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Making City services easy to use, and work for everyone



Message from Jim

“Digital is the cornerstone of how we are co-creating a 21st 
century government --- and you have my full authority and 
direction to re-make the City of San Rafael’s local government 
around our users – internal and external.”



Today’s Objectives

● Build a sense of team, shared purpose

● Learn how to apply human-centered design to projects, as well as day-to-day 
work and interactions

● Gain a shared understanding of asynchronous workflow and communication, 
and how to apply it to how we work together and get things done

● Start building a shared understanding of a data-driven culture



Agenda

Welcome & overview of the day 8:30 a.m.

Working as a team 9:00 a.m.

Putting people at the center 9:30 a.m.

Breathing life in our strategic framework 10:30 a.m.

How we get to done 11:30 a.m.

Lunch 12:30 p.m.

Empowering people with data 1:00 p.m.

Wrap-up 2:30 p.m.



Forming a Team





● Innovate faster

● Ideate to solve complex problems

● Share knowledge and learnings

However, more people does not by default produce better outcomes nor 
does it guarantee reduced workload.

Why form teams in the first place?
The whole is greater than the sum of its parts



● Psychological safety - 
can we take risks on this team 
without feeling insecure or 
embarrassed?

● Dependability - 
can we count on each other to 
do high quality work on time?

● Structure & clarity - 
are goals, roles, and execution 
plans on our team clear?

What makes a team successful?

● Meaning of work - 
are we working on something 
that is personally important for 
each of us?

● Impact of work - 
do we fundamentally believe 
that the work we’re doing 
matters?



● Colocation of teammates (sitting together in the same office)

● Consensus-driven decision making

● Extroversion of team members

● Individual performance of team members

● Workload size

● Seniority

● Team size

● Tenure

Variables NOT tied to team success*

*at Google
Source: Google re:Work



Source: Amy Edmondson 



Three ways to foster team psychological safety:

1. Frame the work as a learning problem, not an 
execution problem.

2. Acknowledge your own fallibility.

3. Model curiosity and ask lots of questions.

Fostering Psychological Safety

Source: Amy Edmondson 



“Who is on a team matters less than 
how the team members interact, 
structure their work, and view their 
contributions.”

- Julia Rozovsky, Google



ACTIVITY!



Who are you as a 
team member?



Source: Harmony Education Center

North
Acting -  “Let’s do this!’ Likes to 

act, try things, plunge in. 

West
Attention to detail - Likes to 
know the who, what, when, 

where, and why before 
acting.  

East
Speculating - Likes to 
look at the big picture 
and the possibilities 

before acting. 
South

Caring -  Likes to know that 
everyone’s feelings have been 

considered and their voices have 
been heard before acting.

The Four Directions

 © 2019, CivicMakers LLC



1. What are the strengths of your style? (3-4 adjectives)

2. What are the limitations of your style? (3-4 adjectives)

3. What style do you find most difficult to work with and why?

4. What do people from other "directions" or styles need to 
know about you so you can work together effectively?

5. What's one thing you value about each of the other three 
styles?

The Four Directions



Team Charter



Team Charter
Why do we do it?

● Develop a shared understanding of the project 
and your purpose as a team

● Set expectations
● Lay ground rules for how you will work together, 

and establish a forum to discuss team dynamics
● Reinforce each team member’s contribution to 

the shared goals



Team Charter
Components

Purpose & Objectives -  
Why are we here? What do we hope to achieve?

People -
Who is involved? What is their contribution?

Process - 
How will we stay in touch and on target?



Roles & Responsibilities



Roles & Responsibilities
Purpose

● Prevent tasks from slipping through the cracks

● Clearly defines who should be involved

● Agreement on who is doing what for each task



Communication



Staying on the Same Page

● Create a dialogue and feedback loops 
○ Establish agreed-upon channels for and cadence of communication

● Get/Keep information out in the open
● Don’t debate, stay silent, or shy away from difficult conversations
● Create favorable conditions (psychological safety) for ongoing 

dialogue
○ Practice active listening

Maintaining Communication Throughout the Project



Active Listening
● Listen to understand the full message

● Be fully present for the other person

● Diagnose before you prescribe

“Seek first to understand, 
then to be understood.”

- Stephen R. Covey



Active Listening

On average, we only retain 25% of what 
we hear and we spend 60% of 
conversations talking about ourselves. 



Source: Center for Creative Leadership



Active Listening

● Listen to truly understand the other person
○ Resist the urge to formulate your response 
○ Avoid applying the lens of your own story

● Listen for feeling, perspectives, and motivations
○ Pay attention to both verbal and nonverbal cues
○ Confirm your understanding by restating what was 

said in your own words

Useful for facilitation to help people feel heard.



ACTIVITY!



Intro to Human-Centered Design

29

Intended Outcome: Simplify and demystify this 
useful tool in the context of government 
programs, processes and services. 



Human-Centered Design

EMPATHIZE

DEFINE

IDEATEPROTOTYPE

TEST



Human-Centered Design
● An approach to design that involves human input 

throughout the entire process.
○ Collaborative problem solving
○ Multi-stakeholder engagement
○ Creative experimentation
○ Design with not for the end user



Public Sector Context
● Greater Complexity and Constraints
● Organizational Hierarchies
● Higher Stakes 

And...simply put, government can not choose its customers



What happens when we don’t use 
Human-Centered Design?





Application of 
HCD









Case Study: 
CalVCB



Project Overview and Timeline
Discovery & Scoping -  August to November
Human-Centered Design Trainings - January to February, 2019

Intro to HCD -  January 10th 
Empathy -  January 17th
Stakeholder Interviews -  January 24th
User Journey -  February 7th
Prototyping -  February 21st

Presentations - March 6th

 



Exploring CalVCB-specific challenges
User Needs
Challenge Statement: CalVCB needs a way to engage and capture advocate requirements, 
ideas and workloads to successfully transition to CalVCB Online.

Internal Processes & Procedures
Challenge Statement: Due to extensive verification process and procedures, CalVCB current 
processing time exceeds the goal of 30 days to process payable bills, which causes undue 
stress to our claimants.

Data Collection & Analysis
Challenge Statement: Lack of communication and sharing of data between units has led to 
inaccuracy in data management, and process sustainability for the agency as a whole.

 



Exploring CalVCB-specific challenges
Internal Communications
Challenge Statement: CalVCB should improve internal communication procedures to align 
with CalVCB core values.

External Communications
Challenge Statement: Eligibility Determination staff need improved external 
communication with Los Angeles law enforcement in order to get crime documents to help 
victims get benefits with CalVCB.

 



Empathize & 
Define



Visualize the 
Journey



Prototype



Present Findings



What participants found most valuable 
● “Setting aside my personal experiences, biases, frameworks to 

try to empathize with others.” 

● “Seeing coworkers' needs, the obstacles they face, and figuring 
out possible solutions.”

● “Deep diving into the HCD model with CalVCB-specific 
issues/challenges/opportunities.”

● “Listening to” / “working with” team members. 



Em·pa·thy
 

NOUN · /ˈEMPƏTHĒ/



Listen and take notes:

Start with empathy
1 Ask ‘what’ & ’who’ questions

 8 mins (Take turns: 4 mins each)

2 Ask ‘why’ questions
  8 mins (Take turns: 4 mins each)

Listen with empathy. Take detailed notes:



Digging Deeper
● Dig deeper to unearth hidden assumptions

○ Assumptions often lead us astray because we take them as truths

● Strategy for digging deeper = The Five Whys
○ Ask a broad question to start
○ Then ask “why” to their response five times in a row
○ Go for depth; don’t change the subject
○ Write down what you hear, especially the insights you gather as you 

go deeper



How to Listen Empathically
● Listen to truly understand the other person

○ Resist the urge to formulate your response 
○ Avoid applying the lens of your own story

● Listen for feeling, perspectives, and motivations
○ Pay attention to both verbal and nonverbal cues
○ Confirm your understanding by restating what was 

said in your own words



Reflect: Using Empathic Listening to Collaborate

 “Empathic (from empathy) listening gets inside 
another person’s frame of reference. You look out 
through it, you see the world the way they see the 
world, you understand their paradigm, you 
understand how they feel.” 

  - Stephen Covey, The 7 Habits of Highly Effective People



Benefits of Empathic Listening
● Empathic listening gives you accurate data

○ Understand another’s needs and wants

○ Diagnose before you prescribe

● Uncover assumptions
○ Unconscious assumptions or biases often lead us 

astray



Our Strategic Framework



Purpose

To make City services easy to use, 
and work for everyone.



Our Values
How do these show up in our team?

● Reliable & trusted

● Human-centered and empowering

● Open & transparent

● Inclusive & collaborative



ACTIVITY!



Always getting better
Applying an open, asynchronous, collaborative

mindset to getting things done.



Background



Problem

The culture lacks energy, innovation and/or a 
strong commitment to effectively get things 
that matter done on time (or at all).



Symptoms

● No vision
● Too much to do
● Competing (or no) priorities
● No empowerment
● No focus



Solution

A culture that is:

● Open
● Asynchronous
● Collaborative
● Distributed



Execution
 



Get your mind right

 



Use the right tools



Set team agreements
Examples:

● Don’t be afraid to ask for help
● Respect others’ time
● Trust one another
● Take ownership and responsibility
● Speak the truth tell the truth
● Share your blockers
● Document updates in real time
● Keep your calendar up to date
● It’s OK to say ‘no’
● Communicate and assess expectations



Work in the open

● Passion
● Merit
● “Heat”
● Inclusive
● Empathy



Work asynchronously

● Start, stop, check in on your own times
● Document status within tools in real time
● Reduce need for constant, in-person contact



Communicate authentically

Share information:

● Openly
● Immediately
● Empathetically



Stay in beta

● “Always be shipping”
● Good is better than perfect
● “Half, not half-assed”



Appoint empowered owners

“Assign one leader and hold that person 
accountable.”

- U.S. Digital Services Playbook



Meet less

● Give meetings purpose
● Keep them short
● Limit attendance
● Update board(s) before ending



Do deep work

● Block extended, alone time
● Stay focused



Unblock

● Communicate blockers
● Break down tasks
● Create escalation process
● “Go where the water flows”



Think scale

● Document knowledge
● Templatize repeatable tasks
● Establish communities of practice



Acknowledge

● Wins
● Fails
● Appreciations



Hold retrospectives

● Blameless / recurring
● What worked / didn’t
● How do we improve?



Spark joy

● Be human
● Connect beyond business
● Don’t be so serious



Rest

● Detach (unplug / meditate)
● Walk
● Sleep
● Move



Condition yourself

● Self-reflect/retrospect
● Cultivate a growth mindset
● Remind yourself of and follow your purpose



Reading

● The Effective Executive, Peter Drucker
● Open Organization, Jim Whitehurst
● Getting Real, Fried/Heinemeier Hansson
● It Doesn't Have to Be Crazy at Work, Fried/Heinemeier 

Hansson
● Distributed Teams, John O’Duinn
● Deep Work, Cal Newport
● Rest, Alex Soojung-Kim Pang



Contact

● Luke Fretwell, luke@proudcity.com 

mailto:luke@proudcity.com


Colophon

● stars by Lilit Kalachyan from the Noun 
Project



Building A Data Culture
City of San Rafael

2019
Presented by: Jessica Carsten

Carsten Advisory LLC



Overview

1. What’s possible

2. Why data is central to fulfilling your mission

3. What’s standing in our way

4. What we’re going to do about it
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What’s possible?
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Why data is central 
to achieving your 
mission
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Capability & 
Capacity Collaboration

Strategy Process Innovation Data & 
Evidence

 

Interactive 
Storytelling Technology

Leadership & 
Culture

What strategic question are we trying to answer? What problem are we trying to solve?
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Alignment: Mission and Indicators (example)

Related Indicators

Performance Goals 
and Indicators

Strategic Objective

Strategic Goals

Mission Mission: Create strong, sustainable, inclusive communities and quality affordable housing

Strategic Goal: Strengthen local housing market

Strategic Objective: Reduce # of Foreclosures in Area

Performance Goal: By September 30, 2030, 
reduce average residential vacancy rates in 
70% of NSP-2 neighborhoods to 
comparable areas
Performance Indicator: Vacancy Rates
Target: 70% reduction
Timeframe:  September 30, 2030
Historical Trend: Vacancy rates began to 
rise in 2006 when the market started to 
decline.

Outcome 
Indicator: Vacancy 

Rates in NSP-2 
neighborhoods

Performance Goal: By September 30, 2022, 
assist 70,000 homeowners who are at risk of 
losing their homes due to foreclosure
Performance Indicator: Homeowners 
assisted
Target: 70,000
Timeframe: September 30, 2022
Historical Trend: 90k homeowners were 
given assistance between 2019 and 2021

Output Indicator: 
NSP-2 units of 

service (housing 
produced by 

agency effort)

Input Indicator: 
Number of 

Borrowers assisted 
by Housing 
Programs 

Contextual 
Indicator: Change 

in home prices



City Council Goals and Strategies

Fiscal Year 2019-20

❏ NEIGHBORHOOD AND ECONOMIC VITALITY: Create and preserve a healthy economy and 
neighborhoods 

❏ QUALITY OF LIFE: Serve and strengthen community and regional relationships

❏ PUBLIC SAFETY: Prevent and respond to emergencies

❏ PUBLIC ASSETS: Improve and preserve public assets

❏ FOUNDATIONAL SERVICES: Sustain organizational viability and exemplary service
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Draft Strategic Framework:

“ Data is an abundant and powerful asset 

that can impact everything from service 

delivery to program management, to policy 

making. We will lead the way to a 

data-centric city by investing in improved 

data access, management, and use by city 

employees and the community. We will use 

analytics tools to deliver services more 

efficiently, prioritize risk more strategically, 

enforce laws more effectively, and increase 

transparency. ”
97

DA.1 – Data use and analytics: 
Improve data literacy through programs that will help employees 
explore, refine, and enhance skills in data use, data management, and 
analytical skills in service of their role. Use data to identify patterns and 
trends that enable better policy decisions, and prioritize work for 
greater impact.

DA.2 – Data governance and management: 
Ensure data is treated as a strategic asset through data quality control, 
lifecycle management, internal data access and infrastructure, external 
access and risk management, and opportunities for use and reuse.

DA.3 – Privacy: 
Protect data, react appropriately to breaches, and secure user privacy.

DA.4 – Performance metrics: 
Improve the efficiency and cost-effectiveness of services by building 
data-driven feedback loops and aligning toward measurable impact 
and outcomes.

DA.5 – Open data: 
Share meaningful open data and support the use of open data within 
and outside of the city while improving transparency and trust in 
government.
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Goal Area Potential outcomes

Data Use and Analytics City departments use city data to improve efficiencies, target resources effectively, 
reduce waste, and demonstrate creative approaches to problem solving.

Data Governance and 
Management

City staff are easily able to identify what data the city collects and manages, how to 
access it, and how to use it properly to improve outcomes and deliver on their 
mission.

Privacy City staff are able to identify and protect sensitive data, while also realizing its value.

Performance 
Improvement

Using data that is readily available and of high quality, City departments actively 
manage and improve their services and projects and effectively and efficiently 
monitor facilities, equipment, and property.

Open Data Researchers, residents, and other external stakeholders can easily access 
information about city activities, services, and programs, improving transparency, 
accountability, and public trust. 

Why these goals are important



What’s standing in 
our way?
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We went on a listening tour

100

Define 
information 
needs and pain 
points around 
data

Determine 
what data 
exists

Assess ability to 
use data

Prioritize 
support for city 
staff



Data Discovery

➤ What information systems does your department use? 

➤ What databases does your department use? 

➤ What applications capture information or are used in your business processes? 

➤ Are some data resources kept in spreadsheets (on shared or individual drives)? 

➤ What information are we already publishing and where did that information come from?
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Desired Outcomes

102

● Give city staff at multiple levels the opportunity to share their pain points and goals around data use at 
the city

● Capture evidence from staff interviews and prioritize work based on solving for immediate pain points 
while building capacity for visionary projects

● Draft an evidence-based data strategy that begins demonstrating value immediately

● Build off of organizational strengths and solves for weaknesses

● Continuously iterate and improve. Do not let perfect be the enemy of good



Summary findings
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Summary findings
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What are we going 
to do about it?
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Empathy

★ Build with, not 
for

★ Talk to users

★ Understand 
behavior

★ Learn what’s out 
there

Keys to success

Lean

★ It’s more than a 
technical process

★ Expect failure

★ Only build what’s 
necessary

★ Test, test, test

Data

★ Data lives 
everywhere

★ Be ready to 
scrape

★ Open data is a 
friend

★ ETLs are your 
best friends

Users

★ If you build it, 
they will come

★ Listen and learn

★ Define metrics

★ Find partners

Sustainability

★ Evaluate your 
options

★ Tech -> Policy

★ Expect to train 
and retrain

★ Document 
everything and 
share broadly

Adapted from Abhi Nemani, University of Chicago, 2019



Developing a Data Strategy

➔

➔

➔



Urgent Data Strategy

➢

➢

➢
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Intermediate Data Strategy

➢

➢

➢
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Target Data Strategy
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➢



Exercise
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115CDT Enterprise Architect

Source: Performance Institute

Characteristics of a Good Goal



116CDT Enterprise Architect

Performance and Results – Logic Model



When Should I Use a Logic Model?

117CDT Enterprise Architect

•If you are unsure of how to tie the data they collect to what they want to accomplish?

•If you are looking to develop output measures that tie to outcomes?

•If you are trying to develop a business case that shows how they plan to influence an 
outcome?

•If you are developing a new strategic plan?

•If you are unsure of how to quantify more near-term outcomes on the way to a longer-term 
goal?

•If you are measuring a lot of things but unsure of the outcome they are trying to influence?

•If you are looking to establish more structure around their performance management 
program?



Intermediate

• Increase the number of 
students picking a STEM 
major

• Increase the average 
GPA of students with a 
STEM degree

              Behavior           

Activities
• Conduct 

national high 
school 
science fairs

• Promote 
STEM 
through high 
school 
education 
programs

Outputs
• # of schools participating 

in national science fairs

• # of STEM high school 
education programs

Inputs
    Amount of 
budget and 
number of 

FTEs

Government 
sponsored 

STEM 
education 
programs

Long-term
• More 

students 
graduating 
with a 
STEM 
degree

• Increase # 
of STEM 
jobs

    Condition 

External Influences
Factors outside of your control (positive or negative) that may influence the 

outcome and impact of your program or project

        Outcomes

WHYHOW

PROGRAM RESULTS  FROM PROGRAM 

Let’s walk through an example…

Goal: Increase the # of STEM college graduates from 750,000 in 2014 to 1,000,000 by 2020
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Exercise: Activities vs. Outputs

1. # of potholes repaired

2. Conducting site assessments

3. % of businesses receiving export information

4. 27 people trained

5. Reviewing case files



Exercise: Outputs vs. Outcomes

1. Improvement in air quality

2. # of businesses working with assistance centers

3. Increased access to healthcare

4. 5% reduction in process cycle time

5. # of tourists visiting a city



Group Logic Model Exercise - Situation

 

 Joe has pretty good teeth, but at his last annual check-up he had three 
cavities and very early signs of gum disease. His dentist told him that if 
he brushed his teeth more often, rinsed with flouride and started 
flossing his teeth daily, his teeth and gums would be healthier. 

Let’s develop a logic model for getting Joe’s teeth and gums healthy!

Source: Performance 
Institute



Intermediate
Behavior 

What are some things Joe can 
expect to accomplish in the 

near-term by focusing on this 
goal?

          
• Fewer cavities

• Overall reduction in gum 
bleeding

• Reduction in dental costs

• Decrease insurance 
premiums

• Decrease in dentist visits

• Better smelling breath

• Cost savings of buying 
mints

Activities
What actions would Joe have 

to take to make progress 
towards his outcomes?

• Brush teeth

• Floss teeth

• Dentist visits

Outputs
How might Joe quantify those 
activities to track his progress?

• # of times teeth are brushed 
per day

• # of dentists visits

• % of times gums bleed after 
flossing

Inputs
What resources are required 

for Joe to take these 
actions?

• Toothpaste

• Floss

• Toothbrush

• Knowledge of dental 
matters

Long-term
Condition

What are some of the long-term 
changes in condition that Joe can 
aim for by focusing on improving 

oral hygeine?

• Increased happiness

• Healthier mouth

• More friends

• Longer life

 

External Influences
Factors outside of your control (positive or negative) that may influence the 

outcome and impact of your program or project

        Outcomes
WHYHOW

Group Logic Model Exercise – Simplified Model

Goal: Improving personal oral hygiene
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Center of Gravity Analysis – the people aspect

➢ What attitude, behavior, or condition needs to change to achieve the 
end-outcomes?

➢ Identify who possesses the critical capability to cause the change or achieve the 
long-term outcomes. What must they do? (Who & What)

➢ How can you get them to do that? (How?)

Source: Performance 
Institute


