
To: Vail Town Council

From: Russell Forrest, Town Manager 

Date: January 17, 2023

Subject: Strategic Planning Session
_________________________________________________________________________________

1. PURPOSE AND INTRODUCTION

The purpose the discussion with the Town Council in the morning of January 17, 2023, is to: 

1) Meet with the Town Manager in executive session to discuss performance to date.
2) Based on the existing strategic plan, input from individual council members and 

additional input from the community identify high priority strategic results that need to be 
achieved in 2023.   

2. BACKGROUND

Attachment 1 includes the projects on the Town Council Priorities document.  It includes 27
projects categorized in Council’s four Vision areas:

1. Community
2. Environment
3. Economy
4. Experience

The online document was introduced in September of 2022 as a way to encapsulate projects 
discussed at the January 2022 Strategic Planning Town Council Meeting.  This plan does not 
have a prioritization associated with the actions.  

Prioritization of projects and goals will help ensure timely implementation and that available
resources are focused on the implementation of those projects. For the purposes of the meeting 
on January 17, staff would propose that the Town Manager share what he heard from individual
Council meetings as being the most important goals to achieve in the next year (still utilizing 
Attachment 1 as a point of reference) and identify the top 3-5 priorities and see if we can 
articulate those project priorities into specific time bound goals. 

There are many successful forms of strategic planning.  It is suggested that after the next 
election (or whenever Council would choose to do this) that a facilitated strategic planning 
session be scheduled to:

1. Identify Critical Issues: Evaluate public feedback on priority issues and identify the 
most critical issues to focus time and Town resources on (this step would utilize 
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community survey information, feedback from public engagement opportunism, potential 
focus groups) 

2. Articulate Desired Results to Address Critical Issues: After identifying the most 
important issues to focus time and resources on, Council would work with staff (through 
a facilitator) to identify specific time bound goals or results the Community would 
experience to address the high priority issues. 

3. Strategies/Actions:  Staff would bring forward specific strategies/actions for Council 
approval to achieve desired results/goals.

This form of strategic planning helps transparently connect Town actions to community
feedback on priorities.  It also enables us to measure and even create a dashboard to show 
progress so that the Town and staff are accountable to both the Council and the community in 
achieving those results. For the purposes of the planning meeting on January 17 the Council is 
asked to identify high priority goals to achieve in 2023. Again, this recognizes that ongoing work 
on other projects will continue. 

3. FEEDBACK FROM COUNCIL AND STAKEHOLDERS

The following are high priority issues the Town Manager heard from Council and stakeholders.  
It should be noted that the Manager also received very specific (tactical) tasks or ideas in the 
discussions with Council and stakeholders. We have not lost those specific comments.  This 
discussion is intended to focus on the “strategic” high impact ideas that were shared. If a 
strategic topic or goal is not addressed below, please bring high priority goals forward in the 
discussion on January 17. The following is a synthesis of the feedback received for your 
consideration in identifying priority goals for 2023.  

The following two topics had unanimous interest for prioritization:

 Excellent Customer Service: Everyone I spoke with uniformly agreed that providing 
excellent customer service (both residents and guests) is critical for achieving our vision 
of being the premier mountain resort community in the world.  However, we don’t 
have a clear definition or metric of what excellent customer service looks like.  We do 
have a variety of tools for measuring guest satisfaction (parking, transit, cleanliness, 
intercept surveys).  An example of two goals include:

By November 1, 2023, create a clear definition for providing excellent customer 
service to our residents and guests and a means of measuring to what degree 
we are providing excellent customer service. 

It should also be noted to provide excellent customer service and generate
outstanding results for the community we need to support and foster an excellent 
TOV organization.  A recommended goal would be: By October 31, 2023, identify 
and implement a metric for objectively measuring organizational effectiveness 
and health so that a baseline is developed which can be improved on in future 
years. Other examples of specific actions in this area include completing 
implementation of the compensation study, creating organizational values, 
creating clear expectation for employees that also connect them to the purpose
of the organization, ensuring employees receive constructive feedback on 
performance. 
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 Housing Initiatives: Every Council member identified the creation of affordable housing 
as the most important goal for the Town to achieve.  The existing goal of acquiring 1,000 
additional resident housing unit deed restrictions by the year 2027 is wonderful goal.  
Specific actions to achieve this goal include developing housing projects at Timber 
Ridge, West Middle Creek, and working collaboratively on regional projects outside of 
the Town of Vail. A potential near-term goal for this area might include:

By October 1, 2023, achieve the following: complete the Residences of Main 
Vail, initiate the entitlement process for the Timber Ridge and West Middle Creek 
housing projects, and acquire at least one additional parcel of land for housing so 
that the Town can provide ongoing momentum toward achieving its goal of 1000 
additional housing unit deed restrictions.  A big idea would be to work with 
stakeholders in the valley to create another “Miller Ranch” regional housing 
project. 

The following topics had strong interest from Council members and other stakeholders: 

 Civic Hub Site:  There were different thoughts on the prioritization of the Civic Hub Site.  
However, there is also a limited amount of time to take advantage of available funding 
from TIF and the need to make some decisions about the Town Hall site.   Thinking 
about this project more broadly it has been the subject of its own recent planning 
process and there is a significant opportunity to utilize $36 million of TIF funds by 2030
in concert with the renovation and expansion of Dobson Ice Arena.  Another timing issue 
is that the Town Hall site needs significant maintenance to simply maintain its HVAC 
systems (parts cannot be replaced with current systems) and we are outgrowing the 
existing space.  We need to decide whether to invest capital funds in the maintenance of 
these outdated buildings or redevelop the site.  Also, the new Public Works garages and 
site can accommodate uses currently at Town Hall.   Another consideration is the 
Steward Vail Plan and the Civic Hub Plan both describe the need to create a community 
hub or uses that would support and provide amenities to our residents.  Creating a focal 
point for our community is big idea with both the need and a limited time frame to utilize 
available TIF funds prior to 2030. Potential goals for this topic include: 

By October 31, 2023, determine how to proceed with the location of Town Hall 
functions (maintain existing buildings and uses, move uses to Hub Site and/or 
Public Works, or issue an RFP for a public/private partnership to redevelop the 
existing Town Hall site with its existing uses and housing/commercial 
development stacked above it.)

By October 31, 2023, conclude the programing for the Community Hub Site 
based on community feedback and after receiving recommendations on the 
above-mentioned town hall options.

 Vail Vision and Brand: The Town has an inspiring high-level vison which is “To be the 
Premier International Mountain Resort Community.”  However, what does this mean?   
How do we know if we have achieved that vision?  We have done previous vision plans 
but we need an update.  This would also help inform how we define excellent customer 
service, how we balance needs for our residents and guests, how we both achieve our 
goals around affordable housing and protect our critical natural environment, how do we 
respect our history while also engaging our younger residents, how do flourish as a 
resort while also making sure we are a place our service employees enjoy living and 
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working in.  Another issue clearly heard in the interviews for Vail Local Marketing District 
Board members is that the Vail brand and how we market and present ourselves to the 
outside world needs thought.   A visioning process can be very helpful in creating an 
authentic brand.  These two strategic projects support each other, and the visioning 
should occur first but could involve some concurrent work.  If this was a desired goal 
Community Development could need to lead the community visioning and work closely 
with Economic Developing on the branding side of this project.
It would be highly recommended to build upon the community input from the Steward 
Vail project in developing a vision plan.  Timing of this project is a consideration given 
the potential fatigue within the community providing input on other Town plans.  A 
potential goal could be: 

By    ____, 202 (3 or 4)?, complete an updated Vision Plan for the Town of Vail 
building upon community feedback from the last two years and update the 
branding framework for Vail by ____, 2024.  

Other topics which received some feedback from Council and/or other stakeholders included:

 Early Childhood Initiatives:  Continuing to improve early childhood initiatives came up 
in several discussions.  Are there other actions, Council would like to take that are not in 
the Action Plan?

 Land Use Code: Several Council members asked that staff facilitate a review with 
Council to discuss land use code updates with a specific focus on incenting affordable 
housing creation, review design standards, evaluate GRFA and whether it is creating
appropriate bulk and mass in new development.  Another area to discuss would be 
turnaround times for reviewing building and planning applications. 

 Steward Vail:  Council members expressed both concern and support for the Steward 
Vail Plan.  An observation that has been shared with staff is that actions should be tied 
to specific issues and or problems that the community identified.   Staff is working on 
creating a stronger connection between problem statements (based on community 
feedback), specific goals, and then critical actions to achieve desired goals. Again, as a 
destination-level guiding document that responds to the needs of the community in the 
context of tourism, the Steward Vail Plan should inform a broader community visioning 
project, updates of the Town’s sustainability plan, future budgets, and future strategic 
plans.

 Innovative Solutions to Snowmelt System and Greenhouse Gas Emissions 
reductions: As the town’s snowmelt system accounts for more than 60% of the town’s 
greenhouse gas emissions, staff is in the process of developing a Scope of Work in 
partnership with Holy Cross Energy for a joint RFP to identify innovative solutions to 
reducing the energy and carbon impact of the system. This may include a combination of 
geothermal, waste heat, electrification, storage, and other solutions to a district-wide 
program.

Staff is updating progress related to the Town Council Action Plan.  Unless Council directs staff 
to stop, we will continue to make progress on the actions in this plan.  We will ensure priority is 
given to the 3-5 goals identified through the discussion on January 17. 



Town of Vail Page 5

4. ACTION REQUESTED

Staff will provide some background on the ideas mentioned above and available financial 
resources.  Council is specifically requested to:

A. From the ideas mentioned above, the Action Plan or simply from your own perspective 
what are the 3-5 most important goals to achieve in 2023? 

B. We will capture your priority goals/ideas and then attempt to find consensus among the 
Town Council on the top 3-5 goal areas you would like to address in 2023.  

C. We then will create some draft goal statement for those top 3-5 topics. Examples of 
statements are provided above.

Staff will come back at future Council meeting with refined goal statements, proposed 
strategies/actions to achieve those goals, and any resource requirements to achieve those 
goals.  After approval of the Town Council of high priority goals, staff would update the Town 
Council Priorities document and the update the Council and community on progress related to 
the implementation of goals and projects.

Attachment 1:  Town Council Project List 
Attachment 2:  Memo from Finance Director on bonding capacity and available resources for 
projects. 


