Agenda

I== " City Council Committee of the Whole
Monday, March 10, 2025 at 5:00 PM
City Hall Cowles Council Chambers In-Person & Via Zoom Webinar

Homer City Hall Zoom Webinar ID: 953 097 829 Password: 234969
491 E. Pioneer Avenue https://cityofhomer.zoom.us
Homer, Alaska 99603 Dial: 346-248-7799 or 669-900-6833;
www.cityofhomer-ak.gov (Toll Free) 888-788-0099 or 877-853-5247

CALL TO ORDER, 5:00 P.M.

AGENDA APPROVAL (Only those matters on the noticed agenda may be considered, pursuant to City
Council’s Operating Manual, pg. 6)

CONSENT AGENDA
REGULAR MEETING AGENDA
DISCUSSION TOPIC(S)

a. Strategic Planning Follow-up
City Council 2025 Priorities & Prioritization
COMMENTS OF THE AUDIENCE
ADJOURNMENT NO LATER THAN 5:50 P.M.

The next Regular Meeting is Monday, March 24, 2025 at 6:00 p.m., Committee of the Whole at 5:00 p.m.
A worksession is scheduled for 4:00 p.m. All meetings scheduled to be held in the City Hall Cowles
Council Chambers located at 491 E. Pioneer Avenue, Homer, Alaska.




City Council 2025 Priorities & Prioritization

The following priorities were identified by the Council during our January strategic planning
session. The language under each is a summary of the notes provided by Council members.
I've included photos of all our sticky notes - we will update anything that you see possibly
missing or misrepresented here before moving forward!

Once this list is reviewed by Council and discussed at the March 10 Committee of the Whole
meeting, | would like to ask members to go through a prioritization exercise, using the
framework provided at the bottom and using a form that we’ll have for the meeting, using that
same framework. After we've received everyone's prioritization scores, we will have a
worksession to ensure that all priorities have reasonable timelines and accountability measures
for assessing progress and Council/community engagement.

Notes from our conversation on overall communication

e Maximizing finite brainspace with tasking = progress
o Make sure priorities are moved forward
Process and communication matters. This includes expectations & timelines
Sponsors of legislation will be the ones working directly with staff on those specific topics
For larger issues, Champions are important (i.e. “recreation”)
Issues that crop up (i.e. HART) will have “champions” to work on them
All of the above note that the Council expects to have involvement, keeping in mind the
Open Meetings Act, on the development of policies that will come before them as a body
to consider
e There needs to be a reasonable expectation of Council support for investment of staff
time on a topic. Substantive investment of staff time should only happen with Council
support for an idea.
e Council Reports and Updates
o Topics need to be put on the agenda
o Verbal or written - either are okay
o Consider time sensitive

Council Priorities for 2025

Notes underneath each of these priorities are simply captured from the sticky notes from
Council - they do NOT represent a full overview of the priorities! Photos of all of those

sticky notes are at the end of this document.

FY26/27 Budget

e We are in the middle of that process, and it will be ramping up for the Council soon.




Comprehensive Plan Update

The public review draft is out for public comment until March 14.

e Engage all commissions and Council in a thorough review.
e Ensure alignment with long-term growth, infrastructure, and zoning needs.

Traffic Calming & Street Design

Review and clarify street design guidelines.

Assess progress on the road design update.

Identify grant opportunities for infrastructure improvements.
Brad & Shelly interested working further on this

Election Code Updates
e Conduct stakeholder engagement to ensure transparency and legal compliance.

e Responsive to Kenai Peninsula Borough (KPB) partnership.
e Donna is interested in working further on this

Procurement Policy Review

e Address policy-level questions regarding contract language.
e FEvaluate strategies to prevent scope creep in contracts.

Lease Policies & Procedures

e Collaborate with the Port & Harbor Advisory Commission and staff.

Public Private Partnerships (PPP)

e Understand the history of PPPs in Homer, what are best practices, and are there policies
that are needed to support them

Expanding Transportation Options

e Define the City’s role in expanding transit services like CARTS.
e Engage with KPB to explore regional transportation solutions.
e Brad & Storm are interested in working further on this

Financial Policy Development

e Establish written financial policies for the General Fund and Enterprise Fund.
e Align with goals for the next two-year budget cycle.
e Donna & Rachel are interested in working further on this




Title 21 Rewrite

e Ensure a process for capturing other necessary code changes along the way.

HART Policy Manual Update

e Establish fund management strategies.
e Develop a long-term project growth plan.
e Donna and Brad are continuing to work on this

Cemetery Management

e Clarify policies and historical decisions.
e Evaluate columbarium options and landscape maintenance strategies.
e Caroline and Brad are interested in working on this.

Council & Commission Support

e Review commission structures and enhance training for new members.
e Hold an annual meeting with all commissioners and Council members.
e Rachel is interested in continuing to work on this.

Volunteerism at the City

e Ensure volunteer manuals are up to date.
e |dentify funding sources for volunteer support programs.
e Shelly and Storm are interested in working on this.

Asset & Reserve Management

e Integrate Capital Improvement Planning (CIP) into City operations.
e Establish a comprehensive asset management system.

Strengthening City Functioning

e Improve civic engagement strategies.
e Conduct a staff morale survey and review department needs.
e Rachel is interested in continuing to work on this

Rec Center Development

e |dentify land and location options.
e Establish a funding plan and budget.




e Memorandum CC-25-011 from the January 10 Council meeting directs the EDC,
Planning, and PARCAC commissions to take this up and directs staff to conduct
neighborhood outreach.

e Shelly & Donna are interested in continuing to work on this

Town Center Planning & History Review

e Review past Council discussions and integrate planning with the Rec Center project.

Il. Prioritization Framework

To ensure strategic and effective decision-making, I'd like the Council to attempt to prioritize
projects based on four key factors:

1. Urgency

e |s there a pressing need for action?
e Are there regulatory deadlines or safety concerns?

2. Funding Availability

e Are funds currently allocated, or will external funding be required?
e Are there grant opportunities to support this initiative?

3. Impact

e Does this project have a significant impact on the community, economy, or City
operations?
e Will it improve quality of life, safety, or efficiency?

4. Feasibility

e s this initiative achievable within the City’s staffing and resource capacity?
e Are there legal or logistical challenges that could delay implementation?

Prioritization Process

1. Council Independent Review

o Council will evaluate each priority based on the above factors.
2. Scoring System (1-5 scale per category)

o Urgency: 1 (long-term) — 5 (immediate need)

o Funding Availability: 1 (no identified funding) — 5 (fully funded)



https://www.cityofhomer-ak.gov/memorandum/memorandum-cc-25-011-proposed-community-recreation-center-recommendation

o Impact: 1 (low community effect) — 5 (high community benefit)
o Feasibility: 1 (complex, long-term project) — 5 (easily implemented)
3. Ranking & Implementation
o Projects with the highest cumulative scores will receive priority.
o Initiatives with lower scores may be deferred or reassessed in future budget
cycles.
4. Quarterly Review & Adjustments
o Council and staff will revisit priorities each quarter to adjust based on progress
and changing conditions.
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