaknesses
and develop a succession plan, including structured cross-training and/or
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reclassifications to help address unanticipated operational disruption due
to loss of staff or other operational emergencies.

The City should consider reclassification of the Administrative Services
Director to Assistant City Administrator/Director of Administrative
Services to enhance succession planning.

Recommendation #60: City should complete an update of the classification study and its
implementation to assist in the development of a recruitment and
retention plan.

Recommendation #61: City should also use the classification study to develop a staffing level
assessment for an accountant position.
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SECTION 7—HIGH-LEVEL CITYWIDE ORGANIZATIONAL REVIEW

This section provides Citygate’s high-level organizational review presented in the following order:
* Police Department
* Fire Department
* Public Works
* Administrative Services Department

* Community Development

Following Citygate’s high-level organization review of each function, Section 8 provides a high-
level review of challenges related to homelessness.

7.1 HIGH-LEVEL REVIEW OF POLICE DEPARTMENT

7.1.1 Department Overview

The Sonora Police Department is a full-service police agency, one of three agencies in Tuolumne
County with sworn peace officers that also includes the Sheriff’s Office and the District Attorney’s
Office. The Sonora Police Department’s authorized staffing is 14 full-time sworn positions, broken
downs as follows:

L 2 1 Police Chief
* 1 Police Lieutenant
* 2 Police Sergeants

. 10 Police Officers (including 2 corporals)

In addition, the Department staffs its own Public Safety Access Point (PSAP) commonly referred
to as the Dispatch Center. The Dispatch Center is operated by a hybrid position that includes duties
as both a Dispatcher and Records Technician. In total, there are 11 professional staff broken down
as follows:

* 1 Records Technician
* 5 Dispatcher-Records Specialists
g 2 Dispatcher-Records Specialists (part-time)
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* 3 Community Service Officers (part-time)

At the time of this study, the Department was operating with four vacancies including three Police
Officer positions and one Dispatcher position. In addition, the Department was anticipating the
loss of one more Police Officer and the Records Technician.

7.1.2 Crime Data and Calls for Service Statistics

The Federal Bureau of Investigations (FBI) publishes crime data on its Crime Data Explorer
website.'* Citygate used crime data from this website along with statistics provided by the
Department for the following analysis.

Part 1 Crimes

The FBI classifies certain categories of crime statistics at Part 1 Violent Crimes and Part 1 Property
Crimes for analytical purposes.

Part 1 Violent Crimes include the following:
* Homicide
2 Rape
. Robbery

* Aggravated Assault

Part 1 Property Crimes include the following:
* Arson
* Burglary
. Larceny or Theft

* Motor Vehicle Theft

Violent Crime

The following charts depict Part 1 Violent Crimes in the City of Sonora during the time frame
indicated:

14 https://cde.ucr.cjis.gov/LATEST/webapp/#/pages/explorer/crime/crime-trend
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Figure 6—Part 1 Violent Crime Rate — 2011-2020

Violent Crime Rate Comparison
2011 — 2020 (per 1,000 people)
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Figure 7—Part 1 Violent Crimes (Actual) — 20112022
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Figure 6 shows the crime “rate,” while Figure 7 shows actual crime numbers. The crime rate is
compared to both the State of California and the United States crime rates and expressed by
population (per 1,000 residents). As shown, the crime rate is comparatively high when considering
the state and national rates, although Citygate believes the relatively low sample size (Sonora’s
small population) skews the comparison. However, it should be noted that violent crime actual
numbers are trending up when looking back 10 years.

Property Crime
The following charts depict Part 1 Property Crimes in the City of Sonora during the time frame

indicated:
Figure 8—Property Crime Rate — 20112020
Property Crime Rate
2011 — 2020 (per 1,000 people)
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Figure 9—Property Crimes (Actual) — 20112020
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As with the Part 1 Violent Crimes, Figure 8 shows the crime “rate” per 1,000 residents as compared
to the State of California and the United States in general. Figure 9 shows actual crime numbers.
The good news is that although the rates are relatively high compared to state and national
averages, property crime is trending downward. However, it should be noted that these are
“reported” crimes, so if there has been a change in reporting behavior that could also skew the
trend. In short, many crimes traditionally recorded through case investigations, tracked by UCR,
are now documented through CAD logs only. This change in reporting behavior was necessitated
by significant and sustained staffing shortages in an effort to maximize patrol personnel’s ability
to manage their workload.

Calls for Service

Citygate reviewed three years of calls for service data that had been tracked by the Department
within the Computer Aided Dispatch (CAD) system. The years reviewed were those available and
that included the years 2020-2022. When considering calls for service, it is important to note that
there are two broad types of calls considered. Those are Public Generated and Officer Initiated.
These are defined as follows:
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Public Generated Calls for Service: Public requests for assistance that are generated through the
PSAP usually via telephone call such as a 9-1-1 call or a call to the non-emergency Dispatch line.
These calls represent the actual demand for service of the Department.

Officer Initiated Activity: Calls for service that are initiated by an on-duty police officer, such as
traffic enforcement stops or a pedestrian encounter. This type of call is considered proactive
policing and can only occur when the police officer is not otherwise “committed” to public
generated calls for service.

The following chart depicts the Sonora Police Department’s Calls for Service data:

Figure 10—Police Department Calls for Service — 2020-2022
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Although three years is a relatively small date range for analysis, this is what was available from
the Department due to staffing shortages and availability. Citygate notes that while public
generated calls have remained static in the three-year period analyzed, the officer-initiated calls
are on a downward trend. At a high level, it is difficult to assess the reason for the downward trend
in proactive policing but contributing factors may include staffing shortages compounded by
sensational policing events nationwide that may be causing a pull-back from police officers to
curtail proactive activities unless highly warranted in general.

7.1.3 Observations and Key Challenges

The following is Citygate’s discussion of our observations and key challenges facing the Police
Department, including staffing, professional development, and radio interoperability.
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Staffing

The primary challenge facing the Police Department, not surprisingly, is staffing. The Department
is challenged to have more than one patrol officer on duty at any given time plus a supervisor. The
supervisor during the daytime is one of the two police administrators which includes the police
lieutenant and the police chief. After hours, the supervision is handled by one of two police
sergeants on alternating days off. While the public demand for calls is relatively low due to the
small size of the population, any critical incident would quickly overwhelm the on-duty staffing.

There is currently no full-time assigned investigator to conduct follow-up investigations beyond
that which a patrol officer would be equipped and available to conduct. This is mitigated to some
degree by the fact that the Department has an operational agreement with the Tuolumne County
Sheriff’s Office to provide assistance when needed.

Staffing in the communications area is also very weak. After hours there is one dispatcher on duty
such that the on-duty patrol staff must come into the PSAP to relieve the dispatcher for breaks.
This is not an ideal or a sustainable situation. Also, the PSAP does not have a dedicated supervisor,
but rather the supervision of the dispatcher is included in the duties of the police sergeants.
Citygate’s experience is that while a police sergeant can provide general supervision of any job
classification, the position of Public Safety Dispatcher requires highly specialized skills and
experience.

Professional Development

As a small police department with limited numbers of positions available, there are not many
opportunities for professional development within the organization. Most police agencies have
additional assignments such as Special Weapons and Tactics (SWAT) teams and Traffic
Enforcement, etc., but Sonora’s staffing model does not lend itself to this type of professional
development. This also impacts recruiting and retention.

Radio Interoperability

The Dispatch Center communications consoles are beyond their life span and need replacing. The
vendor will no longer service the equipment because it is so far past the end of equipment life.
Also, it is not clear that the Dispatch Center can communicate with other regional agencies, i.e.,
the Sheriff’s Office. A recent test with the Sheriff’s Office showed that while the Sheriff’s
dispatchers could operate on Sonora’s radio channel, Sonora could not operate on the Sheriff’s
channel. This is a public safety concern that should be addressed.

Police Department Building

The Police Department facility was constructed in the 1960s as an automotive repair shop and was
occupied by the Police Department in the mid-1990s. According to the Police Chief, the
Department’s operational needs have long since outgrown the capabilities of the current facility.
The Chief of Police firmly believes that the facility significantly impacts his ability to recruit and
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retain personnel. In addition to a failing infrastructure, such as a leaking roof, inadequate HVAC
systems, and insufficient electrical framework, there are many functional limitations relating to
size and design. The Police Department facility is significantly outdated.

The limited space this facility provides does not support the needs of current staffing levels and
will not accommodate growth. Two sergeants share a small office; there is no interview room,
forcing officers to conduct interviews on a nearby park bench; the small locker room co-serves as
a lactation room; there is no secured parking for employees and many fleet vehicles, and
approximately 30 percent of the existing secured parking garage is being used for evidence and
property storage. No training area, briefing room, or separate kitchenette is available, and the
dispatch center and customer service counter are incredibly cramped.

Employee vulnerability is a concern as is the building’s resistance to potential threats.

As a top priority and recommendation, the City needs to address the currently overcrowded and
outdated Police Station. A comprehensive facilities assessment is the first step in this process.
During this process, it is recommended that outreach efforts to other, similar agencies that have
new or newer facilities be contacted to support understanding and opportunities as the assessment
(and ultimately recommendations) are developed. As part of the scope for a facilities assessment,
a comprehensive implementation plan should follow. As funding and specific expertise will be
core components of this process—due to police facilities typically being of increased complexity
compared to most others due to technology and safety elements—a thorough vetting process for
selecting the best expert team should be a priority. It is also recommended that a panel that is new,
current, or acombination thereof be established to specifically address, monitor, support, and assist
in this high-level, long-term, and critical undertaking.

7.1.4 Police Department Recommended Priorities

Citygate developed the following recommendations for enhancement of police services for the
City’s Five-Year Strategic Plan. The highest priority, Tier 1 recommendations to be implemented
in the first 18 months are shown in the Executive Summary (Table 2 and Table 3) and Appendix
A—Strategic and Implementation Plan. The recommendation numbers that follow indicate where
these items can be found in the Strategic and Implementation Plan.

Recommendation #75: To address the immediate staffing needs, the Department should add the
following full-time positions in addition to the current authorized,
including vacancies:

75a 2 Police Officers including 1 full-time Detective
75b 1 Records/Dispatch Supervisor
75¢c 1 Administrative Assistant to the Police Chief

75d 1 Records/Dispatch Technician
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75e .25 Community Service Officers for Property/Evidence (creates 1
FTE)

75f  Current vacancies will likely need to be addressed before new
positions can be considered or filled. A focused creative effort will
need to occur to assist with the ever-challenging recruitment
efforts related to public safety personnel.

Recommendation #76: To address the radio interoperability issues, the current dispatch consoles
should be refreshed if cost-effective, and the radio infrastructure
(repeaters and multi-channel capability) should be upgraded to ensure
regional radio interoperability, which is a safety issue for both officers
and the public.

Recommendation #77: To address recruiting and retention issues, the Department should:
77a Seek and maintain a competitive compensation package

77b  Explore regional partnerships to expand professional development
opportunities such as assigned officers to a Regional SWAT Team
or countywide narcotics task force.

Recommendation #78: The City should seek code enforcement support including various tasks
and duties including Airbnb, vacant property ordinances and/or
programs, graffiti abatement, downtown revitalization, fire mitigation
efforts (potentially), community preservation, and other health and safety
related private property programs.

Recommendation #79: If staffing levels reach a critical mass low point, consider a hybrid
contracting model such as after-hours dispatch and/or patrol coverage.
For their own safety and the safety of others, a small number of
employees cannot be worked to exhaustion.

Recommendation #80: Fund and develop a Facilities Assessment and implementation plan. This
should include consideration of a new Police or public safety building
that provides various other tools, trainings, and community offerings that
have cost-recovery elements.

7.2 HIGH-LEVEL REVIEW OF FIRE DEPARTMENT

7.2.1 Department Overview

The Sonora Fire Department provides fire suppression, limited rescue, Basic Life Support (BLS)
pre-hospital emergency medical, initial first responder hazardous material release/spill, fire
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prevention, and related emergency services from a single fire station facility located at 201 S.
Shepherd Street. Services are provided by a staff of seven full-time personnel augmented by up to
six part-time intern Firefighters, four part-time Engineers, up to nine volunteers (seven currently
active), and one part-time Office Assistant. The Department responded to more than 2,000 calls
for service in 2022, a 16 percent increase from 2019. The Department’s FY 22—-23 operating budget
is $1.62 million.

Response services are provided by two on-duty personnel in addition to the Fire Chief including
one Captain and one Engineer, supplemented by one intern Firefighter, part-time Engineer, or
volunteer as available, with a typical emergency response of three personnel. More serious
incidents within the City requiring additional resources receive automatic aid from other nearby
fire agencies under the County-wide automatic aid agreement. Wildland fires receive additional
response resources, including CAL FIRE engines, aircraft, and a chief officer. The local CAL
FIRE Emergency Command Center (ECC) in San Andreas provides dispatch services through the
automatic aid agreement with Tuolumne County. The Fire Chief serves as the City’s Emergency
Operations Center (EOC) Coordinator.

The City Council recently approved a contract with the Chicken Ranch Rancheria Tribe of Me-
Wuk Indians to staff the Chicken Ranch fire station in Jamestown with three response personnel
daily. This would add nine personnel to Department staffing and provide an additional automatic
aid response resource for all of Tuolumne County including Sonora. The contract is currently
undergoing review and approval by the Tuolumne County Local Agency Formation Commission
(LAFCo).

7.2.2 Service Demand

The following table summarizes 9-1-1 calls for service over the past four calendar years. As the
table shows, service demand increased slightly more than 16 percent over the most recent four-
year period, including an increase of more than 18 percent in 2021 over the previous year.
Emergency medical service calls comprise more than 72 percent of all calls for service, with fires
comprising approximately 8 percent and all other call types comprising 20 percent. It should also
be noted that 36 percent of all calls for service in 2022 were outside the City of Sonora under the
County automatic aid agreement.
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Table 46—Fire Department Emergency Service Demand Summary

Percent of
Call Type 2019 2020 2021 Total Total
Demand
Fire 166 136 129 150 581 7.79%
EMS 1,372 1,225 1,401 1,389 5,387 72.22%
Other 251 285 418 537 1,491 19.99%
Total 1,789 1,646 1,948 2,076 7,459 100.00%
Percent Change -7.99% 18.35% 6.57% 16.04%

Source: Sonora Fire Department

In addition to emergency response services, the Department conducts 100-125 state-mandated
occupancy inspections (care facilities, schools, hospital, and multi-family residential units), 300—
400 commercial business inspections, and 300-350 wildland defensible space inspections annually
with on-duty response personnel and the Fire Chief. The response crew also participates in City,
school, and non-profit events; Columbia College Career Day; Annual Firefighter’s Ball; Round-
up/Christmas Parade, FireWise USA'® community outreach, and other fire prevention/education
programs.

7.2.3 Observations and Key Challenges
Citygate’s review Yyielded the following four key challenges facing the Department.

Staffing

The Department strives to maintain a daily station staffing level of at least three personnel
including the two full-time City personnel (Captain and Engineer) supplemented as available by
an intern Firefighter, part-time Engineer, or volunteer Firefighter to ensure adequate staffing to
safely perform the critical tasks necessary to achieve desired emergency incident outcomes of
confining a building fire to the room of origin and to prevent death or permanent impairment from
a medical emergency. Intern positions are assigned to a shift schedule, while volunteer Firefighters
and part-time Engineers are required to work a minimum of 12 hours per month.

Maintaining this minimum response staffing level has proven extremely difficult as an intern
Firefighter, part-time Engineer, or volunteer Firefighter is rarely available to fill the third position
daily. According to the Fire Chief, hiring interns and volunteer Firefighters has become extremely
challenging due to local full-time CAL FIRE job opportunities resulting in an available daily

15 FireWise USA is a National Fire Protection Association (NFPA) program focused on education and mitigation
strategies to reduce the occurrence and impact of wildfires on communities
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response staffing level of only the two full-time Department personnel approximately 75 percent
of the time over the past two years.

In addition to the emergency response staffing, the Department has only a part-time Office
Assistant to support the Fire Chief and response personnel, resulting in the Fire Chief and response
personnel being required to do much of their own clerical support work. According to the Fire
Chief, there is sufficient office support workload for a full-time position.

In addition, the Department has not had a dedicated Fire Prevention Officer since 2017. Prior to
that, the Department had a full-time position until 2008 when it was converted to two part-time
positions without benefits, and then further reduced to one part-time position in 2011. Funding for
this position was reduced even further from 960 to 250 hours per year in 2013, and the position
was abolished in 2020. Since 2011, the Prevention Officer was only able to perform plan reviews
and conduct new fire and life safety system inspections within the allocated work hours. Mandated
occupancy inspections and wildland defensible space inspections were not conducted for many
years until reinstated by the Fire Chief in 2016. Non-mandated business inspections are on a three-
year rotation with a self-inspection form sent to business owners in between on-site inspections.
Wildland defensible space inspections are on a five-year rotation in the high fire severity zones of
the City due to the lack of available capacity to conduct all inspections annually.

Facility and Equipment Renewal/Replacement Funding

The fire station facility was constructed in 1996, and according to the Fire Chief is in relatively
good condition except for some needed updates and deferred maintenance of several items
including a leaking roof, NFPA-approved Personal Protective Equipment (PPE) storage racks,
HVAC replacement, siding repairs, garage door/opener replacement, climate control in the
apparatus bay, enclosed physical fitness workout area and climate control, replacement of aging
appliances / kitchen remodel, parking lot asphalt overlay, and exterior painting.

Response apparatus replacement has typically been funded through federal Assistance to
Firefighters Grants (AFG) as successfully awarded to the City. More recently, a federal Housing
and Urban Development (HUD) Community Development Block Grant (CDBG) was allocated to
the City for two new emergency response apparatus. The reserve engine and quint (engine with
aerial ladder) are both 27 years old with a typical replacement criteria of 15-20 years, and thus
should be funded for replacement as soon as possible.

Information Technology Equipment and Related Support

According to the Fire Chief, the Department is lacking newer available technologies, computers
and operating software, servers, and information technology (IT) support services needed to
support department programs and services. Also, according to the Chief, the City Administrative
Services Department, which provides some IT support, is challenged to provide the technical
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services needed to adequately support all Fire Department programs and services. The EOC is also
lacking needed IT equipment to support emergency operations.

Updated Standard Operating Procedures

Recognized best practices recommend that public safety agencies have formal written policies and
procedures to guide employee actions and ensure accountability. The Department has done so with
a comprehensive set of Standard Operating Procedures (SOPSs); however, as the sole chief officer
of the Department, the Fire Chief, has found it increasingly challenging to maintain regular review
and updating of these, and developing new SOPs as needed, given other workload priorities.
Citygate recommends the City consider hiring a local retired annuitant or consulting firm as an
alternative for this essential and on-going task.

7.2.4 Opportunities

Citygate’s review of the Fire Department yielded the following potential opportunities for
consideration by City leadership and Council to enhance fire and life safety:

* Federal Emergency Management Agency (FEMA) Staffing Assistance for Fire and
Emergency Response (SAFER) grants. This program was created to provide
funding directly to fire departments and volunteer firefighter organizations to help
them increase or maintain the number of trained “front line” firefighters available
in their communities. For fiscal year 2022, $360 million was appropriated for
competitive award. The grant funds all compensation, benefits, training, and
equipment costs of awarded positions for a period of three years. The Department
has continued to apply annually since 2012 and was awarded grants in 2012 and
2015; however, has not been successful since.

. Community first-aid / CPR training. Multiple studies have demonstrated the
effectiveness of Cardio-Pulmonary Resuscitation (CPR) in reducing the morbidity
and mortality of cardiac emergencies. The increased availability and simplicity of
use of public access Automatic External Defibrillators (AEDs) further aids in
reducing morbidity and mortality from these events. Many fire agencies provide
community first aid and CPR/AED training; however, most local Emergency
Medical Services Agencies (EMSAS) require the trainer be certified to the
Emergency Medical Technician Paramedic (EMT-P) level or higher. The
Department conducts community first aid/CPR classes for local cooperative
emergency agencies staff, but not for the public at large.

* Advanced Life Support (ALS) pre-hospital Emergency Medical Service. All
Department response personnel are trained and certified to provide Basic Life
Support (BLS) pre-hospital emergency medical services with Advanced Life
Support (ALS) services provided by the County’s contract ground ambulance
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provider. Many fire agencies provide ALS first responder services to ensure timely
advanced emergency medical interventions when necessary. Paramedic training
typically includes 600 hours of didactic classroom training, 200 hours of clinical
observation, and 480 hours of field internship. Additional funding and personnel
would be needed to implement this service enhancement.

g Additional Fees for Service. The City currently receives no revenue for calls for
service outside the City’s response jurisdiction. The City could consider negotiating
fee for services agreements with adjacent jurisdictions and/or developments
receiving initial response services from the Department.

. Collaboration with Other Local Fire Agencies. The City could research the
advantages of joint service opportunities (e.g., contract for service, Joint Powers
Agreement, etc.) with other local fire agencies to improve overall service and fiscal
efficacy.

7.2.5 Fire Department Recommended Priorities

Citygate developed the following recommendations to ensure adequate daily emergency response
capacity, provide adequate administrative support, and increase fire and life safety inspection
capacity for the City’s Five-Year Strategic Plan. The highest priority, Tier 1 recommendations to
be implemented in the first 18 months are shown in the Executive Summary (Table 2 and Table 3)
and Appendix A—Strategic and Implementation Plan. The recommendation numbers that follow
indicate where these items can be found in the Strategic and Implementation Plan.

Recommendation #67: Add three full-time Firefighter positions to ensure a minimum of three
response personnel on duty daily. Continue to seek SAFER grant funding
for initial three years.

Recommendation #68: Implement fire station staffing agreement with Chicken Ranch Rancheria
Tribe of Me-Wuk Indians.

Recommendation #69: Fund a full-time Fire Prevention Officer/Inspector to review all fire and
life safety system plans for conformance with applicable codes and
inspect for proper installation and operation; and conduct mandated fire
safety inspections and other fire and life safety duties as assigned by the
Fire Chief.

Recommendation #70: Identify long-term capital facility and equipment needs, timing, and
funding source(s) to ensure adequate funds are available for renewal or
replacement as planned.

Upgrade Department technology equipment, software applications, and
related support to provide enhanced program and service efficacy.
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Recommendation #71: Increase the Office Assistant position full-time to provide needed support
capacity for the Department.

Recommendation #72: Hire 1 FTE Fire Prevention and Disaster Prevention Officer/Investigator.

7.2.6 Recommendations for Future Consideration

In addition to Citygate’s Strategic Plan recommendations above, Citygate offers the following
recommendations for the City’s consideration:

* Consider adopting fees for initial response fire services outside the City’s response
jurisdiction.

* Research the advantages of joint service opportunities (e.g., contract for service,
Joint Powers Agreement, etc.) with other local fire agencies to improve overall
service and fiscal efficacy.

7.3 HIGH-LEVEL REVIEW OF PuBLIC WORKS DEPARTMENT

7.3.1 Department Overview

The City of Sonora Public Works Department (Department) is responsible for the maintenance of
City parks and open spaces, street cleaning, pavement and sidewalk maintenance, storm drain
maintenance and repair, garbage collection at City facilities, the maintenance of City buildings,
parking lot cleaning, maintenance of the City vehicle fleet, cemetery maintenance, City parking
lot maintenance, and event coordination with other City departments.

Per the FY 22-23 budget, the Department staffing consists of 7 full-time equivalents (FTES)
including one Public Works Supervisor, three Public Works Specialists, two Public Works
Assistants, and one Supervising Mechanic. However, it should be noted that the current
Department staffing is at 6 FTEs because the Supervising Mechanic position was vacated.

The City of Sonora does not operate a full-service public works department. The Department’s
range of responsibilities is smaller than the typical area municipal public works department
because the municipal water and wastewater utility operations and maintenance functions (O&M)
and engineering are provided by the Tuolumne Utility District. At the time of Citygate’s study, the
Department’s City Engineering functions were provided by one contract engineer. Also, it was
noted that the Public Works Department is part of the Community Development Department, with
the Community Development Director serving as the department head.

Most of the Department’s funding comes from the City’s General Fund. The Department also
receives 15 percent of Measure | revenue (1/2 percent sales tax initiative) and Highway User Tax
funds, as well as Lighting and Landscape District funds from Sunrise Hills.
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7.3.2 Observations and Key Challenges

Citygate’s observations of the Department are based on a document review (budgets, reports,
planning documents, organizational documents), interviews, and a review of survey results.
Citygate’s review identified street/pavement/sidewalk maintenance as the primary concern,
followed closely by obtaining grant funding or alternative funding for projects.

Other issues mentioned consistently that also impact Department services include:
* Disaster preparedness
* Growth impacts
* Concerns about old water infrastructure being able to support new development

* Lack of a real asset inventory for assets maintained by the Department.

Most of the issues are captured by the theme of investing in infrastructure maintenance and long-
term infrastructure improvements, including road repairs and maintenance, storm drains,
sidewalks, and the traffic circulation system (see Theme Two, Executive Summary).

It should be noted that while the City does not have direct responsibility for the maintenance of
the water and sewer systems, it is important that the City coordinate with the Utility District to
ensure that that water and sewer capacity are available to support existing development and future
development. Part of this can be accomplished through ensuring the Utility District is included in
the process of an update to the City’s General Plan.

Prior to discussing each of the issues listed in the summary, it is necessary to discuss Department
staffing because it impacts most of the issues of concern.

Department Staffing

What is most evident is that the Department is short of staff—the Department is a prime example
of “doing more with less.” Prior to the 2008 recession, the Department was staffed at 9 to 10 FTEs
and this level of staffing was adequate to cover the Department’s areas of responsibility. It was
noted that the Department previously had the position of Public Works Director as the department
head. Due to budget constraints, the Public Works Director position was eliminated around the
time of the 2008 recession, and the department head duties were first added to the City
Administrator position and then later to Community Development Director position, with the
Public Works Supervisor taking on additional day-to-day responsibilities.

As noted in the Department overview, the City Engineer’s position is being filled by a contract
engineer (retired City employee) and this makes it difficult to fulfill all the various functions
performed by the typical City Engineering department without relying on additional professional
services. As an example, due to the lack of engineering staff, the City does not have a formal
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Capital Improvement Plan to guide the budgeting, timing, and expenditure of funds for capital
needs. This means the City is missing out on potential alternative funding opportunities for capital
improvement projects.

There are several issues related to the current staffing level that are summarized as follows:
* Staff are “stretched thin” and staff burnout could become a significant issue.

* Staffing lacks depth in many areas—there is no backup for key positions essential
to the Department’s mission (supervisor and engineering for example).

* There is no succession plan and no recruitment and retention plan in place. This is
a concern because the loss of even a single position can have a significant impact
on the ability to accomplish required tasks.

. Current compensation levels can make recruitment for vacant positions difficult.

* Planning and organizing the program of work is negatively impacted by the lack of
resources creating a reactive rather than proactive approach to operations and
maintenance (staff are “putting out fires”).

* The City lacks the staff to be able to develop and implement a proper Capital
Improvement Plan (CIP).

It should be noted that the Department has many positive attributes and strengths. For example,
the Public Works Supervisor is knowledgeable and makes good use of available resources.
Department morale is good, and the staff are dedicated to the City and want to do their best for the
City and its residents. Per the budget document, the Department was able to meet several of its FY
21-22 goals.

Succession Planning, Recruitment, and Compensation

Succession planning consists of evaluating and identifying the key positions in the Department
that are essential for the delivery of services to meet the needs and expectations of the community
and for meeting mandates for service. The next step involves determining which job positions are
likely to become vacant through attrition and identifying existing staff that can step in or be trained
to fill the key positions (identify in-house candidates). Alternatives to using existing staff should
also be identified to ensure coverage and continuation of services (for example, contracts for short-
term maintenance as needed). Using the information on attrition and potential candidates, the City
should identify training needs for the development of staff and cross-training needs to ensure
flexibility for the continuation of services.

Citygate recommends that the City identify continuity weaknesses in the Department and develop
a succession plan to address operational disruption due to the loss of staff.
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The process of identifying key positions and existing staff needs will identify “gaps” in staff
resources. This information should be incorporated into the City’s plan for recruiting personnel
(recruitment plan). Additionally, the City should consider a compensation survey and/or
reclassification plan to ensure that the City is competitive in recruiting Department staff.

Pavement Maintenance

Pavement maintenance and repair is a major concern for Sonora based on surveys and interviews.
This is typically the case in most small cities in California due to the lack of funding needed to
address a comprehensive program for street maintenance. Additionally, the driving public is
always aware of road conditions and failing pavement usually generates the most complaints about
public works maintenance. At present, the Department performs cold patching of asphalt paving
and will also do hot patching of asphalt as needed. Major repairs and reconstruction need to be
planned and programmed as capital improvements and budgeted as part of a CIP.

The first step to developing a comprehensive plan and program for pavement management is the
implementation of a Pavement Management System. Pavement Management Systems consist of a
computerized database, or inventory, of all roadways and streets in a public agency’s jurisdiction.
The roads and streets are evaluated based on condition, and the necessary maintenance is identified
based on a system that seeks to extend the life of the pavement while getting the best value for the
money spent. The roads and streets are then ranked by priority and the cost of the appropriate
maintenance and repair is estimated for budgeting capital improvements and/or routine preventive
maintenance. The recommended projects can range from patching, slurry seals, overlays, to
complete reconstruction depending on the condition and “best bang for the buck.”

Having a Pavement Management System in place is the first step for making informed decisions
and establishing a program for addressing the community’s concerns about the condition of roads
and streets. Additionally, a Pavement Management System will also help in identifying and
obtaining alternative sources of funding for pavement maintenance. Partnering with the local
Regional Transportation Council to leverage funding is a good way for the City to develop a City
Pavement Management System.

Citygate recommends that the City of Sonora take the necessary steps for implementing a
Pavement Management System which includes partnering with the local Regional Transportation
Council to identifying funding sources, development of a request for proposals, and identifying
consulting firms that can develop the system for the City.

Contract City Engineering

As mentioned in the staffing discussion, the City of Sonora currently relies on a single contract
engineer to perform the duties of City Engineer. The City of Sonora is considering budgeting the
funds to retain an engineering firm to provide contract City Engineering services for the City.
Retaining a firm to manage the City’s engineering needs will help address several issues including
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the lack of depth in the current approach to engineering, the development of a CIP (in conjunction
with the City Administrative Services Department), and obtaining and managing alternative
funding programs for projects (such as grants). It is recommended that the City use the model CIP
as referenced in Section 6—High-Level Financial Review.

The use of a contract engineering firm will help address many of Citygate’s recommendations.
This will require that the scope of work for the contract engineering firm include CIP development,
grant writing and administration of grants, assisting in developing a Pavement Management
System, traffic engineering, coordinating with the TUD (as needed), and identifying storm water
projects for inclusion in the CIP.

Cleaning the Downtown Area

A clean downtown area is an attractive area for visitors and community members using downtown
businesses. Tasks, such as the regular collection of trash, keeping parking lots clean, and the
cleaning of sidewalks, can be easily contracted to a private service. This also has the advantage of
freeing Department personnel to do other tasks and duties; thus, it is recommended that the City
proceed with a request for proposals to contract these services.

Vehicle and Equipment Replacement Program

The Department does not have a vehicle and equipment replacement program. The objectives for
this type of program are to:

* Control the costs of operating and maintaining a fleet of vehicles and equipment in
a way that extends their useful life.

* Standardize the composition of the fleet of vehicles for maintenance efficiencies.

* Control the growth in the size of the fleet of vehicles by using objective evaluation
criteria for evaluation.

* Accurately budget for the maintenance and replacement of vehicles and equipment
by using a replacement fund.

* Use objective criteria for the replacement of vehicles and equipment.

The establishment of a vehicle and equipment program typically requires inventorying the fleet
and equipment and then preparing a replacement schedule that is updated annually. The
information required for the inventory and for on-going evaluation includes:

2 Age of the vehicle or equipment in years (“life”).

4 Usage in miles or hours.

ot
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* Useful life based on best practice standard (for example, 10 years for a public works
pickup truck, 5 years for a police vehicle).

Cost of maintenance.

Availability of parts.

Overall condition — mechanical, operating, safety.
Downtime.

Availability of funding.

® & 6 ¢ o o

New mandates that may impact the continued use of the vehicle or equipment.

Citygate recommends that the City of Sonora implement a vehicle and equipment replacement
program for the City fleet and heavy equipment. The recommended action should be coordinated
through the Administrative Services Department. It should be noted that the City is moving to
contract the maintenance of vehicles as opposed to in-house vehicle maintenance. Given the size
of the City, this is a good approach to vehicle maintenance in terms of cost savings.

Fee Study

As pointed out in Section 6—High-Level Financial Review, outdated fees result in inadequate cost
recovery for fee related services City services. Engineering services, such as development review,
should be recovering close to the full cost of service. Per the proposed Strategic Plan, the City will
be moving forward with a comprehensive fee review. All services in the Department, particularly
the engineering services, should be included in the scope of work for the review.

7.3.3 Public Works Department Recommended Priorities

Citygate developed the following public works and infrastructure recommendations for the City’s
Five-Year Strategic Plan. The highest priority, Tier 1 recommendations to be implemented in the
first 18 months are shown in the Executive Summary (Table 2 and Table 3) and Appendix A—
Strategic and Implementation Plan. The recommendation numbers that follow indicate where these
items can be found in the Strategic and Implementation Plan.

Note that Recommendation #100 is listed here despite it being featured in the “Arts and Culture
(Program)” section of the Strategic and Implementation Plan. Recommendations #24-#40 appear
in the “Infrastructure” section of the Strategic and Implementation Plan.

Highest Priority Strategic Plan Recommendations

Recommendation #24: To address street/pavement maintenance and sidewalks, partner with
Regional Transportation Council to leverage funding to acquire a
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Pavement Management System; incorporate projects into a CIP; seek and
obtain additional funding.

Recommendation #25: To create capacity to obtain grants and pursue alternative funding, retain
engineering firm to perform City Engineer function; add grant writing
and project management to the scope of work.

Recommendation #26: To address the need for a Capital Improvement Plan to be developed for
items such as roads, sidewalks, curbs, crosswalks, and gutters, retain the
services of an engineering firm to perform City Engineer function
including the development of a CIP. Stormwater improvements should
also be identified and programmed into CIP.

Recommendation #100:Clean up downtown and reduce and mitigate graffiti (using contract
services if needed). (Identified in Arts and Culture section of Strategic
and Implementation Plan)

Recommendation #27: Retain Services of Engineering firm to perform City Engineer Function,
include traffic engineering in scope of work.

Recommendation #28: To ensure facility upgrades and facility assessments are performed, retain
consultant services and incorporate recommendations into CIP.

Recommendation #29: Coordinate with Tuolumne Utility District to ensure the District’s plans
for upgrades and replacement of water and wastewater infrastructure
align with the City’s General Plan and economic development goals.

Recommendation #30: To address the lack of a vehicle and equipment replacement program,
inventory and assess the condition of fleet and heavy equipment.

Recommendation #31: Retain consultant to review and update fees for service for full cost
recovery (engineering, development, stormwater).

Recommendation #32: Forecast staffing/contracting needs to provide public works services at
the City’s buildout and develop a Public Works staffing plan to address
the projected operations and maintenance needs. This, plus an analysis
of the current Public Works workload, would be an element of succession
planning in Public Works.

Recommendation #33: Review compensation for Public Works staff since low compensation
creates recruitment and retention problems.
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Additional Strategic Plan Recommendations

The recommendations above will help stabilize the Department and aid in maintaining and
improving service delivery. The following additional recommended actions should be taken in the
future after the City’s immediate strategic objectives are addressed.

Recommendation #34:

Recommendation #35:

Recommendation #36:

Recommendation #39:

Recommendation #40:
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Determine the baseline staffing for essential Public Works services and
emergency preparedness and determine what services can be contracted
as opposed to being provided in-house. For example, contracting annal
storm drain cleaning.

Asset inventory — the City should develop an asset inventory of its public
works infrastructure to aid in scheduling maintenance and repairs. The
inventory should be tied to location using a Geographical Information
System (GIS). This could be accomplished through partnering with the
Tuolumne County GIS system which currently has road and parcel
information for the City of Sonora.

(Including Recommendation #37 and #38) — Identify alternatives for
delivery of services — for example, explore the feasibility of expanding
the solid waste collection agreement to include street sweeping. The
Public Works Department currently provides street sweeping services
using Public Works staff and a sweeper that will need to be replaced.
This helps avoid capital replacement costs and frees staff time for other
duties. The City should also explore the opportunity for a shared
equipment agreement (partnership) with the utility district for equipment
that is infrequently used, but essential (for example, flusher/vacuum
truck for storm drains and snowplow). This avoids capital outlays for
equipment that is used seasonally.

The City should ensure that the formation of Lighting and Landscape
Districts are incorporated into the conditions for new development. This
will provide the necessary funding for the maintenance and operation of
these facilities.

New and replacement infrastructure should be designed to meet
Leadership in Energy and Environmental Design (LEED) guidelines for
sustainable construction and or similar construction standards. The City
should specify that new projects are designed to consume less power and
water, minimize temperature loss, and use materials that have less
environmental impact when feasible.
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7.3.4 Recommendation for Consideration

In addition to Citygate’s Strategic Plan recommendations above, we offer the following
recommendation for the City’s consideration:

* Develop basic metrics for Department performance—currently, the City budget
lists goals that the Department is meeting or intending to meet in a given budget
year. It would be prudent to establish some basic metrics to measure Department
productivity and keep the City Council and public informed about Department
performance (and identify needs).

7.4 HIGH-LEVEL REVIEW OF ADMINISTRATIVE SERVICES DEPARTMENT

7.4.1 Department Overview

The Administrative Services Department provides overall management oversight and
administration for the entire organization. For budget purposes, Administrative Services
incorporates the following key City programs and services: City Administration, City Clerk,
Finance, Human Resources, Risk Management, Information Technology, and Fleet Management.
Including the City Administrator, the Department is comprised of a total of five full-time
personnel. The Administrative Services Director heads the Department, serving as the City’s
Finance Director and Human Resources Director and managing the City’s Risk Management and
Information Technology functions. Two Finance Assistant positions support the City’s financial
management functions including financial accounting and budget preparation. The City Clerk
provides Citywide records management and manages day-to-day human resources functions
including employee recruitment and selection, training, and employee salary and benefits
programs.

This structure that combines several Citywide administrative functions into a single Administrative
Services Department is fairly common in cities of similar size to Sonora and generally appears to
be working well for the City. This is due in large part to the fact that the City is very fortunate to
have a highly experienced and skilled leadership team in the Department that appears to be
handling the Department’s various functions well. However, all Department staff are stretched
very thin, with most staff members wearing multiple hats. Citygate observed that current City staff
appear to be highly dedicated and are willing to complete a very high volume of work with a “work
to complete” attitude. However, as Citygate heard through interactions with staff, “the amount of
work that a small staff will do won’t last forever,” and it is unrealistic for the City to rely on this
approach as a standard operating procedure to sustain City operations. The Department’s functions
are critical to the overall effective operation and wellbeing of the entire organization, and it is
important that the Department is able to manage all of its responsibilities in a timely and effective
manner. Even a single employee vacancy or other impact to the Department’s ability to perform
well can create disruption across all City departments and services.
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7.4.2 Observations and Key Challenges

Citygate completed a limited review of the Administrative Services Department’s operations and
identified the following items for the City’s attention to support effective, efficient operations for
the Department. These items should be viewed as examples of the types of things affecting the
Department’s operations and should not be considered an exhaustive list.

*
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The Administrative Services Director is currently the City’s sole information
technology resource supporting the organization’s technology needs.

The City Administrator will be assuming the additional duties of Public Works
Director in the near future when the current Community Development Director
(who is presently performing this responsibility) leaves the organization later this
year. This approach will stretch the Administrator’s scope of responsibility even
further and limit availability to address Citywide needs, projects, strategic planning,
and issues as they arise.

Due to the lack of a lead in the Public Works Department, reduced resources, and
various challenges, the City has not been able to complete important strategic,
forward-looking planning including preparation of a long-term Capital
Improvements Program and funding plan. (This issue is discussed in more detail
elsewhere in this report.)

The City is experiencing serious challenges in retaining employees in key positions
and filling vacant employee positions across the entire organization, largely due to
significantly below-market salaries. The City is completing a Citywide Employee
Compensation Study that is expected to provide specific information that will allow
the City to consider adjustments to address current recruitment and retention
challenges.

The City does not currently have the ability to accept employment applications
electronically. Electronic application submittal and review technology is widely
available and not only creates efficiency for the employer but is expected by
position applicants and even assumed as a standard in today’s increasingly
competitive employee recruitment environment.

The Administrative Services Director is currently spending approximately 75
percent of available time on financial services tasks. Given the broad scope of the
Administrative Services Director’s responsibilities and the Department’s limited
staff in the many finance functions—which include monitoring and managing all
of the City’s fiscal resources (including the new scope of the Measure Y resources),
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fiscal forecasting, etc.—to ensure long-term fiscal stability, there is a need for
additional technical finance staff in the Department.

7.4.3 Administrative Services Department Recommended Priorities

To address these items, Citygate recommends that the City consider the following important
improvements.

* As a priority when financially feasible, create a plan to ensure effective director-
level management of the Public Works Department as part of the reorganization
associated with the Community Development Director transition. (See
Recommendation #47 in Appendix A)

* Provide a Financial Technician-level position to secure the Department’s ability to
keep up with routine and long-term financial management tasks without delay or
disruption. (See Recommendation #54 and #61 in Fiscal/Budget Section in
Appendix A)

. Develop a succession plan to prepare the City for the inevitable transition of
Department and Citywide leadership out of the organization. The City should
consider reclassification of the Administrative Services Director to Assistant City
Administrator/Director of Administrative Services to enhance succession planning.
(See Recommendation #59 in Fiscal/Budget Section in Appendix A)

. Evaluate simple technology solutions to maximize the efficiency of routine human
resources operations such as online development training opportunities for
professional staff and new employee application and selection procedures,
including but not limited to streamlining of payroll processes, exploring online
permit processing, and bill pay. (See Recommendation #108 and
Recommendation #123 in Appendix A)

7.5 HIGH-LEVEL REVIEW OF COMMUNITY DEVELOPMENT DEPARTMENT

7.5.1 Department Overview

The Community Development Department is comprised of one FTE Community Development
Director. Planning, building, and engineering staff roles are currently filled by consultants and
provide services as needed on a full-time or part-time basis. The Community Development
Director is currently in charge of the Sonora Opera Hall & Community Center and oversees various
special events in the City. The Director also supervises the Public Works Department and serves
as the Department head for four FTEs who oversee City facilities, parks, landscape, City parking
lots, and the cemetery.

ot
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7.5.2 Observations and Key Challenges

While it is not unusual for staff in smaller cities to wear multiple hats and oversee multiple
divisions and departments, this is not a recommended approach in the long term.

The Community Development Department’s ultimate goal is to maintain and revitalize
neighborhoods though the organization of people so that they, in turn, can help develop their own
community. Community development involves the elements of sustainable development,
participative democracy, equality, inclusivity, empowerment, and human rights. Its primary role
is to administer regulations and various requirements that support the physical development of a
city and oversee the implementation of various elements of economic development, housing, arts
and more. Thus, the Department is responsible for processing permits, various elements of
construction, enforcement of codes, and providing education to the public and other agencies.

Community Development plays a vast, complex, and critical role in the health, wellness,
sustainability, and growth of communities. As there are significant and complex elements of
training, certification, education, and understanding to interpret and enforce, it is a Department
that requires very specific and specialized expertise to facilitate successfully. It is with this
understanding that Community Development should be an entity whose primary focus and care is
designated to these unique, ever-changing elements of governing—and not to provide oversite to
multiple departments. Public Works also carries its own complex, high-level specialty
requirements and needs a higher level of expertise to oversee and manage the various complex
infrastructure and capital projects recommended by Citygate.

7.5.3 Community Development Department Recommended Priorities

* Due to the upcoming retirement of the current Community Development Director,
services related to Community Development should be supported by qualified
consultants until appropriate recruitment can be achieved. Consulting support is not
a long-term solution. However, this provides the City opportunity to assess needs
as it begins to implement elements of the recommendations from the new Strategic
Plan. The City can utilize this time to evaluate what would be the best approach
and skill set to fulfill the community development and economic development
roles. Eventually, having a full-time position that serves in the Community and
Economic Development role, with a full-time or part-time position that serves as a
specialist in planning and/or economic development would be of great value to the
City. (See Recommendation #47 in Appendix A)

4 Providing new staffing for economic development support in the short term is
advisable as there is a significant amount of work in this discipline as noted
throughout this report and Strategic and Implementation Plan. This staffing, at
minimum, should be 20 hours per week and can be achieved by contracting services
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SECTION 8—HIGH-LEVEL REVIEW OF CHALLENGES RELATED TO
HOMELESSNESS

8.1 CONCEPTS AND DEFINITIONS

As this is a public document on a topic of significant public interest that will be reviewed by a
variety of community members and stakeholders, Citygate has included homelessness concepts
and definitions that will be helpful to provide context and understanding related to the nature of
the observations and recommendations offered later in the report.

8.1.1 Collective Impact

Defined as “the commitment of a group of important actors from different sectors to a common
agenda for solving a specific social problem,” collective impact is a method for addressing
community challenges—Ilike homelessness—that no one organization can resolve on its own.
Collective impact has five characteristics:

1. Common agenda

2. Mutually-reinforcing activities
3. Shared measurement system
4. Continuous communication

5. Backbone organization.

Successfully implemented, collective impact moves communities from merely managing social
challenges to solving them. Any complex organization with a singular goal—such as a business
corporation (monetary profit) or a school district (high school graduation)—is a form of collective
impact in action.

8.1.2 Ending Homelessness and “Functional Zero”

Making experiences of homelessness rare, brief, and non-recurring is the ultimate goal of any local
area that seeks to end homelessness. Contained within this understanding is the acknowledgment
that there will rarely, if ever, be a time at which there is no one person or family in a local
community without a home. There will always be homelessness.

“Functional zero,” as it pertains to ending homelessness, is achieved in a local area when the
following conditions are met:*®

16 John Kania and Mark Kramer, Stanford Social Innovation Review, 2011.
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* There is a list of all persons that are currently known to be experiencing
homelessness.

* Each of the individuals and families on this list have been offered a suitable housing
option, regardless of whether they decide to accept it.

* Households that find themselves newly and literally homeless can be helped back
into housing within 30 days.

There is an important and fundamental difference between ending homelessness with functional
zero as a goal and the way homelessness has been addressed historically. In aiming for functional
zero, a local area aligns its activities towards ending the challenge of literal homelessness. In
historical contrast, standard operating community procedure has been to manage the challenge of
homelessness, which helps those impacted to survive the experience but does not end it for large
numbers of people.

8.1.3 Addressing Homelessness Similar to Disaster Response

Unfortunately, each year communities throughout the United States experience floods, hurricanes,
tornadoes, wildfires, and other forms of natural disaster. The helpful response for impacted
households always covers the following four steps:

* 0 to 72 hours: protect life and property.
* 72 hours to 2 weeks: provide secure accommodations and needed supplies.

* 2 weeks to 2 months: connect with federal government benefits and determine if
these will be sufficient for recovery.

. 2 to 24 months: organize, staff, and fund a Long-Term Recovery Committee of
dozens of nonprofit and governmental agencies for households that need additional
(and sometimes intensive) support to regain stability and full community
participation.

For non-disaster situations in local areas, among those that lose their housing and are considered
“homeless”:

* 80 percent have the resources that they need to self-resolve and to regain a home.

4 10 percent require additional support such as rental assistance or case management
to get back into housing.

* 10 percent need significant and on-going housing, health, income, and other
supports to end their homeless experience.
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The first two groups experiencing homelessness are similar to those impacted by a natural disaster
in that they can recover with a small amount of assistance, as previously described in steps 1 to 3.
The third group is similar to households that need Long-Term Recovery Committee participation
to get to what is referred to in natural disaster recovery as their “new normal.”

In both instances, the natural disaster and the experience of homelessness, there is a group of
people that are known by name and case who go through the following process:

Figure 11—Experience of Homelessness Recovery Process

This process helps people get back into housing and stability. As such, it is suggested that the
method of responding to natural disasters—a process with which many local elected officials, first
responders, government, and nonprofit employees, and more are already familiar—can also be
applied to ending homelessness efforts.

8.1.4 Definitions of Homelessness

When considering homelessness, there are typically two federal definitions to which conversation
participants appeal. The first is found in the Federal Register—Title 24 of the Code of Federal
Regulations (CFR) 578.3. This definition includes four types of homelessness and is the definition
generally accepted throughout the homelessness sector when one is working with unsheltered
homelessness. This is the definition used by the United States Department of Housing and Urban
Development (HUD).

The second definition comes from the McKinney-Vento Homeless Assistance Act and defines
homelessness for children and youths as “individuals who lack a fixed, regular, and adequate
nighttime residence,” which can include both unsheltered homelessness and living with another
household out of economic necessity, also known as being “doubled-up.” This is the definition
used by school districts in California and throughout the United States.

The definition of homelessness chosen, HUD or McKinney-Vento, has implications for size of
target audience, program intervention, budgetary, and other considerations.

8.1.5 Housing First

“Housing First” is the commonsense idea that people have greater life success with the stability
and support of housing. Outcomes such as obtaining and keeping employment, responding
positively to addiction treatment, improving physical and mental health, and re-connecting with
family and friends increase through having a place to live. In Housing First practice, those
experiencing homelessness are helped to move back into housing as quickly as possible and, as
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such, the harms of living unsheltered are ended. Housing First can be compared with “housing
ready” programs that require participants to already have employment or income, be in addiction
treatment or medical care, and more before qualifying for housing. It is also important to note that
Housing First is not housing only; success in Housing First is nearly always accompanied by a mix
of supportive services, the scope of which the resident and a case manager determine together.
Numerous studies have shown that helping people with Housing First is no more expensive, and
can be even less expensive, than an experience of homelessness being allowed to continue.'’

8.1.6 The Cost of Managing Homelessness

While the cost of ending homelessness for individuals and families through practices like Housing
First is known, more difficult to determine is the cost of managing the challenge of homelessness,
including the cost of emergency shelter and other homeless services, encampment abatement, fire
and police response, less effectual physical and mental health treatment, jail time, and more.
Recently, Colorado’s Common Sense Institute in “The Economic Footprint of Homelessness in
Metro Denver” calculated the annual cost of managing homelessness in Denver, which has
approximately 5,000 people experiencing sheltered and unsheltered homelessness. The Common
Sense Institute estimated the annual cost at around $500 million, or $100,000 per person per year
that is experiencing homelessness.

8.1.7 Continuum of Care

Established in the 1990s through the McKinney-Vento Homeless Assistance Act during the
Clinton administration and reauthorized by the Homeless Emergency Assistance and Rapid
Transition to Housing (HEARTH) Act under President Obama, the Continuum of Care (CoC)
network for addressing and ending homelessness includes every county in the United States.

Resourced and managed by HUD, each CoC for its defined area:
* Sets strategy for ending homelessness.
* Oversees and resources homelessness services.
. Runs a coordinated entry system.
L 4

Manages a Homeless Management Information System (HMIS) database of those
experiencing homelessness.

There are over 300 CoCs in the United States, with 44 in California.

7 https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4679128/ and
https://www.coloradocoalition.org/sites/default/files/2017-11/HousingFirstWorks FNL.pdf
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8.1.8 Coordinated Entry

Coordinated entry is the process by which local homeless services providers and their close
partners organize themselves to work together to help those experiencing homelessness get back
into housing as quickly as possible and remain housed. It includes a series of identified steps—
from identifying those experiencing homelessness to case management once housing is regained—
that is understood and embraced community-wide for the optimal working together of homeless
serving resource providers for the sake of ending homelessness as expeditiously as possible. The
New York Times’ article “How Houston Moved 25,000 People from the Streets Into Homes of
Their Own” by Michael Kimmelman with Lucy Tompkins provides a helpful description of
coordinated entry and its results.'

8.1.9 Point-in-Time Count and Housing Inventory Count

Since 2005, HUD has required CoCs to conduct an annual Point-in-Time (PIT) Count of people
experiencing sheltered and unsheltered homelessness and a Housing Inventory Count (HIC) of the
number of beds and units that can serve / are serving the population. The PIT and HIC occur each
year on a single night within the last 10 days of January. The sheltered PIT and HIC happen each
year whereas the unsheltered PIT is conducted every two years. Local CoCs plan for, coordinate,
and carry out the counts. HIC beds and units include emergency shelter, transitional housing, rapid
re-housing (RRH), safe haven, and supportive housing.

8.2 OBSERVATIONS

8.2.1 Population Experiencing Homelessness

The following table shows the number of people experiencing sheltered and unsheltered
homelessness in Tuolumne County according to the 2022 PIT Count survey conducted by the
Central Sierra Continuum of Care, the CoC that serves the City of Sonora and Tuolumne County.

Table 47—2022 Tuolumne County Population Experiencing Homelessness

Type ‘ Sheltered Unsheltered Total
Families with Children 18 19 37
Adults Only 26 203 229

Total 44 98 266

PIT surveys use the above-mentioned HUD literal homelessness definition. The 2022 PIT included
109 people considered chronically homeless (11 sheltered; 98 unsheltered) and 17 Veterans (2
sheltered; 15 unsheltered).

18 https://www.nytimes.com/2022/06/14/headway/houston-homeless-people.html
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It is generally accepted that the PIT process provides an undercount of the number of people
experiencing homelessness, by a factor of 1.5 or more. If by 1.5, then the actual number the night
of the 2022 count would be 398 people. According to Tuolumne County CalFresh program intake
data, the number could actually be closer to 800 people.

On April 19, 2023, the City of Sonora sent a letter to the County of Tuolumne, stating that the City
includes 50 percent of the chronic and 34 percent of the total homeless population. This would be
55 and 90 people, respectively. If the undercount principle is applied by a factor of 1.5, these would
increase to 82 and 135 people.

A common measure for comparing cities and regional areas on the size of the homelessness
challenge is the number of residents who are experiencing homelessness per 100,000 population.
For New York City this number is 849 people. For the City of Los Angeles, it is 1,076. For the
City of Sonora, it is 1,798 (90 people / 5,004 residents) and for Tuolumne County, it is 477 (266
people / 55,810 residents).

Table 48—Number of People Homeless per 100,000

Jurisdiction Sheltered

New York City 849
City of Los Angeles 1,076
City of Sonora 1,798
Tuolumne County 477

Over time the number of people experiencing homelessness in Tuolumne County according to the
PIT has been as follows.

Table 49—Number of People Experiencing Homelessness in Tuolumne County Over Time

Point-in-Time Counts Total

2015 167
2016 148
2017 107
2019 301
2021 222
2022 266

For context, the 2022 PIT for the entire CoC found this number of people experiencing
homelessness by county.
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Table 50—2022 Central Sierra Continuum of Care PIT Numbers

County Sheltered ‘ Unsheltered Total
Amador County 27 157 184
Calaveras County 26 96 122
Mariposa County 27 19 46
Tuolumne County 44 222 266

Total 124 494 618

The HUD standard for local communities to show that they have a highly functioning rehousing
system for those newly experiencing homelessness is to help families that have lost permanent
housing to regain it within 30 days. In 2020 the average number of days for CoCs throughout the
United States was 193 days. By comparison, for the Central Sierra Continuum of Care it was 144
days in 2020 and 176 days in 2021.

While emergency shelter is not housing, for most households that have lost a home and do not
have a support network for temporary shelter it is the first step back. At present, Sonora has the
following number of shelter and other non-permanent resources located within City limits.

Table 51—Number of Shelter and Re-Housing Opportunities in Sonora

County Total*

Shelter Beds — Family 24
Shelter Beds — Individual 11
Shelter Beds — Domestic Violence 12
Transitional Housing — Domestic Violence 20

* Source: HUD 2022 Continuum of Care Homeless Assistance Programs, Housing
Inventory Count Report, Central Sierra Continuum of Care

As mentioned above, a community survey and a City employee survey were administered as part
of this City of Sonora Organizational Review and Budget Stabilization Study. For the community
survey, the top two concerns were Homelessness and Public Safety and Health, with 132 and 62
respective responses. Community members noted that homelessness is of particular difficulty
related to business activity and tourism. For the employee survey, “Homelessness Crisis” received
16 mentions and “Crime” had three. It could be surmised that for the departments addressing
homelessness as an on-going activity has become, unfortunately, normative.

There are a number of service providers in Sonora who meet the needs of those experiencing
homelessness as they struggle to survive the experience:
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* Amador Tuolumne Community Action Agency — emergency shelter, move-in
assistance, homelessness prevention, and food bank

* David Lambert Community Center — drop-in center

* Give Someone a Chance — outreach, mobile showers, and case management

* Homeless Outreach Support Team (HOST) - outreach, light-touch case
management

* Nancy’s Hope — thrift store with food pantry and other supports

. The Center for a Nonviolent Community — domestic violence shelter

. The Enrichment Center — a County-run drop-in center

* Numerous County supportive services

. Faith-based ministries food pantries and food distribution — brief motel stays, food

and clothing pantry, computer access, toiletries, community meals, rent and utility
assistance, bus passes

Other key actors in addition to the above and the City of Sonora departments include:
* Central Sierra Continuum of Care
* Tuolumne County Public Health
* Tuolumne County Social Services

* Tuolumne County Sheriff

As shared in the study Homelessness is a Housing Problem: How Structural Factors Explain U.S.
Patterns,*® the two primary predictors of high rates of homelessness in a region include: 1) vacancy
rate and 2) average dollar cost of rent. For City of Sonora and County of Tuolumne these are:

19 Gregg Colburn and Clayton Page Aldern, University of California Press, 2022.
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Table 52—Two Homelessness Predictors for City of Sonora and County of Tuolumne

County Sonora ‘ Unincorporated ‘ Overall
# of Units 2,524 29,065 31,589
Vacancy Rate? 8.4% 28.6% 27%
Average Cost of Rent? $1,200

! State of California, Department of Finance, E-5 Population and Housing Estimates for Cities, Counties and
the State as of January 2023.
2 www.Zumper.com 1-bedroom apartment as of May 2023.

8.3 HOMELESSNESS RECOMMENDED PRIORITIES

Citygate developed the following recommendations consistent with the community’s expressed
high priority for addressing issues and community impacts associated with homelessness in the
community for the City’s Five-Year Strategic Plan. The highest priority, Tier 1 recommendations
to be implemented in the first 18 months are shown in the Executive Summary (Table 2 and Table
3) and Appendix A—Strategic and Implementation Plan. The recommendation numbers that
follow indicate where these items can be found in the Strategic and Implementation Plan.

Recommendation #84: Make a Public Commitment to Ending/Preventing Homelessness. Some
local areas in the United States have ended homelessness for Veterans,
families, and other populations. A common theme is that municipal and
county authorities have committed to ending homelessness, with
resources of time and attention following the commitment.

Recommendation #85: Set a Community-Wide Measurable Goal for Homelessness Reduction.
This is the first concrete step for achieving collective impact: setting a
goal and committing to it. The goal would need to be embraced by the
City, the County, the CoC, homeless services providers, and other
stakeholders community-wide.

Recommendation #86: Sign an Inter-Governmental Agreement (IGA) or Memorandum of
Understanding (MOU) with the Tuolumne County Board of
Supervisors. For the City of Sonora, the two political bodies that must
first make this commitment are the City Council and the Tuolumne
Board of County Supervisors. An IGA or MOU would put this
commitment in writing and detail the resource commitments each body
is making.

Recommendation #87a: Establish Inter-Departmental Task Force for Ending Homelessness. As
homelessness impacts all departments, this task force would convene to
better understand this impact as well as strategize on how to better
mobilize City resources towards ending homelessness. The task force

ot
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would be led by the new City staff member mentioned in
recommendation 7.

Recommendation #87b: Inter-Departmental Task Force Coordinates with Tuolumne County
Departments. As it is better organized internally, the City would then be
in a position for strategic coordination with applicable County
Departments such as Health and Social Services.

Recommendation #88: Treat Responding to Homelessness Like a Natural Disaster. As
presented above, this would provide structure and greater urgency to
ending and preventing homelessness.

Recommendation #89: Appoint or Hire Lead City Staff for Ending Homelessness Efforts. This
role would lead City efforts at mobilizing its own resources for ending
homelessness and be the lead strategist and contact with partners.

Recommendation #90: Get a seat on the Central Sierra Continuum of Care Governing Board.
If the City does not currently have a seat on the Central Sierra
Continuum of Care Governing Board, having a decision-making role
with the CoC would increase the effectiveness of CoC-managed
resources for increasing housing outcomes in the City.

Recommendation #91: Sign Central Sierra Continuum of Care MOU for Partnership and
HMIS Access. Like signing an agreement with the County, having one
with the CoC would better align efforts and provide the City with
Homeless Management Information System data access, so that it
knows by-name who is experiencing homelessness.

Recommendation #92: Make Use of a By-Name List and Participate in Case Conferencing. As
people experiencing homelessness are known by name, so are their
barriers to getting back into housing. In case conferencing these barriers
are addressed in a concerted way across organizations and people are
connected with housing opportunities.

Recommendation #93: Support Establishment of Housing Navigation Center. In communities
throughout the United States, Housing Navigation Centers put the focus
on helping people survive homelessness and get back into housing. Such
a resource is needed in local areas that are experiencing high rates of
homelessness. As the County is already discussing such a resource, the
City could support its establishment.

Recommendation #94: Work with Tuolumne County on Distributive Housing Program. An idea
already being pursued by the County, this interim housing program
would provide greater stability than emergency shelter and lead to
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increased housing outcomes. The City could provide support by
allowing properties inside the City limits to be used for the program.

Recommendation #95: Homeless Outreach Support Team (HOST) Deploys Four Times per
Month. At present, HOST deploys once per month. This infrequency is
insufficient for relationship building and practical helpfulness. Four
times per month would better contribute to increased housing outcomes.

Recommendation #96: Code City Services Like Fire and Police for Homelessness Response. It
is important that the City knows how much its Departments are
spending on homelessness response. Coding 911 calls and Fire and
Police interactions for homelessness would provide a concrete figure.

Recommendation #97: Continue to Include Emergency Shelter and Supportive Housing in the
Sonora Housing Element. While a Housing Element does not directly
bring additional resources, it does show a jurisdiction’s commitment to
opportunities for all community members and sets the stage for further
planning and resource attraction.

Recommendation #98: Address Stigma of People Experiencing Homelessness. While only a
small minority of people prefer homelessness, too often all those living
unsheltered are assumed to be making a choice to live unsheltered.
Challenging this stigmatization would increase community
participation in ending homelessness.

Recommendation #99: Write Homelessness Strategic Plan. A community-wide process for
developing a plan for ending and preventing homelessness would re-
engage and newly engage stakeholders, offer a shared work plan,
increase buy-in for high-level goals, and attract additional resources.
This would also engage and better align the work of nonprofit and faith-
based service providers towards ending homelessness. More recent
examples are the Compassion Outreach committee and the Give
Someone a Chance and Resiliency Village housing projects.

8.3.1 Recommendations for Consideration

In addition to Citygate’s Strategic Plan recommendations above, we offer the following
recommendations for the City’s consideration:

* Utilize Social Media and City Outreach Efforts to Educate Businesses on How to
Address People Experiencing Homelessness and Available Resources. Most
community members have empathy towards those living unsheltered and they also
do not know what to do to help. Such a guide for business owners would meet this

need.
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* If Downtown Businesses Hire Security, Make Equal Outreach and Security.
Citygate learned as part of its review that downtown businesses are considering
hiring security personnel. In addition to providing security, these staff can serve as
outreach to help ensure that those living unsheltered are connected to resources and

the rehousing process.

* Get to Know Someone Who is Experiencing Homelessness. One of the best ways to
overcome stigma and uncertainty is to get to know a person who is living unhoused.
While their challenges are different, their hopes are often the same—Iiving a life of
meaning and purpose in a safe and stable environment.
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SECTION 9—ADDITIONAL CITYGATE RECOMMENDATIONS

This section contains Citygate Strategic Plan recommendations related to the additional topics of
economic development, arts and culture, honorable mentions, and communication, since these
topics were not all covered in Sections 6-8. In addition, this section contains recommendations
related to the review of Chicken Ranch Rancheria Tribe of Me-Wuk Indians partnership as well
as sample performance metrics for each City function. The recommendation numbers that follow
indicate where these items can be found in the Strategic and Implementation Plan (Appendix A).

9.1 EcoNomic DEVELOPMENT RECOMMENDATIONS

Recommendation #18: Develop a Downtown Mini-Specific Plan (possible within General Plan).
Recommendation #19: Utilize volunteer groups, Chamber, or partnerships.

Recommendation #20: Increase staff support (1 FTE Economic  Development
Specialist/Coordinator, Management Analyst, or Initial Consultant)
including staff support for implementation of Strategic Plan.

Recommendation #21: Pursue support from Sonora Chamber and others for community events
/ Opera Hall with funding (including support for arts and culture).

9.2 ARTS & CULTURE (PROGRAM) RECOMMENDATION

Recommendation #107: Review, consolidate, revamp current and/or new volunteer
groups/committees to support arts and culture as actionable committees.

9.3 HONORABLE MENTIONS RECOMMENDATIONS

Recommendation #118: Incorporate  recommendation  implementation into  individual
Smartsheet type work plans for staff for performance monitoring.

Recommendation #119: A cybersecurity risk assessment can help educate all of the City's
employees on what threats the organization faces, where those threats
can take place, and how they can impact their roles and the community
at large.

9.3.1 Recommendation for Consideration

In addition to Citygate’s Strategic Plan recommendation, we offer the following recommendation
for the City’s consideration:

g The large parcel of vacant land owned by the City behind the fairgrounds should
be assessed for potential future development. The initial three steps include:
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(1) conduct an environmental soils study and report; (2) invite local residential and
mixed-use developers including work-force type housing communities to discuss
ideas, challenges, and thoughts for the site; and (3) gather estimates for a site
cleanup in preparation for future marketing opportunities.

9.4 COMMUNICATION RECOMMENDATIONS

Recommendation #123: Provide communication training for staff, City Council, sub
committees, and stakeholders (including topics such as innovation).

Recommendation #124: Increase online communication and social media engagement with the
community.

Recommendation #125: Coordinate with Police Department to hire a part-time or full-time
Public Information Officer (a consultant is an option) to cover the
following needs: disaster preparedness and response, website,
newsletters, marketing and branding, coordination with volunteers, and
social media.

95 RECOMMENDATIONS RELATED TO REVIEW OF CHICKEN RANCH RANCHERIA TRIBE OF
ME-WUK INDIANS PARTNERSHIP

Located in the Sierra Nevada foothills, the Chicken Ranch Rancheria Me-Wuk Indians of
California are dedicated to providing an empowering and enlightening environment for current
and future generations of the Tribe, whilst acknowledging the local non-native community is also
cherished.?® With a 2.85-acre parcel in Jamestown California just southwest of the City of Sonora,
the Me-Wuk Tribal Council Members and Staff seem to have good communication and relations
with the City of Sonora’s executive team and public safety staff.

Citygate appreciated the Tribal Chairman’s availability and opportunity to discuss what the City
of Sonora’s goals were during this organizational review and assessment process. There was
valuable feedback provided and thus a better understanding of how the City and the Tribal
community can continue to work together.

Citygate found several opportunities for the City to partner with the Tribal Council and their
community members. Below are the following recommendations, which are not contained within
the Strategic and Implementation Plan:

* During the construction and development of the new Chicken Ranch Casino Resort
the City can offer its on-going support utilizing an executive-level single point of

20 https://chickenranchrancheria.org
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contact for communication to provide assistance and/or guidance during this large-
scale critical project.

* Meet and discuss with Tribal leaders any opportunities for shared spaces.
* Explore opportunities for joint community events.

* Explore joint opportunities for reducing environmental impacts such as clean water,
air pollution, and land protection. This can also be assessed in more detail during
the next General Plan update.

* Explore job training and placement programs.

. Continue joint on-going discussion and partnerships related to public safety,
including disaster preparedness and recovery.

9.6 PERFORMANCE METRICS

Citygate recommends that basic metrics be developed for performance for each City department.
To be meaningful, metrics selected should convey important information about the City’s activities
and priorities, be relevant to the City’s specific priorities and goals, be useful and readily
understandable, and be relatively easy to collect and maintain consistent information. Some
examples of performance metrics that may be relevant to the City of Sonora’s performance goals
and objectives include:

Administrative Services

* Number of public records requests processed

* Percentage of public records requests completed within __ [to be defined] business
days

* Number of employee recruitments conducted

*

Average time to fill employee recruitment from posting job announcement to new
employee start date

Number of employee trainings conducted
Percentage of on-time employee performance reports completed

Number of grant applications prepared and submitted

* & o o

Percentage of competitive grant dollars awarded per dollar amount of grant
applications submitted

ot
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* Number of computer workstation upgrades completed

Finance

Number of vendor invoices processed for payment
City bond rating

Average annual rate of return on City investment portfolio

* & o o

Number of compliance, investment and other financial reports completed

Police

Number of calls for service

Percentage of responses to priority 1 calls within __ [to be defined] minutes or less
Number of Part 1 crimes

Number of property crimes

Number of hours of staff professional development training provided

Number of community crime prevention trainings/events conducted

® & 6 & 6 o o

Number of voluntary resident video surveillance registrations received
Fire

Number of calls for service

*

* Percentage of responses to emergency calls within __ [to be defined] minutes or
less

* Number of community fire prevention and disaster preparedness trainings/events
conducted

* Number of fire and life safety inspections completed
4 Number of hours of EOC staff training provided

* Number of uninsured homeless person EMS calls for service

Community Development

g Number of new business applications processed
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* Average number of days from receipt of application to issuance of tenant
improvement permit

* Number of building permits issued

* Average number of days to compete pre-screening for new development
applications

* Average number of construction project bids received per solicitation

* Dollar value of capital projects awarded for construction

Public Works

* Total linear feet of thermo-plastic crosswalks and stopbars installed
Number of street signs replaced throughout City

Total square feet of potholes filled

Total square feet of sidewalk repairs completed

Number of sunken headstones raised

Number of facility work orders completed

® & & ¢ o o

Percentage of fleet that is eligible for replacement

* Number of improvements completed at parks and community facilities

Homelessness

* Percentage of fire department calls for service related to homelessness

* Percentage of police department calls for service related to homelessness
. Number of monthly Homeless Outreach Support Team (HOST) contacts made
* Amount of City budget spent on addressing homelessness
* Percentage of resident comments made related to homelessness
4 Number of community partners addressing homelessness
* Number of people living unsheltered
g Number of people living unsheltered who meet chronic homeless definition
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* Number of days on average from assessed as homeless to rehoused
* Number of emergency shelter opportunities
* Number of rehousing opportunities
* Percentage of those rehoused who maintain housing for one year or more
n Page 128 Section 9—Additional Citygate Recommendations
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SECTION 10—STRATEGIC PLAN DEVELOPMENT

10.1 STRATEGIC PLAN DEVELOPMENT PROCESS

On June 9, 2023, Citygate facilitated a full-day strategic planning workshop attended by the City
Council, City staff, and members of the Sonora community. At the workshop, the Citygate team
provided information on the results of its work to gather broad community stakeholder input on
the community’s service needs, issues affecting the community quality of life, and community
members’ vision and aspirations for the future of Sonora. Using that information, Citygate
facilitated review and discussion among members of the community and small group work
sessions to consider guiding questions to assist in defining the community’s core values, to
determine the top community priorities, and establish vision and mission statements that uniquely
reflect the community’s specific goals for the future.

At the strategic planning session, participants considered draft Vision, Core Values, and Mission
Statements that were drafted using the results of the stakeholder interviews and surveys that
Citygate conducted. Each draft statement was carefully reviewed to create clear, concise
statements that represent today’s Sonora community.

10.1.1 Vision Statement

A vision statement details where the organization aspires to go, it is the destination. The vision
statement focuses on tomorrow and beyond—why does the City exist? What does the community
hope to accomplish? The vision statement promotes growth both internally and externally. It
invites innovation and encourages a sense of purpose—it is the why.

With leadership and integrity, the City
City of Sonora Vision Statement of Sonora commits to excellent service
through collaboration and innovation.

10.1.2 Core Values

Values are individual basic, fundamental beliefs that guide or motivate people to act or behave in
a particular way. They are the things that individuals believe are important in the way they live
and work. Values can represent one’s moral ideals. The organization’s values are the words or
qualities that describe the type of life desired or that help guide an organization. Values are the
standards or ideals by which we evaluate actions, people, things, or situations.

Service, I tion, Integrity,
City of Sonora Core Values ervice, Innovation, Integrity,
Collaboration, Respect, Leadership

ot
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10.1.3 Mission Statement

A mission statement is what drives the organization. It is what the organization does. The
organization’s mission statement shapes its culture. It can motivate employees and it provides
clarity. From this, an organization’s objectives are created. A mission statement focuses on today
and what the organization does to achieve it.

The City of Sonora’s mission is to
foster a safe, vibrant and prosperous
community that enhances the quality of
life for all

City of Sonora Mission Statement

10.1.4 Priorities and Tiers

During the strategic session the City Council, City staff, and the community began work to select,
categorize, and prioritize all the priority items that were gleaned from both community and
employee surveys, stakeholder interviews, historical data, the General Plan, previous strategic
plans, and point-in-time items. This information generated a comprehensive list of items to be
evaluated and organized into concise statements of the community’s current priorities. A
worksheet containing all of the priority items was categorized into sections, each depicting one-
years’ time with three-tiers for prioritization within each. This worksheet was later modified for
the implementation session to be three sections depicting 18 months in each. The following table
shows the summary of votes by tier and priority.

Table 53—Summary of VVotes by Tier and Priority

Priority/Tier Votes

High Priority Tier 1 City Council Votes 89
High Priority Tier 2 City Council Votes 82
High Priority Tier 3 City Council Votes 58
Total High Priority Items Voted by City Council 229
Total High Priority by City Council, Staff, and Community 66
Mid-Level Priority Total City Council Votes 81
Mid-Level Priority Total City Council, Staff, and Community 21
Lower Priority Total City Council Votes 19
Lower Priority Total City Council, Staff, and Community 3

Citygate’s facilitator guided discussion for development of priorities by posing the following
questions:

* If success was a place, how do we know when we have arrived?
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What does success, or winning, look like to our team or organization?
What measurable impact will this have?

What do we want the future to look like for our team, community, and bottom line?

* & o o

Is this in alignment with mission/vision of the City Council and this community’s
values?

What is the likely outcome of making this a priority?
Will it help us grow?

Does this resonate with me and my values?

Is this something we want to be remembered for?

Do we have what we need to accomplish this? Is it attainable? (Resources, Budget)

® & 6 6 o o

Does this align with our General Plan? To what degree?

* Is this the best outcome right now?

10.1.5 Guiding Priorities

Guiding priorities provide direction on how to achieve the City’s mission. The rules that govern
what is done. They are the guidelines for decision-making for staff. They are the tool that guides
policy and decision making.

Homelessness | Infrastructure
Management/Maintenance | Public
Safety | Growth and Development |
Fiscal Stability

City of Sonora Community Priorities

Fiscal Responsibility and Stability |
Infrastructure and Engineering| Public
Safety / Disaster Preparedness |

(%] (ST O NS WASLIV R[N I RIS Economic Development / Growth /
General Plan | Homelessness Issues |
Staffing — Salary/Benefits/Training/
Retention

ot
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10.2 IMPLEMENTATION FAIL FACTS AND STRATEGIES

The strategic planning process is an important tool for the community to identify its vision for the
future and the resulting Strategic Plan provides a road map to that desired future. Once created,
however, the plan must be implemented in a clear and thoughtful manner if the strategic planning
process is to be fully successful. Unfortunately, it is too often the case that an organization will
invest the time and other resources necessary to create a Strategic Plan, but it will fail to adequately
recognize the importance of developing a thoughtful implementation plan and then using that plan
to guide future actions and decisions to assure that the Strategic Plan is implemented.

10.2.1 Fail Facts

What causes plans not to work out the way we envision them? Often once a plan has been carefully
developed things can and do go awry. On-going daily attention and care must be taken throughout
the implementation process to achieve optimal results. It is important to recognize that even with
the best of intentions, efficient efforts, and resource alignment, the end results may differ from the
original vision.

A plan’s implementation could fail if there is...

2 minimal investment/buy-in to alignment with the plan
no clear, consistent communication from leadership
added work assigned to staff without any work taken away
a lack of accountability
a shortage of patience
a lack of clarity among staff regarding the strategy
“everything is a priority” syndrome
no true allocation of resources
a lack of perceived fairness, recognition, rewards, etc.
an absence of innovation fostered by leadership
neglect to utilize the right approach in execution

no recognition that some failures are successes

® & 6 6 6 O O O 6 O o

limited understanding of the real problem; distraction with other concerns
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* an inaccurate perception of actual organizational capabilities
* no awareness of the cultural landscape

* no understanding of who is in charge.

While there are various tools and styles for implementation of the community vision as outlined
in the Strategic Plan, Citygate recommends that taking a human-centered approach has been found
to be the most successful. This type of approach emphasizes collaboration and a long-term
planning horizon. Among the implementation strategies that can be employed to ensure
accountability and productive implementation of the plan are the preparation of annual reports to
the City Council fo be delivered prior to the annual budget sessions, the use of technology to track
progress, on-going communication, support and training for staff, and regular progress work
sessions.

10.3 IMPLEMENTATION BEST PRACTICES

While there are many standards and best approaches to implementation, there are some
fundamentals and key factors that support successful execution of any well laid plan. There are six
core components needed to support implementation: people, resources, structure, systems, culture,
and vision. The City of Sonora has done tremendous work in setting their vision, strategically
determining what additional resources and people are needed, and ultimately developing a
comprehensive Strategic Plan.

As the roll-out begins, the most important factor will be the clear, consistent, thoughtful, timely
communication of the plan to City staff, volunteers, partners, stakeholders, and the community.
This communication will set the tone as the plan unfolds. As the roles are determined, workload
gets assigned and the execution and experimentation begin, there will be a need for on-going
accountability and monitoring, adjustments and pivots, and continuous review and reflection of
what did or did not work well. Following are some helpful tips and steps for the journey towards
completing the desired objectives:

10.3.1 Determine a Lead and/or Co-leads for the Implementation of the Strategic
Plan

This can include special assignment pay or other incentive. This is also an opportunity for growth
and mentorship for someone interested in such opportunities. Some agencies seek out low-cost
limited-term staffing such as ICMA-Management Fellows or the utilization of current or new
committees.

10.3.2 Have a Communication Plan

Quarterly executive one-page briefs for the City Council and community would be advisable. This
information should be a combination of postings that are easy to find and clearly located on the
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website, newsletters, community signage, and social media. A more detailed report should occur
annually. Internal communication from the lead/co-leads and assigned staff should be included in
the weekly or monthly reports to the appropriate division/department manager. This should also
be a factor in their performance evaluations as appropriate. Other communication factors include
adopting an “embrace mistakes” mantra, reward and celebrate the wins, and setting realistic
expectations.

10.3.3 Have a Clear Accountability Approach

Clear accountability is both beneficial for the individual and the organization. Some of the key
factors include seeking and giving feedback (360 feedback, self-evaluations), and consider using
an accountability app for the team like Time Doctor, Toggle track, Clockify, Desktime, or others.
Thoughtful feedback questions could include:

¢ What did I learn and what can | do differently next time?

L 4 How did my actions or the results affect the team, department, organization, and
community?

L 4 Was that my best?

10.3.4 Performance Monitoring

After goal setting is accomplished, it is important to factor in effort not just outcomes, to be
empathetic and patient, to create improvement goals, to encourage often, to coach and mentor, to
create opportunities for feedback, to make time for reflection, to help staff and other parties to
stretch and grow, to seek potential, to recognize the good, and to use Smartsheets or some similar
record keeping scorecard type tool. Some of the top performance indicators used include: quality
of work, velocity of work, engagement (with community and staff), timeliness / keeping to
schedule, efficiency, empowerment (courage, bravery, stepping out of one’s comfort-zone,
experimentation and appropriate risk, asking challenging questions, increased participation),
friendliness, and innovation.

It is important to remember that everyone grows and learns in different ways and at different paces.
Some learn by doing (tasks, projects, experimenting), some learn more by training (courses and
seminars), and some learn better with others (coaches and mentors). Often, a mixed approach is
appropriate.

nfin
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City of Sonora
Organization Review and Budget Stabilization Study

APPENDIX A—FIVE-YEAR STRATEGIC AND IMPLEMENTATION PLAN

This Five-Year Strategic and Implementation Plan covers priorities and recommendations gleaned from both community and employee
surveys, stakeholder interviews, historical data, the General Plan, previous strategic plans, and point-in-time items. This Strategic Plan
includes “Combined Priorities” (items of importance to the City Council, City staff, and community) and “Citygate Recommendations”
(recommendations developed by Citygate as part of Citywide organization review). There are 125 total Combined Priorities and Citygate
Recommendations in the following areas.

4 Economic Development & Fire 4 Innovation

& Infrastructure & Police 4 Honorable Mentions
& General Plan | Community Development & Homelessness 4 Communication

4 Budget & Arts and Culture (Program)

The Strategic and Implementation Plan includes priorities to be considered for implementation over a five-year period, which we
recommend begin in January 2024. Organizing the priorities in tiers, each representing an 18-month period, provides time for planning
and resource allocation. The Strategic and Implementation Plan includes the following three tiers.

* Tier 1 is high priority (first 18 months; January 1, 2024 — June 30, 2025)
* Tier 2 is mid-level priority (second 18 months; July 1, 2025 — December 31, 2026)

* Tier 3 is lower priority (third 18 months; January 1, 2027 — June 30, 2028)

The following table shows each Combined Priority and Citygate Recommendation, the estimated cost (if applicable), notes on
implementation, and the recommended implementation tier in grey. Votes for priority tier of each item are shown by “C” representing
votes from a City Council member, or by “X” representing combined votes from the Council, City staff, and community. These votes
were one consideration in determining the recommended implementation tier; other considerations were feasibility of implementation
(cost and staff effort) and other factors identified in Table 9 within the Executive Summary (Top Ten Prioritization Methodologies). An
asterisk (*) has been added to items that appear within the report Executive Summary (Table 2 and Table 3) where high-priority Tier 1
items have an associated cost that has not already been funded by the City.
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Table 1—Five-Year Strategic and Implementation Plan

Tier 1 Tier 2 Tier 3
Priority/Recommendation (1/1/24~ (711125~ (11127~
6/30/25) 12/31/26) 6/30/28)

Economic Development (Combined Priorities) ‘

1. Use Creek as Amenity TBD “as appropriate”
: $20,000 Contract for Economic Development
2. More Shops and Restaurants (Improve Tourism) C X See Rec. 108 (marketing assessment)
3. Business Incentives/Programs (i.e., Facade, Forgivable C C X $25,000 Loans, incentives, etc. (Economic
Loans)* Development)
City share of infrastructure cost (explore
4, City Entrance C $75,000 grant possibility—need Engineer to
manage)
5. Entertainment/Activities C C X See Rec. 21 Cost for partnership with Chamber (in
process)
Contractors to analyze and draft
6. Consyl';ani for Efficient Processes and Regulations for c XCC $100,000 Ordmance changes ($100,000 is just the
Permitting start as City has been stagnant for
years/decades)
7. DOME / Bike Rentals / Bikeability See Rec. 108
8.  Outdoor Dining See Rec. 108
9.  Tourism Tax (Not Locals) TBD

Explore costs for beautification
10. Trees and Landscape $75,000 campaign. need City Engineer (explore
grant possibility)

Signage design, production of signage,

11. Parking Signage C $25,000 staff time to install

12. Noise Downtown (Possible Ordinance) — New $25,000 C°r.‘”a°‘ to analyze and draft potential
ordinance

n Page 2 Appendix A—Five-Year Strategic and Implementation Plan
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Priority/Recommendation

Tier 1

(1/1/24—
6/30/25)

Tier 2

(7/1/25—-
12/31/26)

Tier 3

(1/1/27-
6/30/28)

13. Branded Hotel C See Rec. 108 | Contract for Economic Development
14. Cleanliness XCC c $20,000 Staff time including time to organize
volunteers
15. Vacant Property XC See Rec. 108 Contract for Economic Development
16. Increase and Evaluate Opportunities for Shared Spaces XCC C $25,000 Reflects start-up cost if location is
(Including Parks) See Rec. 108 | determined
17. Evaluation of Airbnb Ordinance and Developing Vacant XCC $25,000 Contractors to analyze and draft

Economic Development (Citygate Recommendations)

Property Registration and Ordinance* ordinance changes

Contract to design and implement

18. [P);vr:/?town Mini-Specific Plan (Possible within General C $50,000 (explore grant possibility): staff time to
manage
. . $75,000 : .
19. Utilize Volunteer Groups, Chamber, or Partnerships CcC C XCC See Rec. 21 Staff time — Chamber partnership — other
20. Staff Support (1 FTE Economic Development
Specialist/Coordinator, Management Analyst, or Initial r
Consultant) (Including Staff Support for Implementation ¢ © $140,000 All-in cost for 1 FTE
of Strategic Plan)*
21. Support from Sonora Chamber and Others for Includes Opera Hall maintenance and
Community Events / Opera Hall with Funding (Including CCcCcC C $50,000 P

Infrastructure (Combined Priorities)

22.

Support for Arts and Culture)*

Walkability C Undetermined

(grants, other funding)

utilities with revenue going to Chamber

Contract to design and implement

23.

Bridges TBD
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Tier 1 Tier 2 Tier 3

Priority/Recommendation (1/1/24— (7/1/25- (U127~
6/30/25) 12/31/26) 6/30/28)

Infrastructure (Citygate Recommendations)

24. Partner with Regional Transportation Council to City share to partner with Tuolumne
Leverage Funding to Develop a City Pavement XCC XC $75,000+ County Transportation Council (City
Management System* Engineer)

25. Use Contract City Engineer to Leverage Federal / State X X $250 000 IN PROCESS; budget is approved for
Funding for Capital Projects* ' FY 23/24

Contractor to study, design, and
XC XCC $225,000 implement plus cost of project (grants,
other funding); need City Engineer

26. Infrastructure CIP (Capital Improvement Plan — Roads,
Sidewalks, Curbs, Crosswalks, Gutters)*

27. Pursue Contract Services for City Engineer and Fleet

Maintenance XCC X $250,000 IN PROCESS; total cost annually

Part of the above "vacant properties”;
28. Facilities Assessment and Plan* X XCCC $50,000 contract to analyze City space usage,
etc.

29. Coordinate with Tuolumne Utilities District on its Water
and Sewer Capital Improvement Program (Economic XC X Undetermined | May require funding allocation; TBD
Development and General Plan)

IN PROCESS; total cost annually

30. Vehicle and Equipment Replacement Plan (Leasing) XCC XC $150,000 ($300,000)

31. Review Public Works Related Fees for Full Cost

Recovery (Engineering, Development, Stormwater) X XCC See Rec. 50 Fee study needs to be completed

Additional Administrative staffing

32. Forecast Staffing/Contract Needs XC X C $425,000 (1 FTE), PD staffing (2 FTE), FD staffing
(3FTE)
$30.000 IN PROCESS; compensation plan
33. Review Compensation for Public Works Staff X XC CcC ' underway for all City staff which will add
See Rec. 63
costs (maybe as much as $150,000)
34. Dete_rmme Baseline Staffing for Essential Public Works X X cc See Rec. 60 Current staffing seems appropriate; not
Services and Emergency Preparedness sewer/water
n Page 4 Appendix A—Five-Year Strategic and Implementation Plan
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Tier 1 Tier 2 Tier 3

Priority/Recommendation (1/1/24— (7/1/25- (U127~
6/30/25) 12/31/26) 6/30/28)

IN PROCESS,; since all equipment is so
35. Assets Inventory and Replacement Program X X CcC $150,000 old, this will require significant effort for
the next 2—-3 years
36. Explore Feasibility of Expanding the Solid Waste X X cc $0 Unsure of feasibility, waste management
Collection Agreement to Include Street Sweeping does not do any sweeping in County
Decided to try the next year with current
37. Explore Contracting for Snowplow Equipment X XC C $0 operations; this could be the backup
plan and pursued in 1 year
38. Explore Opportunity for Shared Equipment Agreement . . .
with Tuolumne Utility District (Vacuum Track) X A ¢ $50,000 Possibly split cost of equipment
This should be included in any new
annexation, developments as
appropriate, and in the General Plan
. . I N Update. Annual report requires
39.  Continue the use .Of Qom.munlty Facilities and Lighting XC X C $25,000 engineering time thus consultant or staff
and Landscape Districts in New Development : .
allocation. Plan may also require
updating related to fees. Potential
$25,000 for consulting services and/or
marketing to community.
40. Consider Energy Action Plan and Elements as Items are
Developed/Implemented
41. Workforce for Affordable Housing
42. Thoughtful Growth (Workshops) C $25,000 Contractor; tie in with timing of General
Plan launch
This requires a General Plan Update
: and is budgeted as part of the General
43. Annexations cc L& See Rec. 46 Plan Update (will need help with County
controlling LAFCO)
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Priority/Recommendation

Tier 1
(1/1/24—

Tier 2
(7/1/25-

Tier 3
@nr27-

6/30/25)

12/31/26)

6/30/28)

Community or economic development

44, Standard Conditions of Approval with Community cc See Rec. 46 staff to draft. If consultant, then
Benefits ’ estimated $25,000 not including
community workshop cost.
45. Software/Technology Upgrades for Permitting C XC $40,000 This has been researched previously
' ' (OpenGov — annual license)
Has been discussed and will need to
46. Update General Plan (Utilizing Five-Year Strategic Plan budget this over next 2-3 years (total
as Baseline)* e e © $1,000,000 cost spread over 2-3 years: $750,000 to
$1,250,000)
47. Utilize Consultant for 1 Year, Then Determine FTE for
City Community Development Director (Recommend C X X $213.000 Contract at fully loaded rate of a
both Economic Development and Community ' Community Development Director
Development Experience)
Budget/Fiscal (Combined Priorities)
City already has 1.5% use tax, increase
. cannabis dispensaries, fee study, etc.
48. Revenue Opportunities XC C See Rec. 50 . .
If consultant is needed, then cost is
approximately $35,000
IN PROCESS; 115 Trust with a
49. Unfunded Liability* XC X XCC $150,000 minimum annual contribution of
$150,000
50. Fee Study* XC C C $75,000 Contract for fee study (could be more)

nin
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Priority/Recommendation

Budget/Fiscal (Citygate Recommendations)

Tier 1

(1/1/24—
6/30/25)

Tier 2

(7/1/25—-
12/31/26)

Tier 3

(1/1/27-
6/30/28)

All current MOUs are multi-year through

2025; in 2025, this will be difficult without

51. Multi-year Labor Agreements C $250,000 a compensation adjustment (based on
compensation study)
52. CIp (Ot_her\lee Leads to Inefficient Capital XC C C See Rec. 24 Contract for CIP, plus in-house engineer
Expenditures)
53. Policies and Procedures Manual Enhanced for Best
Practices
54. Admlnls_tratlve Services Understaffed — 1 FTE or X $94,000 IN PROCESS; 1 position (FUNDED)
Consulting Support
55. Forecasting Methodok_)gy — Understanding and O_n- Current staff will work on this
Acceptance by Council going
56. ICD:l(J)tr)lltil(rzlgency Budget (Reflecting Budget Reductions) for C C Current staff will work on this
57. Review of TOT Ordinance XCC See Rec. 17 Contract for expertise and ordinance
58. Actlo_n Plan to _Reflect Measure Y Funds Usage and XCCC See Rec. 17 Revisit Airbnb ordinance
Monitoring Going Forward
. . Add a Deputy Administrator versus
*
59.  Succession Planning ¢ Xce $25,000 Administrative Services Director
60. Classification and Compensation Study for Recruitment X XCC $360,000 IN PROCESS; compensation plan
and Retention Plan* See Rec. 33 underway for all City staff
61. Staffing Levels Assessment (Accountant Position, ) "
Floater/Limited-Term/Cross-Trained) C C C See Rec. 54 IN PROCESS; 1 position (FUNDED)
Fire (Combined Priorities)
62. Suppression and Mitigation Efforts* XCCC X X $50,000 IN PROCESS; Citywide fuel mitigation,

some G/G funding (use grants)
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Tier 1 Tier 2 Tier 3
Priority/Recommendation (1/1/24~ (711125~ (11127~
6/30/25) 12/31/26) 6/30/28)
Estimated initial cost of $75,000 to
63. Disaster Plan and Preparation with Evacuation Routes* C XCC $75,000 develop plan. The contract cost going
forward needs to be determined.
Main drain improvement; grants would
64. Flooding Mitigation XCC X C $0 be required; real improvements could be
millions of dollars
IN PROCESS,; several barricades
65. Public Works (Barricades for Disasters) C $0 purchased—limited by how many staff
can deploy during any one event
66. Parking _for Emergency Vehicles (Traffic Study, C X $50,000 Contract for traffic study
Evacuation Routes)
Fire (Citygate Recommendations) ‘
67. Increase Minimum Daily Response Staffing (Continue to X XCCC Fire applies each year for the Safer
Seek SAFER Grant Funding); Regional Grant (requires “new” hires)
68. Finalize and Implement Chicken Ranch Fire Station Waiting on resolution to LAFCO denial
) XC XCCC $0
Staffing Agreement (attorney costs unknown)
69. Fill Fire Inspection Position / Current Staff / CSG* C XC X $0 IN PROCESS—was part of last MOU
70. Identify L(_)ng—Term Capital Facility/Equipment Needs CXC C See Rec. 25 Facilities Assessment Plan
and Funding
71. Increase Office Assistant to Full-Time* C XCCC $31,000 Cost to increase part-time to full-time
72. Hire 1 FTE Fire Prevention and Disaster Prevention
. . $84,000
Officer/Investigator
Police (Combined Priorities) ‘
73. Equipment (Radio Repeater / CarCams / Guns / XCC XC $61,000 _IN PROCESS (with more expensive
Technology)* items for future years)
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Tier 1 Tier 2 Tier 3
Priority/Recommendation (1/1/24— (7/1/25- (U127~
6/30/25) 12/31/26) 6/30/28)

Facilities Assessment Plan plus possible
74. New P'o.ll'ce Building — Range and Conference XC XCCC X See Rec. 25 grants, bo_nd measure, public prlvate
Capabilities partnership, etc. This may require
separate assessment of $25,000.
Police (Citygate Recommendations)
Cost for 2 additional officers; City is
75a. Increase Staffing: 2 Police Officers (1 Detective) C $247,000 moving forward with hiring bonuses—
cannot fill the positions City has
75b. Increase Staffing: 1 Records/Dispatch Supervisor C $135,000 Cost f(_)r_l FTE Supervising Records
Technician
75c. Increase Staffing: 1 Administrative Assistant C $88,000 CO.SF for 1 FT.E; . PF'O“W but need
facility capacity for position
75d. Increase Staffing: 1 Records/Dispatch Technician C $104,000 Cost for 1 FTE
75e. Increase Staffing: .25 Community Services Officer for X C $65.000 IN PROCESS; changes to CSO in FY
Property/Evidence ' 23/24 budget
75f.  Fill Current Vacancies Before New Positions
. . Understanding is that a new console is
/6. Refresh Dispatch Consoles and Ensure Radio XC XC $175,000 | $50,000 but would trigger other needed
Interoperability
upgrades
77a. Address Recruitment and Retention Issues—Seek and IN PROCESS; compensauo_n_ plan
S . . C XC See Rec. 33 underway and working on hiring bonus
Maintain Competitive Compensation Packages f .
or officers
77b. Address Recruitment and Retention Issues—Explore
Regional Opportunities to Expand Professional C Undetermined
Development (e.g., SWAT, Narcotics Task Force)
78. Code Enforcement Support (Consulting)* Eventually this should become an FTE
79. Consider a Hybrid Contracting Model Such as After-
Hours Dispatch and/or Patrol Coverage
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Priority/Recommendation

Tier 1
(1/1/24—

City of Sonora
Organization Review and Budget Stabilization Study

Tier 2
(7/1/25-

Tier 3
@nr27-

80.

Fund and Develop a Facilities Assessment and
Implementation Plan

6/30/25)

12/31/26)

6/30/28)

Homelessness (Combined Priorities) ‘ ‘

Note that many of the Tier 2 priorities can be addressed by
implementing Recommendation #99.

Partnership and HMIS Access

81. Education Information* CcC $10,000 Grants / County support
82. Reunite Homeless with their Families C C $10,000 Costs for outreach plus travel vouchers
83. Mental Health Care and Facilities (Access and New) C C CcC $0 IN PROCESS W.'th PD Homeless
Outreach Coordinator Grant
Homelessness (Citygate Recommendations) ‘ ‘
84. Make Public Commitment to Ending/Preventing c $0 Costs undetermined
Homelessness
85. Set Community-Wide Measurable Goal for Number of cc C $0 Possibly use grants and state/County
Homeless Reduction Support
86. Sign a Joint Se.rwces Agreement or MOU with Tuolumne cc $0 Costs undetermined
County Supervisors
87. Establish Inter-Departmental Task Force for Ending
Homelessness with Coordination with Tuolumne County
88. Treat Responding to Homelessness like a Disaster CcC Undetermined 5}33?\'/2%’ use grants; FEMA should get
89. Appoint or Hire Lead City Staff for Ending Homelessness $50.000 Part-time position (initially can be a
Efforts ' limited term of 1 to 2 years)
90. Get Sez_it on Central Sierra Continuum of Care c $0 Costs undetermined
Governing Board
91. Sign Central Sierra Continuum of Care MOU for c $0 Costs undetermined
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Priority/Recommendation

Tier 1

(1/1/24—
6/30/25)

Tier 3

(1/1/27-
6/30/28)

Tier 2

(7/1/25—-
12/31/26)

Nonprofit and Faith-Based Service Providers Towards
Ending Homelessness*

Arts & Culture (Program) (Combined Priorities)

92. Make Use of By-Name List and Participate in Case
Conferencing
93. Support Establishment of Housing Navigation Center
(Possible Wet Shelter)
94. Work with Tuolumne County on Distributive Housing
Program
95. Homeless Outreach Support Team (HOST) 4 Times Per IN PROCESS with grant funding —
C C $0 )
Month County project
96. Code City Services like Fire and Police for c Undetermined
Homelessness (17 Percent Homeless Related)
97. Continue to Include Emergency Shelter and Supportive C Undetermined Costs to create shelter; staff time for
Housing in Sonora Housing Element project; partner with ATCA
98. Address Stigma of People Experiencing Homelessness
99. Write Homelessness Strategic Plan: Align Work of

$75,000

Consulting services

100. Additional Cleaning of Downtown—Graffiti Reduction, $75,000 one- Current staff address graffiti with 24
Sidewalks, Benches, Garbage Cans—Supported by C CcC time and hours; possibly add Public Works
Internal and/or external Resources* $75,000 ongoing | staffing to be more proactive

101. Beautification Program CcC See Rec. 100 Possibly force account

102. Jobs/Volunteers C C See Rec. 100

103. Increase Activities (Senior and Youth Priority) C C_oun_ty _prowdes Elders Center within

City limits
104. Music C C See Rec. 21 City-sponsored events — see Chamber
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Priority/Recommendation

Tier 1
(1/1/24—

City of Sonora
Organization Review and Budget Stabilization Study

Tier 2
(7/1/25-

Tier 3
@nr27-

105. More Events

6/30/25)

12/31/26)

6/30/28)

CC

$25,000

Current business license fee for events
requires a General Fund contribution;
more events would increase that
contribution

106. Window Art

107. Review, Consolidate, Revamp Current and/or New
Volunteer Groups/Committees to Support Arts and
Culture as Actionable Committees

Innovation (Combined Priorities)

Arts & Culture (Program) (Citygate Recommendations)

108. Process Improvements, Creating Efficiencies, Attracting

Possibly utilize volunteers

Contract for Economic Development;

Measure Y Funds are Being Utilized*

Tourism, Motivation (Community and Economic C C C $30,000 potential to impact Rec. 2, 13, 15, and
Development)* 115
Innovation (Citygate Recommendations) ‘
See Recommendation 120 and 125
109. Youth Mentorship Program C
When a purchase agreement includes
items subject to sales tax, City will lower
110. Development of “Use Locals First” Ordinance/Program* CCcCC C $35,000 that bid by the amount of the I_oca_l share
of the sales tax when comparing it to
bids submitted by businesses not
located in the City of Sonora
111. City-Sponsored Projects (Buy-a-Brick, Adopt-a-Wall) C Staff time undetermined
112. Public Signs, Decals, and City Logos Identifying City
Workers and Equipment and Showing Where all CcC CcC $25,000 Costs of signs, deployment

nin
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City of Sonora
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Tier 1 Tier 2 Tier 3

Priority/Recommendation (1/1/24— (7/1/25- (U127~
6/30/25) 12/31/26) 6/30/28)

113. On-Boarding (Shadowing)
114. AEDs at Public Facilities c $0 COMPLETED. Each facility currently has
AEDs
115. More Latino Heritage Stories (Marketing and Tourism) C See Rec. 108 | Contract for Economic Development
$25.000 Business incentives/programs. May
116. Dining in Downtown / Rooftop Amenities C C See éec 3 require additional business program
) grants. Startup costs are $25,000.
117. Colored, Innovative, Artistic Sidewalks
118. Incorporate Recommendations Into Individual .
Smartsheet Type Work Plans for Staff C < c Undetermined
119. Cybersecurity Risk Assessment*
$50,000—
120. Public Information Officer (PIO); Increase Transparency C C $100,000 New FTE or PT position
See Rec. 125
Increase training budgets x 2 (Tier 1 was
121. Training for Volunteers and Community C C See Rec. 123 | $40,000 thus increase to $75,000-
$100,000.)
122. Evacuate, Capitalize, and Increase — Marketing and C C $150.000 IN PROCESS with contract with Visit
Branding ' Tuolumne County
123. Clty\(v_|de _Tra|n|ng Budget (Personnel Development, cc C $50,000 Increase training budgets x 2
Certifications, Conferences)*
124. Social Media / Communication* $12,000 One-time funds
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City of Sonora
Organization Review and Budget Stabilization Study

Tier 1 Tier 2 Tier 3
Priority/Recommendation (1/1/24— (7/1/25- (U127~
6/30/25) 12/31/26) 6/30/28)

125. 1 PIO (Consultant is an Option) Including: Disaster

Preparedness and Response, Website, Newsletters, See Rec. 120
; ; e : C C $50,000— New FTE or PT
Marketing and Branding, Coordination with Volunteers,
: . $100,000
Social Media
II II Page 14 Appendix A—Five-Year Strategic and Implementation Plan
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This blank template has been provided to the City in Microsoft Excel
format. This is provided as an example only for comparison purposes
since the City maintains a five-year financial model. The .xlsx file
includes the following tabs which are not suitable for a printed report:
Summary Projection

Projection Assumptions

Revenue Detail

Wages and Benefits

Expense Detail

Capital Expenditures

Debt

Other Financing Sources/Uses

© ®o®© N o 0k w0 D oRE

Notes
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This blank template has been provided to the City in Microsoft Excel
format. The .xlsx file includes the following tabs which are not suitable
for a printed report:

1. CIP Project Summary
2. Model — Project Name

nfn
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Appendix C
Sample Capital Improvement Plan Document Policy

Source: _ City of Reno, NV FY 17-18 budget document
Source: _ City of Pasadena, CA FY 2018-19 Capital Improvement Plan document

CAPITAL IMPROVEMENT PLAN

The City updates its Capital Improvement Plan (CIP) each year. The responsibility for
updating the plan and presenting it to City Council rests with the CIP Committee, a
Citywide group of employees representing the major departments of the City involved in
the construction, improvement, operation, and financing of capital facilities. The Finance
Department is the lead department and serves as chair of the Committee. The approved CIP
for this year follows this report.

Process

The CIP process begins early each fiscal year when departments submit to the Committee
their requests or revisions for capital projects. The requests are submitted on approved
forms which include the description of the project, estimated cost, time frame, justification,
and impact on operating budgets. The CIP is a 10-year plan in which projects are identified
in the outlying years and listed based on known conditions, estimated growth rates, the
City’s [insert various City plans such as the General Plan, area-specific plans, etc.]. The
CIP Committee uses an established set of criteria to evaluate CIP requests. The criteria
include legal constraints and requirements, health and safety, project life, impact on the
City’s operating budget, consistency with City Council and Management priorities,
conformance with adopted plans, cost effectiveness, frequency of use and population
impacted. Projects are ranked in order of program and funding priority which is explained
further in this section.

While progress in repair and maintenance of City infrastructure is being made, the CIP
Committee recommends that [insert recommendations and rationale].

Capital Improvement Plan Definitions

The Capital Improvement Plan is a planning and budgeting tool which provides
information about the City’s infrastructure needs for a 10-year time frame. Each year, the
list of projects is reviewed for need, cost, and priority. New projects may be added, and
other projects deleted. Generally, capital improvements are defined as physical assets,
constructed or purchased, that have a useful life of 10 years or longer and a cost of $25,000
or more. The following are capital improvement categories included in the Plan:

a. New and expanded facilities for the community

b. Largescale rehabilitation or replacement of existing facilities

c. Equipment for any public facility or improvement when first constructed or
acquired

d. The cost of engineering or architectural studies and services relative to the
improvement.



e. The acquisition of land for a community facility such as park, road, sewer line,
etc.

In addition, the City includes capital maintenance needs in the CIP plan. Capital
maintenance projects are generally rehabilitative maintenance on City-owned facilities that
are required to maintain facilities in good operating condition. Lastly, the City’s budget
process includes major purchases in the CIP plan. These include major equipment,
vehicles, and computer hardware and software that, over the life of the project, cost
$250,000 or more.

What are Capital Outlays?

Capital Outlays, which are budgeted within the City’s operating budget, include such
things as furniture, equipment, vehicles, and motorized equipment needed to support the
operation of the City’s programs. Generally, a capital outlay item may be defined as an
item valued more than $10,000 with a life expectancy of less than 10 years.

What are Capital Projects?

There are two types of capital expenditures. The first deals with infrastructure projects and
the second with operating programs. Capital projects, which are addressed in the CIP and
budgeted within the City’s adopted budget, generally include major fixed assets or
infrastructure with long-term value, such as buildings, roads, bridges, and parks; major
equipment purchases (vehicles), and computer hardware and software that, over the life of
the project, cost $250,000 or more, and capital maintenance projects. Any of these may
involve some form of financing. Capital projects’ costs include all expenditures related to
the planning, design, construction, and equipment necessary to bring a project online.

Why Have a Capital Improvement Plan?

The CIP provides information on the current and long-range infrastructure and equipment
requirements of the City. It provides a mechanism for balancing needs and resources and
setting priorities and schedules for capital projects. It is based on needs identified through
the planning process, requests and recommendations of City departments, and the concerns
of citizens and elected officials. The CIP includes the identification of revenue sources
which will be utilized to fund capital improvements. Projects are included even if revenues
are not available to fund them. These projects are prioritized and may be funded by current
revenues or by debt financing, depending on the availability of funds, the nature of the
project, and the policies of the Council. The CIP strives for efficient use of capital
improvement funds by identifying CIP projects and prioritizing them according to their
relative importance and urgency of need. Identification assures needed projects are known,
while prioritization ensures that those projects which are most urgently needed are funded
first.

Why a Separate Capital Improvement Plan?

The Capital Improvement Plan outlines long-range capital improvement expenditures.
Funds budgeted through the CIP for a specific project during a specific year remain with
that project until the project is completed while the operating budget terminates at the end
of the fiscal year. Each year, project costs are reviewed and additional funds may be



allocated to a project which, when combined with resources carried over from the prior
year, results in the continuing project budget for the new year.

How are Projects Prioritized?

The City does not have enough funding to meet all of its capital needs each year. Projects
are prioritized based on the effect of each project on the list and the City’s ability to meet
community goals. All projects are compared based on a common set of selection criteria.
The cornerstone of this process is a worksheet which requires departments to explain
anticipated funding sources, legal constraints/requirements, health and safety, project life,
City Council and Management priorities, conformity with adopted plans and goals, impact
on the City’s operating budget, cost effectiveness, environmental impacts, population
impacts, and frequency of use. Projects are ranked in order of program and funding priority.
A numerical score is assigned to each project. The projects are then ranked according to
how each contributes to maintaining current service levels.

A given project is then placed within one of several categories, suggesting a final priority
position. The priority categories represent a relative degree of need for any particular
project and are described below.

1. A project which is needed to comply with a court order, legislative mandate, or is
critical to the health, safety, and general welfare of the public or which has a
dedicated funding source that cannot be used for any other project, or which would
provide for a public or operational improvement.

2. A project which is needed to comply with a court order, legislative mandate, or is
critical to the health, safety, and general welfare of the public or which would
provide for a public or operational improvement, but there are no available funds
in the current year to fund the project. Any funds that become available will be used
for these priorities.

3. A project which would provide for a public or operational improvement that City
Staff anticipates funding in the third year of the Capital Improvement Plan.

4. A project which would provide for a public or operational improvement that City
Staff anticipates funding in the fourth year of the Capital Improvement Plan.

5. A project which would provide for a public or operational improvement that City
Staff anticipates funding in the fifth year of the Capital Improvement Plan.

6. A project which would provide for a public or operational improvement that City
Staff anticipates funding in the sixth to tenth year of the Capital Improvement Plan.

The Capital Improvement Plan represents the mutual efforts of all City departments to meet
the infrastructure needs of City residents, businesses, and visitors. These guidelines provide
a basis for the conception and preparation of the City’s Capital Improvement Plan.

Revenue Sources

The Capital Improvement Plan indicates the Fund responsible for funding the specific
projects. However, CIPs generally include a variety of revenues that are used both for the
direct funding of projects and as a source for debt service to retire bonds. This section will
describe each of the major revenue sources.



Capital Projects Funds — The City has established various Capital Projects Funds. These
funds are generally used for park projects, various bond projects, street impact fee projects,
special assessment district projects, and projects funded by the General Fund.

General Fund — In building the budget, the goal is to set aside [insert percentage goal] of
prior year General Fund operating expenditures less capital outlay and debt service to fund
capital projects. In addition, some of the computer hardware, software, and vehicles
included in the CIP will be funded through the General Fund.

[insert fund name] — The [insert fund name] [insert description of revenue source(s) of
the fund, how they are used and any restrictions or legal obligations] This subsection
should be repeated for each potential CIP funding source

Potential Revenue Sources

The City must also utilize additional revenue sources to help meet the needs of the Capital
Improvement Plan. Examples of these additional revenue sources which could be used are
identified below:

Bonds — [insert discussion of the types of bonds and the respective characteristics that
could be used to fund CIP projects]

Other Resources — [insert discussion of other potential revenue sources such as public
private partnerships, additional assessment/business improvement districts, fee increases
or additions, etc.]

Types of Proposed Projects

The CIP is further organized by the type of improvement the project represents. This format
enables the Council and staff to easily discuss projects on their relative merits. The project
types are assigned as follows.

e Annual Maintenance Program — this type includes the annual funding amounts for
capital maintenance and annual construction projects. Items such as parks
maintenance funding, facilities maintenance funding, and ADA funding are
included in this category.

e One-Time Infrastructure Projects — this type includes projects that are one-time
construction or rehabilitation of City facilities. New pools and extraordinary fire
station maintenance fall into this category.

e [insert other types specific to City]
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary

CITY OF SONORA EMPLOYEE SURVEY SUMMARY

OVERVIEW AND METHODOLOGY

Citygate Associates, LLC (Citygate) conducted an internet-based employee survey between May
8, 2023, and May 19, 2023, as part of our Organizational Review and Budget Stabilization Study
for the City of Sonora (City), California. All City personnel were invited by the City to participate
in this survey. In total, there were 30 completed survey responses.

Survey Summary

Launch Date May 8, 2023
Close Date May 19, 2023
Total Responses 30

Apart from basic employee classification questions, the survey consisted mostly of closed-ended
statements with which employees could rate their level of agreement, and several open-ended
questions for employees to provide written response. For closed-ended statements, respondents
rated their level of agreement from “Strongly Agree” to “Strongly Disagree” or “N/A or Don’t
Know.” Multiple open-ended questions were also asked.

Respondents were not required to answer every question. Additionally, they were permitted to
respond “Don’t Know or N/A” to many statements, and these responses were excluded from the
mean response calculations. Therefore, the response totals to a particular guestion may not always
correspond with the total of 30 completed surveys.

ORGANIZATION OF SUMMARY

The results for the survey are organized in the following order:

Classification Results
4 The raw data for both employee classification questions included on the survey.

Degree of Agreement Statement Results
2 Scores for each closed-ended statement.

Open-Ended Questions — Response Summary

L 4 Each of the questions for which respondents provided an open-ended response, with
answer themes arranged by frequency.

ot
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary
. _______________________________________________________________________________________________________________________________________|

DEFINITION OF TERMS

The terms defined below are encountered in the information that follows:

1. Mean: An arithmetic mean that is the sum of the responses for each statement
divided by the number of responses for each statement.

2. Standard Deviation: Standard deviation expresses how spread apart the responses
are from the arithmetic mean. A standard deviation close to zero indicates that most
responses are close to the mean response and that a greater degree of agreement
exists regarding the statement. A greater standard deviation indicates that there was
a wider spread of variation in the responses and that a greater degree of
disagreement exists regarding the statement.

17T 6.ATE 02 City of Sonora Employee Survey Summary
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary
. _______________________________________________________________________________________________________________________________________|

CLASSIFICATION RESULTS

How long have you worked for the City?

Response Number of Percent of
Responses Respondents
Less than 1 year 3 10.0%
1to 5years 12 40.0%
6 to 10 years 6 20.0%
More than 10 years 9 30.0%

This information is represented graphically in the following image.
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary
. _______________________________________________________________________________________________________________________________________|

What is your job function?

Response Number of Percent of
Responses Respondents
Non-Supervisory Staff 12 40.0%
Supervisor 8 26.7%
Director 4 13.3%
Other 5 16.7%

This information is represented graphically in the following image.
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary

RESPONSES FOR EACH STATEMENT

The following table shows all the employee survey statements with the calculation of the mean and standard deviation of responses,
along with the percentage of each type of response, including “Don’t Know or N/A.” The lowest degree of agreement is -2 (Strongly
Disagree). The highest degree of agreement is 2 (Strongly Agree). Neutrality is represented by 0.

% o % .
%o % % Don't
Statement Mean =izl S.trongly Disagree Neutral ST Know /
Dev. Disagree -1) ) Agree N/A
s @
Excellent service to the public is strongly emphasized in my 15 0.6 0.0% 0.0% 6.7% | 33.3% | 60.0% 0.0%
department.

| am comfortable seeking clarity from my manager/supervisor on

1.4 0.8 0.0% 3.3% 6.7% | 36.7% | 53.3% 0.0%
work tasks.

Additional or different training opportunities would add value to me

o 1.3 0.7 0.0% 0.0% 13.3% | 40.0% | 46.7% 0.0%
and the organization.

I am proud to work for the City. 1.3 0.8 0.0% 3.3% 6.7% | 43.3% | 46.7% 0.0%
L::}g(rar;s.tand my manager’s/supervisor’s expectations of the job | 13 0.8 0.0% 3.30% 10.0% | 43.3% | 43.3% 0.0%
My manager/supervisor encourages teamwork in my department. 1.3 1.0 3.3% 3.3% 6.7% | 36.7% | 50.0% 0.0%
My manager/supervisor keeps commitments they make to me. 1.3 1.0 3.3% 3.3% 3.3% | 33.3% | 53.3% 3.3%
;:nliset.omer inquiries are responded to in a reasonable amount of 12 0.7 0.0% 3.30% 6.7% | 56.7% | 33.3% 0.0%
| feel | have job security. 1.2 0.9 3.3% 0.0% 6.7% | 50.0% | 40.0% 0.0%

It is clear to me what my role is and how it contributes to the larger

purpose of my department 12 0.7 0.0% 0.0% 16.7% | 46.7% | 36.7% 0.0%

Leadership realizes that ‘perfection’ is unachievable and has
realistic expectations for measuring employee performance.

My job makes good use of my skills and abilities. 1.2 0.6 0.0% 0.0% 10.0% | 56.7% | 33.3% 0.0%

12 0.9 0.0% 6.7% 6.7% | 43.3% | 40.0% 3.3%

o
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary

% 0 0 % 0, !
Strongly . w ) Strongly AJlel L
Statement : Disagree Neutral Know /
Disagree Agree
N/A
B — @
My manager/supervisor values my time as much as their own. 1.2 0.9 0.0% 6.7% 10.0% | 36.7% | 40.0% 6.7%
My work gives me a sense of personal accomplishment. 1.2 0.8 0.0% 3.3% 10.0% | 50.0% | 36.7% 0.0%
The City supports diversity. 1.2 0.8 0.0% 0.0% 23.3% | 30.0% | 40.0% 6.7%

The established goals and objectives of my department have been

i 1.2 0.8 0.0% 3.3% 13.3% | 46.7% | 36.7% 0.0%
clearly communicated to me.

We have a set of values and beliefs that guide our decisions about 12 0.7 0.0% 0.0% 16.7% | 50.0% | 33.3% 0.0%

work.

Generally, | have adequate decision-making authority. 1.1 0.9 3.3% 3.3% 6.7% | 56.7% | 30.0% 0.0%
| believe good teamwork exists in my department. 1.1 0.9 0.0% 6.7% 13.3% | 40.0% | 40.0% 0.0%
| believe my department has a solution-oriented philosophy. 1.1 0.8 0.0% 3.3% 13.3% | 50.0% | 33.3% 0.0%

| receive clear and specific direction from my supervisor(s)
regarding my work assignments.

My job is enjoyable. 11 0.7 0.0% 0.0% 20.0% | 53.3% | 26.7% 0.0%

11 0.9 3.3% 0.0% 13.3% | 46.7% | 33.3% 3.3%

My manager/supervisor encourages my professional development.| 1.1 1.0 3.3% 3.3% 16.7% | 36.7% | 40.0% 0.0%

Regulations and/or policies | am responsible for administering are

1.1 0.8 0.0% 6.7% 3.3% 56.7% | 30.0% 3.3%
reasonable and enforceable.

gggit\iligk environment in my department is supportive and 11 11 3.3% 6.7% 13.3% | 33.3% | 43.3% 0.0%
| am treated fairly. 1.0 1.2 6.7% 6.7% 10.0% | 36.7% | 40.0% 0.0%

Leaders handle human errors on the part of staff in a constructive
and respectful manner.

Overall, | believe my department’s performance is above average. | 1.0 0.9 0.0% 6.7% 16.7% | 46.7% | 30.0% 0.0%

1.0 11 3.3% 6.7% 20.0% | 20.0% | 46.7% 3.3%

The City has an effective process for listening to community or

1.0 0.8 0.0% 3.3% 20.0% | 53.3% | 23.3% 0.0%
customer concerns.
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary

0, 0,
70 % % 8 % Don't

Disagree Neutral SIONg Know /
Agree N/A

(2
The goals and objectives of my department are reasonable. 1.0 1.0 3.3% 6.7% 6.7% | 50.0% | 33.3% 0.0%

Strongly
Disagree

Statement

The management of my department contributes to the productivity o o o o o o
of the department. 1.0 11 3.3% 10.0% 10.0% | 33.3% | 40.0% 3.3%

'gpren;nt?gi?gement of my department contributes to the productivity 10 11 3.3% 6.7% 13.3% | 33.3% | 40.0% 3.3%
The management of my department listens to employees. 1.0 1.2 3.3% 6.7% 26.7% | 16.7% | 46.7% 0.0%
The senior administration cares about my ideas. 1.0 1.2 3.3% 16.7% 3.3% | 30.0% | 43.3% 3.3%

There is good coordination of projects and functions between my

0, 0, 0, 0, 0, 0,
department and other divisions/departments in the City. L 038 0.0% 6.7% 10.0% | 60.0% | 20.0% 3.:3%

Clear, written policies and procedures are in place to assist me in

) o 0.9 1.3 6.7% 10.0% 20.0% | 16.7% | 46.7% 0.0%
the performance of my job responsibilities.

| agree with the mission, vision, and values statement that guides

. 0.9 0.8 0.0% 6.7% 20.0% | 50.0% | 23.3% 0.0%
all City staff members.

| believe my department is an efficient, well-run organization. 0.9 1.0 0.0% 13.3% 13.3% | 40.0% | 33.3% 0.0%

I bellgve that CL_Jstomers perceive that my department is 0.9 0.6 0.0% 3.30% 13.3% | 70.0% | 13.3% 0.0%
consistently doing a good job.

| feel thgt_l have sufficient authority to uphold recommendations 0.9 10 0.0% 10.0% 16.7% | 36.7% | 30.0% 6.7%
and policies when challenged.

| have the freedom | need to meet the customer’s needs. 0.9 0.9 0.0% 6.7% 20.0% | 46.7% | 23.3% 3.3%
Our staff meetings are filled with open and honest participation. 0.9 1.0 0.0% 13.3% 13.3% | 40.0% | 26.7% 6.7%

Overall, | believe the decision-making within my department is

0, 0, 0, 0, 0, 0,
consistent with City Council priorities. L 0.9 0.0% 3.3% 30.0% | 33.3% | 26.7% 6.7%

The roIe_s of each department are clear, accepted, and 0.9 0.7 0.0% 3.3% 20.0% | 56.7% | 16.7% 3.3%
appropriate.

o
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary

0, 0,

70 % % 8 % Don't

Strongly Know /
Agree N/A

)

\Written ppI|C|es and procedur.es are available and consistently 0.9 0.9 0.0% 6.7% 26.7% | 33.3% | 33.3% 0.0%
followed in day-to-day operations.

Strongly
Disagree

Statement Disagree Neutral

| am actively e.ncouraggd to tr){ qrggﬂve approaches to my work, 0.8 13 6.7% 10.0% 16.7% | 26.7% | 36.7% 3.3%
even to the point of taking the initiative.

| am given an opportunity to improve my skills. 0.8 1.0 6.7% 3.3% 13.3% | 56.7% | 20.0% 0.0%

I bejlgve oppqrtunltles for employee involvement in goal-setting, 0.8 11 3.3% 10.0% 16.7% | 43.3% | 26.7% 0.0%
decision-making, and other aspects of my work are adequate.

I pelleve that my departments approach to employee discipline is 0.8 12 6.7% 10.0% 13.3% | 33.3% | 30.0% 6.7%
fair and evenly administered.

jIofgedloennecouraged to come up with new and better ways to get the 0.8 0.9 3.3% 3.3% 16.7% | 60.0% | 16.7% 0.0%
My department is an inspiring place to work. 0.8 1.1 3.3% 6.7% 30.0% | 30.0% | 30.0% 0.0%

There is an effective flow of information between supervisors and

. S 0.8 1.0 0.0% 13.3% 20.0% | 40.0% | 26.7% 0.0%
staff within my division.

| believe my department functions proactively, and does not simply 0.7 10 3.3% 13.3% 13.3% | 50.0% | 16.7% 3.3%
react to crises.

| receive sufficient training for the effective completion of my job
responsibilities.

Overall, | feel the City organization is successful. 0.7 0.8 0.0% 6.7% 26.7% | 53.3% | 10.0% 3.3%

0.7 11 3.3% 13.3% 16.7% | 43.3% | 23.3% 0.0%

The internal practices of the City support my ability to deliver a
high standard of quality to our customers.

There are adequate skills sets in my department to handle work. 0.7 11 0.0% 26.7% 3.3% | 46.7% | 23.3% 0.0%

0.7 1.0 3.3% 6.7% 30.0% | 36.7% | 23.3% 0.0%

There is great communication within and among our
divisions/departments.

We are a highly efficient and effective department. 0.7 1.0 0.0% 13.3% 26.7% | 40.0% | 20.0% 0.0%

0.7 11 3.3% 16.7% 10.0% | 43.3% | 23.3% 3.3%
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Organizational Review and Budget Stabilization Study—Employee Survey Summary

% %

Strongl i () Strongl P
Statement 1rongly Disagree Neutral 9Y Know /
Disagree Agree
N/A
B — @
We resolve conflict honestly, effectively, and quickly. 0.7 1.2 6.7% 13.3% 16.7% | 33.3% | 30.0% 0.0%
| am adequately recognized for my good work. 0.6 1.2 6.7% 10.0% 23.3% | 36.7% | 23.3% 0.0%
Irl]‘éendeed additional resources, | am comfortable asking for what | 0.6 11 10.0% 6.7% 13.3% | 56.7% | 13.3% 0.0%

The. Qlty does a good job communicating about changes or 0.6 0.9 0.0% 13.3% 233% | 46.7% | 10.0% 6.7%
decisions that affect employees.

Resources and equipment needed for the performance of my job

L 0.5 1.1 3.3% 20.0% 13.3% | 46.7% | 16.7% 0.0%
tasks are properly maintained.

The City organization supports an innovative culture. 0.5 0.8 3.3% 3.3% 36.7% | 50.0% | 6.7% 0.0%
| am able to balance work priorities with my personal life. 0.4 1.3 10.0% 16.7% 16.7% | 33.3% | 23.3% 0.0%
| am expected to find new and better ways to get the job done. 0.4 1.1 0.0% 23.3% 26.7% | 26.7% | 20.0% 3.3%
Job promotions are fair and equitable. 0.4 1.1 6.7% 10.0% 26.7% | 33.3% | 13.3% 10.0%
Communication within our City overall is excellent. 0.3 1.0 0.0% 26.7% 20.0% | 46.7% | 6.7% 0.0%
The current organizational structure is best suited for our needs 0.3 10 3.3% 20.0% 26.7% | 40.0% | 10.0% 0.0%
and in serving our community.

There are sufficient emotional wellness resources available to me. | 0.3 1.1 10.0% 3.3% 40.0% | 30.0% | 10.0% 6.7%
| believe the workload within my department is equally divided 0.2 13 10.0% 30.0% 10.0% | 33.3% | 16.7% 0.0%
among my co-workers.

My workload is typically manageable. 0.2 1.3 10.0% 26.7% 13.3% | 36.7% | 13.3% 0.0%
The performance evaluations | have received have been 0.2 13 6.7% 26.7% 16.7% | 20.0% | 16.7% 13.3%

completed in a timely manner and according to schedule.

| have sufficient resources to complete my work, such as office
space, computers, etc.

The City Council’s priorities are clear, manageable, and attainable.| -0.1 11 6.7% 30.0% 26.7% | 20.0% | 6.7% 10.0%

0.1 13 16.7% 16.7% 23.3% | 26.7% | 16.7% 0.0%

o
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary

0 0
% % % % % % Don't

Disagree Neutral Agree SIONg Know /

Strongly
Disagree 1) Ag(;zr)ee N/A

| have sufﬁmgnt opportunities for advancement and promotional 03 13 23.3% 23.3% 20.0% | 26.7% | 6.7% 0.0%
upward mobility.

Statement

The current compensation and promotion process rewards me for 05 11 16.7% 36.7% 20.0% | 23.3% | 0.0% 3.3%
higher-than-average levels of performance.

Compareq to similar organizations, | am satisfied with the salary 06 12 30.0% 20.0% 20.0% | 3.3% 6.7% 0.0%
and benefit package | receive.

Gl\./en.the level of staffing within my c_Jepartment, the goals and 06 10 16.7% 43.3% 300% | 6.7% 3.3% 0.0%
objectives of the department are achievable.

The equipment and technology used in my department are up-to- 06 14 30.0% 33.3% 16.7% | 6.7% | 13.3% 0.0%

date.

| would share the cost of an improved benefit plan. -0.8 1.1 36.7% 20.0% 26.7% | 13.3% | 0.0% 3.3%

There is adequate staffing in my unit. -1.2 0.9 46.7% 40.0% 3.3% 10.0% | 0.0% 0.0%
n Page 10 City of Sonora Employee Survey Summary
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The mean score of employee responses to the preceding statements are represented graphically in the following image. Only the five

most agreed-to and least agreed-to statements have been mapped.
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. _______________________________________________________________________________________________________________________________________|

How concerned are you about the challenge of homelessness and its impact on the City of

Sonora?
Response Number of Percent of
Responses Respondents
Not at all concerned 1 3.3%
Somewhat concerned 5 16.7%
Quite concerned 7 23.3%
Very concerned 16 53.3%

This information is represented graphically in the following image:

100.0%
90.0%
80.0%
70.0%
60.0% 53.3%
50.0%
40.0%
30.0% 23.3%
20.0% 16.7%
10.0%

3.3% .
0.0% ]

Not at all concerned Somewhat concemed Quite concemed Very concerned

m Percent of Respondents
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On average, how often do you, your staff, and/or your constituents/customers/members interact

with people experiencing homelessness?

Response Number of Percent of
Responses Respondents
More Than Once per Day 14 46.7%
Daily 13 43.3%
Weekly 1 3.3%
Two Times per Month 1 3.3%
Monthly 0 0.0%
k/leosr?t rIlzl;equently Than 1 3.3%
This information is represented graphically in the following image:
100.0%
90.0%
80.0%
70.0%
60.0%
50.0% 16-7% 43.3%
40.0%
30.0%
20.0%
10.0%
0.0% — 0.0%
More than once Daily Weekly Two times per Monthly

per day

m Percent of Respondents
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City of Sonora, CA
Organizational Review and Budget Stabilization Study—Employee Survey Summary
. _______________________________________________________________________________________________________________________________________|

If you do have interactions with people who are experiencing homelessness, how would you
describe the nature of the interactions?

Response Number of Percent of
Responses Respondents
Cordial 9 30.0%
| get asked for money 6 20.0%
| clean up a mess that has been made 18 60.0%
| feel compassion 6 20.0%
Hostile 15 50.0%
Other 6 20.0%

This information is represented graphically in the following image:

100.0%
90.0%
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40.0%
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m Percent of Respondents
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. _______________________________________________________________________________________________________________________________________|

What do you think is the solution to the challenge of homelessness in Sonora?

Response Number of Percent of
Responses Respondents
Reunite people with their family and support networks 2 6.7%
Build more affordable housing 0 0.0%
Increase mental health and addiction treatment 16 53.3%
Ignore it 0 0.0%
Other 12 40.0%

This information is represented graphically in the following image:

100.0%
90.0%
80.0%
70.0%

60.0%
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50.0%

40.0%
40.0%

30.0%
20.0%

10.0% 6.7%
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Reunite people with  Build more affordable Increase mental health Ignore it Other
their family and support housing and addiction treatment
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0.0%

m Percent of Respondents
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. _______________________________________________________________________________________________________________________________________|

Do you believe more education about homelessness would be beneficial?

Response Number of Percent of
Responses Respondents
Yes 6 20.0%
No 11 36.7%
No opinion or unsure 13 43.3%

This information is represented graphically in the following image:
100.0%
90.0%
80.0%
70.0%
60.0%
50.0%
43.3%
40.0% 36.7%
30.0%
20.0%
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No opinion or unsure

m Percent of Respondents
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City of Sonora, CA
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OPEN-ENDED QUESTIONS — RESPONSE SUMMARY

The following tables show summaries of responses to the open-ended employee survey questions.
The results are summarized by common themes identified in each response and are organized by

count (frequency) of each response.

What existing activities and processes are functioning well and should be continued that

currently support your department and the City goals?

Count ‘ Comment

3 Teamwork / communication with all other Departments and Management

Emergency services / response

Anything that can improve employee morale (employee get togethers)

Education

Efficient resource management

Homeless outreach

Interaction between City Hall manager and staff

RPlRr|lRr|RrRrR]N

Job sharing and learning new things

Not sure there are any activities or processes that are functioning well. There is needed
improvement in all areas of the City and my Department

1 Outreach

1 The required tasks always get done / requirements are fulfilled

1 Those related to real City business

The top five most mentioned themes have been presented graphically in the following image.

3
2
| | | I

Efficient resource management Education Anything that can improve Emergency services / response  Teamwork / communication with
employee morale (employee get all other Departments and
togethers) Management
m Count
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Organizational Review and Budget Stabilization Study—Employee Survey Summary
. _______________________________________________________________________________________________________________________________________|

If there was one thing you could change and or would like to see changed, what would it be?

Count ‘ Comment

6 Increase staffing levels / decrease workload

More opportunities for growth, training, and advancement

5
4 Better pay
2 New building

New or improved facility for the Police Department. There is a lack of parking and sufficient
resources to adequately complete all the tasks that are required.

1 Better evaluations of people looking to be employed with the Police Department.

Initiate a business license program based on a percentage of each businesses’ tax revenue,
1 such as 1 percent of the sales tax, so that small businesses are not paying what large
businesses pay.

It would be nice to have a mental health facility that could care for persons with mental health
1 issues rather than the hospital. Special training is needed to care for those patients and doors
need to be lockable.

1 More enforcement of the municipal code
1 Not so commercialized
Political activity on the job is a violation of the City code of ethics. This has been violated by
1 certain council members (past and current) who seek to impose their ethics/worldview on
others.
1 Tax share agreement with the County

1 The ability to get back to “broken window policing”

1 The percentage of payment-to-insurance continues to rise

The top five most mentioned themes have been presented graphically in the following image.

6
5
5
4
4
3
2 2
2
0

New or improved facility for the New building Better pay More opportunities for growth, Increase staffing levels / decrease
Police Department. There is a lack training, and advancement workload
of parking and sufficient resources
to adequately complete all the tasks
that are required.
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. _______________________________________________________________________________________________________________________________________|

What is the biggest strength of the organization?

Count Comment

10 Relationships/teamwork

Staff / each other

Communication and dedication of staff

Small team size

The management team is very experienced

P ININIW|>~

Details, statistics, drive for perfection

The ability to continue to function even though the organization is spread thin with more added
to our plate seemingly on a daily basis

1 The leadership of the Department

1 We serve the public well

The top five most mentioned themes have been presented graphically in the following image.
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. _______________________________________________________________________________________________________________________________________|

What do you think are the biggest challenges in the community right now?

Count ‘ Comment

16 Homelessness crisis

Crime

Substance abuse

Fire danger

Funding / Revenue

The Economy

Annexation and growth
Blight

PP INININI W|W®W

Bringing business back to the City. Make Sonora a tourist destination again. Promote new City
activities to encourage growth.

=

Catering to petty complaints made against the Police Department.

Conforming to a woke environment

Division

Housing affordability

Keeping up with the demands of a 21st century modern City

Lack of infrastructure maintenance

Parking

Raising youth with accountability

Recruitment

RPlRr|Pr|RP|RP|IRP[RP[RP|R|R

Staff shortages

The top five most mentioned themes have been presented graphically in the following image.
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Please add any specific comments or suggestions you may have for improving services in your
department.

Count Comment

11 Additional staffing; current personnel are stretched to their limits

4 New computer system / radios

3 Better pay to retain good staff

1 A new building

1 Continue with forward thinking and progression, but understand that progressivism requires a lot
of change.

1 More and clear ways to advance in pay.

1 The City needs to drastically increase funding for infrastructure projects like paving roads and
rebuilding the drainage system.

1 Unrealistic expectations don't allow employees to manage time and stay on task with realistic
workloads.

The top five most mentioned themes have been presented graphically in the following image.

14

12
"

3

2
1 1
[ [ .

Continue with forward thinking and A new building Better pay to retain good staff New computer system / radios Additional staffing; current personnel
progression, but understand that are stretched to their limits
progressivism requires a lot of
change.

= Count

City of Sonora Employee Survey Summary Page 21C . m —_
-~ g :

sso0ciATES



This page was intentionally left blank



APPENDIX E

COMMUNITY SURVEY ANALYSIS

TTTTTTTT

..........



This page was intentionally left blank



City of Sonora, CA
Organizational Review and Budget Stabilization Study—Community Survey Summary

CITY OF SONORA COMMUNITY SURVEY SUMMARY

OVERVIEW AND METHODOLOGY

Citygate Associates, LLC (Citygate) conducted an internet-based community survey between May
3, 2023, and May 23, 2023, as part of our Organizational Review and Budget Stabilization Study
for the City of Sonora, California. The community was invited by the City to participate in this
survey. In total, there were 521 completed survey responses.

Survey Summary

Launch Date May 3, 2023
Close Date May 23, 2023
Total Responses 521

Apart from a few basic community member informational questions, the survey consisted of
closed-ended statements for which community members could (1) rate their level of agreement
from “Strongly Agree” to “Strongly Disagree” or “N/A or Don’t Know,” (2) rate their level of
satisfaction from “Very Satisfied” to “Very Dissatisfied” or “N/A or Don’t Know,” and (3) rate
their overall assessment of general, Citywide operations from “Very Good” to “Very Bad” or “N/A
or Don’t Know.” The survey concluded with open-ended questions for which community members
were to provide written response.

Community members were not required to answer every question. Additionally, “Don’t Know or
N/A” responses were excluded from the mean response calculations. Therefore, the response totals
to a particular question may not always correspond with the total of 521 completed surveys.

ORGANIZATION OF SUMMARY

The results for the survey are organized in the following order:

Basic Information Results
4 The raw data for all community informational questions included on the survey.

Degree of Agreement / Level of Satisfaction / General Assessment Results
L 4 Scores for each closed-ended statement, organized from highest to lowest mean
score.
Open-Ended Questions — Response Summary

L 4 The questions for which community members provided an open-ended response,
with answer themes arranged by frequency.
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Organizational Review and Budget Stabilization Study—Community Survey Summary
. _______________________________________________________________________________________________________________________________________|

DEFINITION OF TERMS

The terms defined below are encountered in the information that follows:

1. Mean: An arithmetic mean that is the sum of the responses for each statement
divided by the number of responses for each statement.

2. Standard Deviation: Standard deviation tells how spread out the responses are from
the arithmetic mean. A standard deviation close to zero indicates that most
responses are close to the mean response and that a greater degree of agreement
exists regarding the statement. A greater standard deviation indicates that there was
a wider spread of variation in the responses and that a greater degree of
disagreement exists regarding the statement.

17T 6.ATE 02 City of Sonora Community Survey Summary
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. _______________________________________________________________________________________________________________________________________|

BASIC INFORMATION RESULTS

Please tell us a little about yourself. This information will help us to better understand your
responses and respond to your concerns.

Statement Percent of Percent of
Respondents Respondents
I own a home in the City of Sonora 260 49.9% 261 50.1%
I live in this home full time 345 66.2% 176 33.8%
| live in this home part-time 17 3.3% 504 96.7%
L:J()ssetrr;}i,s owned home for a rental 23 4.4% 498 95.6%
This home is used for a short-term rental 12 2.3% 509 97.7%
| rent my residence in the Sonora 78 15.0% 443 85.0%

This information is represented graphically in the following image:

| rent my residence in the Sonora LKA 85.0%
This home is used for a short-term rental i<l 97.7%
| use this owned home for a rental property RV L0
| live in this home part-time &3/ 96.7%

I live in this home full time  JE W42 33.8%

| own a home in the City of Sonora EER:L 50.1%

0.0% 10.0% 20.0% 30.0% 40.0% 50.0% 60.0% 70.0% 80.0% 90.0% 100.0%
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ot

City of Sonora Community Survey Summary Page 3 == = oy
I~ » & s 1A 7 € 8



City of Sonora, CA
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Please specify where you live:

Statement Count PETECIL @)
Respondents
| live within the incorporated City of Sonora limits 188 36.1%
I live in t.he unincorporated Sonora area within the 220 42 3%
95370 zip code
I live in a different zip code 105 20.2%
| am unsure 7 1.3%
This information is represented graphically in the following image:
100.0%
90.0%
80.0%
70.0%
60.0%
50.0%
42.3%
40.0% 36.1%
30.0%
20.2%
20.0%
10.0%
1.3%
OOOA) E—
| live within the incorporated | live in the unincorporated | live in a different zip code | am unsure
City of Sonora limits Sonora area within the 95370
Zip code
m Percent of Respondents
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. _______________________________________________________________________________________________________________________________________|

I have been living in the City for:

Statement Count Rgse;;cc:)ir:jte?lfts
Less than 1 year 11 2.3%
1to 5 years 98 20.4%
6 to 10 years 71 14.8%
More than 10 years 300 62.5%

This information is represented graphically in the following image:
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City of Sonora, CA
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Please answer “yes” or “no” to the following statements:

Statement Percent of Percent of
Respondents Respondents

I own a business in the City of Sonora 66 12.7% 455 87.3%

I work in the City 237 45.5% 284 54.5%

This information is represented graphically in the following image:

| work in the City R:ERVA

| own a business in the City of Sonora KPR 87.3%

0.0% 10.0% 20.0% 30.0% 40.0% 50.0% 60.0% 70.0% 80.0% 90.0% 100.0%
mYes mNo

it

‘‘‘‘‘

Page 6 City of Sonora Community Survey Summary



City of Sonora, CA
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. _______________________________________________________________________________________________________________________________________|

I commute to work:

Commute Count Rgse;;cc:)ir:jte?lfts
| do not commute 225 43.2%
24 miles or less 245 47.0%
25-49 miles 29 5.6%
50-69 miles 9 1.7%
More than 70 miles 13 2.5%

This information is represented graphically in the following image:
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Organizational Review and Budget Stabilization Study—Community Survey Summary
. ___________________________________________________________________________________________________________________________________________________________________________________|

DEGREE OF AGREEMENT, SATISFACTION, OR ASSESSMENT STATEMENT RESULTS — SORTED BY MEAN SCORE

Results for each statement are organized from highest to lowest mean score. The highest possible agreement is 2 (Strongly Agree). The
lowest possible agreement is -2 (Strongly Disagree). A score of 0 represents neutrality.

Please rate your LEVEL OF AGREEMENT with the following statements from "*Strongly Agree™ to "*Strongly Disagree™ or ""N/A."

% o %
% % % % Don't
Statement Mean el S'trongly Disagree Neutral Agree SATOME Y Know /
Dev. Disagree Agree
-2) (-1) (0)) Q) 2 N/A
The City needs to re-engage the community to dISCU§S the 12 |os 1,206 2 504 96% |48.2% | 36.7% 1.9%
General Plan and potential development and growth impacts
The City is a good place to raise children 0.7 | 0.9 2.5% 8.4% 22.6% |48.0% | 14.6% 3.8%
The overall quality of life in the City is good 0.7 | 0.9 2.1% 10.9% 15.5% |58.3% | 11.3% 1.7%
Vacant properties in the downtown should be a top priorit 07 | 1.1 3.1% 11.1% 24.2% |35.5% | 22.5% 3.6%
prop pp y
| feel a strong sense of community in the City 06 | 1.0 2.1% 13.2% 21.1% |47.4% | 15.4% 0.8%
The City is generally a safe place to live and/or work 06 | 1.0 4.0% 10.6% 18.4% |49.9% | 16.5% 0.6%
The City needs to make homelessness a top priority 06 | 1.3 10.7% 11.9% 15.7% |28.2% | 32.4% 1.0%
The City has a vibrant downtown area 05 | 1.0 3.8% 15.4% 20.5% |46.8% | 13.1% 0.4%
The City is adequately marketed as a tourist destination 04 | 1.1 6.9% 13.8% 24.0% |42.4% | 10.0% 2.9%
The residential areas in the City are attractive 03 | 1.0 4.8% 16.5% 27.1% |445% | 6.5% 0.6%
The City has an ample number of restaurant options 02 | 1.2 8.3% 24.8% 16.1% |39.2% | 10.7% 1.0%
The City’s police safety programs are adequate. 02 | 1.1 8.6% 12.9% 29.0% |32.6% | 8.8% 8.1%
Retail shopping areas in the City are attractive 0.1 | 1.0 7.1% 22.1% 31.1% |35.5% | 4.2% 0.0%
;Bi?d%;);has adequate internet options in City-owned public 01 | 10 6.0% 14.6% 33.0% |26.3% | 4.20 15.9%
The City supports its business community 01 | 11 8.1% 16.1% 29.6% |30.5% | 5.8% 10.0%

nin
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%

% Don't
Statement el Neutral SOME] Y Know /
Dev. Agree
- N/A

The commercial areas in the City are attractive 0.1 | 0.9 4.4% 22.5% 38.6% |30.1%| 3.8% 0.6%
There is good access to arts and cultural opportunities in the City | 0.1 | 1.1 9.6% 22.5% 25.7% |35.1% | 6.1% 1.0%
The City has an ample number of choices for shopping 00 | 1.2 10.6% 29.8% 19.2% |30.3%| 9.6% 0.6%
The City is environmentally friendly 00 | 1.0 9.2% 20.3% 345% |27.3% | 5.0% 3.6%
The City is adequately prepared to respond in a disaster -0.2 | 1.0 9.6% 23.8% 30.1% |21.7% | 3.1% 11.7%
The City provides plenty of opportunities to enjoy the nightlife -02 | 1.1 12.5% 29.4% 26.3% |22.3% | 5.2% 4.4%
There are adequate parks and recreation amenities in the City -02 | 1.2 13.8% 32.4% 16.5% |30.1%| 5.0% 2.1%
The City draws good business investments -0.3 | 1.0 | 10.0% 28.2% 355% |15.0%| 3.3% 8.1%
The City’s economy is sound -0.3 | 1.0 | 10.2% 29.0% 355% |14.2% | 2.7% 8.4%
There are adequate employment opportunities in the City -0.3 | 1.1 | 14.6% 33.4% 19.6% |23.4%| 3.8% 5.2%
The City’s infrastructure is sufficient -04 | 1.0 | 16.1% 26.5% 315% [18.6% | 1.7% 5.6%
The downtown has adequate parking -05 | 1.2 | 24.8% 30.5% 15.0% |24.8%| 4.8% 0.2%
The_re |s_good business and economic development planning 05 | 10| 17.1% 31.1% 28.8% |11.79% | 2.3% 9.0%
within City government

The downtown has adequate parking for big events -1.0 | 1.1 | 37.8% 34.5% 13.1% |10.4%| 2.5% 1.7%
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This information is represented graphically in the following image. Only the five highest and lowest most agreed-to statements have
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. ___________________________________________________________________________________________________________________________________________________________________________________|

Please rate your LEVEL OF SATISFACTION with the following City services from "'Very Satisfied" to ""Very Dissatisfied" or
"N/A

%

%

% Very % Neither % Ver % Don't
Statement " |Dissatisfied| Dissatisfied Satisfied nor Satisfied Satisf)i/ed Know /
(-2) (-1) Dissatisfied (2) ?) N/A
(0)

Fire emergency response 0.9 0.9 1.3% 5.0% 14.6% 51.1% 23.4% 4.6%
Law enforcement emergency response 0.6 1.0 3.5% 11.1% 19.0% 47.2% 14.4% 4.8%
Fire prevention 0.5 1.0 3.5% 12.3% 22.3% 46.4% 11.7% 3.8%
Friendliness and welcoming nature of City staff| 0.5 1.0 3.6% 8.4% 28.2% 37.4% 9.8% 12.5%
Special events sponsored by the City 0.5 1.0 4.6% 9.8% 27.6% 44.9% 9.6% 3.5%
Historic preservation efforts and services 0.4 0.9 3.3% 9.6% 32.1% 38.8% 6.7% 9.6%
City building facilities 0.2 0.9 3.3% 15.5% 36.5% 32.1% 4.2% 8.4%
Law enforcement public education programs 0.2 0.9 3.3% 12.9% 36.5% 29.2% 4.4% 13.8%
Senior Center 0.2 1.0 4.8% 10.2% 32.1% 24.0% 6.5% 22.5%
Senior services 0.2 0.9 2.7% 10.7% 35.3% 19.4% 5.6% 26.3%
The City's preparedness to support the 02 | 10 5.4% 15.2% 29.2% | 30.9% | 83% | 11.1%
community during disasters
Traffic enforcement 0.2 1.0 6.3% 16.3% 26.9% 40.5% 6.1% 3.8%
Animal control services 0.1 1.0 6.0% 16.7% 30.5% 31.3% 5.0% 10.6%
Crime prevention 0.1 1.0 4.6% 22.8% 28.2% 34.9% 5.6% 3.8%
Process of obtaining information | have 01 | 09 4.0% 11.7% 39.2% 19.6% | 3.6% | 21.9%
requested
Senior recreation programs 0.1 0.9 2.3% 11.5% 35.9% 17.7% 4.2% 28.4%
Timeliness of information on City website 0.1 0.8 1.9% 13.8% 42.4% 22.1% 2.9% 16.9%

o
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%

%

% Very % Neither % Ver % Don't
Statement e " |Dissatisfied| Dissatisfied Satisfied nor Satisfied Satisf)i/ed Know /
(-2) (-1) Dissatisfied (2) N/A
- 7
()
City staff's responsiveness to my concerns or | | (g 5.4% 14.6% 38.4% 16.3% | 3.6% | 21.7%
comments
Code enforcement 0.0 0.9 5.2% 13.4% 36.5% 21.5% 2.1% 21.3%
Commercial vehicle enforcement 0.0 0.8 3.6% 9.6% 38.0% 14.8% 2.1% 31.9%
Organization and accessibility of City website 0.0 0.9 4.4% 16.7% 38.8% 23.8% 2.7% 13.6%
Park maintenance 0.0 11 8.4% 20.5% 28.2% 31.9% 4.2% 6.7%
Street sweeping services 0.0 1.1 10.6% 15.0% 33.0% 26.7% 4.4% 10.4%
Maintenance of street trees and landscaping -0.1 1.1 12.5% 24.6% 28.0% 27.6% 4.4% 2.9%
ReS|_dent|aI and commercial building inspection 01 10 6.7% 17.5% 30.9% 16.1% 2306 26.5%
services
Adult recreation programs -0.2 1.0 7.1% 23.0% 33.2% 14.8% 3.3% 18.6%
Storm water drainage -0.2 1.1 11.5% 29.4% 25.7% 23.8% 2.7% 6.9%
Building and development permit process (ie., | g4 | 11 | 1250 19.8% 27.4% | 13.6% | 33% | 23.4%
assistance, application, plan review)
Community redevelopment programs -0.4 1.0 11.9% 21.5% 29.8% 10.9% 1.3% 24.6%
Long-range planning and development -0.4 0.9 10.0% 28.2% 32.8% 12.1% 1.7% 15.2%
Children’s and teens’ recreation programs -0.5 1.0 15.5% 25.3% 25.5% 15.2% 1.3% 17.1%
Community housing programs -0.5 1.0 14.2% 26.7% 27.1% 9.8% 1.9% 20.3%
Maintenance of sidewalks -0.5 1.1 21.5% 29.2% 22.5% 21.1% 2.5% 3.3%
Street maintenance -0.8 1.1 31.3% 34.4% 14.8% 15.4% 2.1% 2.1%
n Page 12 City of Sonora Community Survey Summary
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This information is represented graphically in the following image. Only the five highest and lowest most agreed-to statements have
been graphed.

m Mean Degree of Satisfactign
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Please rate the following areas that address general, Citywide operations from "*Very Good" to ""Very Bad" or ""N/A.""

%

Std % Very % % % Wiy % Don't
Statement Mean Dev. Bad Bad Neutral Good Goo{i Know /
' (-2) (-1) (0) (1) 2 N/A
City communications that proylde key information and issues to 0.2 0.9 8.4% 20.2% | 401% | 17.1% 2 706 11.5%
community members and business owners
Opportunities for community member and business owner inputinto | o o o o o o
City processes and decisions 0.2 1.0 8.8% | 19.2% | 38.2% | 18.2% | 2.7% 12.9%
Overall, City’s government services in meeting my expectations -0.2 1.0 9.8% 23.4% | 41.5% | 16.5% 3.1% 5.8%
Direction, guidance, and vision of City leaders -0.3 1.0 11.5% | 21.1% | 41.8% | 14.8% 1.9% 8.8%
Overall, City services in comparison to services in other cities -0.3 1.0 10.6% | 21.7% | 36.7% | 12.9% 3.5% 14.8%
The level of City fees and taxes -0.3 1.0 12.9% | 25.0% | 34.2% | 17.7% 2.9% 7.5%
City as a well-run, efficient operation -0.4 1.0 12.1% | 28.4% | 35.9% | 14.0% 2.5% 7.1%
City government's overall ability to meet the City’s needs now and in 04 10 125% | 20.6% | 34.4% | 11.3% 2 704 9.6%
the future
n Page 14 City of Sonora Community Survey Summary

CITYGATE
AAAAAAAAAA = - ]




1.5
0.5
-1.5

2
-0.5
-2

m Mean Rating of Quality of Operations
-0.2

-0.2

City of Sonora, CA
Organizational Review and Budget Stabilization Study—Community Survey Summary
03 -0.2

-0.3

-0.3

-0.4

This information is represented graphically in the following image.
-0.4

SJBUMO SSaUISNg pue siaquiaw AJUNWWOo? o} Senss!
pue uoijewloul Asy apiAcid jey) suoneduNWWo AND

suoIsIoap pue sassadold AyD ojul jndul
JBUMO SSBUISNg pue Jaquiaw Ajunwiwod Joy saiunpoddo

suoljeloadxae
Aw Bunesw ul s82IAI8S JuswulIanob s,AlD ‘|leJanO

siapes| A)ID 4O UOISIA pue ‘@auepinb ‘uoioailq

oo
JBY}0 Ul S821AI8S 0} UosIedw o Ul $821AIaS A)ID ‘|leisAQ

soxe] pue saa) A)ID 10 [oAs] 8y L

uoljesado jusiolye ‘uni-jlam e se A0

ainny sy} Ul pue mou
spaau s,A11D ay] 198w 0} AJjIge [|eloA0 S,JuswuIanob Aj1D

ASSsSociATES

PaQelSCITYGATE

City of Sonora Community Survey Summary



City of Sonora, CA
Organizational Review and Budget Stabilization Study—Community Survey Summary
. _______________________________________________________________________________________________________________________________________|

How concerned are you about the challenge of homelessness and its impact on the City of

Sonora?
Statement Count Rzggf)ir:jte%fts
Not at all concerned 19 3.6%
Somewhat concerned 112 21.5%
Quite concerned 138 26.5%
Very concerned 252 48.4%

This information is represented graphically in the following image:
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On average, how often do you, your staff, and/or your constituents/customers/members interact
with people experiencing homelessness?

100.0%
90.0%
80.0%
70.0%
60.0%
50.0%
40.0%
30.0%
20.0%
10.0%

0.0%

Statement Count PENECTE 5
Respondents
More than once per day 69 13.2%
Daily 150 28.8%
Weekly 147 28.2%
Two times per month 33 6.3%
Monthly 27 5.2%
Less frequent than monthly 95 18.2%
This information is represented graphically in the following image:
28.8% 28.2%
13.2%
. 6.3% 5.29%
L] |
More than once Daily Weekly Two times per Monthly

per day

month

m Percent of Respondents
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If you do have interactions with people who are experiencing homelessness, how would you
describe the nature of the interactions?

Statement Count stes%?]r:jte%fts
Cordial 167 32.1%
I get asked for money 199 38.2%
Ibgléar?rllnl;%: mess that has 161 30.9%
| feel compassion 221 42.4%
Hostile 97 18.6%
Other 100 19.2%

This information is represented graphically in the following image:
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What do you think is the solution to the challenge of homelessness in Sonora?

Statement Count Pezer o
Respondents

Reqnlte people with their 59 11.3%
family and support networks

rE])und.more affordable 68 13.1%

ousing

Incrga_se mental health and 265 50.9%
addiction treatment

Ignore it 8 1.5%
Other 125 24.0%

This information is represented graphically in the following image:
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Do you believe more education about homelessness would be beneficial?

Statement Count Rgse;;%%te%fts
Yes 230 44.2%
No 179 34.4%
No opinion or unsure 111 21.3%

This information is represented graphically in the following image:
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City of Sonora, CA

How fast should the City's population grow?

Statement Count Rgse;;cc:)ir:jte?lfts
Very Fast 8 1.5%
Fast 24 4.6%
Moderate 213 40.9%
Slow 139 26.7%
Very Slow 55 10.6%
Not at all 42 8.1%
No Opinion or unsure 40 7.7%

This information is represented graphically in the following image:
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Please evaluate the pace of the City’s population growth.

City population is growing 140 26.9%
too fast o
City population is growing at 207 39.7%
an appropriate pace o
City population is growing 78 15.0%
too slowly o
No opinion or unsure 96 18.4%

This information is represented graphically in the following image:
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I would prefer to receive information regarding operations of City government in the City in the
following way(s):

Statement Count Rzggf)ir:jte%fts

Email newsletter 248 47.6%
Printed newsletter 124 23.8%
Facebook 196 37.6%
Twitter 51 9.8%
Nextdoor 51 9.8%
City website 277 53.2%
Atten_ding City Council 89 17.1%
meetings

Other 11 2.1%

This information is represented graphically in the following image:
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How often would you like to be updated on City operations/announcements?

Statement Count Percent of

Respondents
Monthly 327 73.3%
Quarterly 96 21.5%
Semi-annually 12 2 706
Annually 11 2 5%
| do not wish to receive City 66 19 9%
announcements

This information is represented graphically in the following image:
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OPEN-ENDED QUESTIONS — RESPONSE SUMMARY

The following tables show a summary of responses to the open-ended community survey
questions. The results are summarized by common themes identified in each response and are
organized by count (frequency) of each response.

In your opinion, what are the top three specific priorities that should be focused on by the City
in order of importance? (Answer briefly)

Since respondents were asked to prioritize their response, responses have been weighted based on
priority. The first item mentioned is given a 3-point weight. The second item mentioned is given a
2-point weight, and the last item mentioned by respondents was given a 1-point weight. Thus, the

weighted count factors in the importance of items early in respondents’ priority order.

Item

261 603 Addressing Homelessness

135 292 Road Repairs & Maintenance

104 233 More and/or Affordable Housing

55 116 Police Staffing & Response

55 107 Crime & Law Enforcement

58 104 Community Interaction & Cultural Activities

48 97 Traffic Flow & Diversion

49 20 Development & Management of Public Spaces
42 86 Mental Health Care & Facilities

43 82 Filling Vacant Businesses

45 82 Street Safety & Cleanliness

42 77 Tourism & Small Business Development

41 71 Attracting New Businesses

35 69 Parking Spaces & Enforcement

43 66 Cleanliness & Beautification

34 64 Fire Staffing & Preparedness

37 60 City Planning & Zoning

26 57 Economic Development & Revenue Generation
27 50 Public Health & Services

22 45 Financial Stability & Funding

15 30 Building Permit & Development Process

16 30 Quality of Healthcare & Availability of Specialists

City of Sonora Community Survey Summary
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Count ch:'guhr:ted Item
15 27 Living Wage & Job Creation
14 27 Unclassifiable
11 25 Disaster Preparedness
10 21 Education: Unspecified
10 18 Environmental Issues & Energy Transition
7 17 Fire Hazards & Insurance Concerns
5 13 Drainage & Sewage Concerns
7 13 Pedestrian Safety
5 9 Attraction of Employers & Skilled Job Training
4 8 Water Quality or Availability
3 7 General Wish for Improvement
4 7 Internet
3 7 Utility Cost
3 6 Diversity
2 5 City Communication
2 5 Elder Care & Facilities
2 5 Limiting Growth
2 4 Staff Training
3 4 Youth: Unspecified
1 3 Reduce Surveillance
1 2 Inflation
1 2 Limit Governmental Rules and Regulations
2 2 Public Transportation Improvement
1 2 Remove Political Discourse from Schools
1 1 Religious Freedom
c 1 @ o g Page 26 City of Sonora Community Survey Summary
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This information is presented graphically in the following image. Only the five most- and least-

mentioned themes have been graphed.
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What do you like best about the City of Sonora?

Count ‘ Item

119 Community Spirit / Friendliness of Residents
116 Small Town Feel

56 Scenic Beauty & Environment

47 Historic Charm & Architecture

41 Local History & Heritage

41 Proximity to Nature & Outdoor Activities

32 Safety & Peacefulness

31 Community Support & Togetherness

27 Downtown Area (Including Businesses, Charm, And Events)

26 Variety of Local Activities & Events

22 Quality & Variety of Local Businesses

20 Sense of Home / Belonging
14 Pace of Life

Proximity to Essential Services / Accessibility

Economic Opportunities
Walkability

Low Cost of Living

Cultural Diversity

Local Health Facilities

R IN[N|OIT|O|0|©

Quiality of Local Education

This information is presented graphically in the following image. Only the five most- and least-
mentioned themes have been graphed.
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What is your current biggest concern about the City of Sonora?

Count Item

132 Homelessness
62 Public safety and health
56 City planning and growth

49 Economic issues
47 Infrastructure
37 Social issues

32 Affordable housing

29 Local politics

27 Crime rates

20 City attractiveness and cleanliness
18 Quality of life

14 Concerns about outsiders

14 Government spending

Education

Environmental issues

Community interaction
Impact of COVID-19

[l I o B €2 B @]

This information is presented graphically in the following image. Only the five most- and least-
mentioned themes have been graphed.
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