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Meeting Objectives
● Better understand the Together San Rafael initiative

● Clarification on roles and responsibilities

● Input from Advisory Committee on: 

1. Guiding principles
2. Internal communication tool
3. City Services Innovation project curriculum
4. Proposed timeline and next steps
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The Why - Trust in Government is Down
● 20% of Americans today say they can trust the government in Washington to 

do what is right “just about always” (4%) or “most of the time” (16%). (Pew 
Research, 2017)
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http://www.people-press.org/2017/05/03/public-trust-in-government-1958-2017/
http://www.people-press.org/2017/05/03/public-trust-in-government-1958-2017/
http://www.people-press.org/2017/05/03/public-trust-in-government-1958-2017/


● 76% of San Rafael residents are satisfied with City services; down from 84% 
in 2015 (Godbe, 2017)

The Why - Satisfaction is Down in San Rafael
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https://www.cityofsanrafael.org/documents/2017-resident-satisfaction-survey-report/


The Why - Local gov’t employee engagement down
● 71% of city workers in U.S. are unhappy or disengaged with their jobs 

(Gallup, 2016)

● 85% of the public expect the same or higher quality from government digital 
services as they do from commercial organizations; 4 in 10 are not satisfied 
with current digital services (Accenture, 2016)

The Why - The Public Has Higher Expectations
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http://www.gallup.com/opinion/gallup/210707/city-employees-not-engaged.aspx
https://www.accenture.com/t20170224T003014__w__/us-en/_acnmedia/PDF-35/Accenture-Digital-Citizen-Experience-Pulse-Survey-Highlight-Final.pdf#zoom=50


Elevator Pitch
Together with our Departments, Together with our Organization, 
Together with our Community…  modernizing city services and 

making San Rafael a great place to work

● Bringing staff and management together to address issues  
cross-departmentally, rather than through a top down approach

● Empowering all City employees, regardless of position or tenure, to share and 
implement their innovative ideas

● Celebrating the innovation happening every day in our departments
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Survey Results - Co-Creation Workshop
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Our Goals 
1. Cultivate trust with the community  
2. Stay current in how we design and deliver services to our 

residents 
3. Work together with the community to develop solutions 

and try new things
4. Empower employees to co-create a culture that celebrates 

its successes and its “failures”
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GUIDING PRINCIPLES

GOALS

Employee 
Engagement Program

City Services 
Innovation Program

Establish tools for 
communication 

and collaboration

Create and 
implement 

Guiding 
Principles

Communicate 
Survey Results

Roll out 
Innovation 
“Academy”

TBD

TBD
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Employee Engagement
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Great Place to Work 
Engagement Survey
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Communications
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What we want to be able to do:
● Provide information across the whole organization
● Have conversations
● Share articles and documents
● Collaborate on projects

The tools should be:
● Mobile-friendly
● Easy to use
● Secure
● Cost-effective
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Website

● Public-facing

● General 
information

● News feed
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Internal Communication / Collaboration Tools
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Features

● Ease of use means mobile friendly, easy access, simple design

● Security & Privacy for individuals, teams, and departments

● Discussions are easy to start – subscription notifications to stay engaged

● Knowledge management means easy file storage, collaboration, document 
sharing

● Event management is easy, add to an existing calendar or create your own

● Task Management makes assigning individual and group tasks easy
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Collaboration

SPACES MEMBERS
● Manager
● Groups
● Individuals

Teams Departments

Multi-Department
Inter-Department
Workgroups

Public (city) content
Private (department) content

Documents
File Sharing
Discussions

Task Management
Calendars/Events
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BREAK
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Guiding Principles 
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What Are Guiding Principles?

● Guide how people should behave and act

● A mix of aspirational and practical

● Principles are what values look like in action. 
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What Is Culture?

● System of shared values, assumptions and beliefs that 
influence how people behave

● Culture is what you do when no one is looking
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Plotting Culture and Values
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Plotting Culture and Values
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Weak Values, Weak Culture

Weak values,
Weak culture
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TOTAL 
DYSFUNCTION

Weak Values, Weak Culture
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TOTAL 
DYSFUNCTION

Weak values,
Strong culture

Weak Values, Strong Culture
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TOTAL 
DYSFUNCTION

WARRING 
FACTIONS

Weak Values, Strong Culture
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TOTAL 
DYSFUNCTION

WARRING 
FACTIONS

Strong values,
Weak culture

Strong Values, Weak Culture
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Strong Values, Weak Culture

TOTAL 
DYSFUNCTION

WARRING 
FACTIONS

MEANINGLESS 
WORDS
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Strong Values, Strong Culture

TOTAL 
DYSFUNCTION

WARRING 
FACTIONS

MEANINGLESS 
WORDS

Strong values,
Strong culture
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TOTAL 
DYSFUNCTION

WARRING 
FACTIONS

MEANINGLESS 
WORDS

SUSTAINED 
SUCCESS

Strong Values, Strong Culture

36



How principles become culture
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Where We Started
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Feedback from First Meeting
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Group 1 - “Together with our Department”

● Invest time and energy improving the 
process

● Co-create services with the customer in 
mind

● Recognize “mistakes” are a part of the 
process

● Support opportunities for growth and 
learning

● Share opinions and skills
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Group 2 - “Together with our Organization”

● Importance of breaking down silos
● Public wants one point of entry
● Need to coordinate across departments
● Marketing effort highlighting the “why” 

at all levels of the organization
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Group 3 - “Together with our Community”

● Convene & co-create
● Design for success
● Build trust
● Be transparent & default to open
● Simplify, clarify, build understanding
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Major Takeaway: Preference 
for “Transcendent” 

Principles
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Looking at Other 
Organizations
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Downtown Streets Team
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UK Digital Service
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UC Berkeley
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http://www.youtube.com/watch?v=B9H8MK8vbic


“The enemy of art is the 
absence of limitations.”

– Orson Welles 
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Our Constraints

● Core Ideas that need to be addressed
○ End siloed working

○ One person alone can’t solve

○ Include language “together”

○ Co-creation

○ Human-centered design

○ Recognize employees for trying new things

○ Find something to say yes to

● Keep principles memorable

● Keep principles under 8 words??? 
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So, Then We...
1. Brainstormed individually
2. Found common themes
3. Created headers
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Distribute Drafts

● Jim’s original

● Working group’s overall insight

● A summary interpretation 
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Your Feedback

● Which document resonates the most? Why?

● Are we missing important principles?

● Does the format help or hurt?  
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City Service Innovation (CSI) Project

Advisory Committee
Check-in
May 22, 2017
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Co-Creation Workshop: 
What We Heard
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Main Categories
● Process Improvement
● Digital Skills
● Customer Service + Community Engagement
● Communication + Collaboration
● Organization + Time Management
● Problem-Solving Methods



Discussion 
● Anything missing?
● General comments?



Curriculum Outline
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Goals
● Cross-departmental teams to learn collaborative problem-solving 

and human-centered design process by applying it directly to an 
agreed upon challenge 

● Demonstrate the value and applicability of design skills by generating 
“small wins” throughout the training process

● Develop capacity for first cohort to become mentors for subsequent 
cohorts

● Introduce human-centered design frameworks and provide tools for 
implementation and evaluations



Human-Centered Design
● Observation 
● Ideation 
● Rapid Prototyping 
● User Feedback 
● Iteration 
● Implementation



Communication + Collaboration
● Identifying and measuring outcomes 
● Co-defining problem statements 
● Group facilitation
● Active listening 
● Ability to see projects within the context of a system



Organization + Time Management
● Effective communication 
● Prioritization 
● Reflecting on experience 
● Getting feedback 
● Taking risks



Community Engagement
● Online and offline
● Effective methods for interviewing
● Presentation
● Storytelling



Format
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PILOT WORKSHOP & DESIGN SPRINTS (July - Sept)

Week 1 Class 1: 4-hour in-person immersive providing overview and activities for 
Human-Centered Design in gov’t contexts for pilot group of 25 

Weeks 2 - 3 Conduct user interviews and research in teams 
“Office Hours” with CivicMakers

Week 4 Class 2: 2-hour in-person on Prototyping and Testing

Week 5-6 Test prototypes and incorporate feedback 
“Office Hours” with CivicMakers

Week 7 Practice Pitches with CivicMakers and Advisory Committee

Week 8 Demo Day - teams present prototypes!









Curriculum Working Group
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Curriculum Working Group

● Time commitment
○ 2 short meetings in June
○ Evaluation after first cohort (meetings in September)

● Input on:
○ What’s missing (The “Why”)
○ Format and timeline (The “How”)
○ Metrics for success (The “Why”)
○ Determine first cohort (The “Who”)



Example Challenges
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Categories
● Internal Process Redesign

○ i.e. Peak Academy example - Amber in wastewater accounting
● Public-Private Partnership

○ i.e. Seattle PD example - worked with private technology company
● External Service Redesign

○ i.e. permitting processes
● Internal knowledge sharing/communications

○ i.e. creating infrastructure for internal “consultants”



Thank You!
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When are we doing this?

Task Spring Summer Fall Winter 2018

Create Advisory Committee >>

Develop guiding principles >>

Conduct employee engagement survey >>

Roll-out Pilot City Services Innovation project >> >>

Implement solutions >> >>

Roll-out more Innovation projects >> >> >>

Implement more solutions ∞
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