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Organizational Assessment with Budget Stabilization Study

Review | Surveys & Interviews | Workshops, Town Halls, Farmers 
Market | Mission | Vision | Values | Priorities | Analysis | 

Implementation

5-Year Strategic Worksheet & Comprehensive Report

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

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

• Values - Service, Innovation, Integrity, Collaboration, Respect, Leadership
• Council Priorities - Fiscal Responsibility and Stability | Infrastructure and 

Engineering| Public Safety / Disaster Preparedness | Economic Development / 
Growth / General Plan | Homelessness Issues | Staffing – Salary/Benefits/Training/ 
Retention

• Community Priorities - Homelessness | Infrastructure Management/Maintenance 
| Public Safety | Growth and Development | Fiscal Stability

Who We Are…
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Strategic Implementation Worksheet Results | 125 Goals | 5 Years 

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

• Tier One Priority Recommendations (30) with estimated budget (based 
on Measure Y funds) 
– 17 Goals | $1,518,000 one-time, non-recurring costs
– 13 Goals | $1,034,000 on-going, recurring costs
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Tier 1 Priority Goals and Estimated Budget – 17 Goals
One-Time, Non-Recurring Costs $1,518,000 

• Business Incentives Program $25K
• Consultant for efficient processes and regulations for permitting $100K
• Evaluation of Airbnb Ordinance & Developing Vacant Property Registration & Ordinance $25K
• Infrastructure CIP Plan $225K
• Facilities Assessment $50K (Priority to Police Department)
• Vehicle Replacement and Equipment Plan $150K
• Pavement Management Partnership (Initial Startup Cost) $75K
• General Plan Update Set Aside $300K (Total est. $1M) – (Fee Assessment Adjusts for Inclusion of Future Cost)
• Fee Study $75K
• Police Equipment $61K
• Police Radio and Console $175K
• Homelessness Support Plan / Strategic Plan or 2-3 Items in Strategic Plan $75K
• Graffiti Reduction and Mitigation Consultant (Historic Preservation and/or Art) $75K 
• Development of “Use Locals First” Ordinance/Program $35K
• Signs for Measure Y-Funded Projects for Public $25K
• Cyber Security Detection Assessment $10K
• Social Media / Communication $12K
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• Community Events $50K
• Pavement Management Partnership (On-going) $5K
• Unfunded Liability $150K
• Deputy City Administrator (Succession Planning) $25K
• Classification and Compensation Study (Implementation Cost) $360K
• Fire Suppression/Mitigation Efforts $50K
• Disaster Preparedness Plan $75K
• Fire Inspector FTE $84K
• Code Enforcement (Consultant Year 1) $50K
• Contract for Additional Cleaning of Downtown $25K
• Economic Development Contract $30K
• Homelessness Education $10K
• Training Budget $50K

Tier 1 Priority Goals and Estimated Budget – 13 Goals 
Ongoing Costs $1,034,000 
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• Prioritization and implementation are challenging
• A variety of successful tools and techniques exist
• Recommendations were formulated based on the following top-ten 

methodology:
– Balanced approach. One size does not fit all. Spread the opportunities, 

resources, and funding throughout different goals. 
– Sequential Sense. Do not put the cart before the horse. Thoughtfully consider a 

plan and find efficient approaches to solving various challenges.  
– Input Considerations. Collect extensive and unbiased input from the community, 

volunteers, staff, and elected officials in a collaborative approach. 
– Data. Collect and analyze relevant data. 

Implementation of Recommended Priorities (Years 1-2)
Top-Ten Methodologies
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• Fiscal Care. What can be funded and how can it support long-term fiscal stability? (Fee assessment support 
recurring costs)

• Voting priorities. Who was involved and how were the priorities determined? Utilize the voting in an 
appropriately weighted approach. 

• Utilize the RICE approach. Reach (how many people are impacted by this decision/choice), Impact (how are 
these people impacted; massively, high, medium or low), Confidence (you gut instincts and awareness to 
emotionally charged or politically sensitive situations), Effort (what will it take to really accomplish this 
goal).

• Capacity. Understand your limitations. Work towards appropriately growing capacity to meet the needs. 
• Utilize the MoSCoW approach. Determine your “Must haves” for survival and safety, your “Should haves” 

efficient and effective approaches and goals that support your priorities and the overall wellness of the 
community and organizations, you “Could haves” are those things that will have to wait but at some point, 
you’d like to have, and your “Won’t haves” that have no current resource allocation and are a low priority. 

• Alignment. Does the work align with the culture, needs, and vision now and in the future? 

Top-Ten Methodologies (cont.)
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Top-Ten Methodologies Used for Implementation and Prioritization 

Methodology Description

Balanced Approach One size does not fit all. Spread the opportunities, resources, and funding throughout 
different goals. 

Sequential Sense Do not put the cart before the horse. Thoughtfully consider a plan and find efficient 
approaches to solving various challenges. 

Input Considerations Collect extensive and unbiased input from the community, volunteers, staff, and elected 
officials in a collaborative approach. 

Data Collect and analyze relevant data. 
Fiscal Care What can be funded and how can it support long-term fiscal stability?

Voting Priorities Who was involved and how were the priorities determined? Utilize the voting in an 
appropriately weighted approach. 

RICE Approach

Reach (how many people are impacted by this decision/choice), Impact (how are these 
people impacted; massively, high, medium, or low), Confidence (gut instincts and 
awareness to emotionally charged or politically sensitive situations), Effort (what will it 
take to really accomplish this goal).

Capacity Understand limitations. Work towards appropriately growing capacity to meet the needs. 

MoSCow Approach

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

Alignment Does the work align with the culture, needs, and vision now and in the future? 
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Themes
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• 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.

Five Core Themes
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• 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. 

Five Core Themes (cont.)
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Communication 1, 2, 3
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Fiscal Review
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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.

Connection to Five Core Themes
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General Fund Operating Results
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Projected General Fund Operating Results

Category FY 23/24 
Budget

FY 24/25 
Projected

FY 25/26 
Projected

FY 26/27 
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
Unrestricted Cash Balance 
(Excluding Agency Funds) 3,816,117 3,479,074 2,971,954 2,290,852

*3% Inflator

City of Sonora – Multi-year Projection – General Fund
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• Ensure that financial forecasting methodology is understood and 
accepted by the Council to ensure long-term focus on decision making.

• Given the uncertain outcome of the taxpayer protection/government 
accountability initiative, it is recommended that a contingency budget 
reflecting budget reductions that would be necessary if the initiative 
passes be developed and shared with the Council and the public.

• Develop formal strategic action plan to reflect how Measure Y funds will 
be used and monitored going forward if the taxpayer 
protection/government accountability initiative fails in November 2024.

Fiscal Recommendations
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• 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.

• Administrative Services Department staff should review Government 
Finance Officers Association (GFOA) best practices referenced in the 
Citygate report and use 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.

Fiscal Recommendations (cont.)
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• 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 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.

Fiscal Recommendations (cont.)
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• Citygate recommends that the General Plan revision process be set as a 
high priority.

• Citygate recommends that Administrative Services 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.

Fiscal Recommendations (cont.)



Click to edit Master title style

22

• As identified, Tier 1 priorities cost $2.552M, including $1.034M 
in ongoing costs. 

• Measure Y, although providing additional funding, 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

Funding for Strategic Plan Recommendations
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Fire Department
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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.

Connection to Five Core Themes
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• Insufficient staffing
– Daily response staffing – typically only two response personnel on duty plus Fire Chief
– No Fire Inspector/Prevention Officer to conduct plan reviews and mandated inspections
– Part-time Office Assistant 

• Capital facility/equipment renewal/replacement funding
– Needed fire station repairs/upgrades
– Response apparatus replacement

• IT/technology equipment and related support
– Outdated equipment and insufficient City support capacity

• Updated Standard Operating Procedures
– Limited staff workload capacity

Critical Issues
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• FEMA Staffing Assistance for Fire and Emergency Response  
(SAFER) grant(s) 

• Community first-aid/CPR training
• Paramedic first responder service
• Additional fees for services provided outside City
• Collaboration / joint service opportunities with other local fire 

agencies 

Opportunities
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• Increase minimum daily response staffing to a minimum of three personnel
– Continue to seek SAFER grant funding

• Implement Chicken Ranch fire station staffing agreement

• Fund a full-time Fire Prevention Officer/Inspector position

• Increase Office Assistant to full-time  

• Identify long-term capital facility/equipment needs and funding

• Upgrade technology equipment/software and related support

• Consider adopting fees for initial response services outside City

• Research joint service opportunities with other local fire agencies

Recommended Priorities
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Police Department
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• Low staffing levels compromise City’s ability to respond 
effectively to a critical incident.

• Poor radio interoperability due to outdated dispatch consoles.  
• The Police Department facility is significantly outdated, does 

not support the needs of current staffing levels, the needs of 
the community, and will not accommodate growth. 

Critical Issues
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• Fill current positions (focus on recruitment/retention) then add two police 
officers, a dispatcher, and admin assistant to start.

• Invest in equipment upgrades and building in redundancy with regional PSAP.
• Address recruitment and retention:

– Seek and maintain competitive compensation
– Explore regional partnerships to expand professional development (Regional 

SWAT Team or countywide narcotics task force)
• Seek code enforcement support including various tasks and duties.
• Address the currently overcrowded and outdated Police Station. Pursue Police 

Department Facility Assessment, funding, and partnerships.

Recommended Priorities
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Homelessness
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THEME ONE
Address the on-going community challenges associated 

with homelessness.

Connection to Five Core Themes
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• Managing homelessness versus ending homelessness
• People do not choose homelessness
• Number of homeless per capita is high
• Need for individualized re-housing plans
• Addressing homelessness is the top community priority
• Aligning efforts will bring better outcomes

Observations
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• Make a public commitment to ending/preventing homelessness
• Sign an Inter-Governmental Agreement or Memorandum of 

Understanding with the Tuolumne County Board of Supervisors
• Get a seat on the Central Sierra Continuum of Care Governing Board
• Establish inter-departmental task force for ending homelessness
• Work with Tuolumne County on Distributive Housing Program
• Write Homelessness Strategic Plan
• Educational materials 

Key Recommendations (16 Core, 3 Considerations) | 
High Priority
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Public Works
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THEME TWO
Invest in infrastructure maintenance and long-term 

infrastructure improvements including road repairs and 
maintenance, storm drains, sidewalks, and 

traffic/circulation system.

Connection to Five Core Themes
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Observations and Issues

Insufficient staffing
• Staffing lacks depth in many areas—there is no backup for key 

positions.
• Planning and organizing the program of work is negatively impacted.
• There is no succession plan and no recruitment and retention plan in 

place; current compensation levels make recruitment for vacant 
positions difficult.

• The City lacks the staff to be able to develop and implement a proper 
capital improvement program (CIP).
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Infrastructure maintenance and long-term improvements
• Pavement maintenance and repair issues
• City Engineer services
• Obtaining alternative funding for needed projects
• Fees
• No vehicle and equipment replacement program
• Lack of comprehensive facilities assessments (buildings and 

supporting infrastructure)

Observations (cont.)



Click to edit Master title style

39

• Retain engineering firm for City Engineering
– Identify capital needs
– Develop CIP
– Development review
– Pursue alternative funding for projects

• Implement a Pavement Management System
– Partner with RTC to leverage funding
– Incorporate ranked projects into CIP

• Fee review
– Ensure appropriate cost recovery for services 

• Staffing 
– Compensation study (recruitment and retention) 
– Succession planning
– Contract service review

• Develop Vehicle and Equipment Replacement Program
• Perform Facilities Assessment and incorporate into CIP

Recommended Priorities
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Administration and Community Development 
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• 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. 

• 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. 

• Develop a succession plan to prepare the City for the inevitable transition of 
Department and Citywide leadership out of the organization. Consider 
reclassification of the Administrative Services Director to Assistant City 
Administrator / Director of Administrative Services to enhance succession planning. 

• Evaluate simple technology solutions to maximize the efficiency of routine human 
resources operations including online development training opportunities for 
professional staff and new employee application and selection procedures. 

Administrative Services
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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.

Connection to Five Core Themes
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• Given current Director retirement, Community Development services should be 
supported by consultants until recruitment occurs (not a long-term solution). 
– Allows City to assess needs as it begins to implement elements of the recommendations from the 

new Strategic Plan, and identify best approach to fulfill the community development and 
economic development roles. 

– Eventually, strive for a full-time position in the Community and Economic Development role, with 
another position that serves as a specialist in planning and/or economic development. 

• 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. Minimum, 20 hours week contracting consultant/limited-term employee.

• Take the lead in supporting the facilitation and implementation of listed goals. 
• Assessment and marketing plan for vacant land.

Community Development 
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Tribal Partnership
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• 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 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.

Tribal Partnership 
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Implementation
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A plan’s implementation could fail if there is...
• 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
• limited understanding of the real problem; distraction with other concerns
• an inaccurate perception of actual organizational capabilities 
• no awareness of the cultural landscape 
• no understanding of who is in charge

Quantitative Studies – Fail Facts in Execution
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• Turning plans into action for desired outcome
– Clear goals/plan 
– Commitment “story” 
– Align with culture
– Create best environment
– Be realistic 
– Flexibility (embrace change)
– Reflection 

Implementation Best Practices
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• Official Launch Date recommended is January 1, 2024, to lay 
the groundwork, develop a communications strategy, and 
develop and/or reorganize the staffing, team, committees, and 
volunteers.

• Also some initial startup work related to accountability and 
performance approaches, adjusting cost estimates, and various 
research.

Rollout Timing
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• Prioritization – Am I putting people first?
• Intention – What is my primary focus today?

– What matters most in 1 word?
• Innovation – How can I and inspire and support others today? 
• Utilization – Am I in alignment with our Service Philosophy 

and Vision? Am I being the kind of person I want to be?
• Protection – Have I reviewed the Fail Facts checklist to avoid 

common traps?
• Reflection – Do I take a minute at the end of each day to 

consider what I could have done better/differently and what I 
am happy with?

Key Daily Questions for Success
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Standard – Timelines, Completion, Complaints, Budget
• Innovative    • Influence
• Kindness     • Growth
• Service Philosophy   • Quality
• City’s Core Values   • Equity and Inclusion
• Employee Turnover   • People Skills
• Engagement    • Technical Skills
• Energy   
  What matters most? Your top 5 per category

Performance Metrix Indicators



THANK YOU


	Slide Number 1
	Project Recap
	Who We Are…
	Strategic Implementation Worksheet Results | 125 Goals | 5 Years 
	Tier 1 Priority Goals and Estimated Budget – 17 Goals�One-Time, Non-Recurring Costs $1,518,000 
	Tier 1 Priority Goals and Estimated Budget – 13 Goals �Ongoing Costs $1,034,000 
	Implementation of Recommended Priorities (Years 1-2)�Top-Ten Methodologies
	Top-Ten Methodologies (cont.)
	Top-Ten Methodologies Used for Implementation and Prioritization 
	Themes
	Five Core Themes
	Five Core Themes (cont.)
	Communication 1, 2, 3
	Fiscal Review
	Connection to Five Core Themes
	General Fund Operating Results
	Projected General Fund Operating Results
	Fiscal Recommendations
	Fiscal Recommendations (cont.)
	Fiscal Recommendations (cont.)
	Fiscal Recommendations (cont.)
	Funding for Strategic Plan Recommendations
	Fire Department
	Connection to Five Core Themes
	Critical Issues
	Opportunities
	Recommended Priorities
	Police Department
	Critical Issues
	Recommended Priorities
	Homelessness
	Connection to Five Core Themes
	Observations
	�Key Recommendations (16 Core, 3 Considerations) | �High Priority�
	Public Works
	Connection to Five Core Themes
	Observations and Issues
	Observations (cont.)
	Recommended Priorities
	Administration and Community Development 
	Administrative Services
	Connection to Five Core Themes
	Community Development 
	 Tribal Partnership
	Tribal Partnership 
	Implementation
	Quantitative Studies – Fail Facts in Execution
	Implementation Best Practices
	Rollout Timing
	Key Daily Questions for Success
	Performance Metrix Indicators
	Slide Number 52

