
 

 
 
 

CITY COUNCIL STAFF REPORT ITEM 6.02 
 
 
 
DATE: November 25, 2019 
 
TO: Honorable Mayor and City Council 
 
FROM: Scott Lanphier, Public Works Director 
 
SUBJECT: Asset Management Program Update 
 
 
RECOMMENDED ACTION 
 
Staff recommends the City Council receive an update of the Asset Management Program 
and:  

1. Adopt a resolution authorizing execution of an agreement with MIG, Inc, in the 
amount of $170,000, for the Asset Management Public Outreach Campaign.  

2. Adopt a resolution amending the Community Asset Management Program 
Committee (CAMP) Rules of Procedure. 

SUMMARY 

The Council re-adopted Asset Management as a Council priority in February 2019. The 
goal of the program is to ensure the community continues to receive vital services 
through a sustainable infrastructure strategy. Over the past few years, Council and staff 
have successfully implemented numerous Asset Management projects, practices, and 
policies. Accomplishments include directing maintenance funding to risk-based priorities, 
developing or amending standards to reduce future maintenance requirements, 
realigning asset responsibilities to increase efficiencies, selecting project alternatives that 
reduce financial impacts on City assets, and conducting pilot projects.  

Staff is proposing to execute a contract with MIG, Inc., in the amount of $170,000 to 
implement a public outreach and engagement campaign over the upcoming year. This 
campaign will utilize a variety of in-person and on-line elements to increase the 
community’s awareness about the City’s infrastructure issues and gather public 
feedback. This public feedback will be used to craft new City policies, to prioritize 
rehabilitation projects, and to develop updated practices related to Asset Management.  
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Staff is also proposing changes to the Community Asset Management Program (CAMP) 
committee by adjusting the committee’s Rules of Procedure with a new mission 
statement and revised duties, responsibilities, membership, and terms.   

Simultaneously, staff will continue to collect data on asset conditions, actively analyze all 
of the City’s asset classes, and utilize the Council’s approved risk-based criteria to 
prioritize the repair and replacement of City assets. Staff will also implement technology 
to streamline data collection and analysis to more easily implement effective and 
financially sound maintenance practices and rehabilitation project recommendations for 
near-term and long-term asset management.  

DISCUSSION 

The City’s Asset Management Program focuses on policies, projects, and practices to 
efficiently maintain and improve City owned infrastructure. The City Council selected the 
Asset Management Program as a City goal in 2015, 2017, and 2019 and directed staff to 
ensure the community continues to receive vital services through a sustainable 
infrastructure strategy. 

While the City is engaged in Asset Management efforts for the entire infrastructure 
system, this effort is focused on infrastructure that is funded in whole or part by the City’s 
General Fund. The General Fund pays for the operations, maintenance, and replacement 
of some or all of the following types of assets: streets, bridges, sidewalks, street lights, 
traffic signals, parks, landscaped areas, City buildings, trails, storm drains, waterways, 
and walls.  

Since early 2015, staff and Council have completed a number of successful actions as 
part of this effort. Over the course of the next year, staff will simultaneously begin a public 
outreach campaign, continue to actively pursue asset management projects, policies, 
practices, and pilots, and implement technology and data analysis to streamline 
information processing and increase internal efficiency. Below is a discussion of each of 
these elements.  

Asset Management Activities 

Accomplishments 

The overall goal of the Asset Management Program is to ensure the City is balancing 
infrastructure resources with community needs. Over the past few years, the Council 
approved various policies, and staff implemented a number of changes, that help to 
achieve that balance.  

• Council directed staff to develop an Asset Management Program (AMP) for General 
Fund assets and approved a contract with Kayuga to collect data, evaluate the status 
of the City’s non-enterprise assets, and develop financial and operational policy 
options. 

• Council created the Community Asset Management Program (CAMP) Committee. 
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• Staff, CAMP, and Council completed an initial review of data for the following assets: 
roadways, buildings, sidewalks and pedestrian access ramps, walls, traffic signals, 
street lights, and traffic signs, bridges, curbs and gutters, parks and plazas, roadway 
landscape areas, trails, and storm drains.  

• Council approved a risk-based method for prioritizing the repair and replacement of 
various City assets. The City Council has approved project funding for the following 
project categories based on this prioritization:  

o Council authorized the City to focus repairs on high-risk roadways which helped 
match rehabilitation efforts to available resources. This prioritization required a 
reduced service level for lower risk streets. Additionally, the City successfully 
sought Senate Bill 1 pavement maintenance funds, which now provide 
additional roadway funding and allows the City to repair more than just high-risk 
roadways.  

o Council’s approved prioritization method for pedestrian access ramps indicated 
the top priority to construct ramps at high use locations and the second priority 
to construct ramps at medium use locations near senior centers, medical/office 
facilities, bus stops, and school areas. This year’s access ramp project 
constructed 22 ramps in these locations.  

• Council approved the 2018 sidewalk repair policy that eliminated the inefficient 
sidewalk repair subsidy and reduced the City’s maintenance deficit. 

• Staff developed a new standard detail for median landscaping which is visually 
attractive and reduces pruning and other maintenance requirements. It includes plant 
materials that require less road lane closures to perform maintenance and reduces 
staff liability working along the roadway. 

• Council authorized a swap of assets between the Livermore Area Recreation and 
Parks District (LARPD) and the City, where the Barn was transferred to LARPD and 
the City accepted responsibility for Robertson Park Road to better align with each 
agency’s core mission. While this asset swap was expenditure neutral for the City and 
LARPD, the City was previously required to use General Funds to maintain the Barn 
and can now utilize other dedicated funding sources such as gas tax, Measure B, BB, 
and others to maintain the roadway.  

• Asset management is now considered in all City efforts including entitlement projects 
that will result in new City-owned assets, capital improvement projects, fleet 
equipment, facility design and infrastructure, and others. With each new or proposed 
project, staff focuses on alternatives to reduce financial impacts to current or future 
assets. The City requires financing districts to fund rehabilitation of new infrastructure 
built with new developments.  

• Council directed future Capital Improvement Program Budgets to include asset 
management financial information. The budget now identifies renewal and 
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replacement funding needs for all approved capital improvement projects. This helps 
provide transparency and highlight the gap between what is needed annually for 
renewal and replacement versus what is allocated in the two-year budget. The CIP 
projects were identified and prioritized based upon the Asset Management Programs 
that have been developed to date.  

• Council approved funding and an implementation plan for the Holmes Street Wall 
Replacement Pilot project to remove the failing decorative wall south of Concannon 
Boulevard and replace it with a fence.  

Next Steps – 2020 and 2021 

• Staff will continue work on the Holmes Street Wall Pilot Project and develop fence 
design guidelines for arterial backing lots to preserve consistent aesthetics along 
major arterials and gateways.  

• Staff is evaluating stormwater maintenance activities and developing new business 
processes to comply with regulations and balance maintenance funding with system 
needs.  

• Staff will continue to utilize the Council’s approved risk-based criteria to prioritize the 
repair and replacement of various City assets. 

• Staff is integrating asset data into the City’s asset management systems to streamline 
information processing and increase staff efficiency. Staff is exploring mobile device 
options for field staff to allow real-time data collection and analysis. Data integration 
and real-time collection is necessary to continuously update condition assessments 
and conduct life cycle planning, risk analysis, and capital project prioritization.  

• An existing vacant position will be reallocated to add an Asset Management Specialist 
to improve Geographic Information System data, analysis, and accuracy. This new 
team member will work within the City’s electronic asset management systems to 
perform gap analysis to identify missing and future data needs and provide improved 
graphic tools to assist with future decision-making.  

• Staff will implement an Asset Management Public Outreach Campaign and engage 
the CAMP Committee in this effort with a new mission statement and composition as 
detailed below.  

Public Outreach Campaign 

In order for the Asset Management Program to be successful, community awareness and 
input is imperative. While the City has hosted numerous CAMP and Council meetings and 
provided materials online, there remains a general lack of awareness of this effort and of 
the significant need to invest in Livermore’s infrastructure. The City needs to provide a 
solid foundational awareness of the variety and quantity of infrastructure owned by the 
City, as well as the infrastructure’s condition, and the costs involved to properly maintain 
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these assets. This baseline information will then allow community members to provide 
feedback on the difficult decisions needed.  

Staff intends to utilize a consultant to help develop an asset management public 
education and engagement program. This community outreach campaign has two 
primary goals:  

1. Share infrastructure information with the community to foster a sense of 
ownership and shared responsibility among the residents, businesses, and 
property owners. 
 

2. Solicit community feedback and measure public perception on the importance 
of various assets to the community’s identity and character and gauge potential 
interest in policy alternatives. 

Together, staff and the consultant (project team) will produce a variety of in-person and 
digital tools as outlined below, including the creation of a brand identity.  
 
In-Person Outreach 

The project team will provide outreach at existing events where people already 
congregate. This will include presentations to various stakeholder groups (ex: Chamber of 
Commerce, Rotary, etc.) and booths at events such as the Downtown Festival, Farmer’s 
Market, and possible neighborhood events. In-person outreach will also include youth and 
family-oriented activities to help stimulate interest in maintenance, including high school 
curricula and maintenance themed story times at the public library.  

To augment the reach of the community engagement, all displays and activities will be 
developed to be replicated and transferable for use at multiple events. Similarly, a flexible 
toolkit, briefing book, and speaker training will assist the project team, CAMP members, 
and other project ambassadors to present a cohesive narrative and common message.  

Digital Outreach 

This effort will develop multiple on-line outreach tools including a project website, 
informational video, interactive web-based game or quiz, survey, newsletter articles, and 
social media posts. These tools will help build awareness, increase interest in the topic of 
asset management, and gather feedback.  

Outreach Results 

Both the in-person and the digital outreach will increase the community’s awareness and 
perception about infrastructure issues and provide focus areas and strategies to move the 
Asset Management Program forward. The results of these efforts will provide specific and 
detailed guidance on next steps. Staff and Council will use the feedback gathered from 
this outreach effort to help draft new policies, practices, and pilot projects for specific 
asset classes.  
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Based on the feedback received, the project team will also recommend a series of 
activities that staff can continue beyond the life of the campaign to keep people informed 
and engaged over the long-term. These may include development of a cyclical check-in 
with the Council such as a maintenance awards program, an infrastructure dashboard or 
scorecard, or indicators such as the pavement index.  

Public outreach will continue indefinitely as a critical element of the Asset Management 
Program. Future outreach will always include this foundational awareness but will evolve 
into more detailed information focused on the specific asset class(es) in question.  

Consultant Selection Process  

In August 2019, staff circulated a Request for Proposals seeking a qualified firm 
specializing in strategic messaging and public outreach. Five firms submitted proposals. 
Following initial screening of the responses, staff chose to interview two of the following 
consulting firms (noted by an asterisk): 

• MIG, Inc., Berkeley CA* 
• Placeworks, Berkeley CA* 
• Good Upworthy, Los Angeles CA 
• Tripeppi Smith, Irvine CA 
• TBWB, San Francisco CA 

 
A selection committee, including City staff and three members of the CAMP committee, 
conducted interviews with these finalists in October 2019. After deliberation, the selection 
committee chose MIG, Inc. as the highest ranked firm based on their proposed project 
approach, budget, and their overall experience with public infrastructure outreach.  

Staff presented the selection of MIG and the proposed scope of work to the CAMP 
Committee at their October meeting. The Committee agreed with the recommendation to 
select MIG for this effort and provided the following feedback about the scope:  

1. Suggest the campaign provide education on where current tax dollars go and 
why those funds are insufficient. 

2. Make it clear the pressure is coming from both internal means (infrastructure is 
aging) and external regulations that continue to grow. 

The project team will incorporate these recommendations into the outreach messaging. 
The public outreach campaign will occur over approximately 18 months, including 
preparation, message testing, and design of interactive tools. Of this, approximately 6-8 
months will include interaction with the public via on-line or in-person events.  

CAMP Committee  

In June 2016, City Council created the CAMP Committee as a limited duration committee 
to brainstorm ideas and solutions for infrastructure challenges and provide feedback to 
staff on proposed management strategies and priorities. Council appointed nine 
members to the CAMP Committee for an anticipated two-year term, ending in 
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approximately June 2018. Members have actively served this extended timeframe and 
successfully reviewed and analyzed detailed asset data and provided recommendations.  

Over the course of the next two years, the CAMP Committee’s mission will transition from 
data analytics to public outreach. As such, staff is proposing the Council adopt the 
revised CAMP Rules of Procedure (Attachment 1) to reflect the new mission, duties, and 
responsibilities, a restructured membership composition, and new term limits. Staff is 
proposing the Council conduct a new recruitment and interview process and select up to 
nine members to serve an approximate two-year term.  
 
If approved, the CAMP Committee will be renamed to the CAMP Outreach Committee 
and will act as a focus group for outreach efforts including confirming the approach, 
methods, messages, and example projects that will form the basis of the outreach 
campaign. Additionally, CAMP members will serve as ambassadors for the outreach 
efforts by presenting at various stakeholder meetings and participating through digital 
communications. 
 
Existing CAMP members are eligible to reapply and allowed to serve the full two-year 
term. Staff presented this item to the CAMP Committee at their October meeting and it 
was well received. CAMP members were aware they were voluntarily working past their 
term limit and agreed there is a need to transition from intense, detailed, data analysis to 
focus on broader public outreach.  
 
CAMP members suggested the committee remain approximately nine members because 
it allowed for robust dialog and encouraged personal responsibility to attend meetings. 
The CAMP members suggested staff provide a briefing book to summarize key findings 
from the previous few years. The CAMP members also encouraged Council to consider 
appointing a diverse group of Livermore residents and businesses who are opinion 
leaders and have ties to large networks. They specifically suggested the CAMP Outreach 
Committee be comprised of a property owner, property renter, business owner, 
communications expert, asset management expert, and other stakeholders.  
 
If approved by Council, staff anticipates the recruitment period for the CAMP Outreach 
Committee will begin in December 2019, Council subcommittee interviews will occur in 
January 2020, and Council appointment of specific committee members will occur in 
January/February 2020. This schedule is designed to integrate directly into the first steps 
of the public outreach campaign with a project team and CAMP Outreach Committee 
meeting in February 2020.  

FISCAL AND ADMINISTRATIVE IMPACTS 

Funding for the Public Outreach Campaign is included in the Fiscal Years 2019-21 
Budget.  

ATTACHMENTS 
 
1. CAMP Redlined Rules of Procedure  
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CITY OF LIVERMORE 

COMMUNITY ASSET MANAGEMENT PROGRAM 

OUTREACH COMMITTEE (CAMP OUTREACH) 

RULES OF PROCEDURE 

1. Mission, Duties, and Responsibilities

The Community Asset Management Program Outreach Committee shall have the
following mission, duties, and responsibilities:

A. Brainstorm ideas and solutions for infrastructure challenges with City staff;

B. Provide feedback to City staff on proposed infrastructure management strategies
and priorities; and

C. Assist in fostering an open dialogue with the community and City staff regarding
infrastructure challenges and solutions.

Mission 

The mission of the Community Asset Management Program Outreach Committee is to 
provide advice and direction on educating and engaging the community in decisions 
related to the short- and long-term maintenance of the City’s infrastructure. CAMP 
members will provide input into the development of a communication and outreach 
campaign; provide input on discussions related to specific priorities, and help extend 
the reach and effectiveness of the City’s efforts.  CAMP members serve in an advisory 
capacity, with their input serving as recommendations that inform strategy, approach, 
and decision-making.   

Duties and Responsibilities 

The Community Asset Management Program Outreach Committee shall have the 
following duties and responsibilities:  

 Help the City understand community member opinions, priorities, and perceptions
related to the importance and need for dedicated effort to maintain City infrastructure;

 Participate in discussions and provide input into City efforts to identify, create,  and/or
revise policies to support maintenance of City assets;
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 Provide advice to City staff, consultants, elected officials, and other key stakeholders
on educational efforts to explain how potential asset management decisions, policies,
and strategies may impact the economy, environment, and overall quality of life in
Livermore; and

 Serve as ambassadors for the outreach efforts and support and participate in
outreach activities in person, through digital communications, or other activities. 

2. Members

The Community Asset Management Program Outreach Ccommittee, also known as
CAMP Outreach, shall consist of nine (9) members, all of whom shall reside or work
own/operate/or represent a business or organization in Livermore. To encourage a
wide array of perspectives and opinions, and to the extent that such individuals are
interested and available, the Community Asset Management Program Outreach
Committee could include representatives from the following categories:

Large and/or small business, nonprofit organization, communications expertise, asset
management expertise, education, public health, environmental, construction, utility,
infrastructure, landlord,  rental property group, low income resident, resident under 30,
retired resident, resident at large.

Some categories may be best served by having more than one representative and
some individuals can represent more than one category. Overall, members shall
represent the diversity of Livermore’s demographics and be geographically
distributed.

3. Term limits

The Community Asset Management Program Outreach Ccommittee is a limited
duration committee. It is anticipated that members will serve through June December
20182021.

4. Attendance Policy

Attendance of committee members is mandatory at all meetings.  Members who are
unable to attend a meeting must notify the staff liaison of their absence prior to the
meeting. A committee member may be subject for removal after two absences.

5. Elections and Officers

The Community Asset Management Program Outreach Ccommittee shall elect a
chairperson and a vice chairperson at the its first meeting; and annually at the last
meeting of the year thereafter. Election of the officers shall be by majority vote of the
Community Asset Management Program Outreach Ccommittee. The role of the
officers shall be as follows:
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A. Chairperson – The Chairperson shall preside at all regular meetings and may call 

special meetings. The Chairperson shall decide upon all points of order and 
procedure during the meeting. 

 
B. Vice Chairperson – The Vice Chairperson shall assume all duties of the 

Chairperson in the absence or disability of the Chairperson. 
 

C. Presiding Officer – In the absence of the Chairperson or Vice Chairperson, the 
members present shall select a Presiding Officer. 

 
 
 
 
6. Meetings 

 
The Community Asset Management Program Outreach Ccommittee will convene 
beginning July 2016 in 2020. Meetings shall be held on Wednesdays at 6:00pm at the 
Civic Center Library, 1188 South Livermore Avenue. Specific dates are to be 
determined. Meetings for 2016 will be held the third Monday of August, September 
and October. Meeting dates for 2017 will be determined at the October 2016 meeting. 
Meetings shall be held at the Maintenance Service Center, 3500 Robertson Park 
Road. All meetings shall be open to the public. The Community Asset Management 
Program Outreach Ccommittee may not meet in closed session. 

 
7. Agenda Preparation and Posting 

 
Agendas shall be prepared in accordance with the requirements of the Brown Act and 
shall be posted in a location that is freely accessible to members of the public at least 
72 hours in advance of a meeting. The agenda shall specify the time and location of 
the meeting and contain a brief description of each item of business to be transacted 
or discussed at the meeting. 

 
8. Minutes of Proceedings 

 
An account of all proceedings of the Community Asset Management Program 
Outreach Ccommittee shall be prepared by the staff liaison, agendized, and approved 
by the Community Asset Management Program Outreach Ccommittee. 

 
9. Quorum 

 
Five members constitute a quorum of the Community Asset Management Program 
Outreach Ccommittee. A quorum of the members must be present to conduct any 
business. In the absence of a quorum at a meeting, the meeting must be adjourned. 
The matters listed on the agenda shall be taken up at the next scheduled meeting of 
the Community Asset Management Program Outreach Ccommittee if deemed 
necessary. A meeting may also be declared adjourned in advance, if absence 
notifications received by staff create a lack of a quorum. Cancellations of meetings 
must comply with the requirements of the Brown Act. 
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10. Conduct at Meetings 
 

A. All meetings shall be held in accordance with City policies and the Brown Act Open 
Meeting Laws (Government Code, Ssections 54950 and following). Only items 
listed on the agenda may be considered by the Community Asset Management 
Program Outreach cCommittee. 

 
B. General Conduct of Meetings – Points of order shall be settled by the Chairperson. 

Points of order shall comply with the Brown Act, Rosenberg’s Rules of Order (see 
Appendix A), Community Asset Management Program Outreach Ccommittee 
Rules of Procedure, and City policies. The Chairperson will consult with staff as 
necessary. Unresolved issues shall be referred to the City Attorney and continued 
to a future meeting. Any member desiring to speak must first be recognized by the 
Chairperson and shall confine any remarks to the subject under consideration. 

 
C. Voting on Items – Voting on items shall be in accordance with Rosenberg’s Rules 

of Order. The Community Asset Management Program Outreach Ccommittee shall 
not take a sealed ballot vote. 

 
11. Citizens’ Forum/Public Comments 

 
Every agenda shall provide the opportunity for members of the public to address the 
Community Asset Management Program Outreach Ccommittee on subjects which 
are not listed on the agenda and are within the subject matter jurisdiction of the 
Community Asset Management Program Outreach Ccommittee. The Chairperson 
may establish time limits per individual speaker. The Community Asset Management 
Program Outreach Ccommittee shall not discuss nor take action on subjects raised 
under Citizens’ Forum/Public Comments; but the Chairperson, with the concurrence 
of a majority of the Community Asset Management Program Outreach Ccommittee, 
may direct staff to place subjects raised under Citizens’ Forum/Public Comments on 
a future Community Asset Management Program Outreach Ccommittee agenda. 

 
12. Subcommittees 

 
The Community Asset Management Program Outreach Ccommittee may create ad 
hoc subcommittees, but shall not create standing subcommittees (those with ongoing 
subject-matter jurisdiction and regularly scheduled meetings) without prior City 
Council approval. Such subcommittees shall be subject to all City policies and the 
requirements of the Brown Act. 

 
13. Staff Support 

 
The head of the department responsible for supporting the Community Asset 
Management Program Outreach Ccommittee shall designate one or more employees 
to serve as staff liaison to the Community Asset Management Program Outreach 
Ccommittee. The Staff Liaison shall prepare and post the agenda, take and maintain 
meeting minutes, prepare other documents as directed by the Chairperson, and 
generally assist the Community Asset Management Program Outreach Ccommittee 
in performing its duties. The Staff Liaison shall have no voting authority. 
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