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Workshop Report 
The City of Santa Rosa held a City Council workshop on Tuesday, 
August 24, 2021 from 10:30 a.m. to 5 p.m. at Santa Rosa City Hall. The 
workshop provided an opportunity for Councilmembers to review 
progress made on goals that were set in February and identify top 
priorities for the next six to nine months. This report contains a summary 
of the results of the priority setting session. 

Nancy Hetrick, Vice President at Management Partners, facilitated the 
workshop. Claire Coleman, Senior Management Analyst, assisted and 
acted as recorder. 

 

Workshop Overview 
Objectives 

• Hear updates on progress to achieve Council goals from the 
workplan and projects that are underway; identify resource gaps 
and other constraints 

• Ensure a smooth transition and maintain staff stability over the next 
six to nine months 

• Discuss and come to consensus on top priorities for the next six to 
nine months 
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Participants 
City Council 

• Mayor Chris Rogers 
• Vice Mayor Natalie Rogers 
• Councilmember Eddie Alvarez 
• Councilmember Tom Schwedhelm 
• Councilmember Victoria Fleming 
• Councilmember John Sawyer 
• Councilmember Jack Tibbetts 

Staff 
• Interim City Manager Jeff Kolin 
• City Attorney Sue Gallagher 
• Assistant City Manager/Operations and Transportation Jason 

Nutt 
• Interim Assistant City Manager/Community Development and 

Engagement Director Clare Hartman 
• City Clerk Stephanie Williams 
• Police Chief Ray Navarro 
• Fire Chief Scott Westrope 
• Chief Financial Officer Jan Mazyck 
• Human Resources Director Amy Reeve 
• Chief Communications and Intergovernmental Relations Officer 

Adriane Mertens 
• Information Technology Director and Chief Information Officer 

Eric McHenry 
 
Agenda 

• Welcome and call to order by the Mayor 
• Public comments 
• Ice breaker exercise 
• Review Council goals from February 
• Hear staff updates and progress on Council goals 
• Lunch break 
• Identify top priorities for the next six months 
• Wrap up and next steps 
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Workshop Ground Rules 
At the start of the workshop, Nancy suggested several ground rules to 
help the group have a successful workshop. 

• Listen to understand 
• Participate 
• Stay focused 
• Assume good intent 
• Seek consensus 
• Speak up if we need course correction 

Bike Rack. The facilitator explained that if items were brought that could 
not receive immediate attention, they would be added to a “bike rack.” 
Five items were added to the bike rack, as noted below.  

• Discussion of mandatory vaccination requirement 
• ARPA fund uses (resiliency)  
• Diversity, equity and inclusion (DEI) impact for staff reports 
• Role and scope of the Long-Term Policy and Audit Committee to 

include budget review 
• Identify a method of evaluating new Council items and priorities 

before they are added to the workplan  

 

Opening Comments 
Mayor Rogers convened the City Council meeting and asked for the roll 
call. The Mayor welcomed everyone and thanked Councilmembers for 
attending. He noted that the purpose of the day’s discussions was to 
check in with one another and discuss priorities and capacity to meet the 
community’s needs for the next six to nine months. Mayor Rogers then 
opened the session to public comments. 
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Interim City Manager Jeff Kolin offered opening comments. He first 
explained that the meeting start time moved from 9:00 a.m. to 10:30 a.m. 
due to technical difficulties. He expressed his appreciation to the Council 
for making the time to discuss priorities and noted some of the major 
challenges the City has faced over the past few years (COVID-19 
pandemic, water shortages, fire, etc.). He also noted that Council and staff 
deserve recognition for a job well done, but that the goal now is to get out 
of crisis mode and start focusing on prioritization and thoughtful 
resource planning. Two major items facing the City include the hiring of a 
new City Manager and allocating one-time PG&E and ARPA funds.  

In addition, the Interim City Manager highlighted the need to ensure 
programs are sustainable so the City can maintain critical services and 
infrastructure. He specified that one of the goals of the workshop was to 
identify short-term Council priorities to help ensure success over the next 
six to nine months. 

 

Ice-breaker Exercise 
The facilitators began the workshop with an ice-breaker exercise. Each 
Councilmember and the Interim City Manager shared up to three of their 
favorite things about Santa Rosa. The results of this exercise are shown 
below. 
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Council Goals from February 
Nancy Hetrick reviewed the goals and key strategies established in 
February 2021. The purpose was to provide context to the City’s current 
efforts and set the stage for a discussion of top priorities for the next six to 
nine months. 

The goals from February include the nine key focus areas listed below, 
and a set of policy goals for each.  

1. COVID-19 Response 
2. Homelessness 
3. Housing and Affordable Housing 
4. Fiscal Stability, Funding, and Services 
5. Economic Resiliency, including Childcare 
6. Climate Change 
7. Public Safety Priorities and Reforms 
8. Organizational Diversity, Equity, and Inclusion 
9. Government Council and Reforms 

Nancy referred to the staff workplan that was provided to Council in 
advance of the workshop, which shows the progress made on the nine 
key focus areas.  

 

My favorite things about Santa Rosa… 
 

• Distinct neighborhoods 
• Opportunities and activities for kids 
• Big(ish) city that feels like a small town 
• People and diversity 
• Location 
• Natural beauty 
• Seeing parades of children 
• Resiliency 
• Cycling 
• Familiarity 
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Staff Updates and Progress on Council Goals 
Department directors presented updates on the key activities they 
completed and are working on, along with any resource constraints they 
are facing. The purpose of discussion was to establish a shared 
understanding about what key activities the City has pursued in the past 
six months and to acknowledge resource challenges (e.g., vacant 
positions, limited dollars, unavailable contractors) that impact timelines. 
The slides presented by the executive staff are provided in Attachment A.  

A summary of takeaways are provided below. 
• There is a need for organizational sustainability in both staffing 

(resources/support) and funding. 
• The City might want to explore the option to use short-term 

funding to help provide back up for current staff (i.e., hiring 
limited-term staff). 

• Emergency response to disasters such as fire, drought, housing/ 
homelessness, and the COVID-19 pandemic touches many 
departments. 

• Infrastructure investment is needed to protect assets and avoid 
emergency expenditures and/or higher repair costs. 

• City leaders need to keep in mind what is required to provide 
core and mandated services. 

• Investments in technology could provide opportunities for 
improving efficiency and freeing up staff time. 
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Discussion of Priorities 
Following an afternoon stretch break, the group reconvened for the 
priority setting portion of the workshop. Nancy began by reviewing the 
themes from the individual Council interviews. They are listed below. 
 

• Recognition that the City is in a period of transition and there is a 
desire to support staff and provide stability  

• Need to prioritize mandated work, including response to 
emergencies (e.g., drought, fires, and housing) 

• Concern about staff capacity and morale; fear of turnover 
(prioritize organizational health and sustainability) 

• Agreement that priorities identified in February will take time; 
focus on areas where we can take action and affect change in the 
near term; want to see a workplan 

• Want to understand pinch points, but with recommended 
solutions 

Discussion of Proposed Workplan  
The Interim City Manager introduced staff’s proposed workplan for the 
next six to nine months. A summary of the workplan discussion is 
provided below, in order of key focus area. Any changes to the workplan 
that were decided during the workshop are noted in red textboxes. 

COVID-19 Response 
• Return to campus seems less critical than investing in remote 

infrastructure and should be pushed back or modified 
• City should explore a reopening plan to give answers to staff and 

boost morale 
• The Samuel Jones Hall is reopening the entire facility 
• Santa Rosa could be a regional leader in establishing a remote 

workplan 
• Feel comfortable with whole COVID-19 plan 
• Uncertainty about directing staff work  
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• There is some support among Councilmembers for a mandatory 
vaccination policy 

• This is what staff feel they can achieve in next 6 to 9 months 

 
Homelessness 

• Continuum of Care is working and the City is closely 
collaborating with regional partners 

• There are new funds coming for homelessness, which can be 
added to the workplan 

 
Housing and Affordable Housing 

• New developments must be water efficient but future drought 
stages would require even more water offsets. 

• There is insufficient staff time to conduct a master (citywide) fee 
study 

o This is incorporated in the fiscal priority area (workplan 
item #2: present revenue and expenditure options to Council) 

• Considering waiving impact fees for affordable housing is a big 
project 

o Councilmember Tibbets recused himself from the conversation 
about affordable housing impact fees  

• The Interim Assistant City Manager/Community Development 
and Engagement Director noted an extended timeline for 
Mendocino Avenue  

o Requires another $400,000 to $500,000 and substantial staff 
time 

o CDE is looking at alternatives for the funding that would 
be more feasible 

Add to the workplan 

• Allocate new funds that become available to the City 
to address homelessness priorities (CDBG, etc.) 

• Open Portland Loo ASAP  

 

No changes to the workplan 

 

Remove from the workplan 

• Mendocino Ave Specific Plan (due to lack of funds) 
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Fiscal Stability, Funding and Services 
• Could DEI impacts be added to each staff report? 

o ARPA and PG&E funds will be allocated based on Council 
direction, ARPA guidelines look at DEI  

o Adding DEI analysis to staff reports would require 
resources: time, training, analysis 

o This item warrants further discussions and was added to 
the bike rack 

• Should the DEI Officer be elevated to the City Manager’s Office? 

 
Economic Resiliency, including Childcare 

• The City Hall/Civic Center plan is huge and perhaps doesn’t 
belong on the workplan since we will not get it done within the 
next nine months 

• Leave this on the list but let staff work toward a plan 
• This would be the creation of a multi-year plan, not completion 
• Potentially use temporary staff to help with these things 

 
Climate Change 

• There is not enough staff capacity to pursue Southeast Greenway, 
so it is not included 

• Council is interested in not losing progress toward Southeast 
Greenway; would like to move it forward, even if it means slowly 

• The issue is staff time; there are too few individuals in the Real 
Estate Division to deal with this 

o There is a risk of pausing it 
o If Greenway is prioritized, will have to cut back on 

downtown or CIP 
o Consultants are at capacity 
o Councilmember Sawyer recused himself from the Southeast 

Greenway conversation 

Modify item on the workplan 

• Revise City Hall/Civic Center plan to clarify the 
priority to continue staff work toward a multi-year 
plan  

No changes to the workplan 
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• A sustainability team would include a General Fund employee 
who works with the sustainability team in water 

o There is not currently funding for this 

 
Public Safety Priorities and Reform 

• Clarification regarding the need to identify funding to expand 
inResponse to a 24-hour response team; not full implementation 

 
Organizational Diversity, Equity and Inclusion 

• We can’t have equity without inclusion; we need to focus on 
bringing people together 

 
Government and Council Reforms 

• No comments 

 
Discussion of Top Priorities 

Nancy asked each Councilmember to identify a top priority for the next 
six to nine months. The priorities they identified are listed below.  
 

• Maximize use of ARPA funds (opportunity)  
• Address loss of employees (impacts to services) 
• Maintain efforts with homelessness; engagement with partners 
• Diversity, equity and inclusion (DEI) – works starts with us 
• Prioritize high-quality service 
• Remove barriers to housing 

No changes to the workplan 

 

Add to the workplan 

• Measure O outreach 

Modify the workplan 

• Revise inResponse workplan item to be “Identify 
outside funding to expand to a 24-hour response 
team” 

No changes to the workplan  

 

No changes to the workplan  
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• Stop brain drain and staff turnover; explore creative staffing 
solutions (e.g., contract, limited-term employees) 

• Maintain services (includes staffing); be innovative to see the way 
out 

• Empower staff to establish priorities and a path forward 

Wrap-up and Next Steps 

Closing Comments  
Councilmembers spent time reflecting on their 
key takeaways from the workshop. Each shared 
one or two key takeaways. The comments that 
were offered are listed below. 

• Thank you to staff who are doing a lot with less 
• We need to strategize how to resolve needs in a fiscally 

sustainable way 
• We need to prioritize and make tough decisions, compromises, 

and concessions (bridge to the future) 
• A regional approach adds priorities; it is a lot to balance 
• Council wants to understand the timeline and impacts of 

prioritization 
• Impacts made by dedicated staff are tangible and appreciated by 

Council and the community 
• We need processes, strategic plans, procedures, and technology to 

do the work well and stay focused 
• Lack of resources will require creativity and synergy 
• Low staffing and turnover could be the greatest problem this year 
• We will need a strong new city manager 

 
The Interim City Manager thanked Management Partners for their work 
facilitating the workshop. He expressed his gratitude for the support and 
leadership staff receives from Council.  
 
Additional final thoughts that were offered, to conclude the workshop, 
are listed below.  
 

• Let’s find a way to raise new items and priorities (this was added 
to the bike rack) 

• Council agrees to have restraint and seek consensus before adding 
a new item to the workplan 

• We need to give staff the time and space to innovate 
• Keep a working parking lot/bike rack of issues that arise 
• Use restraint, may need to remind others and be reminded 
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• Staff should feel empowered to identify impacts  
• Keep communication channels open 
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Attachment A: Staff Presentations 
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Attachment B: Recommended Workplan 

Council Priorities – Recommended Work Plan 

September 2021 – May 2022 

Responsible 
Portfolio Finance Ops & TPW CDE Police Fire HR 

 

Focus Area Recommended Priorities Schedule 
Responsible 
Department 

COVID-19 
Response 

Option for assisting water customers with past due 
accounts 

Dec 21 OPS/TPW/Water 

Workforce mandatory vaccination plan – options 
to CC 

Aug 31 CM/HR 

Return to campus policy Sept 28 

Remote work policy  

Sam Jones Hall reopening plan  

Testing and vaccination waiver requests at SJH 
Homeless Shelter 

 

Homelessness Housing and Homeless Ad-Hoc – Interim 
priorities/funding opportunities 

On-going CDE/CM 

Open Portland Loo facility August 2021 

Allocate new funds that become available to the 
City (CDGG, etc.) 

On-going 

Support CofC Strategic Plan development On-going 

Project Home key – finalize local selection criteria August 2021 

       Review NOFA from state September 2021 

Complete RFP for Homeless Services 22/23 September 2021 

       RFP to Council  October 2021 

       Rec. to Council for providers January 2022 

Issue RFP for Safe Parking Pilot Program September 2021 

       Rec. to Council for program operator  November 2021 

       Implement program  Early 2022 

Issue RFP for consultant – Homeless Services 
Strategy  

November 2021 

       Rec. to Council for consultant  December 2021 

       Strategy development January/February 
2022 

       Rec. to Council for Strategy February 2022 
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Focus Area Recommended Priorities Schedule 
Responsible 
Department 

Complete Encampment Strategy Spring 2022 – 
complete after 
Safe Parking and 
Homeless Services 
RFPs 

Samuel Jones Hall CIP - restrooms TBD – TPW to 
develop timeline 

Housing and 
Affordable 
Housing 

Water demand offset policy Oct 21  
Nov 21 

OPS/TPW 

Fremont Park Master Plan  

Housing package: Ordinance and General Plan 
Amendment 

Oct 21 CDE 

RED Housing Fund adoption and allocation of 
funds 

 

General Plan Alternatives report Oct 21 

Missing Middle Ordinance Winter 22 

Housing Element Winter 22 

Fiscal Stability, 
Funding, and 
Services 

Complete a comprehensive plan for reducing 
employee pension UAL 

October 2021 Finance/CM 

Present a plan to City Council for a package of 
General Fund revenue increases and expenditure 
reductions 

December 2021 

Incorporate a screening or evaluation process in 
future budget process to incorporate the values of 
diversity, economic impact, fiscal and 
environmental sustainability  

January 2022 

Start the budget process at mid-year with a clear 
budget message and instructions to staff that 
incorporates the opportunity for discussion and 
collaboration. 

November 2021 

Continue to support economic development 
activities focused on the downtown core and key 
commercial corridors 

Ongoing 

Make recommendations for streamlining 
organizational structure and service delivery 

March 2022 

Develop the City’s American Rescue Plan Act 
(ARPA) Recovery Plan 

November 2021 

Determine guiding principles and uses for one-
time PG&E settlement funds 

November 2021 

Economic 
Resiliency, 

Economic Resiliency –  Ongoing CDE 

     Small business support  
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Focus Area Recommended Priorities Schedule 
Responsible 
Department 

including 
Childcare 

     Lot Latinx recovery and support  

     Micro entrepreneurial   

Economic Development Strategic Plan Dec 21 

Downtown Development Infill Project Support  

EIFD  

Create City Hall/Civic Center multiyear plan  

Presentation of JLL and PFM Analysis -Study 
Session 

Oct/Nov 

Childcare support pilot program Phase 2 Jan 22 

Past due water account relief Dec 21 OPS/TPW/Water 

Climate Change Climate Mobilization strategy  CDE 

Adopt Roseland Creek Park masterplan Sept 29 OPS/TPW 

TIES – Transit Integration activities – Study Session Oct 12 

Mandatory recycling and composting SB 1383 
Study Session 

Oct 12 

MOU with Zero Waste Sonoma County Oct 12 

Public Hearing Mandatory recycling Oct 23/Nov 9 

Vehicle purchasing policy Dec 21 

Climate Action Plan – Scoping EIR  Apr 22 

Shared mobility ordinance Jan 22 

Public Safety 
Priorities and 
Reforms 

Short term rental urgency ordinance Oct 12 Police 

Police Auditor selection Oct 

Auditor contract approved by Council Nov 

Policy 706 Public Address System – PSS Completed 

Mental Health Response Team –  
10 hr. response team implemented 

 

Identify outside funding to expand to a 24-
hour response 

 

DEI Plan for departments  

       Implementation Plan   

Policy Update and Review – 
Policy 308 Control devices and techniques 

Oct 13 

      Policy 467 First Amendment assemblies Dec 8 

Annual Report Apr 22   

Staffing study  Jan/Feb 

Replacement of body-worn cameras 2022-23 
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Focus Area Recommended Priorities Schedule 
Responsible 
Department 

Fire Impact Fee – Study Session Dec 21 Fire 

Feasibility Study Fee EMS Subscription Fee Jan 22 

Five Year Strategic Plan Mar 22 

Countywide Fire Prevention and Vegetation 
Management Sales Tax Measure 

Oct 21 

Measure O Outreach  CMO 

Organizational 
Diversity, Equity, 
and Inclusion 
(DEI) 

DEI Facilitation Task Force Jan 22 HR 

1. Police  

2. Fire  

3. City wide  

Prepare draft recruitment strategies 1-2-3 Apr 22 

    Finalize plans Apr 22 

SRPD Lowrider patrol car video  CDE 

Community Engagement Division Strategic Plan  

Multi-Cultural Roots Project  

General Plan Engagement  

Government and 
Council Reforms 

Citizen Guidebook to Participation Oct 1 CDE 

Civic Engagement Videos  

Complete redistricting study  City Clerk 

Finalize recruitment of new City Manager Nov 2021 HR 

Review organization structures – Study Session March 2022 

Complete Employee Labor negotiations Oct 2021 

City Charter review Sept 2021 – July 
2022 

CAO 

Open Government Ordinance Implementation Jan 1, 2022 
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