CITY COUNCIL Ronald Reagan
HOUSING AUTHORITY AND Community Center

SUCCESSOR AGENCY TO THE EL CAJON
195 E. Douglas Avenue
REDEVELOPMENT AGENCY El Cajon, CA 92020

City Council Priorities & Goal Setting Workshop
JANUARY 14, 2025 - 6:00 p.m.

Bill Wells, Mayor Graham Mitchell, City Manager
Steve Goble, Councilmember Vince DiMaggio, Assistant City Manager
Gary Kendrick, Mayor Pro Tem Morgan Foley, City Attorney
Michelle Metschel, Councilmember Angela Cortez, City Clerk

Phil Ortiz, Councilmember

CALL TO ORDER: Mayor Bill Wells
ROLL CALL: City Clerk Angela Cortez
PLEDGE OF ALLEGIANCE TO THE FLAG AND MOMENT OF SILENCE

ADMINISTRATIVE REPORT:

I 1. 2025 City Council Priorities & Goal Setting Workshop I

RECOMMENDATION:

That the City Council conducts its annual Priorities & Goal Setting Workshop and
provides direction to staff in preparation for the 2025 City Council Action Plan.

ADJOURNMENT: The Joint Special Meeting of the El Cajon City Council/El Cajon
Housing Authority/Successor Agency to the El Cajon Redevelopment Agency held this
14th day of January 2025, is adjourned.



Agenda Item 1.

City Councill
Agenda Report

DATE: 01/14/2025
TO: Honorable Mayor and City Councilmembers
FROM: Graham Mitchell, City Manager

SUBJECT: 2025 City Council Priorities & Goal Setting Workshop

RECOMMENDATION:

That the City Council conducts its annual Priorities & Goal Setting Workshop and provides
direction to staff in preparation for the 2025 City Council Action Plan.

BACKGROUND:

This memo provides an update on the 2024 City Council Action Plan (CCAP) and shares
thoughts on the upcoming City Council Priority Setting Workshop on January 14, 2025. The aim
of the Workshop is to identify priorities (existing and/or new), determine which projects should
carry over, and establish specific goals and outcomes aligned with those priorities.

The previous year was an ambitious one for the City, marked by significant accomplishments,
including progress on priority projects, completion of many ARPA-funded initiatives, and the
passage of a sales tax measure. As we look ahead to 2025, this Workshop will serve as an
opportunity for the City Council to refine its focus areas and set the stage for continued success.
The input gathered during the Workshop will guide staff in preparing the 2025 CCAP, which will
be presented to the City Council for approval in February.

Attached to this memo is a matrix summarizing the progress made on the 2024 CCAP. For each
priority, the matrix provides details on associated goals, outcomes, specific tasks or milestones,
and a status report. In 2024, of the 25 Goals/Outcomes identified, seven were completed,
twelve are underway, and six were not started. Of the 70 corresponding Tasks/Milestones, 27
were completed, 26 are in progress, and 17 are not started for various reasons (priorities
shifted or no funding allocated). Completed Tasks/Milestones are shown in green, those
underway are shown in blue, and those not started are in red.

Also, as part of this memo, staff has provided recommendations for the 2025 CCAP. Some of
these are carry-over priorities and projects from 2024. Several new potential initiatives are
included in the memo, and are shown in italicized text.

To provide context for the upcoming year, it is important to provide the City Council with a
financial outlook for the upcoming year. While we are still waiting on some key financial
indicators (sales tax and property tax estimates), staff is confident that there will not be
significant surplus revenue in the upcoming fiscal year. As a result, staff does not recommend
adding any significant new programs that require substantial General Fund monies in the



upcoming year.
Staff’s Recommendations

Staff recommends that the City continue its focus on the following established priorities:

1. City Beautification

2. Economic Development
3. Homelessness

4. Public Safety

5. Miscellaneous

Staff recommends that the priority of City Infrastructure be removed for 2025. Two of the three
goals under this priority have been completed or are currently underway and the remaining goal
can be incorporated into future reviews of the City’s Capital Improvement Program.

Given the ambitious nature of the 2024 CCAP and the need to complete several outstanding
ARPA projects, staff recommends that the City Council limit the selection of goals/objectives to
about three per priority. This focused approach will help ensure successful implementation and
measurable progress.

If the City Council chooses to maintain the current priorities, staff has prepared the following
recommended goals/objectives for consideration. Each priority includes:

e Goals carried over from the 2024 CCAP (denoted as “carry-over” goals), and
e Potential new initiatives for consideration (indicated in italicized text).

Staff recognizes that the City Councilmembers will propose additional ideas during the
Workshop. Once all potential goals for each priority are identified, staff recommends that the
most critical goals be selected as the foundation for the 2025 CCAP.

Goals/Objectives to Consider

CITY BEAUTIFICATION —

The 2024 CCAP identified 13 Capital Improvement Projects, ranging from street improvement
projects, broadband expansion, park amenities, recreation center upgrades, neighborhood
streetlights installation, developing a wildfire hazard mitigation plan, and Fire Station 7 re-design
and construction. Because these projects are completed, under construction, or well along in
the implementation process, staff recommends removing them from the CCAP.

Staff seeks input on whether to continue the Landscape Award program for a second yearr,
continue with the lllegal Dumping from Apartment Complex project, and seek funding for a
community mural project.

ECONOMIC DEVELOPMENT -
Staff recommends the continuation of four goals from the previous CCAP:

o Parkway Plaza — continue with the work commenced in 2024.
o Downtown Catalyst Project — continue seeking a project that will continue to transform
Downtown El Cajon, including attracting new restaurants.



o Downtown Management — begin work on a revised Business Improvement District, initiate
a renewal of the assessment district, work to enhance the overall management of the
downtown, and work to establish a downtown farmers market (East County Market
Nights).

o Vacant Lot Incentive Program — staff has identified programs implemented in other cities
in the United States and is close to presenting options for City Council consideration.

HOMELESSNESS -
Staff recommends continuing one unaccomplished goal from the previous CCAP: Promote
success stories from City programs.

As an additional goal, staff recommends considering a pilot program with the Downtown
Business Partners to hire an outreach team that will specifically focus on downtown with a
result-driven program. This project could be patrtially funded with PBID assessment revenue.

PUBLIC SAFETY —
Staff recommends continuing or building on two goals from the previous CCAP.

o Staffing Plan for Engine 208 — seek to fund a new engine company out of Station 8.

o Calls to Congregate Care Facilities — continue reducing calls for service to congregate
care facilities. Calls in 2024 dropped by 2.22% over 2023. Staff believes that another 5%
is possible after implementing a policy incentive being worked on from the previous
CCAP.

Staff also recommends several new priorities, such as expanding the Police Department’s
community policing and engagement efforts, such as expanding community policing programs
(e.g. the current citizen and teen academies), building on relationships with CVUSD and
GUHSD for additional involvement at schools, and developing a Police Athletic League (or
something similar), working with Parks & Recreation.

Staff also recommends continuing to explore technological means to improve policing services,
such as modernizing the City’s communication systems, integrating data analytics platforms
and GIS teams that provide real-time data, enhancing the capabilities of ALPR and UAS,
utilizing VR and simulation training for officers, and providing increased training at a lower
overall cost.

MISCELLANEOUS —
Staff recommends the continuation of two previous goals as well as a new goal.

o Veterans Memorial — continue with the Request for Proposal process to identify a
designer for a new Veterans Memorial at the site determined by the City Council in 2024.
As part of this project, additional tasks include funding considerations, development of
final design, and completion of the project.

o Short-Term Rental Workshop — consider conducting a workshop to understand the
impacts (positive and negative) of short-term rentals, provide an overview of current City
policies, and explore any policy changes the City Council may wish to consider.

Another possible initiative to consider in 2025 is the creation of a Citizens Academy. The Police
and Fire Departments currently operate successful academies intended to educate residents
and business owners about their operations. Many cities conduct city-wide academies that are
based on the broader perspective of their local government. This goal would be to consider this
program, determine how to operate it, and estimate the annual cost of doing so.



Workshop Format
As in previous years, staff recommends that the following format be used in the Workshop:

1. Review of the 2024 CCAP (high level), with an opportunity for questions from the City
Council and public comment.

2. City Council identifying 2025 Priorities, with an opportunity for public comment.

3. Once 2025 Priorities are determined, a City Council brainstorming discussion for
each priority with possible goals/outcomes. After discussion and receiving public
input, the City Council can narrow down the focus goals/outcomes for each priority
(about three per priority).

CALIFORNIA ENVIRONMENTAL QUALITY ACT:

The Goal Setting Workshop is exempt from the California Environmental Quality Act ("CEQA")
under section 15061(b)(3) of the State CEQA Guidelines. The “common sense rule” exemption
states that where it can be seen with certainty that there is no impact on the environment, the
activity is exempt from CEQA.

FISCAL IMPACT:
Budget considerations will be considered during the budget adoption process.

Prepared By: Graham Mitchell, City Manager
Reviewed By:
Approved By: N/A

Attachments
CCAP Update (Dec 2024)















Update the City’s
Municipal Code
sections related to
sign regulations.

CD/CM




Vacant Lot Incentive
Program

Present a program
that incentivizes
property owners of
vacant lots to either
develop or include
community amenities
that add value to
neighborhoods.

CM




Goal/Qutcome

Dept.

Milestones/Tasks

Target
Dates

Status

Deferred
Maintenance
Analysis

Prepare an analysis of
the City’s deferred
maintenance projects
and Capital
Improvernent Plan.

FIN

Pavement
Management
Program

Prepare an analysis of
the City’s Pavement
Management
Program, including a
history of pavement
history and projected
projects.

ENG

Neighborhood
Capital Improvement
Projects

Identify additional
infrastructure related
capital improvement
projects (up to $2
million in costs) that
have a significant and
visible irmpact on
neighborhood and
implement.

ENG




Goal/Outcome

Dept. W

With stakeholder
input, develop a re-
envisioned Parkway
Plaza development
plan and present it to
current owners and
development
cormmunity.

CM/CD )

Milestones/Tasks

Target
Dates

Status

Signs & Fagade
Improvement Grant

Administer the Sign &
Fagade Improvement
Grant program.

CM










Goal/Quicome

Dept.

Milestones/Tasks

Target
Dates

Status

Documentary on EI
Cajon’s Homeless
Successes &
Challenges

Create a documentary
highlighting
successes with City's
homeless programs,
focusing on
individuals as well as
challenges the City
faces, including
policies out of El
Cajon’s controf and
fack of transparency
on homeless
spending in the
region.

CM

Promote El Cajon’s
Homeless Programs

Continue to promote
the work the City is
doing in the area of
homelessness.

CD/CM

10







Through enforcement,
education, and
engineering,
implement a
comprehensive
strategy to enforce
speed fimits
throughout the City.

PD/ENG

12







Short-Term Rental

Conducting a
workshop fo discuss
issues related to
shorl-term rentals,
examples of policies
implemented in other
communities, and
provide direction (if
necessary) to staff.

CD/CM/
Fin

14




Planning Study for
the E. Main Street
Area (between
Madison Avenue and
Walter Way)

Prepare a mixed-use
overiay plan for the
area, including public
outreach and inpit,
California
Environmental Quality
Act analysis, and
consideration for
adoption. The cost for
such a study is
approximately
$400,000 and will take
about 18 months to
complete.

CD

15
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