{ CITY 2F

-

o
m
5
m
—

m

Office of the Mayor
September 26, 2023

To: Agenda and Rules Committee
From: Mayor Jesse Arreguin

Subject: Systems Redesign Matrix

BACKGROUND

On February 8, 2021, at the direction of City Council during retreat, the City Manager
presented a Systems Alignment Proposal to the Agenda and Rules Committee.
Following discussion, the Systems Alignment proposal was calendared for a future
Council meeting.

On April 26, 2021 the Systems Alignment proposal was presented to All Council.

Councilmember Droste submitted a response to the Systems Alignment proposal at the
May 18, 2021 meeting followed by Councilmembers Hahn and Harrison at the June 15
2021 meeting. During the June 15, 2023 Council engaged in discussion and referred
the Systems Alignment proposal to the Agenda and Rules Committee for further
consideration.

On March 14, 2023, Councilmembers Robinson and Wengraf presented Reforms to
Public Comment Procedures at meetings of the City Council for discussion and action.

At the Agenda & Rules Committee Councilmember Hahn, in collaboration with the City
Clerk and other staff, presented “Major Item Legislative, Budgeting & Implementation
Systems Redesign”. Upon deliberation, the Agenda & Rules Committee set a
worksession for full council discussion on October 10, 2023.

In order to assist Council in understanding the various recommendations from previous
meetings, Mayor Arreguin directed his staff, with assistance from Councilmember
Wengraf’s staff, to create a matrix of all the proposals and responses from City
Councilmembers at the relevant meetings to be reviewed at the September 26, 2023
Agenda and Rules Committee meeting.

CONTACT PERSON
Mayor Jesse Arreguin 510-981-7100

Attachments:
1: Matrix
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Item
Date

JM
City Manager's System's
Realignment Proposal

LM

Droste Response

LM
Council Feedback from
Work Session

JM

Hahn Proposal

LM

Harrison Proposal

LM

2021 Council Feedback

JM

Hahn/City Clerk Proposalto A& R

4/26/2021

5/18/2021

5/18/2021

6/15/2021

6/15/2021

6/15/2021

10/10/2023

Item Summary

Thesis: Councilmembers to

Decisions/ Actions Taken return with thoughts/proposals

Process for Council
Items

Major Item Definition

Thesis: Supports CM Proposal.
Recommends template
adjustments to increase
effectiveness and clarify reason
for proposal and its
recomendations and increase
effectiveness.

A & R determines if Major
Item

If not major, agendized for
Council meeting

- Cannot be operationalized
over time with existing
resources

- Displaces an existing
prioritzed item

- Not implementable with
existing resources

- Unable to sustain
enforcement activities

- Subject to legal challenge
and/or pre-emption

- Additional/new FTE on a
temporary or permanent basis
- Additional or new
infrastructure or technology
costs

Council Agenda Item Template
recommended adjustments:

- add: Define the Problem
-Include Criteria Considered &
-Rationale for Recommendatio
-Make Equity its own category
Sample red-lined template in
item

Thesis: Mayor proposed and
Council approved continuing
the item to the June 15, 2021
regular meeting to allow
Councilmembers to submit
written comments for the
public record.

Some Councilmembers
expressed concern about the
yearly April deadline for Major
items because it would create
stale items and/or limit ability
to respond to the concerns of
the moment. CM reminded
public and Council that this
process is just for the 15 -20
Major items drafted each
year.

Thesis: Legislative process
should support Council in
passing legislation of
important local concerns and
value-based issues with
impact locally and more
broadly.

New legislation should be
thoroughly reseached, revised
and vetted with input from
stakeholders, the public, City
Staff and Council collegues.
City staff contribute with
increased levels of input and
participation as the legislation
moves forward.

Thesis: Does not support CM
Proposal.

Major items only put forward
Jan - April to conincide with
budget process limits public
and Council voices.
Harrison's proposal operates
continuously with deadlines
for each step of review.

Guideline Format drives
development of Council, City
Manager or Commission
proposals

All Major Items, regardless of
where originated follow the
prescribed process

Council is encouraged to
consult with staff during
proposal development but
may wait until during the
Committee process

CAO must provide preliminary
review prior to initial submittal

Council Streamlines Existing
Backlog of staff involved
items through Policy
Committees' review and
recommendations to Council.

Thesis: Council
recommendation was to
review the proposal for
systems alignment and

provide edits and suggestions

in order to compile Council
feedback for the purpose of

Thesis: Align with budget process,

drafting a revised proposal for create consistency in process and
adoption. Sent back to A&R  proposal writing; ramp-up staff

to prepare a new proposal

No Councilmembers

commented on the Consent

Item during the meeting.

N/A

engagement as proposal moves through
process. Create "seasons" (specific
annual timeframes for development,
policy committee, council and budget
approval)

Built around June Budget Adoption
Divided into Seasons with deadlines for
each phase

Any law, program, or policy
that represents a significant
change or addition to existing
law, program, or policy and/or
is likely to call for or elicit
significant study, analysis, or
input from the community,
staff or Council colleagues,
and/or is likely to require
significant new resources or
staffing to implement.

N/A

Definition required
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JM
City Manager's System's

LM

LM
Council Feedback from

JM

LM

LM

JM

Item Realignment Proposal Droste Response Work Session Hahn Proposal Harrison Proposal 2021 Council Feedback Hahn/City Clerk Proposalto A& R
Date 4/26/2021 5/18/2021 5/18/2021 6/15/2021 6/15/2021 6/15/2021 10/10/2023
(see definition above)
Can originate from
A & R in consultation with CM Coucilmembers, City Manager
. EXCEPTIONS: Major Item Determination (often as lreferral responses) or
Major ltem : . Commissions . . ) .
Determination - Gran_t deadlines Checklist _ A & R makes determination if a Shquld be deFermlned by Submittal Season: Year round_ subn_nttal
- Public Safety Issues _ rect_)mmended adjustments: submittal is a Major Item - can be Policy Commltt_ees, nc_)t September 30 cut off for consideration
- Declared local emergencies |Define "smaller" and "less sent back to originator for more Agenda Committee, via through process
If exceptions granted, projects |impactful" and state how that is information and compliance with ~ objective determination. Submittals reviewed by A & R for Major
"in process" must be identified |determined. Guildelines No determination criteria Item Determination and compliance with
and delayed given. N/A Guidelines
A & R agenda prior to April 30
to be considered in legislative
Major Item Deadline  year none provided none provided 120 days maximum, which September 30 for next fiscal year
Agendized at A & R on rolling includes the Implementation consideration
basis Conference. N/A
A & R makes determination if
a proposal meets information
in Guidelines prior to sending
on to Committees - Author
has right to appeal
Committees plan a timeline
for hearing over multiple
Policy Committee meetings and identify Committee Season: October 1 - March 1
Review stakeholders and experts to A & R - October: will require special
Policy Committee Ranking provide input. Committee meetings. determines completeness
Referred by A & R Form meetings to discuss proposal based on Major Items Guildelines
Reviewed for completeness  [recommended adjustments: should be taken in order of edits must be completed by 3rd Friday in
and alignment with Strategic |-Use score rather than rank the required components of October in order to move to Committees
Plan goals. NOTE: the Guidelines Policy Committees send their Committees determine order of
Commission review. CM presentation no longer Staff agendized to engage in |[recommendation and hearings, create calendar, group like
Once approved for recommends using the Ranking every discussion and provides [finalized Implementation items together, understand staffing
consideration moves to Form See Implementation budget resources needs for  |reportto A & R for impacts, follow Enhanced Review
Implementation Conference Conference Launch and Implementation |scheduling at Council. N/A Process
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JM
City Manager's System's

LM

LM
Council Feedback from

JM

LM

LM

JM

Item Realignment Proposal Droste Response Work Session Hahn Proposal Harrison Proposal 2021 Council Feedback Hahn/City Clerk Proposalto A& R
Date 4/26/2021 5/18/2021 5/18/2021 6/15/2021 6/15/2021 6/15/2021 10/10/2023
(9]
3 Timing for conference: Earlier
g timing, perhaps just after
a referred to policy committee,
E before the Committee takes it
= up.
=
}7] Staff analysis: Former Auditor
e in her 2018 presentation
% talked about importance of
= Council needing a staff
Implementation analysis, resource analysis
Conference and opportunity costs in their
items. Councilmember noted
CM or designee, CAO, Implementation Conference incredible importance for
Department Head or designee |Worksheet Council to have this info The Policy Committee would
Collaborate with author to recommended adjustments: before passing items. At the facilitate an Implementation
detail fiscal and operational  |-Reduce amount of redundant |same time, don't want staff to Conference hearing(s) with
impacts. Implementation components and specify what |spend too much time on an City staff, the author, and
Conference outcomes to be |impact means. item that doesn't pass. Committee members in order
incorporated into Concil -Include similar additions as Tension here. to prepare an Implementation
Report Council Item Template. Report. This happens during
(see detail in 4.26.21 -See sample redlined template |Definitions: Council needs to the Policy Committee
proposal, p3) in the item be comfortable with them. Review. N/A N/A
Implementation August 31 No calendar deadline. Rolling
Conference Deadline No calendar deadline No calendar deadline basis. N/A N/A
Prioritized on rolling basis.
July 31. Upon Council adoptio_n, the
. S 4 . budget aspect of the item
Initial Prioritization Policy Committees make recs .
Submitted to City Council Sunset _current RRV process would proceed to either the _
Committee to "score" each June or November budget ONE TIME clearing of backlog on
proposal process. N/A current list of projects
October Council Calendar
Council approval,
prioritization, assign fiscal
year for implementation,
Council Approval and ident_if)_/ _rer_noval .Of ftems that . .
Final Prioritization new |n|t|§t|ves will replace _ Council Season_: Feb1- _Aprll 30_
If Council does not approve, Author revises proposal to CAO must confirm compliance with
item can be reintroduced the include required Ordinances
following year Sunset current RRV process changes/clarifications and Council approves before item
November 30 deadline for all Committee to "score" each resources required for Launch |goes through budget Prioritization: Council and Committee
major item actions proposal and Implemention process. N/A prioritize and send to Budget Commitee
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JM
City Manager's System's

LM

LM

Council Feedback from

JM

LM

LM

JM

Recommendations

Item Realignment Proposal Droste Response Work Session Hahn Proposal Harrison Proposal 2021 Council Feedback Hahn/City Clerk Proposalto A& R
Date 4/26/2021 5/18/2021 5/18/2021 6/15/2021 6/15/2021 6/15/2021 10/10/2023
December/January
Staff to incorporate approved Budget Season: May 1 - June 30
items into Budget/workplan Council prioritization to Budget
ranked by priority committee not binding. Budget
Budget & Strategic Janua_ry - March . ) Committet_e makes recommendations to
Planning Council and Staff revise the Budget Implementation full Council _ ‘
budget based on department Conference: Funded Council approved items move to
presentations to BC approves moving toward Implementation
May/June implementation or Council approved items go Unfunded Council approved items
Budget hearings, adjustments implementation is declined to |through the next budget rollover to future funding opportunities
and adoption proceed process. N/A
July (Month 1 of new fiscal year)
Implementation Lead and Team
assigned
Implementation Meeting with Authors for clarity,
timelines, challenges
Implementation Team prepared Launch
N/A and Operational Plans
Council Item template
outlining required information
Tools Major Item checklist Alternateive Systems
Implementation Conference Guildelines for Alignment Proposal Major Items Guidelines Format
Worksheet Major Item Determination ChecklistPolicy Committee Ranking Formimpl| Proposals/Council Items flowchart. N/A Enhanced Review Process
Major Item Deadline: April
30
Implementation Conference
Consolidated Yearly Deadline: August 31 Submittal Season: Year round with
Cycle Council Prioritization August 1 deadline for next fiscal year
Deadline: July 31 consideration
Council Approval Deadline: Committee Season: Sept 1 - January
November 30 30 A & R and council committee review
Budget Cycle: January - Rolling basis rather than Coucil Season: Feb 1 - April 30
June none addressed N/A none addressed yearly cycle. N/A Budget Season: May 1 - June 30
1 - Staff input in legislative drafting is important
2 - Need to distinguish and prioritize proposals (what is time sensitive, what is "important” or "sensitive"
3 - Need to streamline process to help move on prioritized/de-prioritized items
4 - Rationale and effectiveness needs to be demonstrated
Consensus 5 - Staff should provide feedback on this systems redesign process (will help determine how to operationalize, scope of revisions, capacity to execute, responsible parties)

Variable Differences

Qutstanding Questions

3 - Different processes (A&R first, then to different policy committees or straight to council)

1 - Different timelines (some staggered, some ongoing)
2 - Different definitions (what is major, what process an item takes through what committees)

4 - Creates a variable amount of risk to litigation depending on process taken
5 - Rationale and impact on efficiency + effectiveness

1 - What impact does this have on the RPP process? What needs to change? What limits revisions to a systems redesign process?
2 - What risks does the city take on for transforming the existing legislative process? What is the city's risk tolerance to this change?




