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A Message from the Strategic Planning Team

In Keizer, community is a way of life, where the values of pride, spirit, and volunteerism are
deeply rooted and foster the small-town atmosphere that shapes the distinct community
identity. Since the incorporation of the City in 1982, Keizer has been a place where residents
give back in a variety of ways to make the community better for all. We celebrate a strong
tradition of showing up to solve challenges and maintaining institutions to sustain the things
we value.

The population in Keizer has grown nearly 10 percent in the last decade. We are seeing more
people move to Keizer, new businesses setting up shop, and greater diversity within our
community. With growth comes change, but also the opportunity to chart our own course for
the future. We are at a critical juncture as we consider how we want to grow as a community:
opportunities for housing, our local economy, and community amenities all play an important
role in how we safeguard the characteristics that make Keizer a unique and a desirable
place to live, work, and play.

The reality is we are a small town experiencing growing pains. We have a strong and capable
City government organization equipped to serve the community, but the continued growth
paired with increasing costs of services outpacing limited revenues challenges the City’s
ability to maintain services at the level our residents have come to expect. There are many
priorities in our community and in order to serve our community to best of our ability, we need
to take a strategic approach in our work plans to understand, prioritize, and appropriately
resource the issues and needs most important to our residents and organization.

To address these challenges, the City embarked on the development a five-year strategic
plan for the organization to align our work with our organization’s purpose and vision for
the future. Over the past year, we have engaged hundreds of community members through
in-person events, an online survey, and interviews to gather their priorities, concerns, and
suggestions for the next five years. We also engaged with nearly every staff member in the
City to understand their needs and ideas to strengthen and equip the organization with
the tools and resources needed to provide the best services possible to residents. We are
immensely grateful to everyone who shared their ideas with us for the future of Keizer. This
input directly influenced the development of the strategic plan, including the organization’s

mission, vision, values, goals, and supporting actions that will bring the goals to life.

This plan will be used as a roadmap to guide our organization’s day-to-day and long-
term decision-making, delivery of services to the community, and partnerships with
community organizations to advance our shared goals and vision for the future. We will
regularly communicate our progress and commit to annually updating this plan to maintain
responsiveness andrelevance to community priorities. Thank you for joining us in this process.
We are grateful to our supportive and engaged residents, businesses, and organizations. We
simply couldn’t do it without you. Let the journey begin!




Introduction

In January 2023, the City of Keizer began the process to develop a strategic plan to guide
the organization in the delivery of services to the community over the next five years. The
strategic planincludes the organization’s mission, vision, and values, as well as defined goals
with supporting actions to drive the organization forward in alignment with the community-
wide values, needs, and priorities as well as internal organizational needs. The strategic plan
is a useful tool to guide the organization and Governing Body in aligning the allocation of
resources with their long-term vision and strategic goals during the annual budget process.

As Keizer's population continues to grow and change, City leadership saw an opportunity to
pause and reflect on how the community has been successful in recent history and consider
opportunities on the horizon to ensure Keizer remains a wonderful place to live, work, learn,
and play for years to come.

The strategic planning process included the City Council, City organization, and community
members in the development of shared goals, an action plan, and implementation structure
to bring the plan to life. The process built on the City’s previous goal setting and planning work
to develop a clear mission, five-year vision, values to guide the organization in achieving the
vision and supporting the mission, and six goal focus areas. As a result, the process supported
the development of a cohesive team amongst the organization and Council aligned around
the shared five-year goals.

The strategic plan includes an action plan with strategies to advance the goals. Each
strategy includes a project lead and timeline for implementation to inform the allocation of
resources and staff capacity. As the organization implements the strategies, project teams
will identify success measures to track and communicate progress with staff, City Council,
and the community. The strategic plan is designed to be updated on a regular basis to
ensure goals and actions remain aligned with organization and community priorities and
needs.

The City of Keizer values our community and is committed to providing responsive and quality
services to all. The strategic planning effort has provided the opportunity to come together
to assess the needs of our community and organization and determine our direction and
priorities for the next five years. As the City shifts to a culture of strategic management, the
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Goals + Process

Strategic Planning Goals
The strategic planning effort set out to achieve the following goals:

« Develop a clear mission and five-year vision for the organization,

+ Identify the values that will guide the organization in achieving the vision and
supporting the mission,

« Build a cohesive team amongst the organization and Council that is aligned around
shared five-year goals, and

« Conduct inclusive community engagement to inform the development of the plan and
build support for implementation.

Strategic Planning Process

Inclusive community engagement served as a guiding principle to develop the strategic
plan to ensure the resulting organization mission, vision, values, and goals reflect the
needs and priorities of the community over the next five years. The strategic planning
process included a variety of engagement opportunities with community leaders, business
community, education community, residents, City Council, and staff to collect input from as
many perspectives as possible. When a strategic plan is developed with an engaged and
supportive team, it strengthens operations and ensures teams are working toward common
goals.

Rooted in inclusivity and transparency, the strategic planning process was organized into
three phases:

llJ

®

Review + Adoption

QQ rl‘.-u

strategic plan will guide both long-term planning as well as daily decisions concerning the

future of the community, delivery of services, and organizational alignment. Community Engagement Strategic Plan Development




Phase 1: Communication and Engagement

The purpose of Phase 1is to engage and connect with the Keizer community and
organization to gather thoughts and ideas about needs and priorities from multiple
perspectives to inform the organization’s mission, vision, values, and goal focus areas.

To support the strategic planning project goals, the City assembled the strategic planning
team, comprised of eleven staff members from across the organization to represent all
departments to guide and inform the development of the strategic plan. The strategic
planning team supported the overarching project goals as well as the following goals
specific to the engagement process:

« Engage stakeholders to develop a five-year strategic plan that will guide the City
of Keizer,

« Create project awareness across the community and organization, and

- Facilitate inclusive outreach opportunities to ensure the vision and values are
reflective of Keizer.

The project team developed a communications and engagement strategy outlining how
the communication and engagement would support these goals, the various stakeholder
groups who will play a role in the process and a description of their role, effective ways

to engage and foster relationships with stakeholders, outreach tools and activities, and
data management. Building on this strategy, the project team worked together to develop
multiple tools and opportunities to engage the organization and community in the
development of the strategic plan, including:

« Strategic Planning Council workshop

« Strategic Planning Leadership Team workshop

« Council interviews

« Community leader interviews

« Presentations and outreach to Boards and Commissions
« Online survey for staff and community members

+ Project website

« Project fact sheet

« City Manager emails

* Press release

« Posters, flyers, and A-frames displayed at Civic Center and community events
- Utility bill insert (digital and mail)

« Social media
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These engagement tools built awareness of the strategic plan process with the City
Council, staff, and community members to explain why the City is developing a strategic
plan, how it will be used, and how to get involved in the process. Additionally, the tools
enabled the project team to collect input and ideas from a variety of staff perspectives to
inform the purpose of the organization, where the organization should focus resources over
the next five years, and how the work is carried out by the organization. The engagement
process provided a variety of in-person and online opportunities for community members
and staff provided input on needs, challenges, opportunities, and priorities for the City
organization as well as the broader community.

Engagement by the Numbers

Strategic Planning Workshops

Community Leader Interviews

Community Group Presentations
+ Events

Survey Responders

Utility Bill Inserts (mail + digital)

1



Engagement Calendar Phase 2: Strategic Plan Development

PHASE ONE PHASE TWO PHASE THREE The purpose of Phase 2 is to identify the needs and desires of the community and

CITY OF

IZER’?_ organization based on the input gathered during Phase 1 and develop the organization’s
- strategic plan framework, which includes the mission, five-year vision, values, and goal

Strategic Plan for the Future

NOV-

e focus areas. Between June-July 2023, the project team analyzed thousands of community

MAR | | APRIL| | MAY | JUNE | JULY | AUG | SEPT | | OCT
and staff comments collected from all engagement tools to identify common threads,

themes, and ideas to inform the development of the draft mission, vision, values, and six
Council Interviews

goal focus areas. The project team shared the outreach themes and draft framework
and Workshop

with the organization and City Council to continue to build awareness around the plan
development and ensure the plan structure resonated with staff and captured the needs

Leadership Team and desires of both the community and organization.

Workshop

Action Planning Workshop

Community Leader

Interviews In October, the strategic planning team gathered with additional staff representation

from all levels of the organization for an action planning workshop provide feedback on

. the mission, vision, values, and goals and consider all planned future projects, existing
Communlty

Presentations projects underway, and news ideas to support the goals. Working in both small groups and

as a whole, staff members participated in facilitated brainstorming discussions to identify
potential actions to support the goals. Following the workshop, the project team refined the
Online Survey actions and developed an action plan. Workshop participants reviewed the draft action
plan with their respective departments and provided feedback to ensure the action plan is

comprehensive and reflective of the City’s strategic direction.
Website, socidal
media, news, posters,

flyers, etc.

Utility bill insert (mail
and digital)

Action Planning Staff
Workshop

Staff Review

Community Review
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Phase 3: Review + Adoption

The strategic planning team presented the draft strategic plan to the organization and
community for review and comments in November. Staff were encouraged to consider
how the mission, vision, and values resonated with them and if they saw their work and the
work of their departments adequately reflected in the strategic plan action plan. Similarly,
community members and City Council reviewed the plan to ensure the direction aligned
with community needs and priorities.

Following the community and staff review period, the team incorporated the feedback
collected into the revised draft strategic plan presented to City Council for adoption. The
Council adopted the strategic plan on December 18, 2023.

14
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onh + Values

ion, Vis

We provide excellent city services to support quality
of life, safety, and community for all.

SERVICE - STEWARDSHIP - CONNECTION
We value and serve all people with excellent, high-quality
services. As stewards of the community, we support a
fiscally sustainable organization, well-managed
infrastructure, a thriving economy and great
neighborhoods. We are connected through strong
engagement networks rooted in the community values

of pride, spirit, and volunteerism.

Be RESPONSIBLE
Be EXCELLENT

Be ACCESSIBLE

Values Be COMPASSIONATE

Be HELPFUL
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What is the difference between the
Mission + the leadership philosophy?

The mission expresses the purpose of the City of Keizer organization. In essence, the
mission answers the question, “Why do we exist?” The mission statement is owned by the
City Council and city staff work under that direction to carry out the council’s intent.

Keizer's vision describes the desired future state of the organization over the next five

years. It is the aspirational statement describing how we want our organization to look, feel,

and function in service to the Keizer community. The goals and action plan describe how
we will achieve the vision.

The leadership philosophy is owned by staff and encompasses the City’s approach
to empowering employees to achieve the mission. It describes how employees in the
organization want to participate in the direction of the organization and under what
circumstances they perform their best work.

KEIZER LEADERSHIP PHILOSOPHY

We strive to make Keizer a place where people want to work and live.

We work collaboratively to identify innovative solutions that have a sustainable and long-
term benefit for the community.

We believe the best decisions are made when we trust each other to be flexible in
developing solutions, sharing knowledge, being creative and communicating openly and
clearly.

Our team encourages each other, promotes personal growth, and works hard with service
to others as a focus.

We believe diversity, creativity, knowledge, adaptability, clear communication and open-
mindedness are characteristics found throughout the organization that lead to success
internally and externally.

Together we have a stake in the success of this organization, at all levels, because we are
empowered to achieve positive outcomes for those we work with and serve.

17



VALUES

At the City of Keizer, our values are guiding principles that provide purpose and direction
for employees to advance the mission and vision. The values were informed through

the strategic plan outreach process and refined through additional outreach with City
staff. The resulting values are a set of core beliefs and serve as the lens through which
employees carry out their day-to-day work and foster a high-performing work culture
where employees thrive and contribute to the shared success of the organization. In short,
the Keizer team uses these values REACH strategic plan goals.

Be Responsible Be COmpqssionute
« Maintain and protect assets, especially « Hometown pride
as we grow + Invested in community
« Work hard to get the work done right « High morale
« Use our resources wisely « Supportive environment
« Our stewardship of public resources  Positive working relationships
promotes trust « Employee wellness

Be Excellent
« Responsive

Be Helpful
Work effectively together

Consistent

Collaborate across departments to
eliminate soloists and silos

High-quality services

Culture of learning and improvement

Act with kindness and respect
Be Accessible
« Customer service
« Active engagement with community and
internally with organization
« Connection between the community and
the City + among depts
« Two-way flow of information and
engagement on projects and initiatives
« Community is informed and feels their
voice is valued in the process

18

Have trust and respect for one another

ACTION PLAN

The Action Plan contains the policies, programs, and projects the City of Keizer will
implement to fulfill the organization’s mission and achieve the five-year vision and
supporting goals.

What is an action?

The actions represent a policy, program, or project. The actions are organized by goal
areas and support the overall organization mission and vision. The actions were informed
directly by the ideas and priorities shared by community members and Keizer employees
during the strategic plan outreach process.

The scope and timeline of the actions vary. Some actions are significant undertakings
and will require multiple years to achieve, while others are smaller in nature and can be
achieved in a shorter time frame. Regardless of size and scope, all actions play a critical
role in improving the delivery of services to the community.

Who is responsible for implementing these actions?

The actions of the Strategic plan are internally focused with the Keizer organization
responsible for implementing these actions. Each action will be assigned to a project
lead and team of Keizer employees. While the City plays a critical role in achieving these
actions, the organization, and ultimately the community, will be most successful through
working together with community partners to implement the plan.

19



Plan Implementation

Following the Council’s adoption of the strategic plan, City staff will use input and
direction from the Council to prioritize the actions for implementation based on
staff capacity and available resources. City staff will identify leads for each action.
These leads will be responsible for the following:

« Overseeing the implementation of the action

- Developing a project charter (will identify the project team, stakeholders,
timeline, key performance indicators, etc.)

 ldentifying resources for implementation

« Engaging and updating the Council, City organization, and community as
needed

« Reporting progress, challenges, and opportunities to consider during
implementation

« Recommending updates to the action if needed

Accountability Framework
The strategic plan aims to be a living document to guide the organization in

delivering services to the community. The strategic plan directs both long-term
projects as well as day-to-day operations. To remain relevant and responsive

to community and organization needs, the following systems will be adopted to
ensure City staff's work is a direct reflection of the City Council’s strategic vision.

Budget Alignment System
Once the action leads have been assigned and the work has been prioritized, the

actions prioritized for implementation will be considered in the annual budget
development process. A new phase of the budget process will be added to
specifically address the strategic plan. This will help in identifying resources and
capacity to implement the action. On an ongoing basis, the budget process will
include an annual review of strategic plan goals and action plans with a report on
the successes and measurements of performance indicators.

Agenda Item System
Staff has already built in space on staff reports in anticipation of having strategic

goals. Each staff report will address the relevance of that specific business item to
the Council’s strategic plan. Those items with strategic impact will be written very
specific about how it relates to the plan. Those items that have nothing to do with
the plan will say “No strategic impact.”

20

Reporting System
As the City of Keizer shifts to a high-performance organization with a culture

of strategic management, the organization aims to become a more efficient,
effective, and transparent system of providing services to the community. The
goals and actions within the strategic plan were a result of significant engagement
with the community and organization to focus on the top priorities and needs. To
promote ongoing transparency, responsiveness, and relevancy to the community
and organization, the staff commit to the following:

- Identifying feasible and measurable key performance indicators (KPIs),

« Regular community engagement to gather feedback on Strategic Plan
direction, and

- Comprehensive Strategic Plan update every five years

21



Goals

Promote a safe, healthy,
and attractive
community to preserve
the quality of life for all

Align resources with
financial and economic
policies to supporta
thriving local economy

Responsibly plan and
invest in community
infrastructure and built
environment to foster
sustainable growth that
preserves Keizer's
small-town feel

Develop and enhance
transportation
infrastructure to
support a safe, mobile,
and connected
community

Improve communications
and strengthen
relationships within the
community and
organization to build trust,

support decision making,
and foster a welcoming
community for all

Promote aresilient and
financially stable
organization equipped
meet the needs of a
growing community

Goals
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Goadl One

Promote a safe, healthy, and attractive community to preserve

the quality of life for all

Actions Action Lead Year

1.1 Increase public safety data sharing and Pending Pending
reporting to community

1.2 Complete camera installation on street Pending Pending
posts and in parks

1.3 Strengthen relationships between Police Pending Pending
Department and community members

1.4 Increase staff capacity to address Pending Pending
homelessness

1.5 Develop citywide emergency Pending Pending
management plan to address continuity
of operations and hazard mitigation (*)

1.6 Develop funding opportunities to Pending Pending
support the creation of an emergency
manager position

1.7 Develop a long-term staffing strategy for Pending Pending
Police Department

(*) = city Council Priority
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Goal Two

Develop and enhance transportation infrastructure to support a safe,

mobile, and connected community

Goal Three

Align resources with financial and economic policies to support a

thriving local economy

Actions Action Lead Year
2.1 Implement Sidewalk Gap and Repair Pending Pending
Program (*)
2.2 Update Transportation System Plan Pending Pending
(Includes plans for sidewalk infill,
crosswalks, bike lanes, maintenance
plan for residential streets, etc.) (*)
2.3 Complete River Cherry Overlay District (*) Pending Pending
2.4 Increase capacity to respond to ice and Pending Pending
snow on roads
2.5 Complete yearly overlay program to Pending Pending
address road maintenance
2.6 Designate alternative bike route to River Pending Pending
Road
Pending Pending

2.7 Develop connection path between parks,
trails, and neighborhoods (e.g., Keizer
Rapids Park to Salem Riverfront, trails
between parks, etc.)

(*) = city Council Priority
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Actions Action Lead Year
3.1 Update Economic Opportunity Analysis Pending Pending
3.2 Develop Economic Development Pending Pending
Strategy (Includes identifying
opportunities to assemble parcels
for development, exploring/analyzing
opportunities for city-owned properties
for recruiting businesses, etc.S)
3.3 Enhance partnership with SEDCOR to Pending Pending
market our properties
3.4 Partner with Chamber of Commerce to Pending Pending
support economic gardening program
3.5 Leverage Civic Center as a tool for Pending Pending
economic development (e.g.,
community events, etc.)
3.6 Conduct urban renewal analysis to Pending Pending
revitalize River Road
3.7 Explore feasibility of business license fee Pending Pending
to support economic development
3.8 Revisit Willow Lake Settlement Agreement Pending Pending
3.9 Revise purchasing policies to support _
local businesses Pending Pending
25



Goal Five

Responsibly plan and invest in community infrastructure and built
environment to foster sustainable growth that preserves Keizer’s
small-town feel

Goal Four

Improve communications and strengthen relationships within the
community and organization to build trust, support decision making,
and foster a welcoming community for all

Actions Action Lead Year Actions Action Lead Year
4.1 Develop citywide communications plan (e.g., Pending Pending 5.1 Conduct outreach to growth areas (North Pending Pending
e-newsletter to community, social media of Clear Lake Road)
policy, identify and reach missing
voices, incorporate DEI, providing 5.2 Conduct Housing Needs Analysis + Pending Pending
language translation to existing services, Production Strategy
etcg g
4.2 Hire citywide Public Information Officer to Pending Pending 5.3 Finalize and adopt housing production Pending Pending
provide coordinated and consistent strategy
information to community
5.4 Research and explore options for UGB Pending Pending
4.3 Research and develop new and innovative Pending Pending expansion (including financial analysis)
engagement tools to try as pilot programs,
ncluding ways to engage new voices 5.5 Conduct public engagement and/or Pending Pending
, , polling on growth opportunities
4.4 Complete website redesign to enhance end Pending Pending
user experience 5.6 Develop Public Works Facility Plan Pending Pending
o . Pending Pending
4.5 Conduct civic engagement strategies to . - . . .
educate and inform community on City 5.7 Conduct public utilities analysis Pending Pending
services (e.g., Citywide open house) . . _ . .
5.8 Conduct analysis and compile Council Pending Pending
4.6 Conduct bi-annual community survey Pending Pending Report of all information related to
UGB expansion and consequences of
4.7 Conduct community engagement to explore Pending Pending each option (Housing, employment,
potential funding mechanisms trdnsportdtion)
4.8 Complete Volunteer Committee Training Pending Pending 5.9 Support policies to encourage well- Pending Pending
4.9 |dentify and prioritize local vendors for Pendin Pendin E(:)unded zoning for housing by State law
translation and interpretation services g g
4.10 Identify and implement opportunities Pending Pending 5.10 Complete Parks Master Plan Update and Pending Pending
and tools for employee engagement and Parks projects
collaboration (e.g., in-person, digital,
events, two-way flow of communication, 5.11 Explore funding mechanisms to spur Pending Pending
coordinated meetings, etc. development and redevelopment (*)
4.11 Increase diversity of workforce to reflect Pending Pending (*) = council Priority
demographics of community 26
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Goal Six

Promote a resilient and financially stable organization equipped
meet the needs of a growing community

Actions Action Lead Year
6.1 Conduct organizational assessment Pending Pending
to evaluate organizational efficiency and
implement recommendations
6.2 Conduct technology audit and needs ; ;
analysis to streamline the City’s use of Pending Pending
software and applications
6.3 Develop and implement a process ) )
improvement program and resources Pending Pending
6.4 Develop cross-training and other strategies
to retain institutional knowledge Pending Pending
6.5 Complete analysis of potential funding Pending Pending
mechanisms to support General Fund
6.6 Conduct bi-annual community survey Pending Pending
6.7 Develop and provide access to employee ) )
well-being resources Pending Pending
6.8 Develop a cityside sustainability plan
Pending Pending
6.9 Update Asset Management Plan
Pending Pending
6.10 Conduct Water Rate Structure Study (*)
Pending Pending
6.11 Complete City Ordinance Codification (*)
Pending Pending
6.12 Complete Water Master Plan Update (*)
Pending Pending

6.13 Complete Water Main Replacements (*)

(*) = council Priority
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