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January 8, 2025

Dear President Imes and Administrator Mooney:

| am pleased to present the 2025-2028 Strategic Plan and Summary
Report to the Village of Shorewood Hills. This plan embodies the
organization’s goals, commitment to measurable outcomes, and
dedication to delivering high-quality services to the community.

While maintaining the focus on core public services, the Strategic Plan
places special emphasis on key organizational objectives and provides

a framework for proactive decision-making.

Arriving at the updated Vision, Mission, and Values and organizational
goals required months of diligent work, including gathering data from
the community, interviewing stakeholders, and distilling the wealth of
information collected. It has been an honor to support Shorewood Hills
in this significant endeavor. | would like to extend my sincere gratitude
to the Board and staff members who contributed their time and effort

to this process.

Yours truly,

Cory Poris Plasch
President/CEO
CP2 Consulting
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Focus Group Report

Focus Group Overview

As part of the Village of Shorewood Hilis" strategic planning process, focus groups were conducted on
October 9 and 10, 2024. Summaries of the major themes discussed by the focus groups are contained on
the following pages. The participants were recruited by the Village of Shorewood Hills and consisted of
businesses, residents, students, nonprofits, and employees of the Village of Shorewood Hills. There were
a total of 29 participants, 14 of whom were employees.

Focus Group Process

A focus group is a small-group discussion guided by a trained facilitator. it is used to gather in-depth
information about a community's thoughts and opinions on a specific topic. The interaction enables
participants to ask questions of each other, as well as to reevaluate and reconsider their own
understanding of their specific experiences. The facilitator, whose role is to gather information in an
impartial and confidential manner, manages the pace of the discussion, and ensures that everyone has a
chance to participate. The group meets for a [imited duration, and all participants were recruited by
Village leadership. The process typically includes a set of questions and a follow-up discussion within the
smali group.

In the case of Shorewood Hills’s focus groups, the discussion topics were strengths and challenges for
the Village. At the conclusion of each focus group, each participant was asked to identify three areas for
the Village to focus efforts and resources on over the next five years. This structure requires participants
to prioritize their thoughts in a succinct manner and may provide a summary of key strategic issues to be
considered using the qualitative data from the rest of the report.

Focus Group Context within the Strategic Planning Process

The main purpose of focus group research is to draw upon respondents’ attitudes, feelings, beliefs,
experiences, and reactions in a way that complements other data collection methods, such as surveys or
one-to-one interviews. These attitudes, feelings, and beliefs may be partially independent of a group or
its social setting. However, they are more likely to be revealed via the social gathering and the
interaction which being in a focus group entail. Focus groups help to generate qualitative data that
identify general themes of importance to the community.




Focus Group Questions/Areas of Exploration

A broad set of questions were developed to guide the focus group discussions. The questions provided

areas to explore rather than a strict outline to follow. Follow-up questions were asked during each

session based upon the answers given to explore the answer or issue more deeply. The questions are

listed below:

1. When you think of what you like best about Shorewood Hills, what comes to mind?

2. When you think about Shorewood Hills, as compared to other nearby suburban communities, what

comes to mind about the challenges of this community?

What are the advantages of living in Shorewood Hills as compared to other places?

If you could change things about Shorewood Hills, what would they be?

When you think about all of the services the Village provides, what are the most important to you?

Of the important roles that the Village plays in helping to create a good quality of life, what are the

most important to creating a high-quality future?

7. If you could choose three things for Shorewood Hills to focus efforts and resources on over the next
five years, what would they be?
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Summary of Major Themes

A Connected and Vibrant Community

Focus group participants described a community that had a feeling of connectedness. Residents
make lifelong friends and even if people move away, the connections remain. It seems cliquey to
outsiders but it’s because of the strong relationships that form within the Village.

Shorewood Hills is also described as a great place to live and especially to raise kids. It is walkable,
with great schools and attractive houses. The community is safe, and residents can walk to school
and bike to the pool. The residents come from a variety of different educational backgrounds, are
achievement-oriented and truly care about the community. Residents were described as
“charitable with their time and energy”. All this combined with great dining options, a movie
theater, and events such as the 4" of July activities, group gardening days and neighborhood
progressive dinners, make the community a unique and desirable place to live.

The amenities, particularly for recreational activities, were especially appreciated. Pools, tennis
courts, docks for boats, and other infrastructure are an attractive part of the Shorewood Hills
experience. One group noted that among the amenities Shorewood Hills provides is tree
maintenance and other care for the environment that maintains the integrity of nature in the
community.

Responsive and Invested staff

Staff are responsive to residents and participants noted that they are a big part of what makes
Shorewood Hills special. One group described a lack of bureaucracy by noting that if a problem is
brought to Village Hall someone will address it. Staff attempt to solve the problem and don’t just
push you off onto another department. Services are high level, and as one resident noted, brush
pick up “never stops.” There were no complaints about any of the services provided, and instead




participants praised that snow is cleared well, alt departments are responsive, and residents
receive services such as an arborist on staff and having the Village Engineer come to present on
drainage issues. This attention to quality service delivery adds to the high quality of life residents
enjoy.

Employees noted that while expectations are high, staff feel that they can earn the trust and
respect of the residents. Residents have great ideas and want to improve the community, but staff
capacity is an ongoing concern because there are so few people who can execute the plans. For
example, there is a desire for a more comprehensive outbound communications structure, but
there are inadequate financial resources to dedicate to a communications position and a tack of
capacity for current staff to expand on the communications structure in place.

Employee focus groups described the general atmosphere as overall “pro-employee” and they are
appreciative of the support that they receive from many residents. Staff appreciate the culture
within the Village that provides support for them on a personal level. They have the flexibility to take
a few hours off for an appointment, and if you need to take time off for your kids or for a vacation,
that’s OK.

Employee Recruitment and Retention

There was a consistent theme among all focus groups {not just the emptoyee focus groups) that
employee retention and attraction was a key area of concern for the community. One group noted
that unlike in other communities, in Shorewood Hills, you “don’t fight city hall” and they want staff
to be treated with dignity and respect in return. Another group noted the time and money spent
recruiting and training. There was a desire to ensure that employees feel appreciated for their
contributions to the Village.

The employee focus groups noted that employee retention issues caused a lack of institutional
knowledge. Al but one person in the office has been there for two years or less, and there is lost
history with turnover. Rotes and responsibitities are unclear in part because of the turnover and
significant functions such as HR do not have clear delineation of who is responsible for what
duties. Retention impacts service levels, and a new employee must learn the job first, which takes
time and impacts the speed and quality of work,

The groups discussed the need to be competitive with wages, not only with the village
administration but also police and Department of Public Works (DPW). They noted that Shorewood
Hills has tost multiple police officers to other communities because of wage disparity. Staff are
seen as working above and beyond, and if the Vitlage wants to maintain high services, then wages
need to be competitive. Additionally, the supply is reduced for taw enforcement personnel, and we
must be proactive to get and keep qualified personnel. Benefits should also be looked at, especially
since employees that work here can’t live in the community. How does that impact our ability to
keep them? With staff forced to commute, wages and henefits need to be attractive.

The employee focus groups noted that pay is the biggest reason given as to why people leave. Pay
parity is a challenge as the Village often uses similarly sized communities as comparables, but staff
leave to go work in Waunakee or Middteton.




Focus group participants were well informed about the impact of levy limits on municipal spending.
They noted that costs continue to rise, and that the money needs to come from somewhetre to
maintain high quality services provided by experienced staff. Transparency about the Village’s
finances is important, as is an understanding about the financial environment for the Village that
may cause the need for a referendum. Although regular audits are helpful as an external check,
residents need to have confidence that budgets are being used well. The employee group noted
that there should be another educational initiative to help refresh residents’ understanding of the
impact of rising costs, quality of services, and consequences of the levy.

The pace of decision making from the current committee and commission structure was discussed
as a challenge for recruitment. One employee mentioned that he had tentatively offered a job, but
needed to wait 3.5 weeks for approval from the Board before a format job offer could be made. The
employee focus groups noted that positions are often open for months as they work their way
through the hiring process of the Personnel Committee and then the Board. Local government is
struggling to recruit, and good candidates are hired by other communities that have a streamlined
and therefore faster process. There are fewer and fewer quality candidates, and a faster process
helps to secure good quality candidates. Police has been successfully streamlined, as has the pool
hiring for part time people, and it’'s made a difference.

Shorewood Hills Police Department

The focus groups discussed the conversations about whether to keep a separate police
department. Qverall, focus group participants saw value in keeping the Shorewood Hills police
separate. They noted that the police are invested in the community and provide exceptional
services that are not found in most communities. Participants stated that even minor issues such
as a suspicious person are handled promptly, leading to a feeling of safety for the community.
Several focus groups discussed the concern that the police department would cease to be
independent and become absorbed into the Madison Police Department. Among those
participants, there was concern about the impact it woutd have on services. One focus group was
more amhivalent about maintaining services due to the cost, because of the amount of the budget
dedicated to the police department and concerns about ongoing recruitment and retention
challenges if they are not well compensated. An increase in response times and a decline in the
guality of service were some of the most cited concerns. The employee focus group noted that the
issues from Madison sometimes come over to Shorewood Hills, and that the police department
responds to more serious calls than some residents realize.

Housing

There is a high bar to entry into Shorewood Hills, as the community has few opportunities to build.
The market has limited the opportunities to live here, although university housing and the Lodge
apartments are affordable and allow people to live in the community. Some participants noted the
diversity of ages and backgrounds at the Lodge and that it adds needed housing to the community
both as a point of entry and a way to downsize from home ownership white still providing a way to
stay in the community. Participants noted the change in housing stock as houses are snapped up
as soon as they corme on the market and small houses are torn down to build larger ones or ones
with a more modern layout.




Housing options at a variety of price points are few and far between in the community, resulting in
tess income diversity. However, the cost of land in the community and then to buitd onitis a
significant challenge. Aging in place is a challenge for the community, with some seniors in targer
houses than they want or need, but unable to find housing with a smalter footprint that is still in the
community. Some participants urged the Village to consider TIF districts that could be used
proactively in some locations to incentivize development of condos and other higher density
housing that would also expand the tax base.

Growth

When looking at growth, there was a desire to determine in advance what was to be accomplished
with the growth and how the needs of those who come would be met. Are there appropriate
services such as childcare available? Shorewood Hills needs to be thoughtful about resource
constraints and how to maintain the current level of services. Resource needs wilt become even
more extreme in the future, and stress on staff will hecome greater if we can’t retain staff.

Commercial landowners cannot vote unless they are also residents but may bear a
disproportionate burden because they have commercial real estate. The business group noted that
there was a restrictive mentality that impacted the way development happened in the past,
although they noted that Administrator Brian Mooney has been great to work with. However, there is
not a planning or engineering department, making it difficult to work out issues before going to the
Zoning commission.

Participants noted that discussions often get bogged down over whether the front facing fagade
should be brick or another material, and as a result the important issues such as how to encourage
growth in a strategic way are never fully examined. Growth can require some trade-offs, and several
people expressed the desire to look at the overall good for the community rather than the impact on
a small number of people. An example given was that as demographics change and families have
less children, higher density housing is one change that could help guarantee enough children to
appropriately utilize the elementary school.

As one participant noted, in Shorewood Hills, “it’s a built environment so inches matter.”
Mobility

Traffic can be a challenge as is parking on the street. The community has good bikeways, but they
could be better. Itis difficult for residents to navigate their way through the Village if they have a
wheelchair or walker since most roads in Shorewood Hills are not in suitable condition for
wheelchairs. If we want the roads to be used for bikes, pedestrians and cars, they need to be set up
to do so. If sidewalks are installed, they need to be wider to accommodate a greater variety of uses.
A Village speed limit of 15 mph could discourage commuter traffic and encourage more pedestrian
uses.

Change

A consistent theme was change. There is a perception that a minority of residents can make it
difficult to enact needed change at times. Others noted a small humber of residents can also
advocate for substantial change but that too much change too quickly could impact the great




things about the community. Residents noted that they have an identity that is unique and
important to maintain, but that change is not only inevitable, but some is needed. One participant
noted that overall people are happy in Shorewoad Hills, so change should be propottional and not
expansive. Several participants noted that they were hopeful the strategic planning process would
provide some direction for change in the next few years for the Village.

Some focus group participants noted that the Village facilities need to be updated, and this could
be an opportunity to change them to better accommeaodate the Village resident of today. The
employee focus group also noted that facilities are set up for what the needs used to be, not what
they are today. The facilities themselves need to reimagined.

Commissions and Committees

The groups noted the tension inherent in commissions and committees in a small community.
Shorewood Hills has a population that is well educated and there appeatrs to be a sense of pride
with some regarding the hands-on way that residents are engaged with their Village. However, at
times it functions as a result as a participatory form of gavernment, where a small number of voices
have disproportionate influence and impact. Several groups discussed that as the world has gotten
more sophisticated, processes should be updated to be more consistent with other local
governments. Several individuals noted there is an opportunity to streamline meetings and
processes and they hoped that could be realized as part of the strategic planning process.

The employee focus group discussed challenges with the current number of commissions and
committees and the tack of clarity on roles. It’s unclear to staff what priority items are for the
commissions and committees and what are secondary, leading to pressure to do all tasks on the
same timeline. Committee/Commission members often direct staff, leading to inconsistencies in
direction and multiple people asking for dissimilar research into issues or to have unretated tasks
accomplished before the next meeting. Staff struggle with the amount of work generated and the
lack of overall prioritization within the organization makes it difficult to focus on what is most
important because of conflicting ideas about what items are the highest priorities.

Additionally, the sheer number of commissions, committees, and ad hoc committees are putting
tremendous strain on staff. Each meeting requires set-up including public notices to be prepared,
someone to be present at the meeting to take notes, and then follow up work after the meeting
ends. Most of the meetings are at night, and because of their commutes staff are unable to go
home to have dinner with their families before the night meetings begin. Lengthy evening meetings
leave many staff working long hours on a regular basis with no opportunity to recharge.

It’s also unclear to staff how decisions that originate in commissions or committees and then go to
the Board are to be implemented. Because staff are not included in the formulation of processes
and procedures that originate from the committee structure, they are unable to give information
about how these processes can be executed successfully.

Employee Focus Groups

The employee focus groups had similar themes to the other focus groups, but often felt
disproportionate impacts due to their role with the community. In some areas, that was a benefit.
Employees noted that the small organization size allowed them to have a variety of jobs and
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