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Mr. Brad Kilger
City Manager
City of Benicia
250 East L Street
Benicia, CA 94510

Dear Mr. Kilger:

We are pleased to submit this report on the organization scan we conducted collaboratively
with your staff. This scan identified critical unmet needs, ways to increase efficiency,
alternative service delivery methods, and ways to recover costs and increase revenue. This
report will be the basis for a future discussion with the City Council and executive management
team. Key observations from this organization scan are:

¢ Benicia is relatively unique for a city its size in that it provides all major services in
house. Most cities of similar size have one or more major services provided by other
entities.

e The City places a high priority on customized services to the public. This is reflected in
the level of services provided but with limited staffing, it is challenging to provide
highly customized services.

e A strong focus on the fundamentals (core services) would improve operational
efficiency and cost effectiveness. Examples are enhanced technology, training and
development, and updates to policies and procedures.

e There are many critical unmet needs. A “snapshot” of needs has been identified and
presented.

e Several alternative service delivery options could be explored, including fire
collaborations with other agencies, public safety dispatch, and consolidations of
maintenance functions.

e (City staff are highly committed and adaptable. Despite lean staffing and financial
constraints, City staff stay focused on excellent service delivery.

We've appreciated the time and effort of you and your staff in conducting this scan. We look
forward to receiving your feedback.
Sincerely,

Anrs

Gerald Newfarmer
President and CEO
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Executive Summary

The City of Benicia has initiated development of a Sustainable City
Services Strategy (SCSS). The strategy, once developed, will be a long-
term plan for providing services that meet the essential needs of the
community, and ensuring a well-functioning municipal government.
Management Partners was engaged to assist the City in conducting an
organization scan to be the foundation used to create the SCSS. The City
selected Management Partners due to our 20 years of experience
conducting organization assessments and our expertise in financial
analyses and strategic planning.

The organization scan has been completed and this report presents
observations and recommendations for discussion with the City Council.
This constitutes a step in phase one of developing the SCSS that also
includes a series of financial studies, a ten-year forecast and a community
survey.

The key elements of the organization scan discussed in this report are:

e Understanding the City of Benicia, including core vs. service
enhancements, and the financial outlook for the City;

e Critical unmet needs;

e Ways to improve efficiency of operations;

e Alternative service delivery options; and

e Opportunities to recover costs of operations and increase revenue.

The organization scan was conducted as a way of obtaining a broad view
of organizational needs and then determining where more detailed
assessments would be useful. As such, the scan was not a detailed review
of all programs and services, and it is not intended to answer detailed
questions about efficiency of City departments. The scan resulted in a set
of recommendations to position the City of Benicia for sustainability into
the future.

The organization scan process began with a ten-year forecast prepared by
Management Partners and presented in May 2014. The highlights are
included in this report. The ten-year forecast showed that the City will be




Organization Scan Report

Executive Summary

Management Partners

challenged by needs outpacing resources. Even with employee-related
expenditures reduced by over $11 million during the last five years, costs
have continued to outpace revenues. Revenues are not recovering at
sufficient levels, even as some other cities such as in Silicon Valley are
experiencing major revenue increases. Costs are rising in a number of
areas, including CalPERS, workers” compensation rates, maintenance,
infrastructure, and technology. The City estimates it has $100 million in
unfunded needs in streets and transportation, storm drain improvements,
parks, facilities, library and the swimming pool.

The recent voter approval of Measure C was an important step toward
service delivery sustainability. New revenue from the 1% added sales tax
will provide funding to maintain current service levels and address some
of the City’s deferred infrastructure needs. Of the estimated $3.7 million
in additional annual revenue generated by the sales tax measure, the City
Council directed staff apply $1.7 million to current operations in the
general fund to maintain existing service levels. Feedback from
community members identified the need to invest in public safety, parks,
and roads. Based on this, elected officials directed staff to invest the
remaining $2 million in each of the next two years in infrastructure and
capital projects. A total of 13 projects have been identified for this
funding.

Measure C will allow funding of some service improvements and assist
the City in continuing to provide current service levels, while also
maintaining an adequate fund balance. However, the magnitude of the
City’s infrastructure needs will require additional funding solutions.

The City has made additional updates to the general fund ten-year
forecast to fully incorporate the results of Measure C and will continue to
update the forecast annually.

What is a Sustainable Organization?

The City has defined a sustainable organization as one that has the
following two characteristics:

e Capacity and resources to provide the level of services desired
by the community in the most efficient and effective manner on
an ongoing basis; and

e Ability to weather economic uncertainties without disrupting
City services.

Given this definition, this question was raised during the organization
scan process: What does it take to achieve a sustainable organization?
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Management Partners identifies five fundamental elements that must be
in place, as shown in Figure 1.

Figure 1. Fundamentals of a Sustainable Organization

Financial
Capacity

Continuous Strategic Effective

Internal

Improvement Focus Operations

Reliable
Community
Services

A municipal organization that functions well is one that delivers services
both effectively and efficiently. Effectiveness is about achieving
objectives and solving problems. Efficiency is about the cost (time and
money) of delivering services and carrying out tasks.

e Strategic Focus: A strategic focus allows choices to be made by
policy makers and executive management between competing
interests and priorities. There is not an expectation that the
organization will “do it all.”

e Financial Capacity: An organization that functions well has a
reliable source of revenue to ensure uninterrupted service
delivery.

o  Effective Internal Operations: Effective internal systems provide the
tools for employees to do their jobs (technology, equipment,
facilities and training), track costs and measure performance, and
support a productive environment for employees.

e Reliable Community Services: City governments are in the service
delivery business. Residents, businesses and visitors must have
confidence in services being delivered on time, uninterrupted, and
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with planning for the future so that services are reliable in the
long term.

e Continuous Improvement: High functioning organizations
continually assess what they do and how they do it. There is an
orientation to do things better, constructively learn from mistakes,
and use data to measure performance. This requires a culture of
support and accountability.

We have used this description of what is needed to have a sustainable
organization to inform our observations, which are summarized below.

Key Observations

City staff and Management Partners worked collaboratively on this
organization scan. As noted previously, the work was not a detailed
assessment of all operations. It would not have been particularly useful
to expend the resources to delve into all operations without first knowing
which ones might benefit from detailed reviews. The scan allows the City
to obtain a “30,000 foot view” of organizational needs and opportunities
for increased efficiency, and then determine where targeted studies
would be useful.

Seven key observations from the organization scan are summarized
below.

1. Benicia residents put a high value on personalized services.

During the course of the organization scan, staff noted the community
members have high expectations about the level of service received. With
reductions in staffing over the last few years, along with a difficulty in
retaining and attracting staff, it has been difficult to meet those
expectations.

2. Benicia is relatively unique as compared with other municipalities in
that it provides all major services in house.

Benicia, unlike most cities of its size, has chosen to provide all major
services in house. Such services include police, fire, water, wastewater,
code enforcement, parks, recreation, city attorney, and a library. That fact
drives Benicia’s costs and staffing higher when compared with peers, as
summarized in the following sections. Most of the benchmark cities have
at least one major service provided through another agency serving
multiple jurisdictions. Although the services provided are fundamentally
the same, they are not provided through in-house staff.
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3. A strong focus on the “fundamentals” would improve the efficiency of
operations and position the City better for the future.

The City of Benicia has a very ambitious work program, provides
customized services to residents and focuses most of its resources and
staff time on day-to-day customer needs and urgent service delivery.
Budget reductions, which were necessary to respond to lower revenues
over the last several years, have virtually eliminated capacity to do more
than respond to urgent, day-to-day tasks. The City’s strategic plan has
many high priorities, yet staffing is not sufficient to carry them out.
Further, many fundamental elements that need to be in place to expand
staff capacity, such as through the use of technology, have not had much
of an investment, and that impedes progress.

To operate optimally, more of a focus on the “fundamentals” will be
important. Examples of what is needed include new technology,
documenting procedures, updating or revising policies, and measuring
performance.

It takes time to make changes that will enable the City to be more
efficient. While undertaking the organization scan, City staff noted that
although staffing has been reduced during the past several years, services
to residents and time allocated to commissions and committees have
increased. For example, data from the library shows library use increased
by 5% between 2009-10 and 2013-14. Circulation of books and other
materials increased by 28% during that period from 384,056 to 490,984.

By 2013-14, staffing had been reduced by 19%, with no new full-time staff
hired since 2006 despite increased library use.

This combination of fewer staff to do ongoing work and higher
expectations for new initiatives has virtually eliminated any available
time for planning, analysis, or improving processes, all of which are
essential for efficiency. Staff clearly understands the need for capacity for
important but non-urgent work in order to prevent problems that often
result in higher costs, lost time, or other complications

Operating efficiently also will require an ability to recruit and retain staff.
Turnover is increasing, mirroring what is occurring in other cities
throughout California with a “retirement tsunami” well underway. This
affects the marketplace for top talent by reducing the pool of available
candidates. Remaining competitive with compensation is an important
factor in reducing turnover.
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4. There are many critical unmet needs.

A “snapshot” of critical unmet needs in the General Fund was created by
City staff, totaling approximately $8 million in ongoing costs and $6
million in one-time costs. Critical unmet needs in the enterprise funds
total approximately $855,000 in ongoing costs and $8 million in one-time
costs. Not all of the needs identified in Attachment D have a cost
attached, since more work will be needed to determine the cost of a
number of items.

These needs have not been adequately prioritized, which will occur in the
next phase of developing the SCSS and through the budget process.
Critical unmet needs include infrastructure, technology, staffing and a
variety of long-range plans, such as comprehensive capital improvement
planning, General Plan update, parks master plan, zoning ordinance
update, and downtown historic conservation plan. Having updated
plans in place allows the governing body to make decisions based on
long-range perspectives, and enables staff to do their day-to-day work in
the context of current plans and policies.

5. Some alternate service delivery options could be considered for
optimizing the use of resources.

Three categories of alternative service delivery options are described in
this report: consolidation in house, regionalization, and contracted
services.

e Consolidation: The organization structure as currently configured
is effective so no changes are recommended. Within the
maintenance arena, consolidating the functions now divided
between Parks and Community Services and Public Works over
time may offer increased efficiencies. More analysis will be
needed to determine this.

e Regionalization: The principal regional service delivery options are
for fire services, as a whole, fire dispatching as a subset, public
safety dispatching as a whole, and library collaborations.
Regionalization of emergency services is common throughout
California, particularly for cities the size of Benicia, due to
economies of scale that can be achieved. If the City wishes to
pursue this direction, more analysis will be needed.
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o Contracted Services: Benicia contracts for a number of specialized
services in order to focus the efforts of in-house staff on tasks for
which outsourcing is not efficient. For example, certain facility
maintenance tasks are often outsourced. Using attrition as the
time to increase contract services would be a way to minimize
disruption to the workforce. Contracting comes with a cost,
however, in contract management and oversight, which must be
included in any cost estimates.

6. City staff members are highly committed and adaptable.

Management Partners team members observed through contacts with
employees in meetings, interviews, and workshops that City staff are
highly dedicated to delivering quality services and to professionally
managing the City. They are clearly focused on delivering high-quality
customer service and are committed to the long-term wellbeing of the
community.

City staff members consistently demonstrate a strong ability to adapt to
new challenges and resource reductions. Even with staffing reductions,
84% of respondents to a community survey conducted in summer 2014
said City services are either excellent or good. This shows that reductions
that have been made have not been obvious to residents in terms of
services they receive.

An example of adaptability is within Community Development, with
staff continuing to provide good service to applicants and advisory
bodies, and being responsible for many of the City’s Strategic Plan
Priority Projects even with 33% less staff today than it had in FY 2009-10.
Another example is within Parks and Community Services with a staffing
level that has been reduced by several positions, yet the staff has worked
hard to maintain more public facilities, landscape and parks than they
were required to do a few years ago before those facilities were added.

There are costs to adapting to demands in such a way that focuses all
attention on the immediate and urgent, such as the next commission
meeting, an applicant needing attention, or facility problems that emerge.
The cost is in lack of long-range planning, outdated or inefficient policies
or procedures, learning by error rather than proactive training, or waiting
until something breaks rather than preventing the problem in the first
place.
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7. Regularly analyzing costs and setting rates and fees to recover costs
will be important to reduce the impact on services provided to
individuals or groups.

The City recently completed a cost allocation study and has several fee
studies underway, which will set the foundation for cost recovery.
Capturing costs for services that benefit a particular party or group can be
a viable way to pay for some services. Regularly reviewing costs so that
fees are set at a level to recoup costs is a way to ensure that the General
Fund is not paying for services for which fees should be charged.
Regularly evaluating costs and setting rates and fees is a best practice, as
is having a clear policy statement about what rates and fees are intended
to cover.

Next Steps

The observations and recommendations from this organization scan
constitute an element of developing the Sustainable Community Services
Strategy. This report will be the basis of discussions with the City Council
and executive management team, as the strategic planning effort gets
underway, as Measure C funds are prioritized, and for a framework to
determine what opportunities for change and improvement warrant
detailed analysis. This report can also be the basis for a community
conversation about critical unmet needs that may not be apparent to the
public but that are essential for a sustainable municipal organization.

A list of recommendations is provided in Attachment A.
Next steps include the following;:

1. Discussion of report with the City Council: This will provide an
opportunity for the City Council and executive team to discuss the
report, a plan for identifying “core” vs. “nice to have” services,
and a future strategic planning process.

2. Develop an action plan to prioritize the recommendations of the report: It
is recommended that staff develop an action plan with an initial
prioritization of the recommendations and then review that with
Council as part of the SCSS process.
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3.

Initiate five-year strategic planning process: A long-range strategic
planning process is recommended as a result of the organization
scan. Itis suggested that this process be undertaken in the
summer 2015, which is in the first year of the City’s new two-year
budget cycle. That will give the City an opportunity to set a five-
year timeline for addressing the priorities identified through the
scan. Any immediate modifications that prove viable could
potentially be made during the spring/summer of 2016, prior to
the second year of the FY 2015-17 budget. Through the strategic
planning process, the community can be engaged to provide
information to them about the fundamentals needing to be
addressed and to seek their feedback about “core” city services.
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Project Approach

Management Partners worked collaboratively with City staff, employing
a variety of methods in conducting this scan. The methods included a
ten-year forecast prepared in May 2014, benchmarking with peer cities,
creating templates for staff to complete to obtain information, analyzing a
variety of documents, conducting workshops with the executive
management team, and advising staff on preparing an employee survey
and conducting employee focus groups. Each method is briefly described
below.

Ten-Year Forecast

The foundation for the organization scan is the ten-year forecast prepared
by Management Partners. The forecast resulted from an analysis of the
General Fund budget and projected the City’s financial position through
fiscal year 2021-22 along with options for making the budget sustainable.
The forecast is based on revenue projections from the City’s revenue
consultants for the property tax, sales tax, and utility users tax, and a
long-term property tax forecast prepared by Management Partners.

The forecast is a budgeting and management tool that the organization
can use to understand the impact of costs and revenues as they change,
and to guide the budgeting process each year. The forecast should be
updated at least annually, and more often if significant changes occur
during the year.

10
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Benchmarking

Templates

Interviews

We conducted a benchmark comparison of communities similar in size,
budgets and services. Benchmarking is used to ascertain where an
agency stands in comparison with similar organizations. Peer agency
benchmarking typically provides a general comparison of budget and
staffing.

Benchmarking is different from considering best practices. Best practices
can be from any size local government and about discrete programs and
processes.

A sample list of best practices (that is far from comprehensive) is
included as Attachment B. Most but not all of the best practices included
are relevant; the particular environment and unique aspects of any
municipality are also important factors in deciding the best practice
suited for the needs of the jurisdiction. The City should use this list as a
starting point for future evaluations of its practices.

Selecting benchmark agencies: Six benchmark agencies were identified
through collaboration with Management Partners and Benicia staff using
criteria such as population, budget and services offered. The six cities
were Belmont, Burlingame, Foster City, Martinez, Menlo Park and San
Carlos. Results of the benchmarking analysis are discussed later in this
document.

We created templates for staff to complete to provide information on the
following items:

e Critical unmet needs;

o City services currently provided;

e Opportunities for alternative service delivery methods;

e Ways that efficiency could be increased; and

e Ways to distinguish between “primary core services” and
“service enhancements.”

Management Partners conducted two rounds of onsite interviews with
staff from each department to learn more about workload, critical needs,
efficiencies that could be achieved and alternate service delivery options.

11
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Workshops

Management Partners prepared a document containing preliminary
observations and recommendations for discussion with the executive
management team (EMT) at a workshop on August 21, 2014. The focus of
the workshop was on reviewing critical unmet needs, alternate service
delivery options, and ways to increase efficiency. A subsequent executive
management team workshop was held on January 14, 2015 to discuss the
draft report in detail.

Employee Survey

The City of Benicia prepared a confidential employee survey with
Management Partners” help to gather employee comments on unmet
operational needs on both a department-specific and city-wide basis, and
ideas and suggestions about ways the organization could make changes
or improvements that would save money. The electronic survey was sent
to full-time employees in June 2014. The response rate was 52%, with 104
employees responding. The most important unmet need identified by
respondents was staffing. Additional needs included long-range
planning, training and development, updating information technology,
improving procedures, and developing new policies. See Appendix 1 for
employment engagement results.

Employee Focus Groups

Twenty employees were selected randomly from throughout the City to
participate in one of two focus group sessions. Participants provided
comments about current issues and challenges. These included the need
for more staff, long-range planning, information technology,
infrastructure improvements, more training, and improvements in
processes, policies and practices. See Appendix 1 for employee
engagement results.

12
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Understanding the City of Benicia

Benicia has a population of 27454! and is a full-service city. It has a long-
standing tradition of providing its core functions and the majority of its
services with in-house staff. This differs from the peer cities in the
benchmarking study that provide a number of their core services through
contracts with other agencies. Services that Benicia provides in-house that
some of the peer cities deliver through other agencies are fire, police,
water and wastewater, and library.

Organization Structure

The City of Benicia is organized into eight departments: Community
Development, Public Works, Library, Police, Fire, Finance, Parks and
Community Services and the City Manager’s Office. Within the City
Manager’s Office, an Assistant City Manager oversees the Human
Resources and Information Technology divisions, as well as the Finance
Department. The City Attorney is also an in house function, and is
shown on the following organization chart.

The citywide organization chart is shown in Figure 2. It shows the two
elected staff positions, which are the City Clerk and City Treasurer. It
also shows the two positions appointed by the City Council, which are
the City Manager and City Attorney.

! CA Department of Finance 2014 Estimate

13
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Figure 2. City of Benicia Organization Chart
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Core Services and Service Enhancements

Benicia offers a wide variety of programs and services. Every city
determines its primary core services (fundamentals), what services they
can afford and which to provide that go beyond the core. “Service
enhancements” are those that go beyond core functions.

The City of Benicia’s department managers have started the process of
identifying services that are core and those that are beyond the core. This
is ongoing and needs to be informed by a policy level discussion with the

City Council.

e Primary core services (or fundamentals) refer to life and safety
services that meet regulatory mandates; services that achieve
long-term avoidance of harm or higher costs; services that provide
revenue that covers the cost of service; or services that are vital to
the support of another primary service. These include the
administrative processes of the City, which must be provided to
function as a local government, regardless of the specific external
services offered to the community.
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Service enhancements are services that do not meet the definition
of primary core services.

Examples of “core services” (fundamentals):

Internal administrative processes of legal advice, labor
negotiations, accounts payable, payroll, debt management,
benefits administration and other personnel processes, and city
manager’s office

Email system, automated financial systems, IT infrastructure and
website maintenance

Building permit inspections, process and review permit
applications, ACCELA management

Emergency medical services, fire and rescue services, hydrant
servicing and maintenance

Building maintenance, facility/park rentals, open space access and
trail maintenance, playground inspections

Fire prevention/life safety services, community preservation/code
enforcement

Crime scene investigation, dispatch, patrol

Lift station cleanings, sign maintenance, water treatment, water
distribution system maintenance, sewer collection system
maintenance, wastewater treatment and discharge, sidewalk
survey, water line repair maintenance, storm drainage
maintenance, vehicle maintenance, and bridge maintenance

Examples of “service enhancements”:

Special events
Graffiti removal
Adult sports
Book clubs

More discussion about what constitutes a core service for the City of
Benicia and what is considered a service enhancement may help
executives and the Council make difficult choices between competing
needs as new resources are prioritized.

Recommendation 1.  Engage executives and the City
Council in a discussion of what constitutes core
(fundamental) services/functions and what constitutes
service enhancements. Use the results of this discussion
as a guide to allocate resources.
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Staffing Levels

The FY 2013-14 budget had an authorized full-time workforce of 213
positions. This represents a reduction of 8% from FY 2009-10 when the
City had 231 positions.

Table 1 shows the changes in total staffing in Benicia over the five year
period of FY 2009-10 to FY 2013-14. The City Attorney’s Office and
Community Development Department lost the highest percentage of
staff. The City Manager’s Office shows an increase due to adding
economic development positions.

It is noted that the following numbers do not show either the impact of
turnover or the impact of holding positions vacant (sometimes referred to
as “freezing a position”). Therefore the numbers may not tell the
complete story, since when positions are held vacant, functions cannot be
performed and there is an impact on the remaining employees and
service delivery. Turnover is described in a later section of this report.

Table 1. Changes in Department Staffing from FY 2009-10 to FY 2013-14!

009-10 U 4 Pe

City Council 5 5 0%
City Attorney 3.5 1.75 -50%
City Clerk 1.5 1.5 0%
City Treasurer 1.2 1.4 17%
City Manager/Economic Development 4.15 6.15 48%
Human Resources 3.35 3.35 0%
Information Technology? 3 2 -33%
Finance? 11 8 -27%
Community Development 9 6 -33%
Library? 13 12 -8%
Parks/Community Services 31 28 -10%
Public Works 60.13 58 -4%
Fire 34 32 -6%
Police 52 48.25 -7%

Total 231.83 2134 -8%

1 Figures in the table represent funded positions only.
2 Beginning in FY 2012-13 two full-time equivalent information technology positions were moved from Finance to the City

Manager’s Office

3 No new full time staff have been hired since FY 2005-06
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Financial Forecast

A ten-year budget forecast was prepared by Management Partners in
May 2014. The forecast showed that the General Fund would not have
sufficient funds to maintain the current level of services based on
projected baseline expenditures.

The newly approved Measure C will help address the budget deficit
shown in the May 2014 forecast. The new 1% sales tax will provide
important added dollars to maintain City services and begin to address
critical infrastructure needs. In addition, Measure C provides some relief
to the General Fund in the near term which offers an opportunity for
more policy and community level discussions of creating a sustainable
financial future.

Ten year financial models provide a mechanism for staff to incorporate
new information as it becomes available, and see how that information
impacts the City’s finances over time. The financial model provided by
Management Partners is flexible enough to be used for other City funds,
such as the water and wastewater funds.

Regular updating and reporting of the ten-year financial forecast model
will be an important step in providing quality information for decision
making. The ten year forecast will allow the City to anticipate and
proactively adapt to changes in its financial position.

Recommendation 2.  Annually update the ten-year
financial forecast model so that long-range projections
are part of annual budgeting decisions.

Community Satisfaction with City Services

A community needs survey conducted from June 25 through July 2, 2014
showed that residents are satisfied with the City’s quality of life, with
97% agreeing it was either good or excellent. Similarly, 84% of residents
surveyed ranked services as excellent or good.

Specific services ranked included fire, library, police, community events,
parks, water and wastewater services, and the satisfaction range was 82%
to 91%. The two services that received lower satisfaction rating were
community services (youth and senior programs at 72% each) and streets
and road maintenance (ranked the lowest at 59%). Residents were more
accepting of service reductions in the area of streets and pothole repairs,
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and progressively less accepting of reductions in services targeting youth
programs, parks, libraries, and public safety.>

Use of Volunteers

Volunteers are used in several of the City’s departments. The level of use
as well as roles and responsibilities of volunteers vary significantly
between departments. The tasks assigned to volunteers include clerical
work, educational services, recreation activities, plan check, and some
public safety services. In several departments, volunteers are onsite on a
consistent or daily basis, and work directly with staff on projects and
providing services to the community. In some cases, such as with the Fire
Department, volunteers are provided with training and are only called
upon during emergencies or special events.

In March 2014, staff compiled a summary of the number of volunteers
and their total hours by department during 2013. A total of 22,048
volunteer hours were provided during this period. Excluding members
of boards and commissions, the total was 20,248. If the volunteer hours
were priced at $22.143 per hour as suggested by the Nonprofit Quarterly,
the total value would be $576,525. Table 2 shows the number of
volunteers and volunteer hours for departments that use volunteers.

Table 2. Volunteer Counts and Hours in 2013

Library 149 7,542
Fire 35 5,040
Police 21 4,555
Parks 100 3,111
Boards and Commissions 128 1,800

While volunteers provide valuable services, they are not free. Any
organization utilizing volunteers must also supply staff for supervision
and direction, accept costs of workers” compensation liability, provide

2 City of Benicia, City Council Meeting, July, 22, 2014, Community Survey PowerPoint
Presentation.
Shttps://nonprofitquarterly.org/policysocial-context/22218-what-s-an-hour-of-volunteer-
work-worth.html

18



Organization Scan Report
Understanding the City of Benicia Management Partners

training to ensure that volunteers are following all of the same laws and
regulations required of employees, conduct proper background checks,
and take time to show appreciation for volunteers’ efforts. Oversight of
volunteers requires a commitment of time from executive and
management staff to ensure appropriate application of policies,
procedures, roles and responsibilities by volunteers.

The Center for Nonprofit Strategy and Management offers insights about
use of volunteers, as follow:

Although volunteers can often perform these tasks, they might
require more extensive training, background checks, and liability
insurance. For instance, repetitive tasks that do not require
significant training are easier to pass onto volunteers. Other
tasks might pose a greater liability, as discussed previously, or
may be considered too complex or too rewarding for professional
staff to delegate to volunteers. *

Administrative Processes Related to Volunteers

The City has a workload associated with the use of volunteers. Each
department handles the recruitment of their volunteers. Human
Resources staff process applications and track volunteers. For volunteers
who drive City vehicles, Human Resources staff handle the Department
of Motor Vehicles (DMV) “pull notice” program. Human Resources staff
also administer the workers” compensation program which covers City
volunteers.

The Police Department fingerprints most volunteers, although that does
not include community members who participate in the Benicia
Emergency Response Team (BERT). Volunteers working in the public
safety departments are placed through a more extensive background
investigation. The Fire Department uses an outside contractor, while the
Police Department relies on their staff to complete background checks.
The Fire Department completes medical examinations through the City’s
occupational medicine provider.

‘http://www.baruch.cuny.edu/spa/centers-and-institutes/center-for-nonprofit-strategy-
and-

management/documents/NesbitBrudneyChristensen ExploringtheLimitsofVolunteerismi
nPublicServiceDeliverySubstituting.pdf (page 9-12)
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City staff noted that training on policies and procedures for volunteers
could be more regularly provided. Staff also noted that the level of
training and supervision varies between departments.

While the City receives benefits from the services of its various
volunteers, it comes with a cost, and with pressures on staff to focus on
fundamentals, it is challenging to provide the support necessary to ensure
a good experience for the volunteers as well as productive work for City
departments.

Recommendation 3.  Track and calculate the costs and
benefits of the use of volunteers. Identify training and
supervision needed, and allocate appropriate staff
resources to ensure a successful experience for volunteers
and the City organization.

General Plan as a Key Policy Document

The General Plan guides development and is an important policy
document to be considered as the Sustainable City Services Strategy is
developed. The City of Benicia last updated its General Plan in June 1999.
The Plan is focused on a 15 to 20 year timeframe. The General Plan states
that it:

Is the principal policy document framed through the lens of
sustainability that guides future conservation and development
in the city. It reflects the community’s shared values and
determination of what Benicia is and should continue to be—an
uncommonly special place.....The General Plan determines what
kind of urban development should take place and where and
when, and who in the City will be charged with getting it done.

This philosophy of governing through the lens of sustainability also
serves as the “overarching goal of the general plan” and is imbedded in
the City’s 2013-15 Strategic Plan.
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City of Benicia Strategic Plan

The City has a two-year strategic plan. Planning for the future is a good
practice and the City has undertaken its two-year strategic planning
process for a number of years. Understanding this strategic plan is
important in appreciating the work required of the staff. This section
contains a short summary of the plan.

The FY 2013-2015 Strategic Plan prepared March 6, 2012 sets forth
strategies and related action items related to goals in the General Plan.
The strategic plan states the City’s mission as “excellent service” and the
vision “to work together to build a sustainable community and enhance the
City’s overall quality of life.”

There are five areas of focus within the strategic plan, as follow:

e Strategic Issue 1: Protection Community Health and Safety

e Strategic Issue 2: Protection and Enhancing the Environment

e Strategic Issue 3: Strengthening Economic and Fiscal Conditions

e Strategic Issue 4: Preserving and Enhancing Infrastructure Strategy
e Strategic Issue 5: Maintain and Enhance a High Quality of Life

The strategic issues are outlined in greater detail in the strategic plan and
each issue contains a short list of strategies. Each strategy includes at
least one or more actions.

Given the magnitude of the issues facing Benicia, like other cities, a
longer planning horizon for its strategic plan would help tie short-term
objectives to desired long-term outcomes. A five-year strategic planning
process would be helpful to put projects in the context of fiscal and
staffing capacity over several years, particularly in light of new Measure
C general fund revenue.

Recommendation 4. Initiate a five-year strategic
planning process. Review projects imbedded in the
current strategic plan along with other critical unmet
needs, and establish long-range objectives along with
short-term priorities consistent with staff and resource
capacity.
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Comparisons with Peer Cities

As noted previously, Management Partners initiated benchmarking with
six cities of relative population size to Benicia within the Bay Area. The
data points compared were revenues, expenditures and staffing levels.

Benchmarking is inherently imprecise, since every municipal
organization is unique, has different needs and environments, and varies
in how they track and report data. Regardless of these limitations,
comparing cities on a range of factors can suggest areas of further study
and discussion. The intent of benchmarking is not to quantify or rate
where a city should be, but rather to examine whether the city may be
significantly different from its peers.

Benchmarking is different from best practices reviews. A city can learn
from another city of any size about how to carry out any particular
practice. For instance, best practices in capital project management are
applicable for cities ranging in size of 10,000 to 500,000 population.

Keeping informed about and applying best practices are the
responsibility of the professional staff, in all disciplines. The City of
Benicia’s staff regularly participate in their professional associations,
learn from their colleagues, read professional journals, and identify
practices that can improve how Benicia delivers services.

In assisting City staff with this organization scan, Management Partners
applied its knowledge of best practices, based on its experience with
hundreds of local governments throughout the nation.
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Selecting Peer Cities

As previously noted, no city is identical to Benicia on all of the
comparative indicators. The most significant reason is that Benicia is a
tull service city, providing all major services in house, while most cities
the size of Benicia receive at least one major service through another
public agency.

Twenty cities in the Bay Area are within the population range of 24,000 to
39,000. They are listed in Table 3 below.

Based on the mix of services provided in house, size of budget and
median household income, the six cities that are most similar are as
follow.

e San Carlos

e Burlingame
e TFoster City
e Menlo Park
e Belmont

e Martinez

We would note that none of these cities provides all major cities in house.
In all cases, at least one major service is provided by another
governmental entity. That information is shown in Table 4.
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Table 3. Peer Comparisons Raw Data

FY 2013-14
Adopted
Budget Total
Expenditures

FY 2013 -14
Adopted Budget
General Fund
Expenditures

FY 2013 -14 Adopted
Budget Total Full
Time Equivalent
Employees (FTEs)

Median
Household
Income?

2014 Population
Estimate?!

Jurisdiction

El Cerrito Contra Costa 24,087 $79,945 $45,807,472 $28,453,592 173.70
Hercules Contra Costa 24,572 $92,140 $73,034,529 $12,580,206 81.70
Lafayette Contra Costa 24,659 $136,438 $26,821,724 $10,572,456 44.00
Belmont San Mateo 26,559 $103,083 $59,412,443 $15,518,176 125.85
Windsor Sonoma 27,104 $79,076 $51,285,272 $13,151,268 96.00
Benicia Solano 27,454 $88,691 $64,955,225 $31,253,755 229.75
Suisun City Solano 28,549 $72,543 $9,504,700 74.00
East Palo Alto | San Mateo 28,934 $47,950 $42,169,017 $17,959,000 109.13
San Carlos® San Mateo 29,219 $120,112 $46,700,000 $30,299,300 67.50
San Pablo Contra Costa 29,465 $44,155 $34,134,370 $22,713,965 156.85
Burlingame San Mateo 29,685 $77,661 $100,269,015 $41,850,938 192.91
Los Altos Santa Clara 29,969 $154,821 $35,850,860 $29,739,350 130.00
Los Gatos Santa Clara 30,532 $121,933 $52,509,481 $36,524,923 137.53
Saratoga Santa Clara 30,887 $157,439 $34,449,442 $17,025,522 60.95
Foster City San Mateo 32,168 $114,720 $53,805,712 $31,139,123 183.00
Menlo Park San Mateo 32,896 $113,774 $76,442,334 $42,138,639 230.75
Pleasant Hill Contra Costa 33,872 $76,750 $36,063,195 $20,385,827 121.00
Martinez Contra Costa 36,842 $80,928 $51,235,173 $18,985,748 134.30
Oakley* Contra Costa 38,075 $75,825 $26,725,528 $13,200,058 31.89
Pacifica San Mateo 38,292 $96,014 $26,812,272 186.00

1 California Department of Finance

2 United States Census Bureau

3 San Carlos contracts for 68.8 FTEs in Police, Fire, Dispatch, Parks and Building Maintenance, and Planning services
4 Oakley has 39.43 contract employees in Code Enforcement, IT, Public Works Engineering, and Police Department
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Table 4 shows the peer cities, their populations, and major services
provided (as indicated with a checkmark). The major services noted are
police, fire, water, wastewater and library. As can be seen in Table 4, all
of the other cities have at least one major service provided by another
entity.

Table 4. Cities Included in Benchmark Survey

2014
Census
Estimated
Jurisdiction | Population Police i Wastewater Library

Benicia 27,454 v v v v v
Belmont Fire . .

Belmont 26,559 v Protection Mld—Pen!nsgla v San MeTteo

- Water District County Library
District
Central County

Burlingame 29,685 v Fire v v v
Department

Foster City! 32,168 v v v v >an Mateo

County Library

Central Contra

q Contra Cost . Contra Cost
Martinez 36,842 v ontra tosta v Costa Sanitary ontra tosta
County FPD s County Library
District
Menlo Park West Bay Sanitar
Menlo Park 32,896 v Ene e v ay sanitary v
Fire District District
Sl D San Carlos/Cit San Mateo
San Carlos 29,219 County ¥ CalWater v )
Sherriff of Redwood County Library

1 Foster City shares a Fire Department management team with San Mateo and Belmont
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Attachment C contains highlights of the benchmarking results. Key
observations are summarized below.

Revenue comparisons

Benicia relies on tax revenue for 85% of its General Fund revenue
which is higher than the peer average of 75%. Benicia falls well
below the peer average in transient occupancy tax revenues and
non-tax revenue as percentages of General Fund revenues. The
peer average for transient occupancy tax as a percent of General
Fund is 11% compared with Benicia’s 1%. In dollars, Benicia
collects $340,000 as compared with a peer average of $4.5 million.

Non-tax revenue for Benicia includes fees and charges for service,
grants, and investment income. Benicia collected $4.5 million
compared with the peer average of $7.65 million.

Expenditure comparisons

Expenditure comparisons are difficult for Benicia because of the
fact that it provides all of the major services in-house and none of
the others do. Therefore, it is not known whether residents are
paying more in Benicia for services, because the cost of some
services in the other cities is not within the city’s budget. For
instance, Menlo Park receives its fire services through the Menlo
Park Fire Protection District, Martinez is served by the Central
Contra Costa Sanitary District for wastewater services, and
Belmont only provides two of the five major services.

Looking at the data, however, Benicia city government invests
more per resident (expenditures and total staffing) than the peer
average. Benicia’s total expenditures (all funds) per capita of
$2,366 is higher than the peer average of $2,147 but significantly
less than the highest peer (the City of Burlingame) with total
expenditures per capita of $3,378. The $753 per capita of enterprise
expenditures for Benicia is also higher than the peer average of
$581.

Benicia has higher General Fund expenditures per capita at $1,138
compared with the peer average of $969. This is likely due to the
fact that Benicia provides both police and fire in-house, and only
Foster City, among the six peers, does so. Where there is a fire
district, the city does not typically pay out of its general fund but
rather property taxes go directly to the fire district.
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e As with most of the jurisdictions in this peer comparison, Benicia
allocates the largest share of General Fund expenditures to police
(26%) and fire (21%).

¢ Benicia is one of three peers that provide library services in house,
allocating 4% of General Fund expenditures to the service which
is comparable to the peers who allocated 4.5% of General Fund
expenditures.

Staffing comparisons

¢ Benicia has fewer full-time equivalent employees as a percentage
of total staff in the Police, Parks and Community Services, and
Community Development Departments than the peer averages.
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Critical Unmet Needs

Each department was asked to provide a list of critical unmet needs in
summer 2014. The list is as of that point in time and should be
considered a “snapshot” rather than fully comprehensive. It does,
however, provide a perspective on the magnitude of fundamental needs
of the City of Benicia. As staff conducted further needs assessments, it is
likely that other critical items will be identified.

The critical unmet needs identified represent areas of risk to the City,
opportunities for cost avoidance, foundational elements such as critical
technology needed for operations, and other items the departments
consider “critical.”

Attachment D contains a full list of the specific needs identified by City
staff for both the general fund and enterprise funds.

The departments provided short description of the unmet need, the
estimated fiscal impact, or the best estimate of the direct cost of the item
or the total amount of revenue pertaining to the item. Departments also
provided the total expenditure, including one-time costs, e.g., capital,
systems and ongoing personnel, supplies, equipment and other items
annually.

Summary of Critical Unmet Needs

The unmet needs in the General Fund total approximately $8 million in
ongoing costs and approximately $6 million in one-time costs. Critical
unmet needs in the enterprise funds are $855,000 in ongoing costs and $8
million in one-time costs.

These needs identified by departments have been categorized, as shown
in Table 5.

The needs identified by departments have not been prioritized, are not
necessarily all of the City’s needs, and the dollars shown clearly are
beyond the City’s capacity to fund. A cost estimate is provided for some
but not all of the critical needs listed in Attachment D.
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The purpose of this exercise is to identify what is needed for long-term
organizational sustainability if all current programs are maintained. This
exercise also provides context for determining what is truly fundamental
to City government so that informed choices can be made.

Summary of Needs: General Fund

e Approximately 72% of the one-time costs are associated with
facilities, equipment and information technology needs.

e Nearly 35% in ongoing costs are associated with adding staffing.

e Approximately 59% of needed ongoing costs are related to
infrastructure maintenance. The single biggest cost identified in
infrastructure maintenance is deferred maintenance at $5 million
per year. Of this, $1.4 million a year is the estimated need for
street maintenance.

Table 5 summarizes the cost of identified critical unmet needs for the
General Fund. These are a “snapshot” as of summer 2014.

Table 5. Summary of Critical Unmet Needs (from the General Fund)

Estimated Cost Proposed Additional
Annual (On- One-Time Full Time Equivalent
Category of Need going) Costs Costs Positions

A. Community Planning Studies SO $1,540,000 0
B. Equipment SO $710,000 0
C. New or Improved Facilities SO $2,330,000 0
D. Information Technology $427,000 $1,276,000 0
E. Infrastructure Maintenance $5,000,000 $50,000 0
F. Policy and Procedures Updates SO $50,000 0
G. Added Staffing $2,926,000 $30,000 26.50
H. Training and Development $40,000 SO 0
I. Emergency Operations TBD TBD 0
Total $8,393,000 $5,986,000 26.50
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Financial Impact: General Fund

The cost to the General Fund of funding the ongoing items would
represent a 28% increase to the budget. The $5,986,000 identified for one-
time costs represents an additional 19% and is 1.61 times the revenue
expected to be received through Measure C. This is not an unusual
situation in any city, with needs outpacing available funding, and careful
prioritization will be important.

Description of Critical Unmet Needs: General Fund

The following describes the needs categorized as shown in Table 5.

A. Community Planning Studies

Parks master plan: Parks and Community Services staff indicated
a need to update the parks master plan. There is not currently a
tree master plan, which would be the basis of determining
resources needed to preserve public and private investment in
trees and reduce public safety issues triggered by fallen or dead
trees.

Three planning studies: Community Development staff identified
three needed studies, one of which is an update of the General
Plan, adopted in 1999. The General Plan should be updated to
reflect the City’s focused work on sustainability as well as the
environmental impact report on which planning decisions are
based. Best practices suggest that communities are best
positioned to support good short and long range decisions by
updating their general plans each decade. The other two needed
planning initiatives include the Downtown Historic Conservation
Plan, and completing the Lower Arsenal Area Plan.

B. Equipment

The Fire Department lists several needs including replacement of
emergency radios, acquisition of water rescue equipment, a
strategic plan to replace fire apparatus, acquire a Type III
Wildland Fire Engine, and purchase of an engine that features a
high-volume and high-pressure pump.

The Police Department identified a need for replacement
workstations in the dispatch center. The department also needs
fleet equipment.

The City has more than 10 fixed and mobile generators. Several
generators are over 20 years old and several need to be replaced to
meet Bay Area Air Quality Management District requirements.
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e There is a need organization-wide for replacement office
equipment.

C. Facilities

e Fire: Public safety training facility.®

e IT: Facilities to house IT servers and replacement of City Council
chamber audio-visual equipment.

e Library: Rehabilitation and roof replacement at the Library.

e Pool: Repairs at the James Lemos Swim Center.

e Gym and Playgrounds: Upgrade restrooms at the City Gym and
playground equipment.

e Clock Tower: Upgrading the elevator and restrooms.

e Miscellaneous Other Items: Among upgrading the SP Depot,
implementing ADA improvements, repairing a City Park gazebo,
and making road repairs at the City cemetery road.

e Joint Senior Center/Library: Staff suggested a feasibility study for
this.

D. Information Technology (IT)

The list of investments is long and critical to the business and information
needs of the organization to be effective. Since we cannot list them all,
some examples follow.

¢ Community Development and Economic Development staff
identified the need to upgrade or replace the ACCELA system,
with an upgrade to include online business licenses and plan
submittals.

e The City Attorney identified the need for a citywide document
management and scanning system.

e The Finance Department listed a variety of needs, including a
replacement of the financial system with an enterprise resource
planning (ERP) system.

e Other department needs include updating of the records
management system (RMS) for fire to interface with other
software programs and to allow for enhanced data analysis.

e Replacement of the computer aided dispatch (CAD)/RMS system
in police.

5> While not critical at this time, the potential need for an additional fire station should be
evaluated at some point in the future in order to address response time needs in the
northeast part of the community.
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e (GIS and intranet systems are important for citywide use.
e Public Works identified the need to purchase a maintenance
management system.

E. Infrastructure Maintenance

Public Works identified a need to create a plan to repair Grant Street and
repair street lights, replace traffic controller at 7t and Military and
develop a long range capital improvement plan. A comprehensive
capital improvement plan that extends ten years would be the best way to
have a full understanding of the range of capital renewal and investment
needs of the City. A storm drainage plan is also needed.

F. Policy and Procedures

These include document storage, new project and contract management
procedures, updated records retention, and updated employee personnel
rules and policies.

G. Staffing

Departments identified a total of 26.50 additional positions necessary to
address current unmet needs. These have not been prioritized.

o City Attorney: Clerical/analyst, shared attorney services.

o Community Development: Chief building official and senior
planner.

e Fire: Fire prevention position, a management analyst, and an
EMS/Training division chief.

e Human Resources: Director or manager and a support position for
reporting compliance and employee recognition.

e Information Technology: A position for process improvement and
project management, and a help desk position.

e Library: A librarian and library technician.

e Parks and Community Services: Building maintenance worker and
custodial position.

e Police: Police officers, dispatcher, and IT staff.

e Public Works: Assistant public works director, an associate civil
engineer, a GIS analyst, and a management analyst.

e City Manager’s Office: A public information officer/management
analyst.
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H. Training and Development

Community Development identified a need for ACCELA training.
Finance Department expressed the need for more dollars to support staff
training and development. Human Resources identified to need to
support citywide safety training needs. A comprehensive needs
assessment for training and development has not been done and is likely
to show higher needs than those indicated through this initial scan.

I. Emergency Operations

Benicia’s Emergency Operations Plan (EOP) was adopted in 2007 and
should be updated to reflect the City's current structure. There was an
intention to update the EOP in 2012 but due to lack of resources the
project was not undertaken. Additionally, the City’s Local Hazard
Mitigation Plan is due for an update every five years, with the next
update due in 2015. Further, changes are needed within the Emergency
Operations Center (EOC), and additional training is needed. Among the
needs are the following, each of which comes with a cost in staff time or
other resources.

1. Update EOP to reflect the current staffing to provide a more
effective structure with clear roles for emergency response and
recovery for staff and policy makers.

2. Update the Local Hazard Mitigation Plan.

3. Modify the EOC which is in the training room of the main fire
station. Provide adequate space for all individuals with a role that
requires access to the EOC. Also identify a backup location for the
EOC should the primary location be out of service due to the
disaster.

4. Participate in WebEOC, which is a statewide and county web-
enabled crisis information management system. Through this
technology, in a disaster or other emergency, there will be
improved documentation, situation analysis and interaction with
Solano County and the State of California. This project will
provide a common operating picture, interoperable
communication systems and capabilities between jurisdictions
and the state.

5. Provide training for staff in emergency preparedness and
response to ensure employees meet the minimum requirements
for disaster workers and additional requirements for those with
an EOC responsibility. This includes exercises as well as other
forms of training. With high turnover in the City of Benicia, this is
particularly important.
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In an emergency minutes count and it is critical that everyone with a role
to serve in responding to a disaster be clear about what they are to do and
how and where they are to respond. This is particularly essential for all
managers and supervisors.

Conclusions Regarding General Fund Critical Unmet Needs

The needs briefly described above all represent fundamentals of a
municipal organization. Clearly, the needs cannot all be met immediately
due to the magnitude.

The City will need to prioritize them and consistently review unmet
needs to maintain a comprehensive list and begin to address them over a
multi-year period. Attention to fundamentals provides the foundation
that the City will need for sustainability.

Recommendation 5.  Prioritize the critical unmet needs
within the General Fund and establish a multi-year plan
to address these needs to strengthen the foundation of
the municipal corporation and focus on fundamentals.

Summary of Critical Unmet Needs: Enterprise Funds

Table 6 summarizes the fiscal and staffing impact of critical unmet needs
on the enterprise funds, specifically from the Water and Wastewater
Funds.

Table 6. Summary of Critical Unmet Needs (Enterprise Funds)

Estimated Fiscal Impact

Proposed
Category of Need Ongoing Cost | One-Time Cost Additional FTE
Equipment S0 $3,000,000 0
Infrastructure Maintenance $500,000 $5,000,000 0
Policy and Procedures Updates SO $50,000 0
Added Staffing $355,000 $30,000 5
Total $855,000 $8,000,000 5
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The identified critical unmet needs for the enterprise fund include the
following:

e Staffing: Over 40% of the critical unmet needs with ongoing costs
are for increased staffing. Public Works identified four positions
to meet critical needs in the Enterprise Funds including a field
utilities/streets (FUS) supervisor, field utilities/streets (FUS)
worker, a wastewater treatment plant (WWTP) supervisor, a
WWTP mechanic, and a Water Treatment Plant (WTP) mechanic.

e Maintenance: These needs include added ongoing infrastructure
maintenance costs to address immediate flooding needs and
ongoing maintenance and upgrades to the stormwater system
(which is also part of the General Fund). Over 58% of one-time
costs for infrastructure maintenance are for flood control and
storm drain improvements.

e Water meters: Needs for new water meters and associated water
meter system have been identified as critical.

These critical unmet needs are clearly more than the City of Benicia can
take on all at once but creating an understanding these needs allows for
the important tasks of prioritizing and staying focused on what residents
find foundational.

Recommendation 6.  Prioritize the critical unmet needs
in the enterprise funds and establish a multi-year plan to
address those needs.
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Ways to Increase Operational Efficiency

This section summarizes opportunities for departments to increase the
efficiency of their operations. The costs associated with purchases and
staffing are included in the previous section under critical unmet needs.
Attachment E contains a full list of efficiency improvements identified by
staff.

Five main methods of gaining efficiencies are discussed below. Each will
require both a financial investment as well as an allocation of staff time.
Since staff members are fully occupied with immediate day-to-day tasks,
it will be important to add capacity to make these efficiency
improvements feasible.

The problem with not addressing efficiency improvements today before
they become urgent, is that once they do become urgent they are more
expensive.

The five categories of efficiency improvements discussed in this section
are:

Invest in technology;

Update policies and procedures;

Improve competitiveness to recruit and retain employees;
Invest in employee development; and,

Gl LD

Explore levels of staff support to boards and commissions.
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Invest in Technology

As discussed previously, new technology is needed throughout the
organization. A preliminary needs assessment estimates the unfunded
business system needs to be $2.6 million, but this number is likely to
change as the assessment continues on an organization wide basis. A
comprehensive technology plan would enable the City to identify long-
term as well as short-term needs, including technology maintenance and
replacement costs.

Purchasing the systems described below also requires an investment of
staff time. Processes need to be modified in many cases so that the new
IT system does not build in inefficiencies that can be avoided. This means
that for each new IT system purchased, there must be staff capacity to
review and modify processes, policies and practices. Staff time for
installing the systems, converting from manual to automation, and
training staff in the new systems is also required. This means that all staff
capacity cannot be consumed with urgent, day-to-day tasks or projects if
the new technology is to be fully and efficiently utilized once purchased.

The following information describes needed technology investments that
would either improve efficiency or replace systems that are beyond their
useful lives.

1. Enterprise resource planning (ERP) system: An ERP is a software
system that would enable the City of Benicia to manage and automate
a number of “back office” functions. An ERP would provide for
efficient financial (i.e., payroll and accounting), human resources
reporting and information management. Investment in an ERP is the
way that municipalities are centralizing and integrating critical
information that can then be accessed for management and policy
level decisions. Advantages include the following;:

a. An ERP would offer all departments access to a dashboard of
real-time financial information including standardized
budgets and reports.

b. It would be an efficient way for the City to retrieve cost
information about programs and services so there could be an
accurate assessment of the true cost of delivering a service.

c. Other features include timecard uploads, utility billing
processing and supplemental applications integration.

d. It would improve efficiency and reduce the use of paper
reports as information is transmitted, reported, and available
online.
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2.

e. An ERP could serve as a gateway for web-based service
delivery to residents and customers.

Geographic information system (GIS): The need is for GIS to be
developed for use by all departments. A geographic information
system is useful for a variety of purposes, including:

a. Creating a comprehensive inventory of its assets including
storm drains, water and wastewater lines, water meters,
streets, street lights, signs, trees, and facilities;

b. Providing for easily retrievable information of assets and
properties within Benicia, including location, age condition,
maintenance performed, and other data points;

c. Serve as a key tool for managing property-based information
and documents, including building permits, planning permits,
code enforcement cases, fire permits, business license
information;

d. Capturing data about crimes and calls for service in both the
Police and Fire Departments; and

e. Saving staff time to research issues, provide reliable
information to limit service interruptions, make scanned
records drawings available to field crews, and aid in
responding to underground service alert requests to locate
water and sewer lines, among other needs.

GIS is a useful tool but also carries with it the need for additional
staffing and training of other staff on its use in the short term and
updates with new information in the long term.

Permit System: The existing ACCELA permit system is outdated and
the City will need to determine whether it can feasibly be upgraded
or whether it should be replaced. Staff estimates the cost of an
upgrade to be $125,000, although more analysis is needed. An
effective permit system is essential for tracking and measuring
performance about turnaround times and other outcomes.

A few key problems exist with the current system. The first is that it
is difficult to track planning permits and is not being fully utilized for
the issuance of business licenses, code enforcement or building
inspections. As a result, staff only makes limited use of the system
and it is not an effective tool for measuring performance. For
instance, Building Division and Planning staff use white boards to
track plan check review. This is obviously inefficient and makes it
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difficult to track milestones to ensure turnaround times and
commitments are met.

The second problem is that building inspection appointments are
made by phone, rather than online, which is an inefficient use of staff
resources. Improvements are needed to automate inspection

appointments. This would be included as a component of the most
current tracking system.

The fire department is also involved in inspections related to

development and construction projects. Additionally, annual fire and
life safety inspections of commercial properties are performed by the
Fire Department. These inspections and associated records are
tracked within the department RMS. It would be beneficial to ensure
an interface is possible between these systems to allow for automatic

update of occupancy information and inspection history. The city

intends to review this as part of the upcoming ERP process in order to
determine whether this need can be addressed through the ERP or
should be a stand-alone system.

4. Computerized maintenance management system (CMMS): Best
practices cities use a CMMS as a tool for creating an inventory of
assets, managing maintenance resources and tracking performance
measures. A CMMS offers the following benefits:

a.

It provides an organized way to log and track requests for
repairs and maintenance, assign work, track completion time,
identify any problems that arose that need attention later, and
identify what equipment and supplies were used;
Management can calculate costs using a CMMS and can more
efficiently assign work and manage resources;

Fleet maintenance can be included in this type of system;
CMMS provide information for management and decision
making purposes. Information that is easy to gather through
an electronic work order system is very time consuming and
expensive to do manually.

CMMS information about water leaks and sewer collection
system repairs can help prioritize water and sewer pipeline
replacement projects.

CMMS can be used at the Water and Wastewater Treatment
Plants to create preventive maintenance programs for
equipment and generate an equipment replacement fund
amount based on replacement costs and replacement
schedules.
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There are currently two different standards for maintenance and
different procedures for Public Works maintenance and Parks and
Community Services maintenance functions.

Parks lacks a work order system. The Public Works Department has a
computerized maintenance management system but it is cumbersome
and difficult to use. The Public Works Department is in the process of
setting up a Spice Works Software Program to help them turn emailed
work requests into work orders and tracking them, which should help
staff.

It would be more efficient for both departments to have access to a
common work order system. Acquisition and implementation of a
shared computerized maintenance management system would help
both operations be more efficient, for the reasons stated previously.

5. Automated irrigation control: Upgrades to the evapotranspiration
system (ET) are still needed to the irrigation controllers in a few of the
landscaped areas and parks. Automating irrigation control reduce
staff time needed to troubleshoot irrigation problems and moves from
modem connections to wireless capabilities.

6. Automatic water meter reading (AMR) and advanced metering
infrastructure (AMI) technology: The City reports 26% in
unaccounted for water where more typical losses would be between
5% and 7%. This high level represents a potentially large revenue loss
to the City. Old, inaccurate meters are suspected for over half of the
loss, which would result in under-billing.

Additionally, manually reading the existing water meters are labor
intensive. It takes five staff three to four days to read meters each
month. While that occurs, these crews cannot perform other tasks,
requiring several maintenance staff to spend several days each month
reading the meters. Replacing existing meters with AMR or AMI
technology would reduce staff costs, increase water conservation, and
likely increase water enterprise revenues.

City staff notes that by automating the water meters, which is being
recommended for the reasons stated above, it will also result in fewer
hours available for sidewalk inspections. Resources may need to be
applied for that function in the future.

7. Computer Aided Dispatch/Records Management System (CAD/RMS):
The current CAD/RMS for the Benicia Police Department was
purchased and installed more than 20 years ago. Although the

40



Organization Scan Report
Ways to Increase Operational Efficiency Management Partners

software in the existing system has been upgraded at times, this
technology is far beyond its estimated life cycle. A modern
CAD/RMS system will allow for inter-agency sharing of information
and a faster, more complete distribution of information between
dispatch, patrol and investigations. A contemporary system will also
allow for the leveraging and compatibility of new technology, e.g.,
seamlessly integrated images, videos and texts into one system,
including a complete integration of Fire Department modules. The
new system will provide for contemporary analytical tools for crime
analysis.

The Police Department has established an internal technology team
that includes input from the Fire Department and overall City
technology team. The new technology team has embarked on a
research project to identify and select a qualified vendor to supply a
single database software solution for a new CAD/RMS System. This
system will interface with the E-9-1-1 phone system, mobile computer
platform systems, California Law Enforcement Telecommunication
Systems (CLETS), and allied law enforcement agencies.

All police and fire personnel including patrol, dispatch, records,
investigations, code enforcement, crime analysis, property/evidence,
administration and other support services staff, will utilize the new
software and complete CAD/RMS System.

8. Class/Active Registration System: The Parks and Community
Services Department currently uses the CLASS registration system for
customers (in person, faxed, drop-off or mail in registration) for
classes, programs and rentals. Customers can register online 24 hours
a day, seven days a week. City staff report that over the past two
years the company has been moving to a cloud based system,
consistent with industry best practices. As a result, rather than having
two different systems, the company will transition to a cloud based
Active network and discontinue CLASS registration. The City will
need to invest in the purchase of the new cloud based system, and
staff notes that the cost will be between $20,000 and $30,000.

9. Integrated Library System (ILS). The Benicia Public Library has been
a member of the Solano Napa and Partners (SNAP) group since the
early 1980s. The group is investigating purchase of a new ILS to
manage circulation, cataloging, and other technology services. The
new system would potentially save staff time and enhance services
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for patrons, such as payment from home of library fees and fines. A
new system will require a financial commitment from each partner to
purchase any necessary equipment and to migrate the existing
records onto a new system.

Conclusions Regarding Technology

Through the organization scan, nine significant types of technology
investments were identified. It is understood that the City will not have
the capacity (either financial or staffing) to implement these all at once.
Therefore, prioritization will be needed, with a multi-year plan
established to make these investments as funds become available. They
are all needed for efficient operations of fundamental city services.

Recommendation 7.  Prioritize implementation of
technology investments. Create a five-year funding plan
for technology investments.

Document and Update Policies and Procedures

The organization scan identified a number of areas in which policies and
procedures need to be updated or created. Without clearly established
written operating procedures, time is wasted and mistakes can be made
that require more staff time to fix.

Policies and procedures provide guidelines for actions and support
management information needs. With the turnover in staff, the existing
policies and procedures have been forgotten or put to the side due to the
press of business. Training is required on the existing procedures.

In addition, staff members recognize the need to modify or create policies
and procedures but there simply has been no capacity for them to do so.
Given the existing staff workload, performing this work is likely to
require outside resources. However, even with outside resources, staff
members will be needed to fully participate and assist, so time will need
to be reallocated from existing projects to this work.

Among the policies and procedures staff has identified to be either
updated or created are the following:

e Contract management procedures;

e Model purchasing documents to incorporate new insurance
requirements;

e Document management policies and procedures ;

e Records retention policy;
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e Water shut-off procedures;

e Personnel policies and rules and employer/employee resolution;
e Various financial policies, such as reserve (other than general and
enterprise funds), fund balance, debt capacity, and credit card

policies;

e DPolicies for responding to requests for traffic calming;

e Business license procedures; and

e Board and commission administrative standards and templates
(i.e., report templates, records management standards, and action
minutes).

An inventory of policies and updates to existing policies and procedures
is needed, along with a schedule and estimate of resources necessary to
complete them over a period of time. Again, it should be recognized that
this will require time and dedication of resources to complete in an
effective manner; that it is a project in and of itself that will take a
significant amount of time to accomplish. For example, many policies
impacting employees typically involve requesting input from those
bargaining units affected, which may require additional time for review,
meetings, and preparation of new language.

Recommendation 8.  Prepare an inventory of policies
and procedures that are in need of updating and
schedule the updates over a multi-year period.

Improve Competitiveness to Recruit and Retain Employees

This section discusses the need to improve the City’s ability to recruit and
retain employees, develop employees to be their best, and find
satisfaction working for the City of Benicia.

The City has found it challenging to recruit and retain employees, and the
pace of retirements is increasing. Other local governments are
experiencing the same thing, which means that there is much greater
competition for staff, particularly at the executive, managerial,
professional and technical levels.

Turnover creates gaps in institutional knowledge and the loss of
continuity on projects. While turnover will always occur, the pace is
increasing for all local governments, and it will be important for Benicia
to ensure it can recruit and retain top talent. The retirement wave can be
expected to continue for the next decade, which means this is not a short-
term challenge for the City of Benicia.
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Examples of high turnover in Benicia are executive management
positions of Public Works Director, Police Chief and Finance Director.
Front line staff are also leaving. For instance, turnover of sworn staff in
the Police Department was 41% between 2013 and 2014. Another
department highly impacted by turnover is Public Works which in the
last six years (2008 to 2014) has seen five directors; an assistant public
works position vacant for several years; elimination of city engineer,
construction inspector, and management analyst; and turnover of the
principal civil engineer, water quality division supervisor, three field
utilities and streets workers, two wastewater treatment plant operators,
two maintenance mechanics, two laboratory technicians, one water
treatment plant operator, and an administrative secretary.

The chief cause of non-retirement turnover, based on data provided by
staff, is the City’s noncompetitive compensation structure. Key positions
have become vacant, such as Public Works Director and Police Chief, due
to the individual leaving for higher paying positions.

During the recent recession when unemployment was high and cities
were not recruiting, compensation was not as large an issue. However,
the situation has changed significantly and many jurisdictions are
competing for talent now, which means that candidates have choices.
That means that compensation is a critical factor. Cities are finding some
positions particularly hard to fill, such as executive management and
professional/technical positions in finance, engineering and planning.

An additional factor for Benicia is that the cost of housing within the
community is expensive for municipal employees which means that the
City must attract people who will be commuting. With virtually all other
cities recruiting for vacancies, the City will need to have a compensation
structure that makes it attractive for professionals to work for Benicia.

In terms of attracting new talent, in addition to the standard recruitment
practices which the City uses, it may be beneficial to begin “growing your
own” through attracting talent at the line level and supporting their
development as well as working with the local schools to educate youth
about professions in local government. With the pace of retirements now
quite rapid, preparing the next generation of professional staff will be an
important undertaking.

“Growing your own” also requires an investment of time and dollars for
training and mentoring. For people to succeed as managers, they need to
be familiar with a much broader scope of work than they previously
would have been required to know. They also must be able to assign and
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supervise work and do quality control consistent with executive
management expectations. All of that takes an investment of time of
executives, as well as budget resources to provide managerial and
supervisory training. Until new managers are fully trained, the
organization is less likely to be able to innovate or respond to rapid
change.

The City of Benicia should examine its experience with recruitment to
determine which positions have been difficult to recruit for and fill, and
do market studies to determine whether compensation should be
increased.

There is a high cost to turnover, including;:

o Loss of corporate memory and knowledge of the local
environment. This takes a minimum of six to 12 months to gain a
basic level of understanding of local issues.

e Higher demands on supervisors who must spend more time in on-
the-job training and direction of new staff. New individuals,
regardless of their professional expertise, require additional
guidance and supervision, which is particularly acute in an
organization the size of the Benicia City government with its
small executive management staff.

o Vacancies, particularly in executive level positions, require either
interim staffing from the outside or added duties to staff from
within. While interim solutions are obviously necessary, it means
that there is a delay in effectively moving the City forward that
can only come with permanent appointments in place.

e Diminished ability to take time to celebrate achievements and
recognize employees, and an impact on morale from the lack of
permanency of staff within the organization.

It should be noted that the cost and impacts of turnover are higher in a
smaller organization, because there are fewer people to get the work
done. When a vacancy occurs, there is often no one else to take on the
duties of the person leaving.

It is far more efficient for the City to be able to retain employees, as well
as attract individuals who will enjoy working for the City for many years.

45



Organization Scan Report
Ways to Increase Operational Efficiency Management Partners

Additionally, attracting and retaining talent requires not only
compensation that is competitive, but other factors, such as:

e Support (including time and money) for training and professional
development;

e Having the tools to do the job (i.e., technology, equipment and
facilities);

e A sense of teamwork and sharing information;

e Opportunities to work across departments and learn more about
other areas of the organization;

e Celebrate successes and recognize accomplishments;

e Workload that is commensurate with the time available to carry it
out; and

e Respect and trust from executives and policy makers.

Further, the potential of turning over an increasing number of the City’s
employees annually is costly. Steps should be taken to restructure
compensation that will enable the City to recruit and retain top talent,
particularly in hard-to-fill positions.

The City also needs to continually examine the work environment and
focus on the more intangible items noted above that are critical in
retaining talent.

Recommendation 9.  Develop a strategy for studying
and restructuring compensation to be competitive with
the market so as to increase the City’s ability to recruit
and retain employees in a manner that is fiscally
responsible.

Employee Development

Training of new staff, as well as existing staff, is essential for efficient
operations. The need for ongoing employee training and development
was identified by staff as part of the scan as both a critical unmet need
and a way to increase efficiency and job satisfaction. The latter is
particularly important in retaining employees.
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In 2013, firms that ranked high in employee development invested up to
4% of their total budgets in training.® The return on investment for staff
training ranges from 150% to 2,000%.”

An investment in training and education will build employee skills for
their current jobs and help prepare staff for promotions within the
organization to develop succession plans. For example, incentivizing
staff to pursue additional education related to their positions can be
helpful both in terms of retention and succession planning, particularly at
the supervisor/management level. Additionally, some regional training
programs may be free or low cost, and/or offered more
efficiently/effectively via webinars, or other means.

Staff training and development should be considered a fundamental
investment and prioritized within the budget. The current budgets and
memoranda of understanding provide funding for mandated training
and training supported by grants.

City management advises that the City return to the once per month
trainings for all employees on topics that range from supervising other
employees to harassment laws and other essential training.

Training that was initially grant funded such as risk management
training should be budgeted to ensure continued professional
development in key topics important to the efficient and effective
operations of the City.

In addition to resources, also important for a successful training program
is ensuring that employees are provided time to participate in training,
and that training is clearly championed as a value in the organization.

Recommendation 10. Create a staff development
program involving all departments and all positions.
Invest dollars in training and professional development.

¢http://www.trainingmag.com/content/training-magazine-ranks-2013-top-125-
organizations
7 http://www.sagepub.com/upm-data/26858_7.pdf
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Clarify Staff Support to Boards and Commissions

The City has 14 boards and commissions established to advise the City
Council. All of these require staff support. Given the limited staff
capacity citywide, which as noted previously has been reduced over the
last five years, assessing how much staff time can be practically provided,
while having time for other priority tasks, will be an important efficiency
consideration.

Allocating staff time to support advisory bodies should be assessed based
on the capacity that is available and the value that is achieved in relation
to other work that is not getting done.

A staff report to the City Council dated May 29, 2013 indicated that in
2012 staff spent 5,268 hours supporting boards and commissions. The
May 29, 2013 staff report included the following information:

e An overview of each of the 14 advisory boards and commissions
charges;

e Summary of the staff hours and costs necessary to support board
and commission work; and

e Sample documents about advisory bodies” roles and expectations
and manuals from other communities.

In the report, staff presented three options to balance the responsibility to
provide support to boards and commissions with the realities of reduced
staffing available to carry out day-to-day work and to plan for the future.
The options included:

¢ Reducing the number of meetings,
¢ Combining boards and commissions, and
¢ Eliminating some boards and commissions.

Based on current resource challenges, it would be beneficial for the City
to evaluate the results delivered through advisory bodies and determine
the appropriate allocation of resources based on primary core service
needs to support the organizations long term sustainability.

Cities throughout California are tackling the difficult problem of how to
engage the community while not allocating a disproportionate level of
staff resources to supporting boards and commissions. As cities have
reduced their staffing, as has occurred in Benicia, the level of support
expected for advisory bodies is often also reduced.
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The City has initiated a project to create an advisory body manual which
will provide guidelines for boards and commissions. It will state the role
and expectations for the advisory bodies, role of staff and how staff time
can be accessed, annual work plan for each advisory body, annual reports
to be prepared of each advisory body’s work, and resolving issues
between an advisory body and staff. The manual that is produced will
help provide limits that should assist staff in managing workload
associated with boards and commissions.

Conclusions Regarding Staff Support to Advisory Bodies

Among the consequences of not reducing workload or not increasing
staffing to support boards and commissions are that (1) other priority
work will not get done and (2) the pressures placed on staff can
contribute to low morale and feeling of frustration in the work place.
Being proactive about how to match advisory body support with staff
capacity will alleviate both problems.

Recommendation 11. Update the information regarding
cost of supporting boards and commissions and
complete guidelines for advisory bodies. Recommend
changes that will reduce staff workload or, if no changes

are made, allocate more staff resources to support advisory
bodies.
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Alternative Service Delivery Options

The organization scan identified potential opportunities for delivering
services differently. The focus of this effort was to ascertain whether
there are ways to reduce costs by doing things in another way, while still
providing the service.

City staff and Management Partners identified several alternative service
delivery options that could result in greater effectiveness if pursued by
the City. Asnoted, some of the options will require further analysis. The
focus of the organizational scan was on identifying options that would be
the most viable for implementation in the near term versus those that
were more speculative in nature. This approach was used to minimize
study preparation costs, yet still provide the City with a solid base of
information that the City could choose to further analyze if so desired.

Three categories of alternatives are described in this section, as follow:

e Service consolidation within the organization;
e Regional service sharing; and
e Contracting for some services.

Each is discussed below.

Consolidation Within the Organization

Management Partners reviewed the overall organization structure. It
works well as currently configured.

There are numerous ways that municipalities are organized and we often
recommend changes to optimize staff efficiency and effectiveness. Based
on the scan conducted, it appears that the City of Benicia is
appropriately structured and there is no need for major changes.

This opinion is based on Management Partners” knowledge of
municipalities, our observation of Benicia’s breadth of services provided
and the need for professional expertise in the executive level of each of
the departments. The City of Benicia has “working department heads”
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meaning they not only provide direction and supervision for staff who
carry out line work, but they also personally prepare reports, provide
expertise on technical matters, respond to citizen inquiries and issues,
and provide direct assistance to boards, commissions, and committees
leaving less time to truly manage. The City is leanly staffed and as such,
would be hard pressed to consolidate departments and eliminate a senior
manager.

City executives noted that significant collaboration exists now, which is a
way to optimize efficiency. For instance, the Police Department shares a
Management Analyst with the Fire Department.

The scan identified two potential internal consolidations that could
increase efficiency: (1) code enforcement inspections and (2) street,
landscape and park maintenance functions. Both are described below.
Each of these would merit more in-depth evaluation to ascertain whether
the benefits of consolidation would outweigh the costs involved.

Code Enforcement

Code enforcement responsibilities are carried out in several departments
including the Community Development, Public Works, Police and Fire
Departments. Consolidating these responsibilities may be more cost
effective.

The City should evaluate how much time is spent on code enforcement
activities. Performing enforcement tasks requires considerable training
and often involves knowledge of various codes, including the zoning
ordinance, building and fire codes. Issuing and processing of citations
often involves consultation with the city attorney.

Recommendation 12, Conduct a focused assessment of
code enforcement to determine the optimum way to
organize.

Maintenance Functions

Two departments share responsibilities for maintaining the City’s
infrastructure, the Parks and Community Services Department and the
Public Works Department. Their responsibilities are described below.

e The Parks and Community Services Department is responsible for
park maintenance, facilities maintenance, ball field maintenance,
school district ball field maintenance, street median landscape
maintenance and trails weed spraying.
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e The Public Works Department is responsible for weed abatement
in the parkways, repair and maintenance of sewer, water, and the
street systems along with the City’s fleet.

We noted that the Public Works Department provides cross training,
flexibility and collaboration internally with its maintenance crews
between water, sewer and streets. This is an efficient practice. Many
agencies have utilities as a separate department, but in Benicia, it works
efficiently to have them together because of the shared supervision and
administrative support, as well as the shared crews for the maintenance
functions.

If the utilities function were separated out, it is likely that costs would go
up because of the continued need for supervision and staffing within the
non-utilities functions. A detailed staffing analysis would need to be
performed to determine whether it would save dollars or be more
effective in some ways to water and sewer maintenance separated out
from street maintenance.

We noted that the landscape maintenance function is now divided
between the two departments. It may be advantageous to consolidate
roadway shoulder weed abatement (now performed by Public Works
crews) with the work performed by the parks landscape maintenance
unit. Itis all similar work with the same type of equipment being used.
Parks crews are already handling street median landscaping and trails
weed spraying.

An analysis should be done to determine whether merging this work
would be cost effective and efficient and, if so, where the merged function
should be placed organizationally.

This is suggested because of the possible efficiency improvements that
could be achieved by consolidating all landscape maintenance functions.
Potential improvements could include reduced mobilization of work
crews, reduced duplication of equipment, a single CMMS system for
work requests and dispatch, clearer knowledge of who is responsible
when problems arise, and consistent procedures and practices.
Additionally, for purposes of contracting routine landscape tasks,
particularly in the future as attrition occurs, it would be more efficient to
have contracts handled in a single location. (See the section below
pertaining to contracting out.)

A second possible area for analysis pertains to all of the maintenance
functions within the City. Similar tasks, skills and equipment are used
for various maintenance functions which are now performed by the two
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departments with maintenance responsibility. Merging all of these
functions at some point could provide flexibility in assigning staff where
needed, whether for parks, landscape maintenance, or streets. It could
also provide for cross-trained personnel to be assigned in emergencies
such as storms. The potential of merging maintenance functions would
need a detailed assessment to ascertain whether it would provide greater
efficiency and effectiveness, with benefits outweighing costs of
implementation.

Recommendation 13. Conduct an analysis to determine
the costs, benefits and implementation issues of
consolidating some or all of the maintenance functions.

Regional Service Sharing Opportunities

Many cities the size of Benicia have some of their major services provided
by other public agencies due to economies of scale that can be achieved
by being in a partnership with others. The peer benchmarking conducted
as part of this scan illustrated that.

The organization scan surfaced three areas for discussion, two of which
pertain to public safety.

In addition, since some library systems are regionalized, comments are
made about that option below.

Fire Services

Regionalizing fire services is a long-standing state and national trend
because of the potential to achieve economies of scale and the regional
nature of mutual aid. Regionalization can begin with individual
functions such as training and equipment purchase or could be for full
tire services.

Currently, Benicia fire relies on neighboring agencies to assist with
apparatus when responding to emergency incidents that require multiple
resources. Collaborating across jurisdictions creates a common platform
of operations and equipment. It could enhance safe and timely
deployment, to reduce response times and reduce resource demands.

To determine the feasibility and cost/benefit of incorporating or sharing
resources of the Fire Department with other fire agencies, detailed
analysis would be needed. Additionally, there would need to be
sufficient interest on the part of potential partners.
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Collaborative initiatives underway include:

¢ Reviewing an automatic-aid agreement between the cities of
Benicia and Vallejo to expand sharing of apparatus and staffing in
a more coordinated manner, particularly with respect to fire and
EMS training operations.

e Collaborating with Solano County Fire Chiefs Association to
secure grants for equipment and training.

e Updating a county-wide emergency response matrix to include a
"move-up and cover" component that provides fire station
coverage during times of peak demand for emergency services in
any neighboring jurisdiction.

Recommendation 14. Provide support for increasing
collaborations between fire agencies to better utilize
resources and increase response capabilities.

Public Safety Dispatch

Over the past several years, a variety of discussions between the Benicia
Police Department, Vallejo Police Department and Solano County Fire
agencies have taken place regarding the feasibility of consolidating law
and/or fire communication services. In 2014, Solano County Fire Chiefs
held several meetings and discussions regarding the potential for a
consolidated countywide fire dispatch operation. As recently as January
2015, discussions have been ongoing between the Police Chiefs of the
Benicia and Vallejo Police Departments, regarding the feasibility to
consolidate both police/fire communications between our two agencies.

The fire chiefs in Solano County are currently actively evaluating the
feasibility of centralized fire dispatch to increase effectiveness of
communications and coordinated response from multiple fire agencies.
There are currently six centers performing fire dispatch on three non-
compatible radio systems. In addition, each of these centers is operating a
standalone computer aided dispatch (CAD) system. This impacts the
Benicia Fire Department’s ability to coordinate response to larger scale
incidents and to ensure the effectiveness of automatic and mutual aid
agreements designed with the intent to send the closest available and
appropriate resource regardless of jurisdiction. The current coordination
of automatic aid and mutual aid requires the dispatchers from the various
centers to call each other with the resource requests. These requests are
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then processed by the other centers resulting in delays in the actual
response of resources.

When there is a large scale incident in the county a chief officer from one
of the jurisdictions responds to the Sheriff's dispatch facility. From there
they work in an effort to coordinate with the incident commander and the
other dispatch centers to meet the needs of the incident and to ensure
adequate fire station coverage throughout the county.

Recently the county chiefs updated the response plan for the county. The
cities of Benicia and Vallejo led the effort to build in coverage plans at
each alarm level. This was a change for Solano County. Due to the need to
coordinate with all of the dispatch centers in order to arrange the
coverage there are often delays. This leads to a lack of available resources
to respond to an escalating incident or subsequent incidents in the
communities that are stripped out due to a major incident.

To be effective the fire chiefs see a need to take a regional approach and
have a system that is dynamic in its ability to manage the resources. The
current practice of operating this system from different computer systems
and paper templates that are static in nature is not an effective way to
deliver fire and emergency services.

Regionalizing fire dispatch would likely result in Benicia’s fire dispatch
being provided outside of the Benicia Police Department. This may also
impact the staffing level in the center for support of Police dispatching
operations. There have not been any cost estimates done as of yet, as it is
very early in the current discussion. No funds are currently budgeted for
such an effort or for fire dispatching outside of the Police Department
budget, other than fund for radio equipment necessary for station alerting
and communications with dispatch.

A draft plan from the fire chiefs is slated for completion in 2015. The
intent is to create a new system that increases the participating
jurisdiction’s capacity to respond to emergency calls (i.e., through
consolidating staff and equipment) as the system deploys the closest
available crew even if the crew is not from the jurisdiction where the
incident is occurring.

Recommendation 15. Assess the draft dispatch plan
once presented to determine the costs/benefits to the City
of Benicia.
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Library

In some municipalities, the library is part of a regionalized service, such
as a county library. In the case of Benicia’s Library, the library is very
clearly a valued resource in Benicia, with over 100 years of independent
library service to the community. Additionally, the community recently
passed Measure L, indicating its strong support for its local library.

In addition, the library is already maximizing the advantages of being
part of a larger system through the Solano, Napa and Partners (SNAP)
collaboration. This allows the Benicia Library to have the best of both
worlds, offering personalized service to the Benicia community while
providing access to materials located in Napa and Solano County for
Benicia residents.

Recommendation 16. Support the library’s initiatives
in working with regional library partners to enhance
services for Benicia residents.

Contracting for Some Services

The City of Benicia currently contracts for a variety of specialized
services. Examples include plan check, building services inspections,
medical director for EMS services, radio system maintenance, utility
billing system, labor negotiations, plant maintenance at the library,
workers compensation administration, after-school transportation, pest
management, housing element update, animal shelter, some janitorial
services, some landscape maintenance, some tree maintenance, street
lights/traffic signal maintenance, street resurfacing, street sweeping,
design engineering services, construction management services,
instrumentation and control services, and some legal services and
personnel background investigations.

This longstanding practice of contracting for services is consistent with
other municipalities, since there are many tasks and functions which lend
themselves to outside contractors including functions that are technical
and specialized in nature for which it would be too expensive or
infeasible for the city to have in-house staff. As shown in the peer
benchmarking done regarding contracting out (see section below and
Attachment F) the peer cities generally use contracting to supplement
their workforce rather than contracting out whole functions.

Some cities, particularly newly incorporated municipalities, contract for
virtually all services, such as the City of Lakewood which was
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incorporated in 1954 with a largely contracted service delivery model for
lower costs. Contracts can be with a county, another city, joint powers
authority, or private entity.

When technical skills are needed, but not on a full time basis, contracting
for services allow a city to respond quickly to changes in demand in a
more efficient manner. Additionally, cities are considering the long-term
costs of staffing rather than only the annual costs. For instance, pension
costs, workers’ compensation, benefits and salaries may be higher than in
the private sector. Contracting can also provide flexibility in responding
to changing community needs or externalities, such as complying with
State and Federal regulatory changes.

However, contracting out comes with costs and challenges. Among the
factors that should be considered are:

o The pursuit of contracting for services currently performed by
represented employees typically requires labor negotiations. This
requires executive management and other resources (such as
outside labor attorney) to meet that obligation. The City will need
to ensure that all meet and confer requirements related to labor
agreements are met.

e Customer expectations need to be considered in any contracted
services. A request for proposals process can help determine
whether the expected high level of customized services can be met
through contractors. The cost of such services may or may not be
less expensive through a contract as compared with in house
staffing. Services with significant public contact may not be
suitable for contracting out.

e Contract management is essential in order to ensure that the City
receives the cost savings and benefits intended through each
contract. Executive and mid-level managers must have capacity
to devote to contract management. This includes monitoring and
supervising the contracts to ensure compliance with the terms.
The time required for contract management should be considered
a cost as the calculations are performed on the cost/benefit of a
particular contract.
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e Close project direction from staff is also needed for many
contracts, as the City knows from engaging consultants on a
variety of projects. Examples are the housing element update and
a variety of special studies. This takes staff capacity.

o Community interests and “political will” are often considerations
for a local government. A community may have strong
preferences about having city employees, rather than contractors,
performing functions, even when the cost would be greater to
have in-house staff. When considering a proposed contract for
services that have been traditionally provided by city staff,
community preferences may come into play.

As noted, along with contracting for a service there is a workload for the
City staff in managing those contracts to ensure that the City is receiving
the value intended.

This organization scan identified the need for additional staff capacity
and training for effective management of existing and future contracts, as
well as supervision of the contractors, to ensure performance and
compliance with contract terms, handling contractor payments, and
resolving customer service issues. Form agreements and purchase orders
need to be improved with updated insurance language. Contracting out
will only work if the proper documents and management of the contracts
is done. Additionally, the City must ensure that all meet and confer
requirements related to labor contracts are met.

The decision of whether to contract out or provide service in-house is
always a challenging one for organizations, and is influenced by many
factors. Examples of factors include is it an ongoing or one-time need, is
it a specialized service, does it remove work from an existing bargaining
unit, and does it reflect the preference of the local community.

Recommendation 17. Develop a policy, including a list
of best practices and criteria, for assisting in decision
making about contracting out.

Recommendation 18. Update written contract
management guidelines and provide training to staff
responsible for managing contracts for services. Ensure
sufficient staff capacity is available to manage contracts.
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Facilities and Grounds Maintenance

The Parks and Community Services Department is responsible for
maintenance of 35 buildings, a community pool, city cemetery, 28 parks
and a variety of landscaped areas including five lighting and landscape
districts and medians. The department currently contracts some building
maintenance and park work (i.e., electrical, plumbing, construction, weed
abatement, trees) to reserve in-house capacity for work that requires
flexibility of assignments.

As park positions in the lighting and landscape districts become vacant it
may be more cost effective to contract the lighting and landscape districts
and keep the general maintenance of parks in house. A detailed analysis
would need to be performed to determine expected cost savings.

Another option would be to contract general custodial and janitorial
work, especially for those facilities that require work after regular work
hours, overnight or weekend, or for larger building maintenance projects.

Work that could be examined for contracting when attrition occurs,
include the following:

Certain facilities maintenance tasks.
Maintenance of landscape and lighting districts.
School district facilities.

Pool maintenance.

Grk LD

Operations and maintenance of the City’s cemetery.
6.  City tree maintenance.

Each instance will require a cost/benefit analysis and request for
proposals in order to determine whether it is in the City’s best interest to
contract for particular services.

Recommendation 19. Identify specific facilities,
grounds and tree maintenance functions for contracting
as attrition occurs. Conduct cost/benefit analyses to
determine which to pursue.
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Engineering

City engineering staff members support all the divisions. Due to the
growing complexity of regulations related to water, wastewater and
storm water, the City could gain additional support by contracting with
an engineering firm.

Consultants with special skills and equipment are helpful for large,
complex and infrequent projects, such as a treatment plant upgrade. A
licensed land surveyor may be required to review maps and a traffic
engineer may be required to design a traffic signal. The City would need
to maintain in-house engineering staff to provide oversight and direction
to contract engineers. City engineering staff are essential in preparing for
and responding to disasters.

Contracting with an engineering firm can provide flexibility to add or
decrease time, and it can broaden the engineering expertise available to
the City.

Recommendation 20. Identify the specific engineering
services and as-needed staff support that would provide
added capacity for capital improvement projects, water,
wastewater, traffic engineering, storm water compliance
and development processing.

Public Works Maintenance

A variety of Public Works maintenance services can also be efficiently
handled by contractors. Examples include graffiti removal, roadway
repair (potholes, crack sealing, water and sewer trench repairs), street
signing and striping, sewer line videoing, cleaning and repairs, waterline
and sewer line televising and replacement and repairs. Additionally,
maintenance at the water treatment plant and wastewater treatment
plants could potentially be contracted out.

Street sweeping, sludge disposal, vehicle towing, street paving, traffic
signal maintenance, street light maintenance, and some weed abatement
work are contracted to third parties now.

As vacancies occur in public works maintenance and at the water and
wastewater treatment plans outsourcing should be considered. It is
important to have employees who know the City’s infrastructure and
problem areas, so that requests for service can be handled quickly and
efficiently. A core maintenance staff is needed to handle some of the time-
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sensitive customer calls for service that cannot be responded to quickly
by a contractor, and to respond to emergencies.

Recommendation 21. Outsource maintenance functions
to supplement maintenance staff as vacancies occur and
when workloads fluctuate.

Positions were added to implement the Riverwatch Settlement
agreement. The primary purpose of adding the positions was to establish
a City crew to televise the sewer lines and make repairs. Contracting for
these services is another option. It should be noted that there will be
contract administration and inspection costs, as well as costs related to
labor relations, but it may also be less expensive in the longer term. Two
or three positions could be eliminated over time through attrition and
transfers. The personnel budget could be reduced to reflect the staffing
level consistent with what was in place prior to the Riverwatch
agreement, which would then be available to pay for a private contract.
Equipment funds could also be unencumbered once the work is no longer
performed in-house.

Recommendation 22. Explore utilizing a private firm to
do the work of inspecting and repairing sewer lines
rather than in-house staff to fulfill the terms of the
Riverwatch Settlement Agreement.

Additionally, maintenance staff are assigned special event duties which
takes them away from their primary functions. It is possible that such
tasks could be handled by staff paid at a lower rate or contracted to a
third party at lower cost. Some tasks like placing barricades could be
performed by volunteers. Some practices could be improved, such as
using water filled barricades instead of sand filled barricades that must be
moved with heavy equipment. Such services could potentially be
charged either in part or fully to the group seeking the special event
permit.

Recommendation 23. Conduct an analysis to determine
whether it would be more cost effective to contract out
special event support tasks that are now provided by
City crews. Determine whether such costs can be paid
for in part or fully by the special event applicant.
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Fleet Maintenance

Fleet maintenance personnel have significant institutional knowledge and
technical skills. As attrition occurs, their knowledge and skills will be
difficult to replace.

It is possible that once the incumbents leave the City, this work could be
efficiently contracted to a third party (e.g., other public agency or private
entity). Contracting out fleet maintenance might increase down time of
equipment, costs associated with the transport of equipment out of town,
and the need for more management of the fleet by existing staff in order
to insure the necessary availability of equipment and that all maintenance
is being completed. It will be important to ensure that an outside party is
able to meet established standards, such as quality of work and
turnaround times for public safety vehicles.

Recommendation 24. Conduct an assessment of the
fleet maintenance function to identify options for
contracting with another jurisdiction or private party
when attrition occurs.

Comparing Contracting Among Peer Cities

Management Partners conducted benchmarking with the six peer
jurisdictions to find out what services they contract out in their
Community Development, Parks and Community Services, and Public
Works Departments. The six cities are the same ones used for the other
benchmarking, previously discussed in this report. Those cities are
Belmont, Foster City, Burlingame, Martinez, Menlo Park and San Carlos.

The purpose of this portion of the benchmarking survey was to ascertain
whether Benicia is consistent with or different from the other cities in the
peer group regarding contracting for services. The highlights of the
survey are provided below. See Attachment F for several tables showing
the results.

Contracting can take the form of using firms to do some of the work on a
limited basis, or all of a particular function.

Note that any benchmarking is inherently imprecise, since all
organizations and their environments vary. However, comparison
information provides a general context of how one city compares to
selected peer agencies. The intent is not to quantify or rate where a city
should be, but rather to examine whether the city may be significantly out
of alignment with its peers.
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From this benchmarking, the following conclusions can be drawn.

The peer cities operate similarly to Benicia in terms of what
functions they contract out.

There is moderate contracting out but not significant functions,
and for the most part, not an entire function or task.

Specific comparisons by category are as follow.

Community Development: Benicia is the only jurisdiction that
contracts some of its business license inspection work, according
to the responses received from cities participating in the
benchmarking survey.

Parks and Community Services: Benicia is one of three cities to
partially contract weed abatement services and tree removal
services (park landscape maintenance). None of the peers contract
for banner installation and removal, graffiti removal or special
event maintenance. (As a note, Fire also is involved in weed abatement
in terms of enforcing the ordinance on property owners and coordinating
with other City departments to get work completed on City properties.
Fire manages the disking of the open space and in some cases has a
vendor address issues on City owned lots.)

Street Repair and Maintenance Services: Benicia is one of four
jurisdictions that contracts for concrete temporary trip and fall
repairs.

Building Maintenance: Benicia partially contracts for all building
maintenance services. For those functions that Benicia partially
contracts, City staff members performs maintenance on smaller
projects while larger work is outsourced to a private company.
This is similar among all peers that contract out all or part of
building maintenance.

Capital Improvement Plan Management and Engineering: No
peer jurisdictions contract the city engineer or traffic engineer
positions. Benicia is one of three jurisdictions to partially contract
for CIP management, also contracting for larger projects and
managing smaller projects in-house.
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e Fleet Maintenance, Street Lighting Maintenance, and Solid Waste
Disposal: Benicia is the only jurisdiction that partially contracts
fleet maintenance. Benicia contracts some fleet maintenance for
fire apparatus (most is done in-house), diesel filter preventative
maintenance, collision work, and warrantee items. Benicia
contracts for street light maintenance. All of the peer cities
contract for service solid waste disposal.

e Utilities: Benicia is the only jurisdiction to contract any water line
maintenance work, though this is only for larger projects. Among
those jurisdictions providing water, only Menlo Park contracts for
water billing services. Among those jurisdictions that are not part
of a sanitation district, no peers contract for lift station
maintenance or sewer main cleaning.
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Opportunities to Recover Costs and Increase Revenue

This section describes several important processes that are underway that
are best financial practices. Management Partners has included these in
this report because they are fundamental practices for a municipal
corporation that require time away from day-to-day work, but yield
tinancial benefit to the City.

Cost Allocation Plan

A cost allocation plan was adopted on August 22, 2014 to fairly and
appropriately allocate overhead costs to programs within all of the City’s
funds and grants. This provides an accurate view of the cost of direct
services to the public. It is also required as part of grant reimbursements.

Overhead costs include all of the central administrative operations of the
City such as legal, city manager, human resources, finance, and
information technology. In addition to central overhead, there are
department overhead costs to be identified and budgeted.

City staff report that a comprehensive cost allocation plan has never been
prepared until the one completed recently. The City’s indirect costs
should be calculated annually to ensure they are properly distributed to
City programs and funds.

Recommendation 25. Update the Cost Allocation Plan
annually to ensure all costs are identified and allocated
to programs within all City funds and grants.
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Utility Rates

The City operates both a water and wastewater utility. As enterprise
funds, they are intended to be fully paid for by user rates. These utilities
require sufficient revenue to pay costs of current operations and
maintenance, replace the system, and ensure reserves for emergencies
that arise. As such, regular rate review and adjustments are a best
practice, so that a gap between needed expenditures and available
revenues does not occur, and that the systems are properly planned and
managed.

Recommendation 26. Establish a regular schedule for
analyzing costs, revenues, infrastructure needs and

reserves with the intention of raising rates on a regular
basis to ensure the City’s utilities are properly funded.

Lighting Maintenance Districts

The City’s lighting and landscape maintenance districts were created in
the 1970s. When established, they did not include an annual increase to
keep pace with cost of living increases. As time has passed, the district
rates no longer cover the cost of lighting, landscape maintenance, repair
and replacement as intended. The result is that the General Fund is
filling the gap that was intended to be covered by assessments.

Recommendation 27. Analyze the cost of the landscape
and lighting maintenance district and establish a process
to increase rates to reflect current and projected costs.

Services to Outside Agencies and Groups

The City provides a number of services at no or partial cost to outside
agencies. As an example, the Parks and Police Departments provide
services to the Benicia Unified School District (BUSD). The City also
provides facility usage to outside agencies at little or no cost to those
organizations.

The City should consider the cost and benefits of such services so as to
align with the City’s strategic goals and objectives and the provision of its
core services. The City should consider these services in their fee study
and a discussion should occur to determine the level of subsidy, if any,
that is appropriate for these programs.
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As an example of a service the City of Benicia provides, and where the
City has entered into an agreement to recoup some of the costs, on July 1,
2013 the City and the BUSD began a two year agreement wherein BUSD
agreed to pay $150,000 per fiscal year toward the cost of the School
Resource Officer (SRO) program.

The City of Benicia also provides for a second full-time SRO, thereby
providing a total of two SRO’s assigned to Benicia schools. The current
agreement between BUSD and the City of Benicia expires on June 30,
2015. A two-year contract extension was presented for approval to the
Benicia City Council and the BUSD School Board and was approved.

Recommendation 28. Engage the City and outside
agencies and organizations in a discussion about the full
costs and benefits of City services being provided and
determine if reimbursement of the services is
appropriate.

The City currently contributes funds and/or services to a variety of
organizations, such as non-profit human service organizations via the
Human Services Funds, arts and culture organizations, Benicia Historical
Museum, Benicia Fire Volunteers Association and the school district.
There is not currently a consistent process or set of procedures for
organizations to use in applying for funds or for the city to use in
considering requests. Considering these requests in light of other City
priorities would be a way to understand how funding outside groups
impacts the City’s ability to fund its core services.

Recommendation 29. Develop a consistent process
and/or procedures for organizations applying for and/or
receiving City funds. Consider funding requests in light
of other City priorities.

Community and Special Event Fees

The City provides support for community and special events through
police, fire, public works parks and community services, city attorney,
city manager’s office and other staff. Examples of assistance include
providing signage, set-up, clean-up and public safety support.

Until 2006, the City maintained a record of the costs but discontinued the
practice. Understanding the full cost of this work is an important step,
like other cost recovery efforts, to ensure the City can charge appropriate
fees for community events. Once costs are known, there can be a policy
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decision to subsidize events, but at least the impact on the General Fund
will be clear.

Nearly every department is involved with special event permit review.
Most departments have a larger role than is commonly recognized
including the Police, Fire, Parks and Community Services, and Finance
Departments and the City Manager and City Attorney’s Offices.

Providing free services for special events competes with other work tied
to fundamental service delivery. Some of the special events tasks could
be delegated to the applicant directly or to an authorized third party
hired by the applicant. Roles of special event sponsors regarding their
areas of responsibility should be clarified.

In addition, it is typical in public sector agencies to charge an application
fee and other direct costs such as staff time (i.e., hourly rate with benefits)
to support an event directly to the applicant.

Recommendation 30. Develop a community and special
event policy and fee schedule that determines what
subsidy, if any, will be provided from the General Fund
for these events.
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Conclusions and Next Steps

Creating a long-term plan for a sustainable City government requires
having sufficient dollars to pay for current and future costs, an
organization that has technology and systems that support efficiency, and
a strategic plan for the long term.

Making efficiency improvements, conducting fee studies, purchasing
technology, changing processes and preparing a variety of plans all
require time and attention, away from the day-to-day work. Change
requires communication, strategy and implementation. All are critical
and require patience and persistence.

Through this organization scan, it became clear that a focus on the
fundamentals of government would increase efficiency and effectiveness
of staff and the use of all City resources. Many of the items discussed in
this report are not ones that will be obvious to the community as “needs
but yet they are important for creating a sustainable organization.

77

Having a dialogue with the City Council and community about core
services and the expectations of City government will help set the path
for the long term. Everything the City of Benicia does is important to
someone, so it is not a question of whether certain tasks or services are
not valuable. The question is what is core and therefore essential for the
effective functioning of city government. That is not an easy question and
it requires collaborative discussions, sharing varying points of view, so
that in the end, policy makers can have a baseline of how to gauge what
is essential for the government organization and for the community — and
what can be afforded.

The bottom line is that there are many critical unmet needs that should be
met for the City to have a sustainable governmental organization. The
needs identified are fundamental — there are virtually no “nice to have”
items in this list. However, not everything can be tackled, and the
30recommendations will need to be prioritized, through a discussion with
the Council, and an action plan created.
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Next steps include the following;:

1. Discussion of report with the City Council:
This will provide an opportunity for the City Council and
executive team to discuss the report, “core” vs. “nice to have”
services, and a future strategic planning process.

2. Develop an action plan to prioritize the recommendations of the report:
It is recommended that staff develop an action plan with an initial
prioritization of the recommendations and then review that with
Council as part of the SCSS process.

3. Initiate five-year strategic planning process:
A long-range strategic planning process is recommended as a
result of the organization scan. It is suggested that this process be
undertaken in the summer/fall 2015, which is in the first year of
the City’s new two-year budget cycle. That will give the City an
opportunity to set a five-year timeline for addressing the priorities
identified through the scan. Any more immediate modifications
that prove viable could potentially be made during the
spring/summer of 2016, prior to the second year of the 2015-17
budget. Through the strategic planning process, the community
can be engaged to provide information to them about the
fundamentals needing to be addressed and to seek their feedback
about “core” city services.
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Attachment A — List of Recommendations

Recommendation 1. Engage executives and the City Council in a discussion of what
constitutes core (fundamental) services/functions and what constitutes service enhancements.

Recommendation 2. Annually update the ten-year financial forecast model so that long-
range projections are part of annual budgeting decisions.

Recommendation 3. Track and calculate the costs and benefits of the use of volunteers.
Recommendation 4. Initiate a five-year strategic planning process.

Recommendation 5. Prioritize the critical unmet needs within the General Fund and
establish a multi-year plan to address these needs to strengthen the foundation of the
municipal corporation and focus on fundamentals.

Recommendation 6. Prioritize the critical unmet needs in the enterprise funds and establish
a multi-year plan to address those needs.

Recommendation 7. Prioritize implementation of technology investments. Create a five-
year funding plan for technology investments.

Recommendation 8. Prepare an inventory of policies and procedures that are in need of
updating and schedule the updates over a multi-year period.

Recommendation 9. Develop a strategy for studying and restructuring compensation to be
competitive with the market so as to increase the City’s ability to recruit and retain
employees in a manner that is fiscally responsible.

Recommendation 10. Create a staff development program involving all departments and all
positions.

Recommendation 11. Update the information regarding cost of supporting boards and
commissions and complete guidelines for advisory bodies.

Recommendation 12. Conduct a focused assessment of code enforcement to determine the
optimum way to organize.

Recommendation 13. Conduct an analysis to determine the costs, benefits and
implementation issues of consolidating some or all of the maintenance functions.
Recommendation 14. Provide support for increasing collaborations between fire agencies to
better utilize resources and increase response capabilities.

Recommendation 15. Assess the draft dispatch plan once presented to determine the
costs/benefits to the City of Benicia.

Recommendation 16. Support the library’s initiatives in working with regional library
partners to enhance services for Benicia residents.

Recommendation 17. Develop a policy, including a list of best practices and criteria, for
assisting in decision making about contracting out.

Recommendation 18. Update written contract management guidelines and provide training
to staff responsible for managing contracts for services.
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Recommendation 19. Identify specific facilities, grounds and tree maintenance functions for
contracting as attrition occurs.

Recommendation 20. Identify the specific engineering services and as-needed staff support
that would provide added capacity for capital improvement projects, water, wastewater,
traffic engineering, storm water compliance and development processing,.

Recommendation 21. Outsource maintenance functions to supplement maintenance staff as
vacancies occur and when workloads fluctuate.

Recommendation 22. Explore utilizing a private firm to do the work of inspecting and
repairing sewer lines rather than in-house staff to fulfill the terms of the Riverwatch
Settlement Agreement.

Recommendation 23. Conduct an analysis to determine whether it would be more cost
effective to contract out special event support tasks that are now provided by City crews.

Recommendation 24. Conduct an assessment of the fleet maintenance function to identify
options for contracting with another jurisdiction or private party when attrition occurs.

Recommendation 25. Update the Cost Allocation Plan annually to ensure all costs are
identified and allocated to programs within all City funds and grants.

Recommendation 26. Establish a regular schedule for analyzing costs, revenues,
infrastructure needs and reserves with the intention of raising rates on a regular basis to
ensure the City’s utilities are properly funded.

Recommendation 27. Analyze the cost of the landscape and lighting maintenance district
and establish a process to increase rates to reflect current and projected costs.
Recommendation 28. Engage the City and outside agencies and organizations in a discussion
about the full costs and benefits of City services being provided and determine if
reimbursement of the services is appropriate.

Recommendation 29. Develop a consistent process and/or procedures for organizations
applying for and/or receiving City funds.

Recommendation 30. Develop a community and special event policy and fee schedule that
determines what subsidy, if any, will be provided from the General Fund for these events.
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Attachment B — Sample Best Practices

A “best practice” is defined as the most efficient and effective way of accomplishing a task,
based on favorable experiences in other similar organizations, and identification by industry
associations. As things change over time, new best practices emerge and are adopted by leading
organizations. Best practice implementation may be preceded by a cost/benefit analysis to

determine applicability to any particular local government.

Practices that are currently in place (partially or fully) in the City of Benicia are shown with an
X in the right hand columns. The following is a sample list of best practices in typical city
departments. Not all departments or operations are shown on this sample list.

Partially @ Fullyin
Department Sample Best Practices in Place Place

A resolution stating the city’s expectations regarding organizational ethics and values X

A single document management system is used for all city records

A strategic plan or multi-year master plan that is updated regularly X
All employees are trained in customer service protocols X
Alternative funding opportunities are analyzed and pursued on a regular basis X

City support services are centralized, such as finance, human resources, purchasing,
and information technology X

Contract administration documents all aspects of the contracting process and

subsequent administration X
Contract administration includes frequent communication between the city and X
contractor
All Contract administration includes methods for gauging stakeholder satisfaction

Departments | c,ntract administration includes periodic formalized reviews X
Contract administration includes service delivery oversight for quality and quantity X
accountability
Contract administration includes training staff in the areas of contract provisions and
service so they can knowledgeably monitor performance, handle problems, and
respond to constituent questions and concerns X
Contracts contain clear and measurable performance and reporting requirements X
Contracts contain consequences for lack of performance
Cost recovery calculations include all overhead costs (centralized services or ISFs) and
replacement cost amortizations X
Cost recovery policies are established for all services
Credit cards are used for authorized purchases X
Fees are reviewed annually to assure cost recover policies are being met X
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Partially | Fullyin

Department Sample Best Practices in Place Place

Functions common to multiple departments are not centralized within one of the
departments served X

Functions with a common purpose and similarly-skilled workforce are best consolidated

in a single department (e.g., landscape maintenance and street maintenance) X
Lifecycle costing is used in capital budgeting X
Partnerships with outside organizations are used X
Performance measures and workload measures are used X

Performance-based contracts are used with performance standards tied to
compensation and include financial incentives

Public records are accessible and easily found on both the city’s internal intranet and
external internet website X

Regular monitoring and performance evaluations are conducted

Residents are surveyed periodically about satisfaction with all city services X

Sharing/combining services with enterprise units, other cities, or the county

Solicitation process for bids includes cost analysis of the bids, consideration of service

. . X
delivery options and reference checks
Solicitation process is transparent in all aspects of the request for proposals (RFP) X
process from advertising to evaluation process criteria
Standards of performance are stakeholder-driven
Succession planning and promotional career tracks X
To produce an accounting type budget, have the Finance Department responsible; for a X
policy/program budget, place responsibility in the City Manager's office
Website has a directory of city services, contact phone numbers, and e-mail addresses X
for all city services
Annual “customer satisfaction survey” of clients within the city organization, including X
elected officials and department heads
Boilerplate contract sections and forms are provided to departments X
City Attorney Departments are trained on proper methods of contract preparation, insurance X
requirements, and the legal reasoning behind practices
Status of pending litigation and requests for legal services are reported regularly to X
client departments and the city manager
Agenda preparation software is used for paperless agenda packets and elected officials X
City Clerk have an appropriate viewing device
Municipal election cycle is consolidated with state and other elections X
All development and permit applications include a general plan maintenance fee
Communit . -
v Automated permit tracking system X

Development

Housing trust fund as a sources of revenue to support affordable housing
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Partially | Fullyin

Department Sample Best Practices in Place Place

Multi-year workload estimates are made to determine appropriate minimum staffing
levels and periodic temporary staffing needs

Owners of multi-family rental units are charged a yearly administrative fee for review of
monitoring reports prepared by owner

Permit fees include the cost of advance planning

Plan checks, plan check corrections and dates of actions taken are available on-line for
customers

Standard cycle times exist for plan reviews

The land use function is treated as a single line of business

A 911 fee supports the operation of the 911 center

A utilities users tax (UUT) is implemented and is updated as utility services change X

A written fund investment policy has been adopted

Accounting duties are appropriately segregated; checks and balances are in place X

Accounts payable are processed within 30 days X

Adequate reserve level and/or ending fund balance are maintained as determined
annually and as appropriate for each fund.

All city financial functions are consolidated under a single chief finance officer X

All fees are centralized in a master fee schedule X

All general fund debt issuances identify the method of repayment (or has a dedicated
revenue source)

An internal control system exists and is based on American Institute of CPAs guidelines X

Asset management program is used to minimize the total cost of acquiring, operating,
Finance maintaining, and renewing infrastructure assets (life-cycle costing) X

Audits of time and attendance data indicate error rates under 1% X

Automated and integrated financial packages are used to eliminate duplicate data entry
(electronic or paper) among departments for payroll, accounts payable, accounts X
receivable

Bad debt collections operations are centralized X

Banking relationships are competitively bid every 5 years, well-structured and
rigorously monitored

Budgets provide readable, comprehensive information of costs, staffing, revenues and
program objectives as well as workload and performance measures

Capital Improvement Plan provides readable and comprehensive information on costs,
and provides a link to the operating budget X

Capital improvement projects do not proceed without city council certification that
ongoing operations and maintenance funding will be made available X

City is in compliance with current GASB requirements. X
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Partially | Fullyin

Department Sample Best Practices in Place Place

City’s assets are surveyed to identify associated risks X

Common office supplies are contracted to be delivered directly to departments from X
the vendor

Cost centers are used to separately track costs of fee based activities, e.g. development X
services and recreation programs

Departments have on-line access to real-time budget and expenditure status reports X
Fees for services are reviewed annually to assure that those commonly charged by

peers are being charged X

Fixed asset program is used X
Formal budget principles have been adopted

Formal cash management plan and cash flow projections are used to determine X

available funds

Identify the full costs of special events to assure their value is appropriate for the cost
and to provide information to the city council on levels of subsidy provided X

Long-term (over one year) general fund debt is not used to support ongoing operating
costs (other than debt service) unless such debt issuance achieves net operating cost X
savings and such savings are verified by appropriate independent analysis

Mid-year budget updates are presented to the City Council X
Multi-year financial forecasting includes total compensation costs X

Multi-year financial forecasting updated annually X

One-time operating grant revenues are not used to begin or support the costs of X
ongoing programs

Ordering goods, verifying receipt, and approving invoices for payment are performed X
by different staff

Personnel and payroll systems are integrated

Policy and procedure is in place to inform the city manager and city attorney if an X
important breach in the system of internal control occurs

Pro forma analysis of relative costs (immediate and long term) and benefits is

conducted before applying for grants X

Quarterly reports of operating revenues and expenditures compared to budget are X
provided to the City Council

Real property transfer tax policy, e.g. the average level for charter cities in California

Replacement funds exist to ensure that funding is available at the end of assets’

economic lives X

Reserve funds have a target level X
Special revenues funds are self-sufficient and there is a policy stating that intention X
Standardized budget forms are provided to operating departments X
Structurally balanced budget X
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Partially  Fullyin

Department Sample Best Practices in Place Place

The cost allocation plan is updated annually and is in compliance with Federal X
Guidelines
Use of one-time resources is avoided for current or new ongoing operating expenses
A light duty program exists for fire-fighters X
Ambulance subscription program
Centralized communications center X
City fire response fee for non-residents involved in incidents
Fire Consolidation of fire services

False alarm fee for fire calls for service X
Fire suppression engine companies are used to assist with annual fire prevention X
inspections
Standard cycle times exist for plan reviews X
A citywide safety program includes an annual work plan, identified priorities, and a X
designated city safety officer to establish accountability for the program
A citywide training needs assessment is conducted for each department and a training
plan is updated
A management information system exists to track employees' data X

Human A position control system is used X

Resources - - -
Core management competencies are determined and a professional development plan
is updated on an annual basis as part of the employee’s performance plan X
Feedback is provided on test performance to job seekers X
Supervisory training is provided X
Training plan for each employee X
A help desk with service log is provided X
An information technology strategic plan is updated annually
E-mail retention policy X
Multi-year IT equipment and software replacement policies X
Information - - X
Technology Off-site (out-of-area) system and data back-up is provided
Replacement funding for software, servers, desktop pcs, and network communications
equipment is in place X
Security systems for data and equipment are updated regularly X
User training and support is provided X
Y Facility sharing opportunities are regularly explored with other agencies

Library

Library master plan includes capital and operational expense funding X
Mayor/Council | Strategic planning is conducted with the executive team
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Partially  Fullyin

Department Sample Best Practices in Place Place

The number of committees and commissions are limited to those that can be
adequately supported by staff

A comprehensive database of park facilities and amenities is maintained and updated
regularly

A computerized irrigation system is used to water as needed and turn off water for
breakage

A Computerized Maintenance Management System (CMMS) is used to prioritize work,
track work, and condition of assets

A database of equipment is maintained, including: scheduled maintenance
requirements and warranty data

A Park Master Plan is updated on a regular basis

A written competitive bidding program (including bidding by staff) is used in evaluating
contracting

Community satisfaction with parks is surveyed on a regular basis

Deferred maintenance is tracked, funded, and scheduled X

Parks and

. Equitable access to park amenities is ensured by understanding the users
Recreation

Facilities are inspected on a regular basis and condition ratings are assigned. Checklists
are used

Guidelines that define the level of maintenance services to the city’s parks and open
spaces

Park assets are maintained at levels to avoid mounting deferred maintenance X

Park usage, workloads, performance is tracked

Regular cost/benefit analyses are conducted to reduce maintenance and utility costs of
existing and proposed facilities

Stakeholders are educated regularly about park stewardship, values of parks, and
department challenges

Use of non-profits is maximized in performing maintenance (e.g. sports leagues,
homeowner associations, hiking groups, etc.)

Work is prioritized as Preventative, Proactive, Reactive, and Discretionary

A false alarm control program and fees are used to reduce the public subsidy of faulty
alarm systems

A regional SWAT team is used X

Police Non-sworn personnel are used to perform duties not requiring arrest authority,
weapons, or specialized legal knowledge to reduce expenditures and maintain a high X
level of customer service.

Private security is used for special events where possible

S — A basic utilization review of the entire fleet is conducted every two to 4 years
ublic Works

A centralized heavy equipment pool is used X
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Partially | Fullyin

Department Sample Best Practices in Place Place

A charge-back system is used that incorporates fleet replacement, overhead and all

operational costs X

A comprehensive list of building systems and equipment is maintained in the CMMS,

e.g. location, model type, warranty information, age and replacement parts? X

A computerized maintenance management system (CMMS) is used to track work

orders, scheduling, costs, assets, and productivity X

A computerized work order system is used, e.g. part of a CMMS X

A five-year maintenance and capital replacement plan is updated annually for city X

facilities?

A fleet management information system is used to track performance measures and

effectively monitor and manage the fleet management function X

A fuel markup is used that reflects the true cost of providing fuel service

A listing of deferred maintenance is maintained and tracked

A methodology to support the replacement of vehicles and equipment is used based on

the optimum economic life of a unit X

A multi-level preventative maintenance program is used that is unique to each class in

the fleet X

A parts markup is used that reflects the true cost of providing this service

A pavement management system is used to identify the most cost effective treatment X
for individual streets

A preventative maintenance schedule is maintained for traffic controllers X
A preventive maintenance checklist and inspection program is in place

A preventive maintenance system is used, e.g. part of a CMMS

A replacement schedule for traffic signals is used

A sublet markup is used that reflects the true cost of providing sublet service

A written long-range building maintenance plan is in place

Activity-based costing analysis is used in fleet operation

All heavy equipment rentals are processed through the fleet maintenance department X

An annual condition survey for streets and sidewalks is conducted X
An asset management program has been implemented, e.g. part of a CMMS X

An asset management program of streets is linked to a pavement management system

that provides lifecycle costing and analysis of the most cost-effective maintenance

strategy for individuals streets X

An estimate of useful life for major components is included in long range plans

An Internal Service Fund is used for facilities, including funding for replacement X
reserves, and is charged to put the fund on a self-sustaining basis?

Building component conditions are periodically inspected? X
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Partially | Fullyin

Department Sample Best Practices in Place Place

Building utility systems are electronically monitored and optimized remotely? X

Condition ratings are assigned to building components

Conduct fleet utilization analyses every two to 4 years to identify surplus
vehicles/equipment and whether it is more economical to own, lease, or rent. X

Contract custodial services?

Cost effective improvements to maintenance services are regularly analyzed

Cost/benefit or life cycle costing approach is used for capital improvement program

Energy use is monitored to quantify energy use and identify opportunities for energy
savings. Energy use is benchmarked with similar buildings? X

Facility budgets include a funded depreciation schedule and funding for cyclical repairs,
including necessary administrative costs for managing the services

Facility inventories are regularly updated for changes in square footage, condition,
value, and maintenance practices X

Fleet maintenance performance standards are measured against industry and shop
standards. X

Fleet maintenance specialty services are outsourced X

Full-cost market rates are used for city facility rental fees

Guidelines and policies are available for employees that describe the most economic
means of transportation

Hours devoted to preventive maintenance are tracked

Maintenance standards and priorities are used when responding to work orders for
preventative, proactive, reactive, and discretionary work

Monthly and weekly preventive maintenance schedules are used X

Most energy efficient lights are used. Period cost/benefit analyses are made for
upgrading to newest systems? X

No-cost/low cost opportunities for energy savings have an implementation schedule

On-call parts contract is used? X

Operating and maintenance costs are included in capital investment decisions X

Performance measures are in place for building condition index

Performance measures are in place for deferred maintenance backlog tracking

Performance measures are in place for ratio of deferred maintenance to replacement
cost

Performance measures are in place for ratio of preventive maintenance expenditures to
deferred maintenance backlog

Performance standards and performance measures use data from the maintenance
management system
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Partially | Fullyin

Department Sample Best Practices in Place Place

Preventive maintenance expenditures are tracked per square foot and evaluate against
peer jurisdictions

Property owners are required to fix sidewalks X

Random spot checks and conducted to ensure the vendor is meeting established
standards for response and workmanship

Rental agreements are negotiated with local heavy equipment rental agencies for
equipment to augment the heavy equipment pool

Rental agreements are negotiated with local rental car agencies for vehicles to augment
the fleet management pool when units are out of service or for peak needs

Reserve funds are available for building and equipment replacement; reserve fund
needs are calculated for each facility

Retro-commissioning studies of HVAC and lighting systems are conducted

Review all city properties to identify surplus property that can be disposed of

Specific performance expectations (such as maximum response time) are used in
contract documents

Street light maintenance is contracted X

Street sweeping contracts include maximum speeds in residential areas

Street sweeping contracts require 24-hour emergency response with equipment to be
on site within two hours

Street sweeping contracts require monthly reports detailing mileage, cubic yards of
debris removed, gallons of water used, and other measures

Street sweeping contracts utilize an inspection rating system to verify compliance with
contract terms and as a basis for verifying monthly payments and deductions from
payments for non-compliance

Street sweeping is contracted X

Streets and sidewalks inventory is linked to a GIS based maintenance management
system (CMMS)

Take-home mileage for each standby unit and number of callouts is tracked X

The Capital Improvement Plan is prepared in conjunction with the operating budget X

The relative importance of different maintenance/CIP projects are evaluated according
to building usage? X

The streetlight inventory is linked through a GIS based maintenance management
system

The traffic signal inventory is linked to a GIS based maintenance management system

The traffic signal system uses the most energy efficient lights X

The vehicle replacement fund includes credit for salvage revenues and interest
earnings; auction fees and make-ready costs are included X

There is an implementation plan for capital intensive energy retrofits
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Partially  Fullyin

Department Sample Best Practices in Place Place
Timers and/or motion detectors are used for lights, heating etc. X
Track usage of pool vehicles X
Traffic signal maintenance is contracted X
Traffic signal timing 'is regularly monitored X

Train employees on the guidelines and policies regarding use of pool vehicles vs.
mileage reimbursement vs. rental vehicles

Underground utility projects are coordinated with street improvements and major
maintenance

Use of daily take-home units is tracked; a policy and guideline standards are developed
for take-home units X

Use of the central heavy equipment pool units is monitored to determine the type and
number of units required; own versus lease

Vehicles and equipment are replaced based on the “optimum economic life point” of a

. X
unit
Vendors are required to submit monthly reports providing detailed information on X
incidents, location, response time and other performance measures
Work orders are tracked and evaluated in a database, e.g. CMMS
Written guidelines, standardized checklists and/or automated systems are used to X
conduct facility assessments?
Weritten procedural manuals are in place and are available on-line X

1 Parks and Community Services Department (PCSD) is responsible for building and parks maintenance, but Public Works still takes on much of the asset
management, equipment replacement, capital improvement and facility maintenance at the Water and Wastewater Treatment Plants.
2 These best practices also apply to Parks and Community Services Department, which, as noted, maintains buildings and parks.
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Attachment C — Comparison of City Services

FY 2013-14 budgets were used to gather data for each of the peer cities. The data for Benicia is
based on pre-cost allocation plan data. It should be noted that unique or one-time factors can

influence the budgets in any given year, so a complete city-to-city comparison cannot be done
by simply looking at totals. Benchmarking is only undertaken to inform the process and raise

issues that may warrant further analysis or consideration.

Revenues

Total General Fund tax revenues for each of the benchmark cities are shown in Table 7.

Table 7. General Fund Tax Revenue Sources and Amounts

Transient Other State  General Fund
Property Utility Occupancy and Local Non-Tax Total General

Tax Type Tax Sales Tax Users Tax Tax Taxes Revenue Fund Revenue
Belmont $6,087,739 | $2,943,296 $1,565,318 $1,487,683 $5,510,898 $17,594,934
Burlingame $14,441,000 | $9,445,000 $18,570,000 $2,881,000 $5,160,100 $50,497,100
Foster City $16,192,000 | $3,451,000 $2,040,000 $3,028,600 $6,826,000 $31,537,600
Martinez $6,420,000 | $3,400,000 $310,000 $6,228,763 $2,597,894 $18,956,657
Menlo Park $13,955,000 | $6,331,400 | $1,184,620 | $3,743,000 $1,812,300 $15,523,527 $42,549,847
San Carlos $9,416,500 | $5,432,500 $940,500 $1,640,800 $10,315,400 $27,745,700
Peer Average | $11,085,373 | $5,167,199 | $1,184,620 | $4,528,136 $2,846,524 $7,655,637 $31,480,306
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Table 8 details each tax as a percentage of General Fund tax revenues. Comparing tax revenues
in this manner allows for an understanding of which taxes peers rely on to fill General Fund
coffers. Benicia relies on property and sales tax revenues more than the peer agencies (measured
as a percentage of General Fund revenues).

Table 8. General Fund Tax Revenues as Percentage of Total General Fund Tax Revenues

Benicia 40% 21% 15% 1% 8% 85% 15%
Belmont 35% 17% 9% 8% 69% 31%
Burlingame 29% 19% 37% 6% 90% 10%
Foster City 51% 11% 6% 10% 78% 22%
Martinez 34% 18% 2% 33% 86% 14%
Menlo Park 33% 15% 3% 9% 4% 64% 36%
San Carlos 34% 20% 3% 6% 63% 37%

Peer Average 36% 16% 3% 11% 11% 75% 25%

Table 8 also shows that Benicia falls well below the peer average in transient occupancy tax
revenues and non-tax revenue as percentages of General Fund revenues. The peer average for
transient occupancy tax as a percent of General Fund is 11% compared with Benicia’s 1%. In
dollars, Benicia collects only $340,000 as compared with a peer average of $4.5 million.

Non-tax revenue for Benicia includes fees and charges for service, grants, and investment
income. Benicia collected $4.5 million compared with the peer average of $7.65 million. More
analysis would have to be performed to ascertain the fees or rates that are charged by peer cities
to determine whether there may be opportunities for Benicia to increase its revenue from non-
tax sources. A discussion of fees and charges is provided in the section of this report entitled
Opportunities for Cost Recovery.

84



Organization Scan Report
Attachment C — Comparison of City Services Management Partners

Expenditures

Because Benicia provides all major city services in house, the City’s total expenditures per
capita are higher than the peer average for General Fund and enterprise funds, as can be seen in
Table 9. Benicia also has more full-time equivalent employees per 1,000 population compared
with the peer average. That is expected with the City providing all major services in-house.

All of the peer cities receive at least one major service from an outside agency.

Table 9 shows a comparison of expenditures on a per capita basis. It also shows staffing
comparisons (all funds), on the basis of full-time equivalent (FTE) employees per 1,000
population.

Table 9. Total Expenditures and Staffing Comparisons (All Funds)

Benicia $2,366 $1,138 $753 7.50
Belmont $2,449 $584 $715 4.74
Burlingame $3,378 $1,410 $903 6.68
Foster City $1,750 $968 $489 6.64
Martinez $1,391 $515 $458 3.65
Menlo Park $2,324 $1,287 7.01
San Carlos $1,800 $1,047 $340 2.31

Peer Average $2,182 $969 $581 5.17

These data show that the City of Benicia invests more per resident in terms of expenditures and
total staffing than the peer average. Benicia’s total expenditures (all funds) per capita of $2,366
is higher than the peer average of $2,147 but significantly less than the highest peer (the City of
Burlingame) with total expenditures per capita of $3,378. The $753 per capita of enterprise
expenditures for Benicia is also higher than the peer average of $581.

85



Organization Scan Report

Attachment C — Comparison of City Services Management Partners

Benicia also has higher General Fund expenditures per capita ($1,138 compared with the peer
average of $969), as shown in Figure 3.

Figure 3. General Fund Expenditures per Capita
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Table 10 shows department expenditures as a percentage of total General Fund expenditures.
This allows a comparison of how each jurisdiction is directing its resources within the
organization.

Table 10. Departmental General Fund Expenditures as Percentage of Total General Fund
Expenditures

Parks /
Government Community Community  Public

Jurisdiction Services! Development Library Services Works Fire Police

Belmont 18% 3% 9% 40% 14% 15%
Burlingame 7% 2% 8% 10% 9% 23% 25%
Foster City 10% 6% 1% 23% 5% 25% 30%
Martinez 15% 4% 6% 20% 4% 52%
Menlo Park 0% 8% 5% 17% 13% 5% 35%
San Carlos 17% 9% 16% 6% 24% 28%
Peer Average 11% 5% 5% 13% 16% 16% 31%

1 Government Services includes City Council, City Clerk, City Attorney, Finance Department, the City Manager's Office, Human
Resources, and Information Technology
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Key observations from Table 10 follow.

e As with most of the jurisdictions in this peer comparison, Benicia allocates the largest
share of General Fund expenditures to police (26%) and fire (21%).

¢ Benicia allocates slightly more to fire than the peer average of 16% and slightly less to
police than the peer average of 31%. Benicia’s higher fire expenditures may partially be a
result of providing the service in house instead of contracting with a fire district like
some of the peers.

e The percentage of General Fund expenditures allocated to parks and community
services, 16%, is not far from the peer average of 13%.

¢ Benicia allows allocates less to Community Development, at 2.73% of total General Fund
expenditures than the peer average of 5.28%.

Total full-time equivalent positions by department for all funds are shown in Table 11. The
staffing levels reflect the same departments as in the previous table.

Table 11 shows that Benicia has fewer full-time equivalent employees as a percentage of total
staff in the Police, Parks and Community Services, and Community Development Departments
than the peer averages.

Table 11. Staffing by Department as a Percentage of Total Staff (All Funds)

0 0 . e e ) '. elopme PIra ; e e .. e PO
Benicia 13% 3% 9% 13% 26% 14% 22%
Belmont 12% 5% 16% 20% 16% 32%
Burlingame 11% 5% 11% 14% 30% 28%
Foster City 12% 5% 28% 15% 17% 23%
Martinez 11% 7% 11% 29% 41%
Menlo Park 13% 8% 21% 22% 30%
San Carlos 34% 18% 18% 30%

Peer Average 15% 8% 8% 18% 24% 16% 31%

1 Government Services includes City Council, City Clerk, City Attorney, Finance Department, the City Manager's Office, Human
Resources, Information Technology, and Economic Development
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Attachment D — Critical Unmet Needs

The following is a verbatim list of the critical unmet needs submitted by each department, sorted by type of need. As Table 12 shows,
some of the needs noted by a single department are actually city-wide in nature (e.g., compensation and training) so when these are
reviewed by the executive team, some needs should be expanded to include all departments. Additionally, estimated costs have not
been attached to a number of critical needs and in many cases the costs shown are incomplete. These cost figures were provided by
departments and will need to be reviewed and modified by City staff.

Management Partners

Table 12. Critical Unmet Needs by Category of Need — General Fund

Proposed

Category of Estimated Fiscal Impact Additional  |mplementation

Need Department Critical Unmet Need Ongoing | One-Time FTE Priority

Parks and C it
ar §an ommunity Update Parks Master Plan $100,000 FY 2015-16
Services
Update Zoning Ordinance & Downtown Mixed $150,000 FY 2016-17
Use Master Plan Incorporation
I(;Iomrr.iunity Update Downtown Historic Conservation Plan $40,000 FY 2015-16
anning .
studies Community Development I, 2t 1o General Plan $750,000 FY 2015-16
Create Stormwater Master Plan $500,000 FY 2015-16
Completion of Lower Arsenal Area Plan TBD FY 2015-16
Community Planning Subtotal $1,540,000
Replace Portable Emergency Radios $100,000 FY 2015-16
Purchase Water Rescue Equipment $30,000 FY 2017-18
Fire ; i i
Equipment i;e;;faf:rsateglc Plan for Replacing Fire $50,000 FY 2014-15
Type Il Wildland Fire Engine $300,000 FY 2015-16
Citywide Replace Office Equipment TBD FY 2014-15
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Proposed
Category of Estimated Fiscal Impact Additional |mp|ementati°n
Need Department Critical Unmet Need Ongoing | One-Time FTE Priority
Replace Dispatch Center Workstations $80,000 FY 2017-18
Police
Replace Fleet Equipment TBD FY 2017-18
Public Works Generators $250,000 FY 2014-15
Equipment Subtotal $710,000
Fire Public Safety Training Facility TBD TBD FY 2018-19
Information Technology Rehabilitate Facilities that House IT Servers $100,000 FY 2015-16
Library Facilities Rehabilitation $40,000 FY 2015-16
Library
Replace Library Roof $250,000
Library; P.arks an.d Conduct .FeaS|b|I|ty Study of a Joint Senior TBD FY 2015-16
Community Services Center/Library
Re-plaster James Lemos Swim Center Pool $300,000 FY 2015-16
Upgra(.ie City Gym Restroom to be ADA $250,000 EY 2016-17
Compliant
Facilities - -
Upgrade Community Playground Equipment $200,000 FY 2015-16
Replace Metal Siding on Senior Center $140,000 FY 2016-17
Park.s and Community Upgrades for ADA Compliance $975,000 FY 2016-17
Services
Construct New City Park Gazebo $75,000 FY 2015-16
Upgrade SP Depot for ADA Compliance TBD
Repair Roads at City Cemetery TBD
Install Elevator at Youth Activity Center for TBD
ADA Compliance
Facilities Subtotal $2,330,000
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Proposed
Category of Estimated Fiscal Impact Additional |mp|ementati°n
Need Department Critical Unmet Need Ongoing | One-Time FTE Priority
Upgrade or Replace ACCELA $125,000 FY 2015-16
Community Development
Website management TBD FY 2014-15
Create City-wide Document Scanning and TBD FY 2014-15
Management System
City Attorney Create Project / Case Management Program TBD FY 2014-15
Replace Contract Management System TBD FY 2014-15
Purchase New Financial and HR System $600,000 FY 2015-16
Institute Process Changes to Support New IT. $75 000 FY 2015-16
System
Finance . .
Upgrade or Replace Utility Billing System $100,000 FY 2016-17
Replace Permit and Business License Billing
Information System $150,000 FY 2016-17
Technology
Update Records Management System (RMS) to
_ Interface with ACCELA and Ongoing $3,000 $6,000 FY 2014-15
Fire Maintenance
Various Information Technology Upgrades $2,000 FY 2015-16
Develop City Intranet $50,000 FY 2015-16
Information Technology Develop Project Management System TBD FY 2016-17
Purchase Video Conference Software $20,000 FY 2015-16
Library Part|-<:|pate in Integrated Library Resource $22,000 $100,000 FY 2015-16
Sharing System
Police Replace CAD / RMS $400,000 $94,000 FY 2017-18
Public Works Purchase a Maintenance Management System $50,000 FY 2014-15
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Proposed
Category of Estimated Fiscal Impact Additional |mp|ementati°n
Need Department Critical Unmet Need Ongoing | One-Time FTE Priority
(CMMS)
Create Long Range Capital Improvement Plan TBD FY 2015-16
Information Technology Subtotal $427,000 | $1,276,000
Create Plan for Repair of Grant Street TBD FY 2014-15
treet Light Repair/Replace Traffic Controll
S ret? ig ”epalr/ eplace Traffic Controller $50,000 EY 2014-15
bii . at 7" and Military
Infrastructure | Public Works - .
Maintenance Infrastruc’fure Needs (including $1,400,000 for $5000,000 FY 2015-16
Street Maintenance)
Create Storm Drainage Master Plan TBD FY 2015-16
Infrastructure Maintenance Subtotal $5,000,000 $50,000
City Attorney Policy for Document Storage and Records TBD
Retention
Policy and Human Resources Update Employee Personnel Rules and Policies $25,000 FY 2014-15
Procedures -
Updates Citywide Create New Project and Contract Management $25,000
Procedures
Policies and Procedures Subtotal $50,000
Add Administrative for Document $54,000 1| 18D
. Management
City Attorney
Added Shared Attorney Services $120,000 1| TBD
Staffing
Add Department Director $240,000 1| FY2014-15
Community Development
Add Chief Building Official $140,000 1| FY2015-16
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Proposed
Category of Estimated Fiscal Impact Additional |mp|ementati°n
Need Department Critical Unmet Need Ongoing | One-Time FTE Priority
Sustainability Project Implementation — Senior $150,000 1| ey 2015-16
Planner ’
Add Fire Prevention Position $80,000 1 | FY 2015-16
Fire Add Management Analyst $100,000 1| FY 2015-16
Add EMS/Training Division Chief $180,000 1| FY 2014-15
Add Human Resources Director/Manager $170,000 1| FY2014-15
Human Resources Add Support Position for Reporting $27.000 os | =omnass
Compliance and Employee Recognition ! '
Add position for Process Improvement and
Project Management 260,000 1| FY201>-16
Information Technology Add Help Desk Staff $35,000 0.5 | FY 2015-16
GIS (Geographical Information System) $100,000 TBD 1| FY 2016-17
Library Add Librarian and Library Technician $120,000 2 | FY2015-16
Fill a frozen maintenance worker position in
Parks and Community Building Maintenance >80,000 1| FY2015-16
Services Fill a frozen custodial position in Building
Maintenance $70,000 1| FY 2015-16
Add Police Officers $660,000 $25,000 4 | FY 2015-16
Police Add Dispatcher $110,000 1 | FY 2015-16
Add IT Staff $55,000 $5,000 0.5 | FY 2015-16
Assistant Public Works Director $100,000 1| FY 2015-16
Public Works
Associate Civil Engineer $75,000 1| FY 2015-16
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Proposed
Category of Estimated Fiscal Impact Additional |mp|ementati°n
Need Department Critical Unmet Need Ongoing | One-Time FTE Priority
GIS Analyst $70,000 1 | FY 2015-16
Management Analyst $55,000 1| FY 2015-16
City Manager’s Office Add PIO/Management Analyst $75,000 1
Staffing Subtotal $2,926,000 $30,000 26.50
Community Development Contract for ACCELA Training $15,000 FY 2015-16
Finance Contract for Finance Department Training $10,000 FY 2015-16
Training and Contract for Safety Training $20,000 FY 2014-15
Development | Hyman Resources Contract for HR Training and Other HR Support
TBD FY 2015-16
to Departments
Training and Development Subtotal $45,000
Update EOP to Reflect an Effective Structure TBD TBD 0 | FY 2014-15
Update the Local Hazard Mitigation Plan TBD TBD 0 | FY 2014-15
. I\/Io'dlfy'the EQC is in the Training Room of the TBD TBD o | By 2014-15
Emergency ire Main Fire Station
Operations Participate in WebEOC TBD TBD 0 | FY2014-15
Provide Training for Staff in Emergency TBD TBD o | By 2014-15
Preparedness and Response
Emergency Operations Subtotal TBD TBD 0
Total $8,393,000 | $5,986,000 26.50
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Table 13. Critical Unmet Needs by Category of Need — Enterprise Fund
Proposed
Estimated Fiscal Impact Additional = |mplementation
Category of Need Department | Critical Unmet Need Ongoing | One-Time FTE Priority
Public Works | Purchase New Water Meters / AMI System $3,000,000 FY 2016-17
Equipment
Equipment Subtotal $3,000,000
Public Works | Address Flood Control / Storm Drain $500,000 |  $5,000,000 FY 2018-19
Infrastructure Maintenance Improvement Needs
Infrastructure Maintenance Subtotal $500,000 $5,000,000
Field Utilities & Streets (FUS) Worker $65,000 1 | FY 2015-16
Field Utilities & Streets (FUS) Supervisor $80,000 1 | FY 2015-16
Public Works Waste\{vater Treatment Plant (WWTP) $80,000 1 | ey 2015-16
Staffing Supervisor
WWTP Mechanic $65,000 1 | FY 2015-16
Water Treatment Plant (WTP) Mechanic $65,000 1 | FY 2015-16
Staffing Subtotal $355,000 5
Public Works Contract for Safety Training for Public TBD
Training Works
Training Subtotal TBD
Total $855,000 $8,000,000 5

94



Organization Scan Report
Attachment E — Potential Efficiency Improvements Management Partners

Attachment E — Potential Efficiency Improvements

Funds or Staff
Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available (V)

Establish a calendar of trainings and brown bag lunches to
Support/Helpdesk support FAQ and reduce help desk demand. (All City employees Yes u
must submit a help ticket. No random calls or walk ups.)

IT Infrastructure Maintenance Create IT capital and maintenance plan. (See IT 5 year plan.) Yes u

Backups of major systems Establish policy and schedule to ensure system backups. Yes u

Monitor and train staff regarding the e-mail policy in place as
E-mail system approved by City Attorney and City Manager's office; delete all Yes u
emails older than (decide agreed upon date).

Virus scan and web filters Establish procedure. Yes U

Information Remote access to the city system | Proceed with selection of CITRIX or VDI. Yes u

UBEIE 2L Schedule time weekly to research. Seek opportunities

participate in webinars and training regarding new technology. Yes v

Research new technology

Establish User Group with staff from each department to assess
needs. Develop training schedule and conduct training (i.e.,
Training the users document-email storing policy, how to use email). Also, develop Yes u
list of policies and procedures to support user needs and system
integrity.

Centralize system management. Establish and monitor policies
Websites regarding website. Include on Use Group regular meeting Yes u
agendas.

Purchase new system. Possibly combining this project with MFD

N
(Multi-Function Device) vendor. °

Document Management System
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Management Partners

Funds or Staff
Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available (U)
. Input Requested, Proposed, Adopted, Amended in Bi-Tech or
Budget and Forecasting put Requ P P n =l Yes u
other system
Audit and Reporting Program/build CAFR-compliant financial reports (new ERP) No
ital Project A ing, D . . . . :
Capital Project ccountl.ng Eht Connect Capital Project software with IFAS, move capital projects
LEREEEIETG EAL ] into BiTech system (to be part of ERP) No
Assessment District Tax Liens H >
Payroll Processing and reporting || Online schedule based digital payroll No U
Utility billing, customer service, An improved process with better computer aid in identifying
. No u
Call-out, Reads, Turn-off misreads
Finance on lowing f p
Business License nline system allowing for customer data entry (new system Ves
needed)
Cash Receipts and Cash Payments, Reflections, Homebanking systems replacement (new No
Management system needed)
Policies, Purchasing, | i . e
° |C|es' urchasing, and Invoice Recurring Journal Entry or similar. No u
Processing
Policies, Purchasing, Invoi . q .
0 |C|es. e B Document Imaging for Claim Form History (new system needed) No
Processing
Centralized Mail and Office Departmental mail control; each department would do its own Yes U
Supplies stamping
Recruitment Fully |mplement Nquov and continue to shift to online Yes U
advertising for recruitments.
Human
Resources Hire a consultant to do a full citywide classification and
Classification and Compensation J compensation study on a scheduled basis to maintain relatively No
current data.
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Department

Program

Changes That May Produce Efficiency Improvements

Funds or Staff
Resources are Underway
Currently Available (V)

Workers Compensation
Administration

Create a database accessible to supervisors and HR to share
workers’ compensation information. This would reduce internal
service demands on staff. (requires staff time to do this)

No

Labor and Employee Relations

Implement an enterprise resource planning (ERP) system.

No

Workplace Safety

Maximize BENSAC as a resource and establish a training
calendar. Leverage department trainings by opening to all city
employees based upon required duties. (requires staff time to do
this)

No

Training

Establish training calendar. Spread ownership of trainings across
departments based upon expertise and partner with Solano
County and/or neighboring agencies. Add 0.5 clerk to assist and
track.

No

HR/Payroll Activities

Implement ERP. Revisit business processes for HR and payroll
(i.e., process mapping).

No

Response to Public Records

Yes for minimal; need

Add 0.5 clerk to assist and track PRA requests. more assistance to u
Requests
properly track
Employee Leave Management . . - .
ploy g Conduct training for supervisors outlining employee expectations
(FMLA, RTW - ADA o . . .
. and steps to communication with HR. Add 0.5 clerk to assist with No
accommodation-related efforts -
and track.
non-workers comp)
Benefit administration Implement ERP. No
.. . .. Return to quarterly meeting schedule. Dissolve commission or
Staff to Civil Service Commission ) 9 y & Yes
refine charge.
Misc. employee Form a cross-functional team including each City department. No

support/recognition

Add 0.5 clerk to assist.
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Management Partners

Funds or Staff
Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available (U)
Update policy and procedures to support contract
Contract Approval P .. P . o ¢ PP No
administration.
i .. . Update policy and procedures regarding staff practices (i.e.,
City Attorney | ppinions and requests for service P poficy and p es reg & P ( No
water shut-offs, utility practices, etc.)
Open Government Trainings Update policy and procedures to support records storage. No
Place under supervision of non-sworn Coordinator (would free
BERT e supervision o ( Yes
up capacity of Division Chief)
Return position to Community Development Department to
. . streamline the complaint process and reduce the time spent b
Community Preservation/Code . . .. .p .p . . . : v
Fire Chief and Division Chiefs. Fire prevention functions that are Yes
Enforcement . .
currently conducted by this position would be absorbed by the
new non-sworn fire inspector
Establish non-sworn position of Emergency Coordinator to add
. capacity related to the EOC, insure City staff training that meets
Disaster Preparedness pactty - - i & No
FEMA guidelines, and maintain all records necessary for
reimbursements associated with disaster events
Fire
Plan Review/Associated Incorporate plan review/inspections into non-sworn prevention Ves
Inspections staff duties
Public Education Increase use of social media and other technologies Yes
. g Increased role and capacity for support functions would free
Reserve Firefighters . A A Yes
capacity of management personnel.
. Assign coordination of event review and planning to staff
Special Events '8 inati . V. view P ng Yes
member and centralized it.
. Hire temporary-seasonal staff to conduct annual project
Vegetation Management and . . g
oversight and review and annual open space disking (to restore No
Weed Abatement . . .
capacity of management staff to perform essential functions).
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Department

Program

Changes That May Produce Efficiency Improvements

Funds or Staff
Resources are Underway
Currently Available (V)

Community
Development
- Building

Health and safety Issues-
Implement all CBCs-review, Upgrade to ACCELA for online submission and building permit No
process, and issue building review.
permits
L . Upgrade ACCELA. Train and support interdepartmental staff to
Assist Fire Department with Code . . .
use system effectively. Avoid hand/manual reporting. No
Enforcement . . .
Move Community Preservation Officer to CDD.
Building Code Enforcement Upgrade ACCELA. Train and support all employees to use No
software code enforcement module.
Update to ACCELA. Provide the public to self-schedule
Building permit inspections inspection on-line through ACCELA or automated telephone No
system.
Create one-stop-shop for permits. Move Finance FTE to CDD to
process business licenses to increase the efficiency and
Public counter/public communication during the process and support our ED efforts for Ves
information local businesses. Utilize both CDD and PW clerical staff for
"counter" support as well. Update land use public notices
process.
Inspections/issuance change of Conduct process improvement and review fee accuracy and Yes
use expense recovery.
Update to ACCELA to offer self-scheduling option. Move Finance
. . . . FTE to CDD to process business licenses to increase the efficiency
Business license inspections - . No
and communication during the process and support our ED
efforts for local businesses.
Plan check Conduct process improvement and review fee accuracy and Yes
expense recovery.
- Update to ACCELA with the ability to automatically create a
Issue Certificates of Occupancy Certificate of Occupancy at time of Building Permit Final No
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Funds or Staff

Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available (V)

City-wide centralized web management or a City-wide protocol
Web page maintenance on website formatting and staff training with an established User No
Group meeting quarterly supported by IT

Establish User group meeting quarterly supported by IT to

ACCELA Management . .
maximize system capacity.

Yes

Update to ACCELA to provide self-scheduling customer options.
Create one-stop-shop for permits. Move Finance FTE to CDD to
process business licenses to increase the efficiency and
Administrative Support communication during the process and support our ED efforts for
(customer service, accounting, local businesses. Training and process documentation by the No
general clerical) Finance Department would increase efficiency of accounting by
CDD staff in providing the correct documentation to the Finance
Department Utilize both CDD and PW clerical staff for counter
support.

Modify public hearing notice procedure to require the applicant
to post the public notice and change the mailed notice to a
postcard eliminating the need for folding and stuffing by Admin.

Planning Commission . . - .
& Development Services Technician or Assistant Planner service

Yes

Community front counter staff in lieu of Associate Planner so that position
Development can be fully utilized for higher level planning projects.
- Planning

Modify public hearing notice procedure to require the applicant
to post the public notice and change the mailed notice to a
Historic Review Commission postcard eliminating the need for folding and stuffing by Admin. Yes
Development Services Technician posts public hearing notices
rather than building inspectors.
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Department Program

Changes That May Produce Efficiency Improvements

Funds or Staff

Resources are Underway
Currently Available (V)

Community Sustainability
Commission (including some
support to the Good Neighbor
Steering Committee)

Establish cross-functional team to support and monitor
implementation. Or, shift plan and commission support to
department with highest volume of plan elements.

Yes

Zoning Administrator

Modify public hearing notice procedure to require the applicant
to post the public notice and change the mailed notice to a
postcard eliminating the need for folding and stuffing by Admin.
Development Services Technician posts public hearing notices
rather than building inspectors.

Yes

Process Applications

Conduct process mapping and improvement events for each and
all of the following applications and permits and review of
accuracy of fees and potential new fees for current services.
Cross-train department employees to support customer needs,
such as Development Services Tech trained to process minor
Planning application including sign permits.

No

Assist Fire Department with Code
Enforcement

Move Community Preservation Officer from Fire to CDD to
ensure consistent oversight and delivery and tracking of
planning/building outcomes. Code enforcement is currently
being done by the Fire Dept. and the position also conducts Fire
inspections.

Yes

Web Site Maintenance

City-wide centralized web management or a City-wide protocol
on website formatting and staff training with an established User
Group meeting quarterly supported by IT

No

101



Organization Scan Report
Attachment E — Potential Efficiency Improvements Management Partners

Funds or Staff

Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available (V)

The newly issued NPDES permit has relaxed some pretreatment
testing frequencies and this, along with potential Regional Board
changes, may allow the City to eliminate some of the program
elements (monitoring, reporting, inspection, etc.). This should
save staff time and money in industrial monitoring costs. We
would still need to intermittently sample and inspect the
businesses within the industrial park to protect the WWTP from Yes
illicit discharges.

Pretreatment/Pollution
Prevention Program

Savings could potentially be realized from staff reductions
through job sharing and reductions to other components of
these programs. The City presently contracts out elementary
school water/wastewater education and Earth Day cleanup

Public Works efforts.

Hire staff (reallocate an existing position) to bring this function

in-house. The City has recently used a contract entity (Duall) to

attack some of these issues. This has limited success within the
Utilities because of the uniqueness of our business.

Safety Programs No

Fund a mid-manager position from existing lower level staff
positions that are presently not filled. Even though we would
lose a lower level employee, we feel this would increase the
overall efficiencies of the department.

Strategic Planning No

Staffed with a PW Director, Water Quality Supervisor, and
Superintendent, and with the assistance of the Bay Are Clean
Water Agencies group there is a possibility the cost for EOA may
be able to be reduced.

Regional Board Compliance Yes
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Funds or Staff

Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available (V)

Modify operator and maintenance mechanic job descriptions to
clarify roles. The plant presently has 1 operator and 2
maintenance mechanic vacancies. There is a potential that we
could continue to not fill at least 1 of the maintenance positions
and perhaps one of the other positions. Changing the staffing to
5 operators and 2 or 3 maintenance workers is being evaluated.

Plant Maintenance Yes

Reduce number of programs during the school year. Reduce
number of teen volunteers working at the library. Reduce or
eliminate adult programs. Eliminate special services like
proctoring.

Programs Yes

The State budget supports connection of local libraries to the
Corporation for Education Network Initiatives in California
Public computer workstations (CENIC) network although exact date of implementation is
and wireless access uncertain. Under CENIC, libraries obtain cost-effective, high-
bandwidth networking. Faster speeds will reduce wait for
patrons.

Yes U

Library Staff available on demand only -- not regularly staffing the
Reference questions answered customer service desk. Staff answer incoming calls and Yes u
reference questions from their desk.

Link plus resource sharing subscription allow patrons to facilitate
Library use their needs like self-initiate and place holds reducing staff No
required to process ILL materials.

Eliminate grant funding through the city or give as one lump sum

Administration . No
payment to Arts and Culture non-profit.
Purchase and install a fourth self-check machine.
Circulation of materials Perform a workflow study to eliminate any duplication of No U

effort/work.
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Funds or Staff

Resources are Underway
Department Program Changes That May Produce Efficiency Improvements Currently Available ()

Collection development

(selecting materials and providing § Purchase only pre-processed materials. Purchase more e-books
information in a variety of and e-audio books.

materials and formats)

No
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Attachment F — Peer Comparisons of Contracting Out

Management Partners conducted benchmarking with the six peer jurisdictions to learn about
the services or tasks they contract out in their Community Development, Parks and Community
Services, and Public Works Departments. The purpose of this survey was to determine whether
Benicia is consistent with or different from the other cities in the peer group regarding
contracting for services.

Contracting can take the form of using firms to do some of the work on a limited basis, or all of
a particular function. The tables below compare the level of contracting out various municipal
functions among the peer agencies.

Community Development

Table 14 shows the functions in the Community Development Department that are either fully
or partially contracted out.

Table 14. Community Development Contracted Services
Building Building Building Business

Advance Code Permit Plans License Current Zoning Code
Jurisdiction Planning Enforcement |Inspections Review Inspections Planning Enforcement
City of Benicia Partial No Partial Yes Partial Partial No
City of Belmont Partial No Partial Partial No Partial No
City of Foster City Partial No No Partial No Partial No
City of Burlingame Partial No No Partial No Partial No
City of Martinez Partial No Partial Yes No No No
City of Menlo Park Partial No No Partial No Partial No
City of San Carlos No Partial No Partial No Partial Partial

Key observations are:

e Benicia is the only jurisdiction that contracts some of its business license inspection

work.

e Several cities like Benicia partially contract planning and building permit inspections.

e Zoning code violation enforcement is not contracted by the other cities, except on a

partial basis by San Carlos.
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Parks and Community Services

Table 15 shows the functions in the Parks and Community Services arena that are contracted

out.
Table 15. Parks and Community Services Contracted Services
Banner Landscape Open Space Park Special
Installation Graffiti Right-of-Way  Access and Trail Landscape Events Weed
Jurisdiction and Removal Removal = Maintenance Maintenance Maintenance | Maintenance Abatement
City of Benicia No No No Partial Partial No Partial
N
City of Belmont No No No response No response No response No response °
response

City of Burlingame No No No No No No No
City of Foster City No No No Partial No No Partial
City of Martinez No No No Partial No No No
City of Menlo Park No No Partial Partial No No No
City of San Carlos No No Yes Partial Yes No Partial

Key observations are:

¢ Benicia is one of three cities to partially contract weed abatement services and tree
removal services (park landscape maintenance).

e No jurisdictions contract for banner installation and removal, graffiti removal or special
event maintenance.

e San Carlos contracts for right-of-way maintenance landscaping and Menlo Park partially
contracts for it, but Benicia does not contract. This may be a function to consider for
contracting.
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Street Repair and Maintenance Services

Table 16 shows street repair and maintenance services that are contracted out.

Table 16. Street Repair and Maintenance Contracted Services
Concrete Concrete
Pothole Slurry Trench Removal and Temporary Trip
Jurisdiction Repair Seal Repair Overlays Replacement and Fall Repairs
City of Benicia No Yes No Yes Partial Partial
City of Belmont No Yes No Yes No No
City of Burlingame No Yes Partial Yes Yes No
City of Foster City No Yes Partial Yes Partial Partial
City of Martinez No Yes No Partial No No
City of Menlo Park Yes Yes Yes Yes Yes Yes
City of San Carlos No Yes Yes Yes Yes Yes

Key observations are:

e Benicia is one of four jurisdictions that contracts for concrete temporary trip and fall
repairs.

¢ Only Menlo Park contracts any pothole repair.

e All of the cities outsource slurry seal and overlays.

¢ Benicia is one of three jurisdictions that does not outsource trench repair. This may be a
function to consider contracting.

Building Maintenance Functions
Table 17 shows building maintenance functions that are contracted out.

Table 17. Building Maintenance Contracted Services

Misc. Service

Jurisdiction Custodial Electrical Plumbing Painting Requests

City of Benicia Yes Partial Partial Yes Partial Partial
City of Belmont No No No No No No response
response response response response response

City of Burlingame Yes Partial Partial Partial Partial Partial
City of Foster City No No No No Partial No

City of Martinez No Partial No Yes No No

City of Menlo Park Yes Yes Yes Yes Yes Partial
City of San Carlos Yes Partial Partial Yes Partial No
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Key observations are:

¢ Benicia partially contracts for all building maintenance services. For those functions that
Benicia partially contracts, City staff members performs maintenance on smaller projects
while larger work is outsourced to a private company.

e The cities that partially contract any building maintenance functions do so similarly to
Benicia in that they only contract large projects.

® The City of Martinez and the City of Foster City are the only peer jurisdictions that do
not either fully or partially contract all building maintenance functions.

Capital Improvement Plan Management and Engineering

Table 18 shows capital improvement plan management and engineering services that are
contracted out.

Table 18. CIP and Engineering Contracted Services
City Traffic Design (ol] 4
Jurisdiction Engineer Engineer Engineering | Management
City of Benicia No No Partial Partial
City of Belmont No No Partial No
City of Burlingame No No Partial No
City of Foster City No No Partial No
City of Martinez No No Partial Partial
City of Menlo Park No No Partial Partial
City of San Carlos No No Partial No

Key observations are:

e No peer jurisdictions contract the city engineer or traffic engineer positions.

e Eachjurisdiction partially contracts design engineering, preferring to conduct smaller
work in-house and contract larger projects.

e Benicia is one of three jurisdictions to partially contract for CIP management, also
contracting for larger projects and managing smaller projects in-house.
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Fleet Maintenance, Street Lighting Maintenance, Solid Waste Disposal

Table 19 shows fleet maintenance, street lighting maintenance, and solid waste disposal services
that are contracted out.

Table 19. Public Works Miscellaneous Contracted Services
Fleet Street Lighting  Solid Waste
Jurisdiction Maintenance = Maintenance Disposal
City of Benicia Partial Yes Yes
City of Belmont No Partial Yes
City of Burlingame No No Yes
City of Foster City No Yes Yes
City of Martinez No No Yes
City of Menlo Park No Yes Yes
City of San Carlos No Yes Yes

Key observations are:
¢ Benicia is the only jurisdiction that contracts fleet maintenance, even if only a partial
basis. Benicia contracts fleet maintenance for fire apparatus, diesel filter preventative
maintenance, collision work, and warrantee items.
e All of the peer cities contract for service solid waste disposal.
¢ Benicia fully contracts street lighting maintenance while only two peer jurisdictions do
not contract that function at all.
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Utilities

Some functions within utilities may also be contracted. Table 20 shows wastewater and
stormwater functions that are fully, partially or not at all contracted out.

Table 20. Wastewater and Stormwater Utility Contracted Services
Sewer Line Wastewater
Lift Station Sewer Main Repair and Storm Drain = Treatment Plant
Jurisdiction Maintenance Cleaning Replacement Maintenance Maintenance
City of Benicia No No Partial No Partial
City of Belmont No No Partial No Partial
City of Burlingame No No No No Yes

City of Foster City No response | No response [ No response No response No response
Citv of Martinez Sanitation Sanitation Sanitation Sanitation
y District District District District No
Sanitation Sanitation Sanitation
i f Menlo Park
City of Menlo Pa District District District Yes
City of San Carlos No No Yes Yes

Key observations are:

¢ Benicia does not fully contract for the wastewater or stormwater functions shown in the
table above. Only general preventative and corrective maintenance are performed by
Benicia staff for the sewer line repair and replacement and wastewater treatment plant
maintenance.

¢ Among those jurisdictions that are not part of a sanitation district, no peers contract for
lift station maintenance or sewer main cleaning.

e Storm drain maintenance is not contracted by Benicia, Belmont or Burlingame but is by
Menlo Park and San Carlos.
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Table 21 shows water utility functions that are contracted out.

Table 21.

Water Utility Contracted Services

Jurisdiction

Water Billing

Water Line
Maintenance

Water Meter
Replacements

Water Treatment

IET
Maintenance

City of Benicia

No

Partial

No

Partial

City of Belmont

Water District

Water District

Water District

Water District

City of Burlingame

No

No

Partial

No

City of Foster City No response No response No response No response
City of Martinez No No No Partial
City of Menlo Park Yes No No No response

City of San Carlos

Water District

Water District

Water District

Water District

Key observations are:

e Two of the cities are served by a water district.

e Benicia is the only jurisdiction to contract any water line maintenance work, though this
is only for larger projects.

e Among those jurisdictions providing water, only Menlo Park contracts for water billing
services.

e Burlingame is the only jurisdiction that contracts for any water meter replacements.
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Appendix 1 — Employee Engagement Results

Prepared by the Municipal Resource Group for the City of Benicia

The City of Benicia initiated a confidential employee survey to seek input about:
e Unmet operational needs, on both a department-specific and city-wide basis; and
e Ideas and suggestions about ways the organization could make changes or
improvements that would save money, on both a department-specific and city-wide
basis.

The electronic survey was sent to full-time City employees in early June, with a response
timeline of 10 days.® Confidential responses were collected and summarized by Municipal
Resource Group (MRG). At the close of the survey period, 104 employees had submitted
responses to the survey; this reflected a response rate of 52%. 49% of the survey respondents
were from Public Works/Community Development/Parks and Recreation, 27% were from
General Administration/Library, and 24% were from Police/Fire. 17% of respondents have been
with the City for 3 years or less; 30% have been with the City for 4-11 years; and 53% have been
with the City for 12+ years.

Survey Summary:

The unmet organizational need ranked highest by employees on both a department-specific and
city-wide basis was Staffing. Long-Range Planning, Training and Development and
Information Technology also ranked highly as unmet organizational needs in the employee
survey. Areas in which changes or improvements were ranked as having the most potential
impact in the employee survey were: Enhancing Information Technology, Evaluating Current
Procedures; Developing New Policies Practices, and Changing Staffing Levels/Positions. In
addition to providing responses to questions in the forced-ranking structure of the survey,
employees were provided the opportunity to provide narrative responses to the survey
questions. A summary of those narrative responses follows.

8 Employees who did not have access to a computer at their worksite were advised they could complete the electronic
survey using a computer in either the Human Resources Department or the Library.
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Unmet Needs/Issues

Cost Saving Ideas/Suggestions

Staffing:

Short-staffing is having significant impact in the
organization, including reduction in service levels
and efficiency, deferred maintenance, delay of
capital purchases, and employee burn-out

Staffing:

Add more staff; analyze whether there are sufficient
staffing resources to maintain projects as a part of
the review and approval process; reduce redundancy
in some staff positions; “right-size” rather than
freeze positions based attrition; communicate with
citizens & Council about the impacts of short-
staffing; provide training to managers and
supervisors; need improved performance evaluation
processes; focus on hiring “most qualified”
employees; look at utilizing trained City staff to
perform work currently assigned to consultants;
consider alternate work schedules to improve
efficiency.

Compensation/Morale:

Lack of competitive salary & benefits leading to
staff retention issues; lack of advancement
opportunity; unrealistic expectations on the part of
citizens/Council, based on available resources

Compensation/Morale:

Improve compensation; communicate with the
employees; trust employees to make day-to-day
decisions

IT/Internal Infrastructure:

Paper processes are inefficient; need proper tools
and equipment to do the job; old water meters are
inefficient — the City is losing money; need better
vehicle replacement program

IT/Internal Infrastructure:

Use centralized time tracking system to reduce paper
and manual processes; increase use of electronic
files; work can be streamlined and service improved
by IT investment (permit tracking, digital
recordkeeping, permit tracking, etc.); need new City
website, and shift to on-line delivery of some
services; invest in smart technology (i.e., smart
thermostats and water meters); replace old vehicles

Revenue/Budget:

Need new revenue sources

Revenue/Budget:

Allow big-box stores and keep sales tax dollars in the
community; consider charging citizens for some
services (i.e., vacation watches); implement permit
system for alarms; focus attention on tourism and
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economic development — maximize draw of water-
front location; consider service reductions to match
resources; review fee structures

Process/Policy/Practices:

Need to have departments with similar functions
work together (i.e., Public Works and Parks);
redundancy of some functions across departments
(i.e., purchasing); gap in evaluation of on-going
costs of projects during initial review process

Process/Policy/Practices:

Improve performance management processes and
systems; provide training to supervisors and
managers; provide training that will improve
efficiency; centralize purchasing function; improve
project management methodology and practices;
need better system for prioritization of
work/projects; watch for “mission creep” when
evaluating projects; factor-in on-going costs and
resources when evaluating projects; close pool from
October — March; evaluate BUSD contract, consider
whether that contract is consistent with
organizational resources & priorities; review end-of-
year spending to evaluate purchases; need better
controls on departmental spending

Consolidation/Contracting Out:

Some redundancies and/or inefficiencies under
current structure

Consolidation/Contracting Out:

Consider consolidation of Fire Department with
neighboring cities; consolidate some functions of
Parks & Public Works; consolidate all initial “front
counter” work into a single desk; consider
contracting out Animal Control; consider contracting
out City Attorney function; contract out EMS to
Medic Ambulance; evaluate savings related to
contracting landscape services — retain minimum
level of street and parks functions for signs, special
events, emergency issues

Employee Focus Groups

In an effort to gather more detailed and specific information from employees about information
gathered through the employee survey process, MRG facilitated two, one and one-half hour
employee focus group sessions. Employees were selected randomly from throughout the City
to participate in each of these sessions; a total of twenty employees participated in the focus

group element of Employee Engagement process.
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Focus group participants further expanded on the unmet organizational needs identified
through the Employee Survey. The groups undertook candid discussion about current issues
and challenges, with specific focus on staffing, long-range planning, information technology
and infrastructure, training, and process/policy/practices. Additionally, a number of creative,
thoughtful and insightful suggestions and ideas for change and improvements came out of the
focus group process.

Observations and Recommendations

The City’s efforts to engage employees as a part of the organizational scan component of the
Sustainable Community Services Strategy (SCSS) resulted in honest employee input about
unmet needs, and identification of creative ideas for improvements and change. The employees
of the City of Benicia are clearly committed to providing high-quality and consistent service to
the community. Responses through the survey and focus group process reflect concerns about
the impediments and challenges to providing that service. Employees have also identified a
variety of process improvements and changes that could serve to enhance efficiency and which
have the potential to save money. These recommendations will need to be evaluated in the
larger context of organizational priority and the feasibility of actually achieving savings, but
employees are to be commended for providing a thoughtful and solution-oriented approach to
addressing identified issues.

Employee responses through the survey and the focus group sessions indicate that there is a
shared frustration about the conflict between service expectations and the lack of resources
necessary to deliver those services. This conflict is a key element to be addressed through the
development of a Sustainable Community Services Strategy (SCSS) for the City of Benicia.
Once developed, the SCSS should serve as an effective framework for organizational policy,
funding and operational decisions going forward, and should serve both the organization and
community well.

The City is encouraged to continue with employee engagement efforts as it proceeds with the
implementation of the Sustainable Community Services Strategy, as well as resolution of related
organizational problems and challenges. Regular and effective communication, solicitation of
input and feedback, and a participatory approach to problem solving will serve to engage
employees, and will further strengthen the organization.
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EMPLOYEE SURVEY RESULTS (RANKED)

UNMET ORGANIZATIONAL NEEDS

Meeting Regulations
Consistent Policies
Training/Development
Capital Improvements
Facilities

Information Technology
Long-Range Planning

Staffing

o

2 4 6 8 10

m City

m Department

CHANGES/IMPROVEMENTS WITH THE GREATEST POTENTIAL IMPACT

Evaluate hours of operation
Contract out some functions
Share resources/staffing
Evaluatate current procedures
Develop new policies/practices
Change staffing levels/positions
Enhance IT

Consolidate Operations

m City

B Department
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