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Future Districts + Council Operations: Draft
Recommendations from the Government Transition

Advisory Committee

Background
The Government Transition Advisory Committee’s (GTAC) is charged with developing
recommendations on future districts and council operations. Specifically:

e Future council and district operations, including
o Council committee structure and procedures,
o Recommendations for standing council committees, and
o How public input is received in a council committee meeting.
e Future council districts and offices, including
o The role of council districts and offices, including exploring expectations of
district/office outreach to the community and constituent relations work.
This advice and feedback is essential to future budget choices for funding
council offices.
e Onboarding of new council members, specifically
o Arecommended schedule of initial topics for work sessions.

The Onboarding Recommendations are complete and can be found here.

On May 15, 2024, the GTAC voted to release draft recommendations for public input. The
GTAC will revise the recommendations based on community input in the fall of 2024.

Values and Desired Outcomes
The recommendations should align with the City’s core values. The below values were
developed by the City through extensive community engagement over two years, and
subsequently adopted by city council:

e Anti-racism

e Equity

e Communication

e Collaboration

e Transparency

e Fiscal responsibility

The recommendations should advance outcomes previously identified by the community
through a variety of channels. You can read the Community Outcomes report here.
Portlanders want their City to be:

e Coordinated: Work in unison.
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e Accountable: Communicate goals and values clearly every step of the way.

e Accessible: Inform Portlanders and connect them to government services.

e Responsive: Quickly address emerging issues that harm Portlanders.

e Equitable: Prioritize solutions and services for people who experience the most
disproportionate impacts of social, economic, and public health challenges.

Draft Recommendations

The GTAC researched peer cities, discussed findings with each other and City staff, and
conducted early community engagement to inform these draft recommendations. You can
read the early community engagement report here.

1. The City should have a no-wrong-door policy. While the City should educate
Portlanders on whom to contact for what at the City and how to do so, City staff
should be responsible for connecting Portlanders to the right person at the City.

2. The City should use a centralized tracking system for community members
contacting the City. This helps when multiple staff or service areas are affected and
empowers community members to call up or refer to their issue by a tracking
number.

3. The centralized tracking system should provide reporting capabilities to capture
trends and details of tickets opened/resolved.

4. Create a centralized communication platform for community to follow city council
business that is in plain language, includes council and council committee agendas
and schedules, and can track constituent issues and resolutions.

1. Public input on policies should be given primarily in council committee meetings,
versus full council meetings. This doesn't prevent the full council from holding
policy-related town halls, etc. In cities with strong committee systems, public input
on policies is given in council committee meetings.’

2. Portland should maintain its general non-agenda-item public comment in full
council sessions. In cities with strong committee systems, full council meetings have
discrete controlled periods for public input and most cities do allow non-agenda-
item public comment at full council meetings, but it's tightly controlled (similar to
Portland’s current council rules).?

" Based on research from seven cities: Austin, Baltimore, Phoenix, Sacramento, San Jose, Santa Fe,
and Seattle.
2 Based on research from seven cities: Austin, Baltimore, Phoenix, Sacramento, San Jose, Santa Fe,
and Seattle.
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3. People should be able to provide input both in person and virtually in council
meetings and council committee meetings alike.

4. Council should solicit community input outside of council and committee meetings
through neighborhood meetings, town halls, office hours, surveys, and social media
platforms.

5. The City should invest in a unified public input system where Portlanders can find all
opportunities to provide input and through which they can provide input.

6. Public input to council on policies should be reported on and explicitly addressed
during decision making. This is made possible through the above recommendation
for a unified public input system.

1. Councilors should hold regularly scheduled office hours and regular town halls in
their districts and attend community meetings.

2. Councilors should establish regularly- scheduled, district-specific communication
channels and engage constituencies ongoing through platforms such as
newsletters, social media, and websites.

3. The City should set aside funds for in-district engagement opportunities, such as
town halls.

Our peer city research found that few cities with district representation have in-district
offices, due to the cost and security concerns of running them year-round. This research
matched the findings of Portland’s Division of Asset Management, which estimated the
one-time capital cost of creating in-district offices as required by Resolution 37368 at
$600,000 to $1.8 million. Additionally, they estimated an annual cost of approximately $1.7
million to maintain those assets.

Some GTAC members want to continue researching the issues of empowering voices and
reducing barriers to access, before expending substantial funds on in-district offices, since
this research hasn’t been conducted.

Some of us feel that -- although in-district offices are expensive -- certain parts of our
community, including East Portland, lack a voice in City decisions and access to local
government. This reflects traditionally low levels of civic investment in those geographic
areas that should be rectified. In other words, the committee is open to establishing
offices in some districts, but not in others. This is a key equity consideration.

We also recognize that councilor safety is an issue. Facilities noted that city councilors
regularly ask for security, and some GTAC members have heard this concern from
candidates and community members.

Portland TranSitiOI‘I Transition@portlandoregon.pov 6

Voter approved. Community centered. City delivered. Portland.Gov/Transition




Based on our discussions, we emphasize the need for ample research before dedicating
substantial funding to permanent council offices in each district. We further want to ensure
that any funding expended is appropriate to the districts and meets Portlanders’ needs, yet
we want at least rudimentary in-district offices in time for the new councilors to take

office. This allows them to address the issue of district offices next year.

In mid-March, after substantial discussion, the GTAC voted to forward four
recommendations:
1. Leave the final decision on permanent in-district offices to the future city council.

2. Conduct robust community engagement about programming in these offices, prior
to the permanent decision.

3. Continue the City's ongoing facilities research and scoping of in-district offices work,
to accommodate the direction of the future council.

4. Provide temporary, low-cost offices in each district beginning January 1, 2025,
defined as follows: accommodations for up to eight staff total per district, in a
reasonably welcoming environment, near public transit, with appropriate signage
and wayfinding, or the ability to install it. Note that there should be NO expectation
of security services or technology equipment (e.g., security cameras, audio-visual
systems), or daily security or technological support for staff working at these sites,
beyond that provided under each lease or agreement of sale. The GTAC expects and
understands that the properties will be taken as-is, with only de minimis upgrades,
such as signage and used commercial office furniture. Based on the information
received from Facilities, the GTAC recommends that council cap the total one-time,
capital investment across all four district offices at $150,000 total, and at $150,000
annually, total.

We recognize that conversations about district offices - and the corresponding issues of
constituent voices representation in City decision-making and access to City government -
address important and challenging topics.

While the GTAC generally agreed to recommendations #1-3, they discussed
recommendation #4 at length. Prior to approving the above recommendations,
alternatives to recommendation #4 were considered, but failed to receive majority support
(in the following chronological order):

e No district offices - temporary low-cost or otherwise - available January 1, 2025.
This option was considered by the Districts + Council Operations Subcommittee, but
it failed to receive majority support.

e Temporary low-cost offices in Districts 1, 2, and 3 available January 1, 2025, in
recognition that District 4 has incomparable assets and District 1 has historically
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been disenfranchised and lacking investment from the City. This option was
considered by the GTAC, but it failed to receive majority support.

e Temporary low-cost offices should be available in each district beginning January 1,
2025, OR one central eastside office located in District 1 -- with the conditions
included in Resolution 37638, which include “secured entry and egress” -- should be
available beginning January 1, 2025. This option was considered by the GTAC, but it
failed to receive majority support.

1. Portland should use a common legislative model. Most cities use such a model, in
which bills (ordinances or resolutions are (a) introduced, (b) referred to a committee,
(c) public comment and work sessions are held by committee, (d) the committee
reports back to council, (e) council acts on the reported legislation with or without
more public input, and (f) council acts on final passage with or without more public
input. This flow can usually be altered by a majority or supermajority, and typically
separate procedures occur for ceremonial or emergency actions.?

2. Portland should have a relatively strong committee system. All council items should
go to the relevant committees (with some rare exceptions). Many cities have strong
committee systems in which referral of legislation to committee is either automatic
or mandatory. Committees are the primary venue for agency and expert
involvement, detailed amendment, and deliberation and most, if not all, of the
public processes.*

3. Council committees should have clear and measurable goals, outcomes, and
timelines to ensure effectiveness and accountability to both the public and policy
outcomes.

4. Council committees need well-defined scopes of work that are within the City’s
jurisdiction.

5. Council committees need appropriate resources, including access to subject-matter
experts and those directly impacted by the issues. Diverse perspectives and lived
experiences should be represented, and communities historically left out of City Hall
decision-making should have a meaningful voice.

6. Some city council meetings and council committees should be scheduled regularly
in the evenings and in council districts.

3 Based on research from 20 cities: Atlanta, Austin, Baltimore, Boston, Denver, Detroit, Fresno,
Indianapolis, Milwaukee, Minneapolis, Philadelphia, Phoenix, Sacramento, San Antonio, San
Francisco, San Jose, Santa Fe, Seattle, Tacoma, and Washington DC.

4 Based on research from seven cities: Austin, Baltimore, Phoenix, Sacramento, San Jose, Santa Fe,
and Seattle.
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1. Each committee should include four to six councilors and members from each of
the four districts. Most cities have five councilors per committee and different levels
of participation among committee members.>

2. Every councilor should be either a chair or vice chair of a committee and serve on
the same number of committees as the others.

Council committees are small groups of councilors assigned to closely examine policy
matters relating to specific topics or themes. While Portland doesn’t currently have council
committees, they are common in other cities with mayor-council forms of government and
support more robust and focused public discussion in the legislative process. City council is
responsible for forming committees. It is common to have both standing committees and
ad hoc committees that are temporary.

1. There should be six standing committees plus the Committee of the Whole. With six
committees, every councilor will serve as both a committee chair and a vice chair.
Most cities have five to eight council committees.®

2. Council needs increased staffing to support six committees. According to City staff,
current budget allocations for staffing the future council will support only four
council committees. The GTAC has made recommendations for increased staffing
that you can read here.

3. Standing committee topics do not need to align with the initial service areas
identified by council (budget & finance, city operations, community & economic
development, public safety, vibrant communities, and public works). Maintaining
council committee topical areas distinct from pre-existing service areas will allow
council more latitude to think about the City’s priorities holistically and mitigate silos
among bureaus remaining from the commissioner form of government. In addition,
the new council will have new legislative policy duties beyond budgeting and
oversight of service areas, especially as the new form of government evolves over
time.

> Based on research from 20 cities: Atlanta, Austin, Baltimore, Boston, Denver, Detroit, Fresno,
Indianapolis, Milwaukee, Minneapolis, Philadelphia, Phoenix, Sacramento, San Antonio, San
Francisco, San Jose, Santa Fe, Seattle, Tacoma, and Washington DC.

¢ Based on research from 20 cities: Atlanta, Austin, Baltimore, Boston, Denver, Detroit, Fresno,
Indianapolis, Milwaukee, Minneapolis, Philadelphia, Phoenix, Sacramento, San Antonio, San
Francisco, San Jose, Santa Fe, Seattle, Tacoma, and Washington DC.
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4. Portland could include the following standing council committees’:
e Committee of the Whole®
e Government Performance & Finance (includes addressing boards and
commissions)
e Public Health & Public Safety
e Transportation and Infrastructure
e Community Development
e Sustainability & Climate
e Housing & Homelessness
e Community Engagement, Equity, and Communications

7 Based on research from 20 cities: Atlanta, Austin, Baltimore, Boston, Denver, Detroit, Fresno,
Indianapolis, Milwaukee, Minneapolis, Philadelphia, Phoenix, Sacramento, San Antonio, San
Francisco, San Jose, Santa Fe, Seattle, Tacoma, and Washington DC, common council committees in
other cities include Committee of the Whole, Governance, Public Health and Safety, Transportation
and Infrastructure, Planning and Sustainability, Community Development, Education, Arts and
Culture, Housing and Homelessness.

8 Under Oregon law, the budget committee is the entire city council.
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Improving Community Engagement in the City’s Budget
Process: Draft Recommendations from the Government
Transition Advisory Committee

Vision

We expect community education and engagement in the City’'s new budget process to:

Amplify Portlanders’ voices in the City budget process and grow our democracy;
Promote public trust in City finances and budget policymaking;

Increase public awareness and understanding of how our City budget process
works;

Improve City decision-making and responsiveness to community interests and
concerns.

Values and Guiding Principles
The City’'s community education and engagement work should reflect these values

Adhere to, and expect to be held accountable to, the City's core values of anti-
racism, equity, transparency, communication, collaboration, and fiscal responsibility;
Be transparent with the public about how the City gathers information, deliberates,
and makes decisions and recognize the City's responsibility for clear, consistent, and
accurate public communications;

Recognize that community engagement is a core competency for budget policy
practitioners and should be a top priority for policymakers;

Recognize that poor community engagement processes are often a waste of time
for community and staff, can be counter-productive, leading to cynicism and
frustration of community members;

Build on community momentum, act with urgency, and pace the City’s work in
consideration of community capacity to participate; and

Develop equitable public education and engagement strategies that eliminate
barriers to participation, are culturally specific and relevant, delivered through
trusted mediums, and compensate community for their expertise.

Objectives
The City will
1.

Begin engagement sufficiently early to be meaningful; commit to open
communications with communities and stakeholders throughout the process;
return to communities and stakeholders at each phase to report back how their
ideas were used and how their input informed the City's decision-making Be honest
and straightforward about risks and rewards, hard requirements and options, and
true consequences of budget decisions and tradeoffs, in the present and in the
future to deepen community understanding of the City's budget.
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2. Provide ample opportunities for residents to share which programs and services are
valued most and how to prioritize in conditions of fiscal constraints or conditions
with fiscal opportunities.

3. Collaborate and build partnerships because groups outside of the City have
knowledge, relationships, and expertise that government lacks.

4. Invest the education and engagement resources in communities that have been
traditionally left out of City Hall and city decision-making, including Black,
Indigenous, Asian, Pacific Islander, Latinx/e, people of color, people with disabilities,
immigrants and refugees, non-English speaking communities, people under age 25,
houseless Portlanders, people who live east of 82nd Avenue, and the LGBTQIA+
community.

5. Support multiple, diversified pathways and venues to hear from communities and
support the development and delivery of culturally appropriate education and
engagement opportunities that cannot be replicated with a one-size-fits-all
approach.

6. Build robust (qualitative and quantitative) evaluation and feedback into the
outreach and engagement processes and apply learning to future engagement
efforts, including evaluation of outreach and engagement processes in the old
budget process and the bridge budget year.

City’'s New Budget Process
According to the voter-approved charter amendments
e The city administrator is responsible for preparing an annual budget under the
direction of the mayor for the mayor's submission to the council.
e The mayor must submit a proposed annual budget by May 5 of each year along with
a general statement of the affairs of the city, the goals of the administration, and
recommendations to achieve those goals.
e City council is responsible for approved the budget.
e City funds can only be expended in conformance with the budget approved by
council.

To recommend improvements to community engagement in the City’s new budget process,
it's important to understand how the budget process will unfold. The below chart provides
an educated guess at the new budget process anticipated by the charter amendments,
along with opportunities for meaningful public involvement. The Budget Workgroup
received some feedback from City staff on the proposed budget process: the feasibility of
the schedule, the opportunity for more and earlier input, and centralizing the engagement
outside of the City Budget Office (CBO).
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Potential for Engagement
Timing Activity
Economic outlook Briefing and public comment in
Summer council committee related to
finance
September Current Appropriation Levels (CAL) | e Briefing and public comment
(or a “Trial Budget”) resolution in council Committee of the
Whole meeting as the Budget
Committee (per ORS 294.423)
e Begin outreach to advisory
bodies and community-based
organizations
December Mayor’s initial budget guidance Briefing and public comment in
council Committee of the Whole
meeting as the Budget
Committee (per ORS 294.423)
December Economic forecasts Briefing and public comment in
council committee related to
finance
January/February | Early budget scoping / budget e Listening session/townhall
kickoff council resolution hosted by mayor or CBO
e Council resolution sets full
engagement and legislative
schedule
e Advisory bodies provide early
input to mayor and CBO
February/March | Service areas submit budgets e Workshops in appropriate
council standing committees
or budget subcommittees
with comments from advisory
groups and invited testimony
and public comment
e Four in-district budget
townhalls hosted by district
councilors
By May 5 Mayor's proposed budget e Immediate referral to
(budget bill introduced) Committee of the Whole and
budget subcommittees
e Briefing and public comment
in Committee of the Whole

Transition@portlandoregon.pov 13
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meeting as the Budget
Committee (per ORS 294.423)

Legislative process e Budget subcommittees hold
service area-specific hearings;
recommend amendments;
invited testimony, public
comment, advisory
committee recommendations

e Committee of the Whole
meeting as the Budget
Committee (per ORS 294.423)
- hold hearings, assemble
amendments

e Committee of the Whole
meeting as the Budget
Committee (per ORS 294.423)
- recommend a version to full
council for approval and
adoption

e Tax Supervising and
Conservation Commission
hearing

June Council adopts budget Final public hearing with public
comment

We anticipate other engagement opportunities in related legislative committee work and
parallel engagement processes.

Draft Recommendations

We believe that our transition to a new form of government provides an opportunity to
improve community engagement in the City’s new budget process. We believe we can build
off the current engagement opportunities: citywide budget advisors; Portland Insights
Survey; bureau budget advisory committees; public listening sessions; public testimony at
budget hearings; and the Tax Supervising and Conservation Commission hearing.

The below recommendations are based on the Budget Workgroup's peer city research®,
experiences, and discussions, prior work by the City, and early stakeholder engagement

9 The Workgroup, through primarily information available on city websites, reviewed budget procedures,
materials, and budget engagement opportunities in the following cities: Baltimore, Denver, Washington DC, Seattle,
Minneapolis, San Francisco, Fresno, Detroit, Boston, Indianapolis, Atlanta, San Jose, San Antonio, Sacramento, Phoenix,
and Austin.
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with City budget advisory committee members and staff. You can read the findings of the
early stakeholder engagement here.

e The City Budget Office will need to anticipate and accommodate changes to the
budget's legislative process necessary for an expanded legislative council and
should use the new process to offer new and expanded engagement opportunities.

¢ Anengagement schedule should be widely distributed each year with all the
engagement opportunities in the budget process.

e Provide year-round budget 101 sessions during community gatherings and events.

e Release an early “trial budget” as a baseline for early public engagement.®

e Community-based organizations understand and represent the communities they
serve and can act as liaisons between the City and community members.

e Responsibility for building and maintaining these relationships should be housed in
the City Administrator’s Office to ensure a coherent City approach that doesn't
overwhelm under-resourced groups.

e Hold community-specific budget meetings in partnership with community-based
organizations and, if appropriate, City advisory bodies.

o City Budget Office and Deputy City Administrators to conduct focus groups with
community-based organizations to understand their interests and suggestions for
how the City allocates its resources.

e Effective community engagement depends on accurate and accessible information.

¢ Information should be provided online and in-person.

e Introduce the City budget process to community and staff through presentations,
videos, in-person conversations, etc. (Budget 101)."

e Enhance the budget website: share data in a public-friendly way, highlighting key
information, and summarizing areas for public input.'?

10 See, for example, early “Trial Budgets” in Phoenix and San Antonio.

1 See, for example, Baltimore, Seattle, Minneapolis, and Detroit.

12 See good examples of dashboards, open checkbooks, open budgets, etc. in Baltimore, Denver,
Seattle, Minneapolis, Detroit, Phoenix, and Austin.
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e Use gamified, interactive tools (e.g., Balancing Act) to educate the public and gather
budget prioritization input.’ These tools are particularly useful in guiding group
conversations such as community meetings and focus groups.

e Produce a one-page overview of the budget process with engagement
opportunities.

e Ensure budget information is available in languages other than English.

e Release a community or readers’ guide to the budget.

e Provide a central, timely, public blog-like feed for all city entities (working on the
budget, or just generally) to distribute communications.'

e A centralized resource can establish best practices for engagement and coordinate
training for staff and community.'

e The City Administrator’s Office will work closely with the City Budget Office to lead
community engagement in the City’s budget process.

e Centralized community engagement requires the hiring of the Engagement Officer
as soon as possible.

e The City Administrator and the City Budget Office retain the responsibility to listen,
and to integrate public input into the budget decision-making.

e Explore the potential of increasing community engagement via participatory
budgeting.

e Use the economic forecast and mayor’s budget guidance as opportunities to
honestly communicate with the public and jumpstart community engagement.

e Frame the budget as a reflection of our shared values.

e Be honest about budget cuts and constraints.

e Set expectations on what the City will act on and how it will close feedback loops
with community.

e Provide written and verbal summaries of budget input throughout the budgeting
process.

'3 See, for example, Austin, Phoenix, and Seattle.
4 See, for example, Seattle City Council Blog, and San Antonio’s SASpeakUp.com.
15 See, for example, budget engagement efforts in San Antonio, Phoenix, and Austin.
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e Ask for, and report, feedback on the community engagement opportunities in the
budget process.

e District councilors should host one in-district budget townhall early in the budget
process to inform their priorities for their districts.'®

e Community input received in the townhalls should be documented and councilors
should demonstrate how the input informs their decision-making.

e The City should conduct place-based outreach, e.g., through flyers and yard signs,
and ensure events are communicated through multicultural channels."

e Locations in the district should rotate.

e Councilors should go back to their districts after the proposed budget to collect
more detailed feedback.

e Any advisory body that advises on the budget should

o Meet year-round;

o Be open and accessible to the public - beyond public meetings law (notice
and minutes), meetings should be recorded and the body should take public
input;

o Provide written recommendations to the City and the City should provide
written responses;

o Be comprised through an open recruitment process;

o Have committed cooperation from the City Budget Office (we recognize this
means budget advisory bodies must be limited in number); and

o Members should be offered stipends consistent with citywide policies on
equity and engagement for advisory bodies.

e Conclude bureau-specific budget advisory committees. To our knowledge, there are
only five bureau-specific budget advisory committees in operation and our early
stakeholder engagement with members and staff of these committees consistently
found the committees ineffective with much more not working than working.

e Explore the creation of advisory committees that aren’t budget-specific for each of
the new service areas. The Office of Community & Civic Life recently began a project

16 See, for example, district-based town halls or hearings in Austin, Phoenix, San Antonio, and
Detroit.
'7 See, for example, San Antonio's efforts behind their in-district “Community Budget hearings.”
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to restructure advisory bodies at the City. We recommend they consider the utility
of creating advisory committees.

Assess and revisit the Citywide Community Budget Advisory Board. This body is
currently required by City resolution and while the resolution creating the Board
needs to be revisited, the Board's work can be improved in the meantime. See the
recommendations above for any advisory body on the budget.
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