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Citywide Strategic Plan 2023-2028

The five-year Citywide Strategic Plan provides vision and overall direction for the
City of Santa Cruz. The Strategic Plan is a living document, featuring a framework
that balances the needs of the community and the City's resource capacity. The
plan reflects the policy priorities of the City Council and was adopted by City
Council on August 8, 2023. The plan contains seven (7) high level focus areas that
identify intended outcomes to be achieved through an associated set of strategies.
The Citywide work plan will use the Strategic Plan as a guide and report back
regularly to the City Council.

A VIBRANT, HEALTHY, AND RESILIENT COMMUNITY FOR ALL.

Overview of the Development Process

The planning process started in late summer 2022 and involved several activities
over the next year including collecting 275 community survey responses, receiving
13 Department Director Survey responses, conducting 6 Council interviews,
historical research, reviewing past media stories, and hosting 2 workshops. On
April 18, 2023, the City conducted a Council study session and workshop dedicated
to the Strategic Plan. As a result of this session, the draft vision, focus areas, and
associated strategies were formulated and consolidated into the City of Santa Cruz
Strategic Plan draft document.
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Strategic Plan Framework

The strategic plan is a living document, featuring a framework that balances the
needs of the community and the City's resource capacity. It is a policy document
that reflects the policy priorities of the City Council. It informs budgeting and annual
staff work plans. After adoption, the staff integrates the policy focus areas into its
operations and workplans.
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STRATEGIC PLAN FRAMEWORK

VISION

BROAD, MULTI-YEAR STRATEGIC FOCUS AREAS

STRATEGIES ALIGNED TO
FOCUS AREAS

FOCUS AREAS
(with goal statements)
V ﬁ m

The vision sets the focus for the future. It is an aspirational statement of where the
City wants to be. Focus areas will guide the direction and focus of the City for the
next several years. They are closely aligned with the vision and state the desired
outcomes to be achieved. They help City leaders decide on which of the many
worthy projects should be done and when, within available resources. Goal
statements elaborate on what is to be achieved in each focus area. Strategies
express how the City plans to accomplish its goals. They articulate the means to
achieve desired outcomes for each strategic focus area. Strategies generally
include broad areas to pursue, rather than individual projects.

A workplan is the blueprint for carrying out the strategic plan. It contains the detailed
steps that must be taken to assure that the goals and strategies are achieved.
Workplans are developed and used by staff to provide a framework for determining
specific timelines, assignments, and resource allocations. They are a management
tool to help the organization assure that goals are attained and are well-suited to
periodic check-in about progress, changes, or challenges.

Focus Areas and Strategies

The selected strategic areas of focus were informed by the strengths, challenges,
opportunities, and threats identified through engagement activities. Seven multi-
year focus areas were established. These identify intended outcomes to be
achieved through an associated set of strategies.

Further details on the strategies set forth to achieve the goals of the Citywide Strategic Plan
can be found here.


https://www.cityofsantacruz.com/home/showpublisheddocument/95406/638277711616870000#page=6
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Fiscal
Sustainability and

Ensure that the City is on a strong financial trajectory,
through planful investments and revenue

Transparency development

Cultivate a thriving downtown and local businesses
citywide to support economic health and vitality

Create and preserve housing for all with a focus on
affordable and workforce housing.

Working with the County and community partners, move

Homelessness toward positive outcomes in homelessness response,
Response safety and health, balancing the interests of persons who

are unhoused and housed, and the business community.

Public Safety and
Community Well-
Being

Provide public safety services that support well-being
and healthy communities.

Invest in sustainable, climate-adapted infrastructure
and community assets in both the natural and built
environment.

Advance a high-performing organization where
employees are empowered to deliver outstanding
services to the community.

How the Strategic Plan is Incorporated into the Annual Budget

The department summaries in the Annual Budget provide specific links that exist
between the current year's accomplishments, the upcoming year's goals, current
workload indicators, and performance measures and the focus areas in the
Citywide Strategic Plan. The titles in the boxes in the chart above are used to
reference the focus area.

Progress on the Strategic Plan

A collaborative Citywide team gathered in 2024 to review the progress of the City
in moving these strategies forward. The following chart is a table detailing the
progress completed in the year.
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Passed a sales tax measure which will provide an est. $8M in revenue; Modernize our financial system

. Strong Business Community: Created new community events; approved Parklet Program; 11 new Green Businesses;
Alleyway activation program

Creation of 320 100% Affordable Units Downtown; Identified nearly 3,500 housing units in various stages of development

Housing

Added public safety staff to Homeless Response Team; Relaunched the Teen Public Safety Academy; Conducted a Fire
Standards of Coverage Study; Opened Sycamore Grove Nature Loop; Re-established a Downtown Police Unit.

50 yr vision for West Cliff Drive; Upgraded & Constructed New Pump Stations on SLR; Implemented 3 new energy codes;
i : \@ Installed battery storage facility; Secured $128 M loan to fund critical water infrastructure projects

o Thriving Organization: Implemented portions of the compensation study; Workplace Violence Prevention Training;
K@J Supervisor/Management Leadership Training Program

Climate Action Plan

Background

The City of Santa Cruz’ Climate Action Program was established in 2008. In 2012,
the City Council adopted by resolution the City's first Community-wide Climate
Action Plan (CAP) with a 2020 time horizon (CAP 2020). Since the CAP 2020 was
adopted in 2012, the threat of climate change and the need to drastically
decarbonize has become even more urgent.

With the CAP 2020 sunset, in 2021 the City allocated funding to begin work on its
second community-wide Climate Action Plan with a 2030 time horizon (CAP 2030).
The mayor's appointed community Climate Action Task Force and a dozen local
equity advisors were requested to serve as an

dvisory body to the CAP 2030 devel tand 4N/ 11
advisory body to the evelopment, an Iil ,& Res"lent

adopted the final version of the plan, entitled
M T " o
Resilient Together,” in September, 2022. —— I 0O g et h er

Vision and Values

Adopted on September 13, 2022, the City of Santa Cruz CAP 2030 builds on the
strong foundation of climate action in the City and provides a framework for
updated policies, programs, and incentives for the community to work toward
climate mitigation, climate restoration, and building a climate economy. In order to


https://www.cityofsantacruz.com/home/showpublisheddocument/90696/637983259409670000
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rapidly enact local climate solutions that support and enhance a thriving and
equitable community with robust active and public transportation; plentiful housing
that is affordable, sustainable, and resilient; and healthy regenerative landscapes,
the plan seeks to reduce greenhouse Gas (GHG) emissions through a series of
measurable actions in the realms of sustainable government, climate mitigation,
climate economy, and climate restoration.

The community values that have guided the development of the CAP and will
continue to guide its implementation are:

e Ensure equity in all policies

e Build people-centric transportation infrastructure

e Promote efficient and low carbon/ no carbon energy and water
¢ Protect and enhance natural resources and urban parks

e Eliminate food waste and support local food sources

The City also adopted a 3-year implementation workplan and each department
developed 1-year workplans to ensure implementation occurs on schedule. The
workplans include mechanisms to institutionalize climate action into City processes,
policies, and procedures.

2025-2030 Local Hazard Mitigation Plan - Climate Adaptation Plan

Background

Climate adaptation is how we respond to the impacts of climate change caused by
global warming induced by the combustion of fossil fuels. While simultaneously
drastic decarbonizing our City, climate adaptation also requires ongoing actions by
individuals, businesses, and government. The City's 2018-2023 Climate Adaptation
Plan was incorporated into its 2018-2023 Local Hazard Mitigation Plan (LHMP),
resulting in the creation of a new document called the 2025-2030 City of Santa
Cruz Local Hazard Mitigation Plan — Climate Adaptation Plan (2025-2030 LHMP-
CAP) in 2025.

Like previous versions of the LHMP and CAP, natural and
climate-related hazards are addressed and include coastal
erosion, dam failure, drought, earthquake, extreme heat,
flood (riverine flood, flash flood, and coastal flood), landslide,
tsunami, sea level rise, and wildfire. In addition to a risk
assessment, the 2025-2030 LHMP-CAP includes mitigation RESILIENT COAST
and climate adaptation strategies and sets goals. SANTA CRUZ

BUILDING RESILIENCE
TO SEA LEVEL RISE

Mitigation and Climate Adaptation Goals
The 2025-2030 LHMP-CAP goals and objectives include the following:


https://www.cityofsantacruz.com/home/showpublisheddocument/103262/638768514924030000
https://www.cityofsantacruz.com/home/showpublisheddocument/103262/638768514924030000
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1. Avoid or reduce the potential for loss of life, injury, and economic damage to
Santa Cruz residents from hazard events.

2. Education and engage the community on preparedness for, and mitigation
of, potential impacts from hazard events.

3. Increase the ability of the City government to communicate local emergency
information and serve the community during and after hazard events.

4. Protect Santa Cruz's unique character and values; scenic beauty; quality of
life; and historic, natural, and cultural resources from being compromised by
hazard events.

5. Encourage mitigation activities and climate adaptation strategies to increase
the disaster resilience of systems essential to a functioning Santa Cruz,
critical facilities, infrastructure, other major assets, institutions, and private
companies.

Connections to the Capital Investment Program (CIP)

Capital Investment Program (CIP) projects that implement the Climate Action Plan
and the 2025-2030 LHMP-CAP are identified in the CIP section of this document.

Health in All Policies

Background

On November 26, 2019, the Santa Cruz City Council demonstrated their
commitment to community well-being by voting unanimously to adopt the Health in
All Policies (HiAP) policy and implementation recommendations. City leaders
recognized that community well-being is not simply influenced by individual
choices but by the interactions of many factors including the decisions by, and
policies of, local government.

Guided by a HiAP City Council Committee, the City adopts a HiAP workplan each
year and staff report annually on the progress. Every agenda item submitted to City
Council presents the way(s) in which the staff recommendation included supports
HiAPs.

Community Well-Being Outcome Metrics

The HiAP program identified eight interconnected conditions that are necessary for
health and wellbeing throughout the community which are tracked through a set of
community wellbeing outcome metrics.


https://www.cityofsantacruz.com/government/city-departments/city-manager/health-in-all-policies
https://www.cityofsantacruz.com/government/city-departments/city-manager/health-in-all-policies
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Stable, Affordable
Housing & Shelter Health & Wellness

Safe & Just
Community

Lifelong Learning &
Education

Healthy
Environments

Community Connectedness @

Economic Security &
Mobility

Thriving Families

HiAP is a collaborative approach to improving the wellbeing of all people by
prioritizing equity, sustainability, and public health in decision-making across
sectors and policy areas. The goal of HiAP is to ensure that all decision-makers are
informed and consider these pillars during the policy development process and,
starting in FY 2025 and since, in budgeting for capital investments.

How HiAP is Incorporated into the Annual Budget

The HiAP program has been incorporated into the Accomplishments and Goals
section of each Department Summary in the Budget document. Accomplishments
and Goals that support the objective of HiAP are labeled with icons to identify easily
and clearly which pillar they support.

The Capital Investment Program (CIP) section of the Legend: Item has the
Annual Budget also presents a map of the “opportunity following icon(s) if it
zones" of Santa Cruz- where equity needs are the [promotes HiAP goal of-
greatest- and the locations of CIP mapped projects to Equity
demonstrate the degree to which capital investments
are concentrated in those areas. For FY 2025, 36% of
these projects are in the City’'s opportunity zones.

£ Sustainability
@ Public Health

The CIP section also contains a write-up of the prioritization scores that are given
to projects requesting General Fund funding. Part of the scoring system is a
consideration of the degree to which the project at hand supports the HiAP goals.
The projects with the greatest impact receive the highest scores and become more
likely to be chosen as a CIP project to receive the scarce General Fund funds
available.
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