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TOWN OF LOS GATOS 
FINANCE COMMISSION SPECIAL MEETING 

AGENDA 
AUGUST 05, 2024 

110 EAST MAIN STREET 
TOWN COUNCIL CHAMBERS 

12:00 PM 

 

Phil Koen, Chair 
Linda Reiners, Vice Chair 
Andrew Howard, Commissioner 

 

Ashby Monk, Commissioner 
Joe Rodgers, Commissioner 
Matthew Hudes, Vice Mayor 
Rob Rennie, Council Member 

IMPORTANT NOTICE 
This is a hybrid meeting and will be held in-person at the Town Council Chambers at 110 E. 
Main Street and virtually through Zoom Webinar (log-in information provided below). Members 
of the public may provide public comments for agenda items in-person or virtually through the 
Zoom Webinar by following the instructions listed below.   
 

HOW TO PARTICIPATE 
The public is welcome to provide oral comments in real-time during the meeting in three ways: 
Zoom Webinar (Online): Join from a PC, Mac, iPad, iPhone or Android device. Please click this 
URL to join: https://losgatosca-
gov.zoom.us/j/85253347404?pwd=2two1zfAlUNHgvYRBeSsDeOzd25ALf.1 
Passcode: 327301 You can also type in 852 5334 7404 in the “Join a Meeting” page on the 
Zoom website at and use passcode 327301. 

- When the Chair announces the item for which you wish to speak, click the “raise hand” 
feature in Zoom.  If you are participating by phone on the Zoom app, press *9 on your 
telephone keypad to raise your hand.  

Telephone:  Please dial (877) 3361839 for US Toll-free or (636) 651-0008 for US 
Toll. (Conference code: 686100) 

- If you are participating by calling in, press #2 on your telephone keypad to raise your hand. 
In-Person: Please complete a “speaker’s card” located on the back of the chamber benches and 
return it to the Town Clerk before the meeting or when the Chair announces the item for which 
you wish to speak. 
 
NOTES: (1) Comments will be limited to three (3) minutes or less at the Chair’s discretion. 
(2) If you are unable to participate in real-time, you may email to Clerk@losgatosca.gov the 
subject line “Public Comment Item #__ ” (insert the item number relevant to your comment). All 
comments received will become part of the record. 
(3) Deadline to submit written comments is: 

-  11:00 a.m. on the day of the Commission meeting for inclusion in a desk item. 
(4) Persons wishing to make an audio/visual presentation must submit the presentation 
electronically to Clerk@losgatosca.gov no later than 10:00 a.m. on the day of the meeting. 
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CALL MEETING TO ORDER 

ROLL CALL 

APPROVE REMOTE PARTICIPATION (This item is listed on the agenda in the event there is an 
emergency circumstance requiring a Commissioner to participate remotely under AB 2449 
(Government Code 54953)). 

VERBAL COMMUNICATIONS (Members of the public may address the Commission only on the 
items listed on the agenda. Remarks shall be limited to three minutes, or such time authorized 
by the Chair.) 

OTHER BUSINESS (Up to three minutes may be allotted to each speaker on any of the following 
items.) 

1. Discuss the Draft Resolution and Correspondence from the Finance Commission Chair 
dated June 29, 2024 that was Presented to the Town Council Regarding a Proposed Tax 
Measure, Including the Finding that Town Revenues Have Not Kept Pace with the Costs 
of Providing Town Services and Programs to Residents and to Review Staff’s 
Documentation which Supports this Finding. 

2. Review the Status of the Enterprise Resource Planning (ERP) System Upgrade Project 
(6101) Including But Not Limited to Reviewing the Statement of Work, Projected Cost 
Versus Approved Capital Plan, and Timing for Implementation Versus Approved 
Implementation Plan. 

3. Review of Select High Dollar Value Capital Projects in the FY 25 CIP Budget as to Current 
Status versus the Originally Approved Capital Plan and to Better Understand the Capital 
Project Tracking and Reporting Process. 

 
ADJOURNMENT 
 
ADA NOTICE In compliance with the Americans with Disabilities Act, if you need special assistance 
to participate in this meeting, please contact the Clerk’s Office at (408) 354- 6834. Notification at 
least two (2) business days prior to the meeting date will enable the Town to make reasonable 
arrangements to ensure accessibility to this meeting. [28 CFR §35.102-35.104] 
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PREPARED BY: Gitta Ungvari 
 Finance Director 
   
 

Reviewed by: Town Manager, Town Attorney, and Assistant Town Manager 
   
 

110 E. Main Street Los Gatos, CA 95030 ● (408) 354-6832 
www.losgatosca.gov 

TOWN OF LOS GATOS                                          

FINANCE COMMISSION REPORT 

MEETING DATE: 08/05/2024 

ITEM NO: 1 

   

 

DATE:   July 31, 2024 

TO: Finance Commission 

FROM: Laurel Prevetti, Town Manager 

SUBJECT: Discuss the Draft Resolution and Correspondence from the Finance 
Commission Chair dated June 29, 2024 that was Presented to the Town 
Council Regarding a Proposed Tax Measure, Including the Finding that Town 
Revenues Have Not Kept Pace with the Costs of Providing Town Services and 
Programs to Residents and to Review Staff’s Documentation which Supports 
this Finding. 
 

 

RECOMMENDATION: 

Discuss the Draft Resolution that was presented to the Town Council regarding a potential tax 
measure, including the statement that revenues have not kept pace with Town expenses. 
 
BACKGROUND: 
 
The Finance Commission Chair requested the topic as described in the subject line above on the 
agenda for this Finance Commission Special Meeting.   
 
Consistent with its Strategic Priorities for Fiscal Years (FY) 2023 through 2025, the Town Council 
has been discussing a potential revenue ballot measure for over a year.  On July 1, 2024, the 
Council decided not to move forward.  The July 1st meeting information can be found at : 
https://mccmeetings.blob.core.usgovcloudapi.net/losgatos-pubu/MEET-Packet-
f28b4d8d27984eb1a497d3481f1fad0b.pdf 
 
The Chair has requested documentation for the statement in the proposed ballot measure 
resolution that “revenues have not kept pace with expenditures” (see Attachment 1, 
correspondence from the Chair).  This report reviews the data that have been presented to the 
Finance Commission and Town Council previously regarding this topic. 
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
BACKGROUND (continued): 
 
The Chair has also requested the link to the most recent Annual Comprehensive Financial 
Report (ACFR): (https://www.losgatosca.gov/DocumentCenter/View/37241/FY-202223-
ACFR?bidId=) and the Government Financial Officers Association (GFOA) information related to 
Governmental Accounting Standards Board Statement (GASB) #34: 
(https://www.gasb.org/page/PageContent?pageId=/standards-and-
guidance/pronouncements/summary-statement-no-34.html).  
 
The Town’s ACFR for the period ending June 30, 2023 received the Government Finance 
Officers Association Distinguished Award.  This award signifies that the Town’s Report meets 
and exceeds the GFOA standards of financial reporting.  The Town has been awarded the 
distinction every year since 1994. 
 
The ACFR displays strong fiscal management of the Town’s resources, living within our existing 
means.  The ACFR assesses actual past performance of a given fiscal year.  This past perspective 
does not inform future trends. 
 
DISCUSSION: 
 
The resolution language is based on professional analyses of the Town’s finances, forecast 
information provided by qualified agencies (such as the Tax Assessor, CalPERS, etc.), and other 
data.  The Finance Commission and Town Council have multiple opportunities each year to 
review revenue and expenditure trends, including and not limited to the Annual Budget, Mid-
Year Budget, Five-Year Forecast, and the Annual Comprehensive Financial Report (ACFR).  Staff 
has repeatedly disclosed its concerns about the Town’s revenues not keeping pace with 
expenditures. 
 
The Town is highly dependent on economically sensitive revenues (property tax, sales tax, and 
Transient Occupancy Tax (TOT) comprising 62.5% of General Fund forecasted revenues.  The 
delivery of Town services is highly dependent on employee talent, which comprise 67.4% of the 
FY 2024/25 General Fund expenditures.  The following high-level review focuses on analyzing 
the trend of the above-mentioned key drivers.  
 
Focusing on the key drivers prevents the fluctuations of one-time revenues and expenditures 
from skewing the trend data, as fiscally responsible agencies aim to ensure ongoing 
expenditures can be covered with recurring revenues rather than one-time revenues.  While 
one-time solutions can solve near term shortfalls, the best practice is to build a structurally 
balanced forecast where recurring revenues (the portion of the Town’s revenues that can 
reasonably be expected to continue year to year with some degree of predictability) equal or 
exceed recurring expenditures (salaries, benefits, and other operational expenditures).   
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
DISCUSSION (continued): 
 
This report covers past and future trends, General Fund Reserves, and other liabilities. 
 
Past Trends 
 
The following graph shows actual major revenues (property tax, sales tax, and Transient 
Occupancy Tax) revenues and major expenditures (salaries, benefits, and Post Employment 
Benefits) from FY 2013/14 through FY 2022/23, and projected revenues and expenditures to FY 
2029/30.   
 

 
 
 
The orange line represents salaries, benefits, ongoing Other Post Employment Benefit (OPEB), 
and pension-related costs.  It is important to note that the increase is not due to hiring 
significant numbers of new employees; it is that the cost per employee is increasing.  In 
particular, mandated pension payments to CalPERS have consistently been one of the major 
cost drivers for the Town over the past decade with persistent unanticipated increases in 
pension costs (see Attachment 2).     
 
The expense line has been moderated by the proactive actions of the Town Council to make 
Additional Discretionary Payments (ADPs) to address the Town’s unfunded pension liability.  
Specifically, in FY 2013/14, the Council directed the payment of a Safety side fund valued at 
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
DISCUSSION (continued): 
 
$4.5 million.  In FY 2019/20, the Council paid an ADP of $4.8 million and in FY 2020/21, an ADP 
of $5.6 million was authorized. 
 
While the early years on the graph show revenues and expenditures tracking closely together, 
consistently since FY 2019/20, the major revenues have not kept pace with the major 
expenditures.   
 
Future Trends 
 
The revenue and expenditure trends are explained in every Town Operating Budget.  In 
addition, the Town Council discusses the Five-Year Forecast prior to the preparation of the 
Operating Budget.  Projected revenues and expenses are discussed based on data from the Tax 
Assessor, sales tax consultants, CalPERS information, and other credible sources.  It is a 
municipal best practice to complete a forecast to understand trends, identify potential 
headwinds, and anticipate future challenges.  In this way, the Town Council can understand 
how the budget decisions of today impact the budgets of tomorrow. 
 
Since 2019, staff has analyzed the sensitivity of the major revenues and expenses as part of the 
Forecast.  In this way, the Town Council could decide the level of optimism or pessimism it 
would like to assume in the Forecast.  In recent years, the Finance Commission has also had the 
opportunity to review the sensitivity analysis and provide recommendations to the Town 
Council.    
 
It is very important that the approach to the Forecast and the underlying assumptions are clear, 
analyzing the risk between being objective versus conservative.   
 
During the last couple of years, the Town Council changed elements of the budgeting and 
forecasting methodology.  Starting FY 2020/21, the salaries are budgeted and forecasted at 
actual salary plus one step higher.  Beginning FY 2023/24, the Budget and the Forecast included 
a 4.6% vacancy factor, moving toward a less conservative approach.  In addition, for FY 
2024/25, the Council directed that the growth assumption for regular property tax and Vehicle 
in Lieu change from 3% to 6.6% based on the Finance Commission’s recommendations. 
 
The FY 2024/25 Adopted Budget reflects the recently updated three-year contract with the 
Police Officers Association, including salary increases and annual cost of living increases.  The  
Adopted Budget does not include cost of living or other adjustments for the Town’s other two 
bargaining units or the non-represented groups.  After the labor agreements are considered by 
Town Council, the salary and benefit expenditures will be adjusted for the current year and in 
the Forecast to reflect the applicable increases. 
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
DISCUSSION (continued): 
 
The following graph depicts the past actual major revenues (blue line) and expenditures 
(orange line) along with the budgeted (FY 2024/25) and forecasted major revenues and 
expenditures.  The dotted orange line shows the effect of the 4.6 % vacancy savings factor that 
was incorporated into the budget beginning FY 2023/24.  These are the same data presented in 
the Forecast contained in the FY 2024/25 Adopted Budget.   
 
 

 
 
 
In the next chart, trendlines are fitted to the graphs to determine the slope of the actual growth 
projections for major revenues (blue) and expenditures (orange).  The trendline shows 
expenditures outpacing revenues.  
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
DISCUSSION (continued): 
 

 
 
General Fund Reserves 
 
Local governments are required by law to have balanced budgets.  Deficit spending is not a 
legal option.  The Town manages its budget during the year, including budget adjustments 
considered by the Town Council throughout the year to ensure adequate resources for the 
consistent delivery of services and to cover unforeseen expenses.  Because the Town only 
spends what has been budgeted, surpluses result every year.  Larger surpluses are also due to 
vacancy savings and stronger revenues than budgeted. 
 
The Town uses the Capital/Special Projects General Fund Reserve to pay for most budget 
adjustments.  This is also the Reserve than contributes to the Town’s annual Capital 
Improvement Program.  The General Fund Reserve balances are shown in the chart below, 
showing a total downward trend since June 30, 2020.   
 
General Fund Reserves were established by Town Council action and are governed by the 
General Fund Reserve Town Council Policy.  The Reserves are categorized as legally restricted, 
committed, and assigned.  Each Reserve has a specific purpose as described in the Adopted 
Budget.  One-time uses are appropriate for the Reserves and not ongoing expenditures. 
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
DISCUSSION (continued): 
 

 
 
Other Liabilities 
 
In addition to salary, benefits, pension, and OPEB as key drivers for the Town’s expenses, the 
Town is also experiencing increased general liability insurance premiums and workers’ 
compensation claims costs.  Over the last year, the Town has made significant progress to 
contain its workers’ compensation costs by increasing worker safety programs and resolving 
cases.  We continue to monitor these cases and implement other mechanisms to reduce risk of 
injury to employees.  These costs are built into the Operating Budget and the Five-Year 
Forecast.   
 
As resources allow and Council priorities direct, the Town is very slowly working through its 
infrastructure backlog and the maintenance needs for Town facilities and other assets (not 
including life cycle replacements).  The current total estimate of this work is $76.5 million, 
broken down as follows: 

 Americans with Disability Needs:   $27.0 million 

 Town Facilities Maintenance:            23.6 million 

 Stormwater Infrastructure:                16.5 million 

 Pavement Maintenance:                       9.4 million 
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SUBJECT: Discussion of the Draft Resolution of a Tax Measure 
DATE:  July 31, 2024 
 
CONCLUSION:  
 
Staff continues to closely monitor expenditures and revenues throughout the year.  In 
considering past and future trends, it is staff’s responsibility to alert the Finance Commission 
and the Town Council of potential concerns. 
 
Staff looks forward to the Commission’s questions and discussion.   
 
 
Attachments: 
1. Communications from the Chair 
2. Pension Information 
 

Page 10

Item 1.



Page 11

Item 1.



 
Thank you for your assistance.
 
Phil Koen 
Chair 
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From: Phil Koen
To: Gitta Ungvari
Cc: Laurel Prevetti; Gabrielle Whelan; Linda Reiners
Subject: Supporting documentation
Date: Monday, July 8, 2024 6:09:18 AM
Attachments: Pages from Pages from MEET-Packet-f28b4d8d27984eb1a497d3481f1fad0b(2).pdf

[EXTERNAL SENDER]

Gitta,

As part of the August 5 agenda, I would request staff to present the documentation that
supports the statement revenues have not kept pace with costs of providing Town services
over the years. While the resolution was not passed, it is important to understand the basis for
this statement since it is claimed to be a true statement. For the record, this resolution was
never presented to the FC during our discussion of the sales tax measure. 

In my letter to the TC, I specifically pointed out the claim was not supported by the audited
financial statements. Since monitoring and understanding the Town’s financial position is core
to the FC’s charter, I believe this statement needs to be examined and understood by the FC. 

Looking forward to hearing confirmation of our meeting on August 5 and the inclusion of this
on the agenda. 

Thank you,

Phil Koen 
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From: Phil Koen
To: Gitta Ungvari
Cc: Linda Re ners; Laurel Prevetti; Gabrielle Whelan; Mary Badame
Subject: Summary - Statement No. 34
Date: Tuesday, July 23, 2024 9:19:37 PM

[EXTERNAL SENDER]

Gitta,

As part of the report package that will be distributed to the FC, please include this summary of GASB 34  I suspect that there will be a healthy discussion regarding the purpose of the various financial statements that are published annually by the Town

Central to that discussion is for the FC and the TC to fully understand the primary reporting purpose of government wide financial statements  To be clear, it is my view that these financial statements are the only statements that report total revenues and total costs of providing services each year on an accrual basis  As such it is these financial statements which will report whether the Town’s financial improved or
deteriorated year over year  Therefore it will be important for everyone to have a common foundational understanding

Thank you,

Phil Koen

https://gcc02 safelinks protection outlook com/?url=https%3A%2F%2Fwww gasb org%2Fpage%2FPageContent%3FpageId%3D%2Fstandards-and-guidance%2Fpronouncements%2Fsummary-statement-no-
34 html&data=05%7C02%7CGUngvari%40losgatosca gov%7Cd528a2b62ad943488a2e08dcab97d0ba%7C6d38cb6747eb4d139e7c523cd7ccecd5%7C0%7C0%7C638573915765977743%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C0%7C%7C%7C&sdata=fZ8d6EYSpQPEDqskrt2T1ZZevAlzvRcofPOm6ycfivk%3D&reserved=0
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From: Phil Koen
To: Gitta Ungvari
Cc: Linda Reiners; Laurel Prevetti; Gabrielle Whelan; Mary Badame
Subject: FY 23 ACFR
Date: Tuesday, July 23, 2024 9:34:14 PM

[EXTERNAL SENDER]

Gitta,

Please include the FY 23 ACFR in the FC report package. I suspect we will be reviewing the 10 year financial data
included in the supplemental section as we address the question of revenue and cost of services.

Phil Koen
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0803 - Highway 17 bridge
4505 - trailhead connector
2302 - building replacement - corporate yard.
 
Again, we wish to avoid creating a large burden on the Staff in preparing for this discussion. Sharing with the FC the regular management reports the Staff
uses to track actual spend to budget and performance to schedule, etc. is all that is required at this time. In total these 7 projects represent a total capital
budget of $29.7m.
 
Thank you,
 
Phil Koen
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From: Phil Koen
To: Gitta Ungvari
Subject: deskitem.ballot_measure_general_sales_tax_advisory_measure_with_attachment
Date: Saturday, July 27, 2024 3:15:09 PM
Attachments: deskitem.ballot measure general sales tax advisory measure with attachment.pdf

[EXTERNAL SENDER]
Please include this in the Aug 5 FC package as background material.

Thank you 
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vs approved capital plan, and timing for implementation vs approved
implementation plan.

3. Review of Select high dollar value Capital Projects in the FY 25 CIP Budget as to
current status vs the originally approved capital plan and to Better Understand the
Capital Project tracking and reporting Process

 
Thanks,
 
Gitta
 
 
From: Gitta Ungvari 
Sent: Tuesday, July 23, 2024 7:39 AM
To: Phil Koen 
Cc: 
Subject: Draft Agenda for August 5, 2024 Special Meeting

 
Good morning Chair,
 
Please see draft agenda for the Finance Commission special meeting per the
information you provided.
 

1. Discussion of the Finance Commission Chair Letter to the Town Council
Regarding the Sales Tax Proposal and the Proposed Resolution Drafted by
Staff.  

2. Status Review of the Largest Capital Improvement Projects
3. Review of the Enterprise Resource Planning System Implementation Project

 
Please confirm the draft agenda by July 25 at 5 p.m.
 
Thanks,
 
Gitta
 
p.s.  I will be travelling and will have limited email access. I will be at the office on
Thursday July 25th.
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Questions for the Director of Finance 

1. Using the Statement of Activities as the “source of truth,” please provide the analysis which 
supports the finding “Town revenues have not kept pace with the costs of providing Town 
services and programs to residents” over the past 10 years. 

2. Was any analysis ever presented to the Town Council in support of the above finding? 
3. Staff presented to the Town Council a report dated February 15, 2024 titled “Provide 

Direction on Any Ballot Measure to Consider for Polling” which made the claim “while costs 
of providing services and programs for residents have significantly increased over the years, 
Town revenues have not kept pace”. This report was coordinated with the Town Manager, 
Town Attorney and Director of Finance. Please provide the financial analysis which lead the 
Staff, including the Town Manager and Town Attorney, to this conclusion.  

4. At the July 1, 2024 Town Council meeting, Council Member Moore stated, “if the Town is 
projecting, over the next two to five years, we will have to cut services, we have to tell that 
story more”.  Is there a forecast the Staff has published which supports Council Member 
Moore’s comment that the Town will have to cut services? If so, please attach the forecast 
for the Finance Commission’s review. 

5. The town produces two different sets of financial statements – Government-wide 
statements and Fund Financial Statements. Which set of financial statements assesses the 
finances of the Town in its entirety, including operating results?  Which set of financial 
statements evaluates whether the Town’s current year revenues were sufficient to pay for 
current year services?  

 

Questions for the Town Attorney 

1. Who drafted the proposed resolution and what was the internal review process? 
2. The draft resolution states “the Town Council finds and determines that each of the findings 

set forth above are true and correct.” What is the legal significance of making this 
determination?  

3. Are findings legally required?  
4. What risk does the Town incur if, after passing the resolution, any of the findings are 

determined to be false? Does this invalidate the resolution? Could this expose the Town to a 
legal challenge? 

5. What responsibility do individual Council Members have to verify the accuracy of the 
findings are “true and correct” before making the determination or is it sufficient to rely 
solely on Staff’s representations?  
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From: Phil Koen
To: Gitta Ungvari; Gabrielle Whelan
Cc:
Subject: Agenda item 1 - advance questions
Date: Monday, July 29, 2024 6:53:02 PM
Attachments: Questions for the Director of Finance.docx

[EXTERNAL SENDER]

Hello Gitta,
 
It would be very helpful to have the attached questions
answered and provided to the Finance Commission in
advance of the meeting. This will allow the Commission to
review the responses prior to the meeting and focus on
follow up questions if necessary. This will allow an efficient
use of our time. Thank you.
 
Phil Koen
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Pension Information 

ATTACHMENT 2 
 

The Town’s pension plans (Safety Plan for the Town’s sworn personnel and Miscellaneous Plan 
for all other employees) over the past several decades, like all other CalPERS participants, have 
experienced unfavorable investment returns, changes in actuarial assumptions, and 
demographic changes which have outweighed any positive plan experiences. 
 
Based on data from CalPERS, pension costs (included the mitigation effect of the above-
mentioned Additional Discretionary Payments) are estimated to grow as demonstrated the 
following graph. 
 

Actual and Proposed CalPERS Pension Rates of Covered Payroll 

 
 
 
Beginning FY 2014/15, the unfunded pension liability was incorporated to the financial 
statements.  In addition to our actual cost, the following chart represents the unfunded pension 
and OPEB liabilities.  The pay down of the pension liability is mandatory and as such, it is built 
into the Town’s future CalPERS contribution rates.  
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Pension Information 

ATTACHMENT 2 
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PREPARED BY: Sai Kim 
 IT Manager 
   
 

Reviewed by: Town Manager, Town Attorney, Assistant Town Manager, and Finance Director 
   
 

110 E. Main Street Los Gatos, CA 95030 ● (408)354-6832 
www.losgatosca.gov 

TOWN OF LOS GATOS                                          

FINANCE COMMISSION REPORT 

MEETING DATE: 08/5/2024 

ITEM NO: 2 

 
   

 

DATE:   July 26, 2024 

TO: Finance Commission 

FROM: Laurel Prevetti, Town Manager 

SUBJECT: Review the Status of the Enterprise Resource Planning (ERP) System Upgrade 
Project (6101) Including But Not Limited to Reviewing the Statement of Work, 
Projected Cost Versus Approved Capital Plan, and Timing for Implementation 
Versus Approved Implementation Plan. 
 

 

RECOMMENDATION: 

Receive a status report of the new ERP system implementation. 
 
BACKGROUND: 

The Town’s current ERP system, CentralSquare FinancePlus, was implemented back in 2008 and 
has become outdated and increasingly difficult to support.  Staff determined that a modern 
system was required to meet the demands for advanced functionalities, improved efficiencies, 
fiscal transparency, better customer service, and enhanced systems integration all in a single 
platform.  A Request for Proposals (RFP) was posted to solicit responses from qualified firms, 
such as WorkDay, Oracle, Tyler Technologies, OpenGov, and CentralSquare. 

Tyler Technologies was the only vendor to respond back with a proposal.  It is typical for small 
agencies to receive little interest in its opportunities.  The proposal and demonstration of their 
system was reviewed by an inter-disciplinary Town team, evaluating the system’s reporting 
capabilities, streamlined process workflows, and self-service online capabilities for employees, 
residents, and vendors.  The reviewers also assessed the vendor’s demonstration of 
organizational, functional, and technical abilities, as well as the experience, expertise, and 
qualifications necessary to provide a fully integrated and proven ERP solution to include both 
implementation and ongoing maintenance and support.   
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SUBJECT: ERP System Implementation Update 
DATE:  July 26, 2024 
 
BACKGROUND (continued): 
 
Tyler Technologies currently has over 2,000 customers nationwide and over 150 in California.  
Forty former CentralSquare customers have migrated over successfully to Tyler’s Munis 
solution in California (Attachment 1).  Staff also performed reference checks with other 
surrounding municipalities who currently utilize the Tyler Munis solution and received positive 
feedback.   
 
Council approved entering into an agreement with Tyler Technologies at its June 21, 2022 
meeting. 
 
DISCUSSION: 
 
The implementation of the Tyler Technologies Enterprise ERP system began in August 2022 
with the following objectives: 
 

 Consolidate information, link processes and functions, and eliminate separate 
Departmental spreadsheets/Excel databases in favor of a single system that 
integrates the Town’s financial and non-financial systems where possible. 

 Streamline business processes to take advantage of best practices through 
automation, integration, and enhanced workflows. 

 Provide a user‐friendly and intuitive user interface to promote system use and 
productivity. 

 Eliminate the need for redundant data entry. 
 Improve and/or provide necessary reports and reporting capabilities, and access to 

data through inquiry or drilldown capabilities.  
 Provide interface capabilities with third‐party systems. 

 
The following functional areas were included in the implementation:  

 Financial Management 
o General Ledger (GL), Budgeting, Accounts Payable, Procurement, Cash 

Management, Capital Assets, Account Receivables, General Billing, and 
Cashiering  

 Human Capital Management 
o Payroll, Human Resource Management System, Time, and Attendance  

The various modules for each functional area are being implemented through a phased 
approach spanning a multi-year period.  The implementation methodology is an iterative 
process where the Town’s business processes are first assessed through a detailed current state 
and future state analysis.  The new ERP system is then configured, validated, and refined 
cyclically and then preparations are made for the system to go live.   
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PAGE 3 OF 4 
SUBJECT: ERP System Implementation Update 
DATE:  July 26, 2024 
 
DISCUSSION (continued): 

The Town, together with the vendor have completed the assessment, along with much of the 
configuration stages, and is deep in the validation and refinement processes.  The data 
conversion is a critical element to the validation process which has proved to have its 
challenges as described below.   

The original proposed go-live dates proposed by Tyler Technologies were: 

Financial Management – July 2023 
Human Capital Management – October 2023 
Advanced Time and Attendance – September 2024 

As the implementation progresses, the originally proposed go-live dates were not realistic due 
to difficulties and delays with the data conversion.  It is critically important for the Town’s data 
to be converted thoroughly and accurately.  In addition, during the configuration process, it 
became clear that it makes more sense to go-live with all functional areas at the same time 
rather than a phased roll-out approach.  Therefore, the new go-live date is February 2025.  
Specifically, the detailed data conversion of the Town’s General Ledger (GL) history continues to 
be a complex process for the Tyler Technologies conversion team.  This has been identified as 
the only risk at this time and is the primary reason for pushing the go-live date to February of 
2025.  
 
Here are a few key improvements that will come with the new ERP system: 

 Removal of manual processes through new automated workflows, approvals, and 
notifications. 

 Automated central document storage, eliminating the manual process of saving various 
documents to a separate location. 

 Vendor self-service portal for direct vendor access to invoices, payments, W9 
submittals, and other vendor information. 

 Public self-service portal for general billing and online payments. 

 Employee self-service portal for updating employee information, forms and documents, 
benefits administration, paystubs, and online expense reimbursement.   

 Electronic timesheet system that removes manual timesheets and integrates directly 
with the new Payroll system. 

CONCLUSION: 
 
Staff looks forward to the Finance Commission’s questions and discussion. 
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PAGE 4 OF 4 
SUBJECT: ERP System Implementation Update 
DATE:  July 26, 2024 
 
FISCAL IMPACT: 
 
The project is currently under budget as reflected in the following fiscal table.   
 

 
 
Attachment: 
1. Account Success Replacing CentralSquare 
 

Budget

Fiscal Years

2022/23 215,360$         

2023/24 1,094,647$      

2024/25 -$                 

Total Budget 1,310,007$      

Actuals to Date

Fiscal Years

2022/23 215,360$                    

2023/24 319,598$                    

2024/25 -$                            

Total Expenditures 215,360$                    

Total Project Balance to Date 1,094,647$                 

CIP No. 841-6101

Enterprise Resource Planning Upgrade
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as of 3/21/2022 Page 1 of 2 

“A proposal was received from the City’s current software vendor to upgrade to their new product ONESolution. 
However … Tyler Technologies' Munis provides the most functionality.” City of Sanibel, FL 

For communities, schools, and special districts, maintaining fiscal responsibility and providing timely customer-centric services is paramount 
to success. Many managing operations with CentralSquare have now chosen the industry’s leading, functionally-robust ERP solution: Tyler. 

Clients who have switched to Tyler across the United States (click to jump to): 

• West
• East
• Midwest
• South

West 

• Matanuska-Susitna Borough Schools, AK
• City of Kingman, AZ
• City of Sierra Vista, AZ
• Coconino County, AZ
• City of Alameda, CA
• City of Benicia, CA
• City of Berkeley, CA
• City of Beverly Hills, CA
• City of Carson, CA
• City of Chino Hills, CA
• City of Chula Vista, CA
• City of Coronado, CA
• City of Covina, CA
• City of Diamond Bar, CA
• City of El Cajon, CA
• City of Encinitas, CA
• City of Fontana, CA
• City of Fremont, CA
• City of Fullerton, CA
• City of Gilroy, CA
• City of Hanford, CA
• City of Indio, CA
• City of Merced, CA

• City of Mission Viejo, CA
• City of Napa, CA
• City of Newport Beach, CA
• City of Oxnard, CA
• City of Palm Springs, CA
• City of Perris, CA
• City of Poway, CA
• City of Rancho Mirage, CA
• City of Rancho Palos Verdes, CA
• City of Redlands, CA
• City of San Ramon, CA
• City of Solano Beach, CA
• City of Stockton, CA
• City of Watsonville, CA
• Cucamonga Valley Water Dist, CA
• Nevada Irrigation District, CA
• Plumas County, CA
• Santa Margarita Water District, CA
• San Diego Association of Governments, CA
• Vallejo Flood and Wastewater District, CA
• West Contra Costa Unified School Dist, CA
• City of Centennial, CO
• City of Greenwood, CO

• City of Pueblo, CO
• City of Alamogordo, NM
• City of Roswell, NM
• City of Boulder City, NV
• City of Carson City, NV
• City of Broken Arrow, OK
• City of Norman, OK
• City of Bend, OR
• City of Corvallis, OR
• City of Gresham, OR
• City of Grants Pass, OR
• Deschutes County, OR
• City of Clearfield, UT
• City of Murray City, UT
• City of West Jordan, UT
• Bellevue School District 405, WA
• City of Kirkland, WA
• Cheyanne Board of Public Utilities, WY
• City of Gillette, WY
• City of Laramie, WY
• Laramie County, WY
• Laramie County School District 1, WY
• Sweetwater County, WY

East 

• City of Hoover, AL
• City of New London, CT
• Town of Groton, CT
• Town and Schools of Madison, CT
• Town of Orange, CT
• Town of Simsbury, CT
• Town of Windham, CT
• City of Dover, DE
• Queen Anne’s County, MD
• City of Lewiston, ME
• City of Portland, ME

• Portland Public Schools, ME
• City of Keene, NH
• Essex County, NY
• Ontario County, NY
• Steuben County, NY
• City of Titusville, PA
• Eire Water Works, PA
• Radnor Township, PA
• York County, PA
• City of Pawtucket, RI
• Alleghany County, VA

• City & Schools of Waynesboro, VA
• City of Colonial Heights, VA
• City of Manassas, VA
• Prince George County, VA
• Stafford County Public Schools, VA
• Town of Herndon, VA
• Town of Vienna, VA
• Williamsburg-James City County Public

Schools, VA
• Wythe County, VA

ATTACHMENT 1
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as of 3/21/2022 Page 2 of 2 

“A proposal was received from the City’s current software vendor to upgrade to their new product ONESolution. 
However … Tyler Technologies' Munis provides the most functionality.” City of Sanibel, FL 

For communities, schools, and special districts, maintaining fiscal responsibility and providing timely customer centric services is paramount 
to success. Many managing operations with CentralSquare have now chosen the industry’s leading, functionally-robust ERP Solution: Tyler. 

Clients who have switched to Tyler across the United States (click to jump to): 

• West
• East
• Midwest
• South

Midwest 

• City of Dubuque, IA
• City of Bloomington, IL
• City of Elmhurst, IL
• City of Joliet, IL
• City of Naperville, IL
• City of Peoria, IL
• City of Quincy, IL
• Village of Elk Grove, IL
• Village of Gurnee, IL

• Village of Orland Park, IL
• Village of Woodridge, IL
• City of Dodge City, KS
• City of Hutchinson, KS
• City of Lenexa, KS
• City of Paducah, KY
• City of Bloomington, MN
• City of Mankato, MN
• Crow Wing County, MN

• City of Belton, MO
• City of Columbia, MO
• Waynesville R-VI School District, MO
• City of Minot, ND
• City of Rapid City, SD
• City of Sioux Falls, SD
• City of Dublin, OH
• City of Gahanna, OH
• Columbus Metropolitan Library, OH

South 

• City of Opelika, AL
• City of Bentonville, AR
• City of Fort Smith, AR
• City of Altamonte Springs, FL
• City of Coral Springs, FL
• City of Dunedin, FL
• City of Fort Pierce, FL
• City of Hallandale Beach, FL
• City of Jacksonville Beach, FL
• City of Kissimmee, FL
• City of Miramar, FL
• City of Naples, FL
• City of New Port Richey, FL
• City of Ormond Beach, FL
• City of Pembroke Pines, FL
• City of Sanibel, FL
• City of Sunrise, FL
• City of Winter Park, FL
• Emerald Coast Utilities Authority, FL
• Flagler County, FL
• Flagler County Sheriff’s Office, FL
• Marion County, FL
• St Johns County Sheriff's Office, FL
• Town of Jupiter, FL

• Village of Wellington, FL
• Walton County, FL
• Chatham County, GA
• City of Alpharetta, GA
• City of Johns Creek, GA
• City of Roswell, GA
• City of Sandy Springs, GA
• City of Smyrna, GA
• Hall County, GA
• Henry County, GA
• City and Parish of Baton Rouge – East

Baton Rouge, LA
• City of Bossier City, LA
• Chatham County, NC
• City of Asheville, NC
• City of Greenville, NC
• City of Hickory, NC
• City of Monroe, NC
• City of New Bern, NC
• City of Wilmington, NC
• Craven County, NC
• Harnett County, NC
• Rowan County, NC
• Scotland County, NC

• Town of Morrisville, NC
• Orangeburg County, SC
• Hamilton County School District, TN
• Alvin Independent School Dist, TX
• City of Allen, TX
• City of Burleson, TX
• City of College Station, TX
• City of Duncanville, TX
• City of Farmers Branch, TX
• City of Irving, TX
• City of League City, TX
• City of Missouri City, TX
• City of North Richland Hills, TX
• City of Odessa, TX
• City of Port Arthur, TX
• City of Richardson, TX
• City of Rowlett, TX
• City of Sugar Land, TX
• City of Waco, TX
• City of Wichita Falls, TX
• Collin County, TX
• Lewisville Independent School Dist, TX
• Round Rock Independent School Dist, TX
• Socorro Independent School Dist, TX
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110 E. Main Street Los Gatos, CA 95030 ● (408)354-6832 
www.losgatosca.gov 

TOWN OF LOS GATOS                                          

FINANCE COMMISSION REPORT 

MEETING DATE: 08/05/2024 

ITEM NO:  3 

 
   

 

DATE:   August 1, 2024 

TO: Finance Commission 

FROM: Laurel Prevetti, Town Manager 

SUBJECT: Review of Select High Dollar Value Capital Projects in the FY 25 CIP Budget as 
to Current Status versus the Originally Approved Capital Plan and to Better 
Understand the Capital Project Tracking and Reporting Process 
 

 

RECOMMENDATION:  

Receive a report on the capital project development process and select capital improvement 
projects as identified by the Finance Commission Chair. 
 
BACKGROUND: 

The Finance Commission Chair has requested information regarding seven specific Capital 
Improvement Projects that are presented in the 2024/25 – 2028/29 Capital Improvement 
Program1 (the CIP)  The request for detailed project review was made after two meetings 
between staff and the Finance Commission Ad Hoc committee.  These two meetings, held on 
April 1, 2024 with a follow up on June 17, 2024, provided Ad Hoc members the opportunity to 
ask questions about the CIP development process and project management process.  Both 
meetings included similar questions and discussions.   
 
Subsequently, the Chair requested a special Finance Commission meeting to discuss three 
topics, including the CIP.  The subject for this item was provided by the Chair as noted above. 
Attachment 4 provides communications from the Commission Chair regarding the which 
projects and information were sought for review via this agenda item.   
 
 

                                                           
1 FY2024-25 Capital Budget 
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PAGE 2 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION: 
 
A brief overview of each project is provided in this report.  Attachment 1 is a copy of the 
financial information staff provided to Town Council at its meeting on May 21, 2024 based on 
information from Pages B-5 and B-6 of the CIP document, plus information regarding projected 
spending over the upcoming two fiscal years.  The highlighted rows pertain to the specific 
projects identified by the Finance Commission Chair.  
 
Capital Improvement Project Development and Delivery Process 
 
Town of Los Gatos CIP projects are proposed for various reasons.  Four of the projects 
highlighted in Attachment 1 (Shannon Road Pedestrian and Bicycle Project, Kennedy Sidewalk 
and Bike Lanes – LGB to Englewood, Highway 17 Bicycle and Pedestrian Bridge Design and the 
Trailhead Connector) were proposed as a result of the Town’s Bicycle and Pedestrian Master 
Plan (the Plan) that was adopted in 2017, and updated in 2020.  Those projects were 
conceptualized and prioritized during development of the Plan and a capital project was 
created for each.   
 
The Shannon Road Repair project and the Roadside Fire Fuel Reduction projects were created 
to support public safety initiatives.  The last project, Building Replacement at the Corporation  
Yard, was created to replace a deteriorated and unsafe employee work space and Police 
Department evidence storage.  
 
As these projects have progressed through the design and development process (Attachment 
2), the project scope and costs have been refined.  It is common practice in public sector to 
complete capital improvement projects in phases.  At each phase, the project scope and 
associated costs are refined and adjusted in an iterative fashion, ultimately narrowing to the 
final cost and a completed project.  This approach is consistent with the “Cone of Uncertainty” 
model that is often referenced across numerous industries.   
 
Public Works projects have a distinct difference from private sector construction in that the 
design of public spaces supported by the use of public funds typically requires public 
involvement throughout the design process.  The design team (staff and consultants) for any 
project receives feedback from community members regarding their suggestions for the project 
and then, the input is provided to the Town Council who makes the final design decisions if the 
community’s ideas are technically feasible. Therefore, public project design includes elements 
that cannot always be predicted when the Council initially includes a project in the Five-Year 
Program.   
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PAGE 3 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION (continued): 
 
This was evidenced in fall 2022 in the Shannon Road Bicycle and Pedestrian Project, where the 
homeowners adjacent to the project expressed significant concerns about the design.  The 
design had been developed based on engineering principles without addressing comments and 
concerns of the residents.  When staff presented the “final” project to Town Council in spring 
2023, the resident concerns were so significant that Town Council asked staff to re-evaluate the 
design, resulting in design changes with adjusted associated costs.   
 
Once a project is fully designed, the project is ready to bid in accordance with State law (and 
federal law for projects with federal funding).  The Town is obligated accept the lowest 
responsive bid.  The award of the bid is approved by the Town Council.  Funding contingencies 
are typically included in the bid award due to unforeseen circumstances.  The Town then enters 
into a construction agreement with the contractor.  Execution of the construction project then 
also includes securing the required bonds from the contractor, and reviewing the project 
schedule, payment requests and various submittals of materials required for the project.  
Depending on the project, construction may be limited to certain times of the year to avoid 
impacts to biological resources, reduce weather delays, or address other unique circumstances. 
 
Many Public Works projects are multi-year efforts, depending upon their complexity, site 
conditions, and other factors.  These projects occur generally in public spaces and maintaining 
the public safety of site is critical while trying to minimize the impacts to adjacent property 
owners, road users, etc. 
 
The contractor is responsible for timely delivery of the project based on the agreed upon 
schedule.  Any use of contingency funds must be fully documented and approved by the Town.  
Public Works staff oversee the work of the contractor, ensuring adherence to the bid 
documents and costs, communicating to the public about project status, and completing other 
project management functions.  
 
Throughout the life of a project, communication about project status occurs in several ways: 
 

 Public engagement in the design phase through community workshops or other 
mechanisms. 

 Key milestones are brought to Town Council meetings for public input and Council 
action, including design, recognition of grant revenue, and award of bid. 

 Flyers, social media posts, and formal notices are communicated prior to the start of 
construction and during construction.   

 For many projects, project information is available to the public through the Town’s 
website. 
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PAGE 4 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION (continued): 
 

 The Capital Improvement Program is updated each year, including the detailed project 
sheets, timeline, and budget. 

 
Select Projects 

The following is the status of each of the projects identified by the Finance Commission Chair.  
 
Shannon Road Repair (CIP No. 811-0008) 
 
The Town of Los Gatos accepted the portion of Shannon Road between Santa Rosa Drive and 
Diduca Way in 2018 from Santa Clara County (the County).  The roadway began to deteriorate 
soon after the Town accepted it despite previous efforts by the County to stabilize the roadway.  
Funding for this project is from Town funds, a portion of which are the result of a settlement 
agreement between the Town and the County.  Information about this project can be found on 
Page C-18 of the CIP. 
 
Work on the project included an initial geotechnical assessment of the failing roadway, 
determining the potential causes of the failure, and setting the design requirements for 
improvements.  Project design was completed in 2023 and staff continues to work with the 
adjacent property owner to coordinate the necessary rights to complete the work.  Funds were 
added to this project in the Fiscal Year (FY) 2024/25 CIP to address costs associated with 
property owner coordination and the need to hire a consultant for construction inspection 
services. 
 
Roadside Fire Fuel Reduction – Annual (CIP No. 812-0130)  
 
This project funded the development of a Roadway Vegetation Management Plan2 in 2020 and 
supports fuel reduction along 31.09 miles of Town-owned roadways that were identified in that 
plan.  The project was initiated with Town funds in FY 2020/2021.  Since that time the Town has 
been awarded two federal grants, one from the Federal Emergency Management Agency and 
another from the United States Forest Service.  Information about this project can be found on 
Page C-22 of the CIP. 
 
  

                                                           
2 Los-Gatos-Roadway-Vegetation-Management-Plan  
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PAGE 5 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION (continued): 
 
Recent Town Council actions on this project occurred on September 20, 20223 (Item 11); March 
21, 20234 (Item 12); and October 17, 20235 (Item 8) and these memorandums provide both 
technical detail and information regarding the project budget and work plans. 
 
Shannon Road Ped & Bikeway Improvements (CIP No. 813-0218) 
 
This project is identified as Priority Project No. 7 in the Town of Los Gatos 2017 Bicycle and 
Pedestrian Master Plan and can be found on page C-18 of the CIP.  The Shannon Road 
Pedestrian and Bikeway Improvements Project is intended to provide pedestrian and bicycle 
safety improvements on Shannon Road between Los Gatos Boulevard and Cherry Blossom 
Lane.  This segment of Shannon Road is a two-lane neighborhood collector street with high 
volumes of bicycle and pedestrian traffic when schools are in session.  
 
Staff presented this project to Town Council on April 18, 20236 (Item 14) for bidding.  During 
that meeting residents in the project area expressed concern over certain design elements.  
Town Council then returned the project to staff with direction to revise the design to minimize 
large asphalt buffers, remove parking spaces and to add trees wherever possible.  Council also 
requested additional outreach to the residents.  Staff completed this work and has made  
substantial changes to the project.  The project was bid for construction in spring 2024 
construction start is expected in August of this year. 
 
The project is funded with Town General Fund Appropriated Reserve (GFAR) monies, and both 
Transportation for Clean Air (TFCA) and Congestion Mitigation and Air Quality (CMAQ) grant 
funding.   
 
Kennedy Sidewalk & Bike Lanes – LBG to Englewood (CIP No. 813-0241) 
 
This project is identified as Priority Project No. 4 in the Town of Los Gatos 2017 Bicycle and 
Pedestrian Master Plan and can be found on page C-52 of the CIP.  The Kennedy Road Sidewalk 
improvement project would provide bicycle and pedestrian safety improvements, similar to 
those along the Shannon Road project, between Los Gatos Boulevard and Englewood Avenue.  
The goal is to improve access to Louise Van Meter Elementary School, R.J. Fisher Middle School, 
and Los Gatos High School.   
 
 

                                                           
3 September 2022 USDA Grant 
4 March 2023 Roadside Fire Fuel Reduction  
5 October 2023 Overlook Trees 
6 April 2023 Shannon Road Bike and Pedestrian 
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PAGE 6 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION (continued): 
 
The project was added to the CIP in FY 2021/22 with the funding allocation of $356,700 in GFAR 
in future FY 2023/24 and Measure B grant funding of $832,300 to be accepted in FY 2024/25.   
The project schedule presented in the FY 2021/22 CIP showed the bid and construction 
schedule as “To Be Determined;” an acknowledgement of the fact that the project planning and 
study phases had not been completed.  Attachment 3 is the detail pages for this project from 
the FY 2021/22 CIP. 
 
Staff started the study phase of this project in 2022 by completing the survey work (ahead of 
the schedule that was presented in the CIP) and solicited proposals for the planning phase in 
early 2023.  Staffing levels within the Parks and Public Works Department prevented the 
planning phase from moving forward, but that work will resume in fall 2024.  
 
In spring 2023 staff recommended, and Town Council agreed, that the Winchester Boulevard 
Complete Streets Project (CIP No. 813-0238) should no longer be pursued due to the projected 
construction cost.  At that time, it was agreed that staff would ask the Valley Transportation 
Authority (VTA) to reallocate Measure B grant funds from the Winchester Boulevard Project to 
the Kennedy Road Project.  On April 16, 20247 (Item 5) Town Council authorized the 
reallocation of funds to the Kennedy Road Project following approval of the reallocation from 
the VTA. 
 
Highway 17 Bicycle & Pedestrian Bridge – Design (CIP No. 818-0803) 
 
This project was identified as Priority Project No. 1 in the Town of Los Gatos 2017 Bicycle and 
Pedestrian Master Plan, and the 2020 Update of that Plan.  A history of this project was 
included in the Town Council report of June 18, 20248 (Item 11).  The project history outlines 
the process staff went through to assess the feasibility of the project, evaluate design 
alternatives, perform community engagement, and secure funding for the various stages of 
work.  The project is partially within the Highway 17 right-of-way, necessitating extensive 
coordination with the California Department of Transportation (Caltrans).  This project is 
currently in design and the Town has submitted grant applications into two separate programs 
to provide the construction funding.  Results of the grant applications will be publicly available 
in later 2024. 
 
Trailhead Connector (CIP No. 832-4505) 
 
This project was identified as Priority Project No. 5 in the Town of Los Gatos 2017 Bicycle and 
Pedestrian Master Plan, and the 2020 Update that Plan.  The project was initiated in 2018 and  

                                                           
7 April 2024 Kennedy Road Project 
8 June 2024 Highway 17 
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PAGE 7 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION (continued): 
 
numerous Council actions have occurred regarding that project since this time, the most recent  
being in August 20239 (Item 9) when the construction contract was awarded.  The Council 
report outlines the funding source for the design and construction phases of the project.   
 
When this project was bid in spring 2023, construction costs exceeded the engineer’s estimate 
for the work.  The increased cost was attributed to ongoing post-COVID changes in construction  
 
costs throughout the Bay Area.  On June 6, 202310 (Item 12) staff presented a recovery funding 
plan to Town Council.  This plan included accepting an additional $2.8 million in grant funding 
from the California Department of Transportation (Caltrans) to cover the bid overrun.  This 
funding was made available on short notice when another Bay Area jurisdiction had to cancel 
their project, leading them to forfeit their grant funds.  Caltrans put out a request seeking 
shovel ready projects that could use the forfeited funds and, because the Trailhead Connector 
project was ready to move forward and staff could make a commitment to spending the funds, 
the Town was awarded the additional monies.  This project is an example of why proceeding 
with design of large projects, even when construction funding is unknown, is an important part 
of the project delivery in public works projects. 
 
The project is partially within the Highway 17 right-of-way, necessitating extensive coordination 
with the California Department of Transportation (Caltrans) at each phase of work, which adds 
time and complexity to the schedule.  Construction is in progress and will be completed in early 
2024. 
 
Building Replacement at Corporation Yard (CIP No. 821-2302) 
 
This project was initially created in FY 2013/14 with GFAR funding to begin being allocated in FY 
2014/15 to replace a defunct office building and police evidence storage facility.  In FY 2015/16, 
funding for the project was redirected to the Almond Grove Street Reconstruction Project, with 
project funding for the building replacement then shown being spread over future years.   
 
In FY 2019/20, staff reassessed the project and identified a potential to save costs by renovating 
a garage and storage space to employee offices.  In that budget cycle new GFAR funding of 
approximately $975,000 was added to the project plus additional funding of $25,000 each year 
proposed in future years.   
 
 
 

                                                           
9 August 2023 Trailhead Connector 
10 June 2023 Trailhead Connector Funding Plan 
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PAGE 8 OF 8 
SUBJECT: Receive a Report on Capital Project Development Process and Select Capital 

Improvement Projects 
DATE:  August 1, 2024 
 
DISCUSSION (continued): 
 
Since the additional funding was provided in FY 2019/2020, staff has completed the renovation 
of staff office spaces and constructed a new storage / police evidence building at the public  
works yard.  The most recent Town Council action associated with this project occurred on April 
16, 202411 (Item 10) when action was taken to accept the building construction.  Staff is 
currently working on fit up of the building.  This project will be completed and closed during FY 
2024/25. 
 
CONCLUSION: 
 
Information about the select projects is provided per request of the Finance Commission Chair.  
Staff looks forward to answering the Commission’s questions at the meeting. 
 
COORDINATION: 
 
This report was coordinated with the Finance Director and the Town Manager’s Office. 
 
FISCAL IMPACT: 

Information regarding the costs of each project is provided.  The referenced memorandums 
considered at past Town Council meetings each include a fiscal table the documents funding for 
each project. 
 

ENVIRONMENTAL ASSESSMENT: 

This item is not a project defined under CEQA, and no further action is required. CEQA actions 
for each project is addressed through the work on that project. 
 

Attachments: 
1. Past and Projected CIP Spending 
2. Project Process 
3. Kennedy Road FY2122 Detail Pages  
4. Communications from the Chair 

                                                           
11 April 2024 Corporation Yard Building Acceptance 
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Expended 
Through 
2022/23

2023/24 
Estimated 
Actuals

Estimated 
Carryfwd to 
2024/25

2024/25 
Budget

2025/26 
Budget

2026/27 
Budget

2027/28 
Budget

2028/29 
Budget Total Budgeted

Projected 
Available 

Funding (Total 
Budgeted ‐ 
Expended 
Through 
2022/23)

2023/24 
Estimated 

Actuals (From 
CIP Budget 

Book B‐5, B‐6)
Projected 

Spending 24/25
Projected 

Spending 25/26

Projected 
Available 
Funding as 
7/1/26

Reconstruction
811‐9901 Street Repair & Resurfacing 24,851,825        3,723,736          4,044,465          3,534,839          3,534,839          3,534,839          3,534,839          3,534,839          50,294,221           25,442,396        3,723,736          3,800,000          3,800,000          14,118,660       
811‐9903 Pavement Rehab‐Crack Seal 1,616,628          180,000             180,000             180,000             180,000             180,000             180,000             180,000             2,876,628             1,260,000          180,000             180,000             180,000             720,000            

Maintenance‐Safety
811‐9902 Annual Street Restriping  180,228             ‐  ‐  15,000                20,000                30,000                40,000                50,000                335,228                 155,000             ‐  15,000                20,000                120,000            
811‐9904 Unanticipated Repairs ‐ Annual ‐  9,572                  10,788                100,000             100,000             100,000             100,000             100,000             520,360                 520,360             9,572                  111,000             100,000             299,788            
815‐9930 Retaining Wall Repairs 1,595,978          31,499                535,300             50,000                50,000                50,000                50,000                50,000                2,412,777             816,799             31,499                25,000                25,000                735,300            
811‐0008 Shannon Road Repair 433,152             268,745             4,174,167          500,000             ‐  ‐  ‐  ‐  5,376,064             4,942,912          268,745             4,674,167          ‐  ‐ 
811‐0010 Blossom Hill Rd ‐ Union to Camden Improvements ‐  ‐  ‐  800,000             ‐  ‐  ‐  ‐  800,000                 800,000             ‐  400,000             400,000             ‐ 
812‐0130 Roadside Fire Fuel Reduction ‐ Annual 999,809             186,640             1,385,551          100,000             100,000             100,000             100,000             100,000             3,072,000             2,072,191          186,640             1,000,000          750,000             135,551            
812‐0131 East Main Street Crosswalk Improvements 43,700                18,000                253,300             ‐  ‐  ‐  ‐  ‐  315,000                 271,300             18,000                100,000             153,300             ‐ 
812‐0133 VMT Mitigation Program 134,767             48,568                66,665                ‐  ‐  ‐  ‐  ‐  250,000                 115,233             48,568                30,000                ‐  36,665               
812‐0134 Measure B Education & Encouragement 18,671                52,017                68,657                ‐  ‐  ‐  ‐  ‐  139,345                 120,674             52,017                30,000                30,000                8,657                 
812‐0135 Town‐wide Speed Studies ‐  ‐  80,000                ‐  ‐  ‐  ‐  ‐  80,000  80,000                ‐  ‐  80,000                ‐ 

Street Improvements
813‐9921 Curb, Gutter & Sidewalk Maintenance 5,108,300          89,535                321,147             300,000             300,000             300,000             300,000             300,000             7,018,982             1,910,682          89,535                400,000             350,000             1,071,147         
813‐0218 Shannon Road Ped & Bikeway Improvements 263,407             106,014             1,937,809          ‐  ‐  ‐  ‐  ‐  2,307,230             2,043,823          106,014             1,937,809          ‐  ‐ 
813‐0225 Utility Undergrounding Improvements 2,852                  ‐  299,573             ‐  ‐  ‐  ‐  ‐  302,425                 299,573             ‐  ‐  ‐  299,573            
813‐0227 Traffic Signal Modernization 2,001,927          540,474             94,858                ‐  ‐  ‐  ‐  ‐  2,637,259             635,333             540,474             ‐  ‐  94,858               
813‐0235 Downtown Streetscape Revitalization/Economic Recovery 

Efforts 1,929,140          359,867             552,633             ‐  ‐  ‐  ‐  ‐  2,841,640             912,500             359,867             ‐  ‐  552,633            
813‐0237 State Route 17 Corridor Congestion Relief Project 600,000             ‐  867,000             ‐  600,000             600,000             600,000             600,000             3,867,000             3,267,000          ‐  867,000             ‐  2,400,000         
813‐0240 Winchester Class IV Bikeway 942,062             ‐  ‐  ‐  ‐  ‐  ‐  ‐  942,062                 ‐  ‐  ‐  ‐  ‐ 
813‐0241 Kennedy Sidewalk & Bike Lanes  ‐ LGB to Englewood ‐  ‐  2,365,376          ‐  ‐  ‐  ‐  ‐  2,365,376             2,365,376          ‐  250,000             2,115,376          ‐ 
813‐0242 Parking Program Implementation 153,110             125,519             488,826             ‐  ‐  ‐  ‐  ‐  767,455                 614,345             125,519             384,998             20,000                83,828               
813‐0244 Overlook Road Tree Replacement ‐  ‐  ‐  40,000                ‐  ‐  ‐  ‐  40,000  40,000                ‐  40,000                ‐  ‐ 

816‐0414 Stormwater System ‐ Pollution Prevention Compliance 22,722                38,747                36,531                ‐  ‐  ‐  ‐  ‐  98,000  75,278                38,747                36,531                ‐  ‐ 
816‐0420 Annual Storm Drain Improvements 291,181             ‐  252,219             ‐  ‐  ‐  ‐  ‐  543,400                 252,219             ‐  ‐  ‐  252,219            
816‐0421 Loma Street Drainage ‐  ‐  100,000             250,000             496,300             ‐  ‐  ‐  846,300                 846,300             ‐  150,000             100,000             596,300            
816‐0422 Harwood/Belridge Drainage Study ‐  ‐  100,000             ‐  ‐  ‐  ‐  ‐  100,000                 100,000             ‐  50,000                50,000                ‐ 
816‐0423

709 University Avenue Drainage System Replacement ‐  ‐  200,000             ‐  ‐  ‐  ‐  ‐  200,000                 200,000             ‐  75,000                125,000             ‐ 
816‐0424 333 University Inlet Capacity Improvements ‐  ‐  50,000                ‐  ‐  ‐  ‐  ‐  50,000  50,000                ‐  ‐  50,000                ‐ 
816‐0425 Storm Drainage Mapping ‐  ‐  190,000             260,001             ‐  ‐  ‐  ‐  450,001                 450,001             ‐  400,000             50,001                ‐ 
817‐0705 Downtown Parking Lots Seal Coat & Restriping 84,839                ‐  15,161                50,000                ‐  10,000                ‐  10,000                170,000                 85,161                ‐  ‐  85,161                ‐ 
817‐0708 Parking Lot 4 Repair/Waterproofing 199,800             ‐  50,200                ‐  ‐  ‐  ‐  ‐  250,000                 50,200                ‐  ‐  50,200                ‐ 

Bridges
818‐0801 Quito Road ‐ Bridge Replacement 64,594                235,087             50,000                ‐  ‐  ‐  ‐  ‐  349,681                 285,087             235,087             ‐  50,000                ‐ 
818‐0803 Highway 17 Bicycle & Pedestrian Bridge ‐ Design 1,083,238          2,317,745          1,056,319          ‐  ‐  ‐  ‐  ‐  4,457,302             3,374,064          2,317,745          1,056,319          ‐  ‐ 
818‐0804 Timber Bridge Inspection ‐  ‐  ‐  ‐  25,000                25,000                ‐  ‐  50,000  50,000                ‐  ‐  50,000                ‐ 

Parks ‐ 
831‐4007 Oak Meadow Bandstand Area Improvements 22,282                23,223                241,225             ‐  ‐  ‐  ‐  ‐  286,730                 264,448             23,223                190,000             51,225                ‐ 
831‐4008 Oak Meadow Park Plane Recoating ‐  ‐  ‐  ‐  ‐  40,000                ‐  ‐  40,000  40,000                ‐  ‐  ‐  40,000               
831‐4202 Town Plaza Turf Repairs 9,116                  ‐  27,000                15,000                ‐  ‐  ‐  ‐  51,116  42,000                ‐  42,000                ‐  ‐ 

Project Number and Name

Anticipated Capital Expenditures FY 2024/25 and FY 2025/26

Financial Summary As Presented in Proposed CIP Pages B‐5 and B‐6 New Information on Projected Spending
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831‐4404 Creekside Turf Replacement ‐  ‐  500,000             ‐  ‐  ‐  ‐  ‐  500,000                 500,000             ‐  ‐  ‐  500,000            
831‐4605 Parks Playground Fibar Project 92,531                36,820                20,149                25,000                ‐  25,000                ‐  25,000                224,500                 131,969             36,820                ‐  40,000                55,149               
831‐4610 Pinehurst Community Garden 14,314                70,627                200,059             50,000                ‐  ‐  ‐  ‐  335,000                 320,686             70,627                50,000                ‐  200,059            
831‐4611 Sport Court Resurfacing ‐  ‐  ‐  100,000             ‐  ‐  ‐  ‐  100,000                 100,000             ‐  100,000             ‐  ‐ 

Trails
832‐4503 Charter Oaks Trail Improvement 72,942                ‐  474,891             ‐  ‐  ‐  ‐  ‐  547,833                 474,891             ‐  ‐  ‐  474,891            
832‐4504 Open Space Trail Upgrades ‐  ‐  152,000             ‐  ‐  ‐  ‐  ‐  152,000                 152,000             ‐  75,000                77,000                ‐ 
832‐4505 Trailhead Connector 692,000             8,006,899          822,953             ‐  ‐  ‐  ‐  ‐  9,521,851             8,829,851          8,006,899          822,953             ‐  ‐ 
832‐4508 Vegetation Management ‐ Town‐wide 244,826             5,423                  97,458                432,959             100,000             100,000             100,000             100,000             1,180,666             935,840             5,423                  930,417             ‐  ‐ 
832‐4510 Lynn Ave Pedestrian Path Design ‐  55,448                134,552             50,000                ‐  ‐  ‐  ‐  240,000                 240,000             55,448                50,000                ‐  134,552            

Town Infrastructure 
821‐2002 Town Beautification 129,422             17,687                7,517                  15,000                15,000                15,000                15,000                15,000                229,625                 100,203             17,687                15,000                15,000                52,517               
821‐2009 Public Art Gateway Project 50,000                105,611             ‐  37,500                37,500                ‐  ‐  ‐  230,611                 180,611             105,611             37,500                37,500                ‐ 
821‐2012 Emergency Preparedness ‐  ‐  96,780                ‐  ‐  ‐  ‐  ‐  96,780  96,780                ‐  20,000                20,000                56,780               
821‐2012 Annual ADA Compliance Work ‐  ‐  10,000                70,000                20,000                20,000                20,000                20,000                160,000                 160,000             ‐  40,000                15,000                105,000            
821‐2117 Civic Center ADA Restrooms and HR Offices 74,924                96,076                809,000             ‐  ‐  ‐  ‐  ‐  980,000                 905,076             96,076                730,000             79,000                ‐ 
821‐2120 Civic Center Plumbing Repair ‐  ‐  40,000                40,000                40,000                ‐  ‐  ‐  120,000                 120,000             ‐  20,000                30,000                70,000               
821‐2121 TMO Roof Repairs ‐  ‐  79,640                ‐  ‐  ‐  ‐  ‐  79,640  79,640                ‐  79,640                ‐  ‐ 
821‐2208 ARC – Interim Community Center ‐  ‐  866,281             11,333                ‐  ‐  ‐  ‐  877,614                 877,614             ‐  30,000                ‐  847,614            
821‐2302 Building Replacement at Corporation Yard 2,156,661          239,619             267,414             ‐  ‐  ‐  ‐  ‐  2,663,694             507,033             239,619             250,000             ‐  17,414               
821‐2310 Engineering Counter Modification ‐  ‐  40,000                ‐  ‐  ‐  ‐  ‐  40,000  40,000                ‐  40,000                ‐  ‐ 
821‐2311 Fleet Service Outdoor Work Area (Design Phase) ‐  ‐  ‐  45,000                ‐  ‐  ‐  ‐  45,000  45,000                ‐  35,000                10,000                ‐ 
821‐2404 POB Space Study ‐  ‐  75,000                ‐  ‐  ‐  ‐  ‐  75,000  75,000                ‐  40,000                35,000                ‐ 
821‐2504 Library Improvements ‐  ‐  22,000                ‐  ‐  ‐  ‐  ‐  22,000  22,000                ‐  ‐  10,000                12,000               
821‐2505 Battery Power Supply ‐ Library 439,466             100,716             2,818                  ‐  ‐  ‐  ‐  ‐  543,000                 103,534             100,716             ‐  ‐  2,818                 

821‐2601
ADA Upgrade for Public Restrooms ‐ Adult Recreation 
Building 103,964             294,099             305,799             ‐  ‐  ‐  ‐  ‐  703,861                 599,898             294,099             75,000                ‐  230,799            

Equipment
841‐6003 Town‐wide Document Imaging Project 198,011             ‐  16,989                ‐  ‐  ‐  ‐  ‐  215,000                 16,989                ‐  16,989                ‐  ‐
841‐6101 Enterprise Resource Planning Upgrade 470,129             555,607             576,817             ‐  ‐  ‐  ‐  ‐  1,602,554             1,132,425          555,607             505,607             71,210                ‐ 
841‐6103 EOC Communications Upgrade 24,717                1,000                  6,000                  ‐  ‐  ‐  ‐  ‐  31,717  7,000                  1,000                  6,000                  ‐ 
841‐6104 IT Disaster Recovery Improvements 171,163             757  28,080                ‐  ‐  ‐  ‐  ‐  200,000                 28,837                757  10,000                ‐  18,080               

TOTALS 47,588,397        17,941,378        25,746,967        7,071,632          5,618,639          5,129,839          5,039,839          5,084,839          119,221,530         71,633,133        17,941,378        20,223,930        9,124,973          24,342,851       
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Project Development Process

ATTACHMENT 2

Operation and 
MaintenanceConstructionCompleted Designs
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Engagement and 

Preliminary Designs
Technical AnalysisBasic Analysis

Public UseBuildDetailed Design 
Development

Outreach and
Preliminary Designs
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Outcomes 

Ongoing Operation and 
Maintenance

• Bid Project
• Perform

Construction
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• Complete Required
Reporting

• Review Pay
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Construction Plans
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• Soil Sampling /
Analysis

• Identify Utility
Conflicts

• Evaluate Regulatory
Requirements
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Alignment with Other
Projects
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Timeline (Varies by Project Complexity)

Ongoing1 – 2 Years6 Months – 2 Years1 ‐ 2 Years6 Months – 2 Years1 Month – 6 Months

IDENTIFY STUDY PLAN CONSTRUCT OPENDESIGN
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    STREETS PROGRAM 
Street Improvements 

C - 72 

Project Name Kennedy Sidewalk – LGB to Englewood Project Number  813-0241

Department Parks & Public Works Project Manager Town Engineer: WooJae Kim 

Description The project will install sidewalks and Class II bike lanes on Kennedy Road.  

Location This project location is Kennedy Road Between Los Gatos Boulevard and Englewood Avenue. 

Project 
Background 

The Kennedy Road Sidewalk improvement project will provide safe connections to Los Gatos 
Boulevard, a destination point in Town for employment. The project is in a residential neighborhood 
that will provide benefits to Louise Van Meter Elementary School, R.J. Fisher Middle School, and Los 
Gatos High School. The project location is in close proximity to the VTA – Bus Route 27 stop at Los Gatos 
Boulevard providing access to further destinations within the Town .  

In June 2020 the Town was awarded a Measure B grant in the amount of $832,300 for final design and 
construction of this project.  The local match amount is included in this project budget. The project 
schedule is contingent upon Measure B grant fund schedule. 

Operating 
Budget Impacts 

Staff time for design and construction of the project is tracked, which allows for accountability in the 
costs of the project, recovery of costs from grants, and identification of future staffing needs.  This 
project utilizes a combination of full-time budgeted staff and temporary staff to support fluctuating 
workloads.  The costs for temporary staff will be funded through the project.  Full-time staff is 
accounted for in the FY 2021/22 Operating Budget. 

Attachment 3

Pages from FY 21/22 CIP
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                                                                                                                          STREETS PROGRAM 
Street Improvements 

 

 
 
 
 

C - 73 

Project 
Components & 
Estimated Timeline 

Fall 2022 Preliminary 
Design  

Project design & development  

TBD Bid Process Project bidding & contract award (pending Measure B grant 
funding schedule) 

TBD Construction Project completed. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Prior Yrs 
Actuals

2020/21 
Estimated

Estimated 
Carryfwd

2021/22
 New Funding

2021/22
 Budget

2022/23 
Proposed

2023/24 
Proposed

2024/25 
Proposed

2025/26 
Proposed Total Project

SOURCE OF FUNDS to 2021/22 (with Carryfwd)

GFAR -$            -$            -$            -$                  -$                  -$            356,700$    -$            -$            356,700$    
GRANTS & AWARDS -              -              -              -                    -                    -              -              832,300      -              832,300      

TOTAL SOURCE OF FUNDS -$            -$            -$            -$                  -$                  -$            356,700$    832,300$    -$            1,189,000$ 

 Prior Yrs 
Actuals 

 2020/21 
Estimated 

 Estimated 
Carryfwd 

 2021/22
 New Funding 

 2021/22
 Budget 

 2022/23 
Proposed 

 2023/24 
Proposed 

 2024/25 
Proposed 

 2025/26 
Proposed 

 Total 
Project 

USE OF FUNDS to 2021/22 (with Carryfwd)

GFAR
Salaries and Benefits -$            -$            -$            -$                  -$                  -$            -$            -$            -$            -$            
Services/Supplies/Equipment -              -              -              -                    -                    -              -              -              -              -              
Site Acquisition & Preparation -              -              -              -                    -                    -              -              -              -              -              
Consultant Services -              -              -              -                    -                    -              -              -              -              -              
Project Construction Expenses -              -              -              -                    -                    -              356,700      -              -              356,700      

TOTAL GFAR -$            -$            -$            -$                  -$                  -$            356,700$    -$            -$            356,700$    

GRANTS & AWARDS
Salaries and Benefits -$            -$            -$            -$                  -$                  -$            -$            -$            -$            -$            
Services/Supplies/Equipment -              -              -              -                    -                    -              -              -              -              -              
Site Acquisition & Preparation -              -              -              -                    -                    -              -              -              -              -              
Consultant Services -              -              -              -                    -                    -              -              -              -              -              
Project Construction Expenses -              -              -              -                    -                    -              -              832,300      -              832,300      

TOTAL GRANTS & AWARDS -$            -$            -$            -$                  -$                  -$            -$            832,300$    -$            832,300$    
TOTAL USE OF FUNDS -$            -$            -$            -$                  -$                  -$            356,700$    832,300$    -$            1,189,000$ 

KENNEDY SIDEWALK BETWEEN LGB AND ENGELWOOD Project 813-0241
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We begin project evaluation in January, and present to Council in February or so. The limited staff resources have prevented us from detailing out all potential
future projects; however, a more robust prioritization process is something staff would like to consider.
2. The initial “new capital target” budget is established by Finance and has historically been set at $600k. This is the forecasted annual transfer of “new funding”
from the GF to the GFAR for the upcoming budget cycle. It is unclear as to how this amount is established given that as of the end of FY 23 there was $10.4m in
the GF Capital/Special Project reserve. Additionally, historical transfers have greatly exceeded this amount. It should be noted that at the May 21, 2024 TC
meeting, PPW staff flashed an annually transfer of $1.1m for each of the next 5 years. There was no explanation as to why that was the correct amount as
opposed to the historical $600k. More work needs to be done to answer the question - what is the proper amount that should be annually budgeted for capital
expenditures based on the Town’s invested capital and new capital investment requirements? As a benchmark, the annual gross depreciation expense is $4.1m.
Follow up question - is the investment in roads capitalized and depreciated? What is PPW’s view on what should the annual capital spend required to maintain
the Town’s current infrastructure investment? How do we know this? We need to develop the proper “business model” for CIP and set expectations accordingly.
The Town has a well established and long standing process for how funds are allocated across various funds and accounts. The focus of PPW staff is on project
specific budgets and accounts.
3. The detail CIP project list needs to be fully scrubbed. There are “projects” listed that aren’t really “active” CIP projects (e.g., project 9930), as well as projects
that are very simple to execute co-mingled with complex design/bid/build projects which require substantial management oversight. The CIP list should provide
an emphasis on the complex projects that are truly active and require staff time to track schedule and spend vs. the adopted project plan. The 80/20 rule is
operative here. There does not appear to be formal monthly reviews of any projects let alone the most complex projects where actual vs plan performance is
discussed, and corrective actions plans if required are formed. It is also unclear as to whether there is a formal monthly project close process, so all CIP projects
are up to date as of the end of each accounting period. Without a formal close process, it will be impossible to determine the true “burn rate” and determine
whether projects are really on time and on budget until a milestone is reached. At that point, it may be too late. The CIP is a budget document rather than a
project management tool. Its function is to document what projects are funded, and projects are presented by technical category. Staff does manage some
projects as design-bid-build while others don’t require that level of design or oversight. The project management protocol used for a project does not relate to the
fact that the project is funded or what the funding source is, which is what the CIP documents.
4. All CIP tracking is done on spreadsheets. There is no integrated CIP accounting package that will automatically produce detail CIP standardize tracking
reports. As a follow up we would like to look at the underlying CIP tracking spreadsheets for 2 projects - 0227 Traffic Signal Modernization and 4505 Trail Head
Connector. We will schedule a meeting in a couple of weeks to review this with PPW so we can gain a better understanding of the current system. To clarify, the
Town’s accounting system is used to log project revenues and expenditures and reporting is available from that system. PPW consults the accounting system to
reconcile project budgets as needed. Project budgeting is made public through the budget process, when Town Council actions are required during a project
(e.g., construction award, etc.), and again at project close out.
5. We understand that the ERP upgrade that is currently in progress will not include a CIP accounting module when it initially goes live. With 64 projects in flight
and a projected capital spend for FY 24 and FY 25 of $17.9m and $7.1m respectively, we are concerned that the current accounting and tracking systems are not
robust enough to provide sufficient control and visibility over the CIP spending in a timely fashion. We believe we heard that current PPW leadership shares this
concern. As a follow up we should schedule a joint discussion with Finance and PPW to fully understand the risks associated with the current ERP
implementation approach and what the plan is to improve CIP tracking and reporting in the future. To be clear, the ERP system will be used to track all town
related finances – operating and capital. Our current system is tracking all the financial information related to all capital projects. As discussed at our meeting,
PPW is working to improve our processes around capital project management. We have implemented a number of improvements in the past two years and more
are under consideration. As implementation of the ERP system moves forward, staff will work closely with our partners in other Town Departments to optimize
use of the information available.
6. There are currently only 2 people in CIP in addition to the Town Engineer responsible for managing the CIP budget. All agreed that this was inadequate staffing
to properly manage the FY 25 CIP budget. Of the 64 CIP projects, approximately 31 are sufficiently complex that require active oversight. Given the current
headcount, the staff has capacity to manage appropriately 20 projects. As a follow up discussion, we should discuss a strategy to “bleed off” the excess projects
to restore balance. Given this level of Staffing, we are extremely concerned about the Town’s ability to manage a projected FY 24 capital spend of $17.9m (the
Town has never had an annual spend at this level) let alone the projected FY 25 spend. Staff is actively working to complete active projects and good progress is
being made in this regard. As explained at our meeting, we know that the projected spending plan for 24/25 is high, because a number of larger projects are either
in construction, were recently bid, or will be bid in the fall. Staff continues to work on delivering all of the projects that Town Council has approved in the adopted
budget document.
7. I have attached some documents that were presented to the TC at the May 21, 2024 meeting. The FC did not have a chance to review these schedules. We
should do that at our next meeting. I would encourage you to review this material and watch the Town Council meeting to hear the discussion of these items.
Again, thank you for taking the time to meet with us. We look forward to continuing to work through these issues with you. If I have misstated anything, please feel
free to correct our understanding. We need to get this right.
Phil Koen
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From: Phil Koen
To: Gitta Ungvari
Cc: Laurel Prevetti; Nicolle Burnham; Linda Reiners; Mary Badame; Gabrielle Whelan
Subject: August Finance Commission
Date: Tuesday, July 2, 2024 8:48:00 AM
Attachments: Pages from FY-2024-2025-Proposed-CIP-Budget (2).pdf

[EXTERNAL SENDER]

Hello Gitta,

Now that the FY 2025 budget cycle is behind us, I would like to schedule a Finance
Commission meeting for Monday August 5. The agenda will be to approve minutes from prior
meetings, and two new agenda items - 1) detail review of the 7 capital projects highlighted in
yellow in the attachment and 2) review of the ERP project.

Could you please check availability of the rest of the Commission to see if they can attend on
August 5. Both Linda and I are available.

Under a separate email I will provide more direction regarding the information we would like
to have presented to the FC for the capital projects. 

Thank you for your assistance.

Phil Koen 
Chair 
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-----Original Message-----
From: Phil Koen  
Sent: Tuesday, July 23, 2024 9:50 PM
To: Gitta Ungvari <GUngvari@losgatosca.gov>
Cc: Linda Reiners ; Laurel Prevetti <LPrevetti@losgatosca.gov>; Gabrielle Whelan <GWhelan@losgatosca.gov>; Mary Badame
<MBadame@losgatosca.gov>
Subject: Capex Project Review
 
[EXTERNAL SENDER]
 
Hello Gitta,
 
To help center the capital project discussion, I would respectfully request Staff to focus the review discussion on the following 7 projects:
 
0008 - Shannon Road repair
0130 - Roadside Fuel Reduction
0218 - Shannon Ped. and bikeway improvements
0241 - Kennedy Sidewalk
0803 - Highway 17 bridge
4505 - trailhead connector
2302 - building replacement - corporate yard.
 
Again, we wish to avoid creating a large burden on the Staff in preparing for this discussion. Sharing with the FC the regular management reports the Staff
uses to track actual spend to budget and performance to schedule, etc. is all that is required at this time. In total these 7 projects represent a total capital
budget of $29.7m.
 
Thank you,
 
Phil Koen
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From: Phil Koen
To: Gitta Ungvari
Cc: Linda Reiners; Laurel Prevetti; Gabrielle Whelan; Mary Badame
Subject: Capex Project Review
Date: Tuesday, July 23, 2024 9:49:42 PM

[EXTERNAL SENDER]

Hello Gitta,

To help center the capital project discussion, I would respectfully request Staff to focus the review discussion on the
following 7 projects:

0008 - Shannon Road repair
0130 - Roadside Fuel Reduction
0218 - Shannon Ped. and bikeway improvements
0241 - Kennedy Sidewalk
0803 - Highway 17 bridge
4505 - trailhead connector
2302 - building replacement - corporate yard.

Again, we wish to avoid creating a large burden on the Staff in preparing for this discussion. Sharing with the FC
the regular management reports the Staff uses to track actual spend to budget and performance to schedule, etc. is all
that is required at this time. In total these 7 projects represent a total capital budget of $29.7m.

Thank you,

Phil Koen
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