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Workshop Report 

 

 

On January 29, 2018 the City Council and City Manager held a priority 

setting retreat focused on establishing priorities for the year. The retreat 

was held at the future City Hall building at Waterfront Office Towers. 

The objectives for the retreat were as follows: 

• Discuss communications. 

• Understand the City’s financial outlook. 

• Reach Council consensus on guiding principles and priorities for 

the year. 

Summary of Outcomes 
The key outcomes of the day were as follows: 

• Identified ways to strengthen communications between City 

Council and staff as well as between the City and its residents. 

• Acknowledged the key factors that enabled the City to accomplish 

many things over the past few years.   

• Achieved Council consensus on guiding principles, strategic 

targets, five Tier 1 priority goals and three Tier 2 priority goals.  

The priorities will inform development of the upcoming FY 2018-19 

budget. 
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Workshop Agenda and Participants 
To prepare for the workshop, facilitator Jan Perkins interviewed each 

member of the City Council to learn about their priorities. She worked 

closely with the City Manager’s office to prepare the materials and 

agenda for the retreat. 

January 29 

• Welcome by the Mayor  

• Public Comments  

• Discuss Communications 

• Review Highlights of City Accomplishments 

• Discuss Trends of Importance to Stockton 

• Discuss City’s Financial Outlook 

• Discuss and Achieve Consensus on Guiding Principles for the 

City’s Work 

• Discuss and Achieve Consensus on Priorities 

• Discuss What Will Aid the Council and Staff in Making Progress 

on Priorities 

Retreat Ground Rules 
At the start of the retreat, the facilitator suggested several ground rules 

for discussion to help the Council and staff reach the objectives of the 

retreat. 

• Listen to understand 

• Assume good intent 

• Stay focused 

• Speak up if a course correction is needed  

• Seek consensus 
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Workshop Participants 

 

City Council 

Mayor  

Michael Tubbs 

Vice Mayor  

Elbert Holman 

Council Member  

Dan Wright 

Council Member 

Susan Lofthus 

    
    

Council Member  

Susan Lenz 

Council Member  

Christina Fugazi 

Council Member  

Jesús Andrade 

 

   

 

 

Executive Staff in Attendance 

• Kurt Wilson, City Manager 

• John Luebberke, City Attorney 

• Bret Hunter, City Clerk 

 

Facilitation 
The facilitator for the retreat was Jan Perkins, Senior Partner, 

Management Partners. 
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Discussion of Communications 

 

The Council and City Manager discussed communications between them, 

as well as other issues related to communications.   

Communications between Council and City Manager 
With regards to the discussion of communications between the Council 

and City Manager the group focused on answering two questions: 

• What is going well now? 

• What could strengthen communications? 

What Is Going Well Now? 
Efficient use of technology (i.e. SharePoint), regular, weekly meetings, 

and responsiveness came across as the major highlights of the current 

communications between Council and City Manager. 

What Could Strengthen Communications? 
Several suggestions emerged, including: Increasing the amount of time 

they have in receiving information about an issue on key items that will 

be coming before them on a Council agenda; continuing with regular 

SharePoint updates; adding Uniform Crime Reporting (UCR) statistics. 

The City Manager noted he is the point person for information to 

Council, and that he intentionally keeps staff focused on their work and 

away from political issues. 

Other Issues Related to Communication 
The Council and City Manager also explored other communications, 

answering these questions: 

• What are ways we can communicate better with our residents about 

what we are doing in general; about Measure M funds; how we unfold 

projects so people are not surprised about our priorities? 

• How can we better educate people at council meetings when they bring 

up a question? 

• How can we help staff more by asking questions in advance of council 

meetings so staff can be most prepared? 
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Ways to Communicate with Residents 
The discussion resulted in three potential strategies to improve 

communications with residents, shown below: 

1. Repackage existing information for the public, rather than trying 

to create new content; 

2. Direct our communications efforts toward informing the public 

about the Council’s goals and priorities; and, 

3. Use the Mobile City Hall van that will be deployed based on 

staffing availability; inform Councilmembers when it will be in 

their districts.  

The conversation noted that there are current resource constraints that 

limit communications with residents. Council expressed interest in being 

informed when large scale work is occurring in their districts since staff 

rely on Councilmembers to help inform the public. City manager and 

staff are also utilized with resident communications on specific issues. 

Future technology improvements may make communications more 

feasible. The group acknowledged that the community watches Council 

meetings and those can be a means to directly communicate with 

residents. 

How to Educate People Who Raise Issues at City Council 

Meetings 

During this discussion the issue was raised about how to use Council 

meeting opportunities to inform the public or correct misstatements. The 

City Manager noted that he has staff follow up with residents after the 

meeting on specific issues. The group agreed that responding to 

questions asked during public comment would lengthen meetings and 

that the current practice should continue of responding with factual 

information when appropriate either outside of the meeting or at the end 

of the meeting under Council or City Manager comments. It was also 

noted that Councilmembers have an important role in educating people 

in the community about a wide variety of issues. 

 

Questions from Council in Advance of Meetings 

In an effort to give staff sufficient notice about questions Councilmembers 

will ask at the Council meeting, the current practice of Councilmembers 

giving those questions to the City Manager and staff in in advance will 

continue. The goal is to enable staff to be most prepared for the meetings.   

Councilmembers will continue to use their one-on-one meetings with the 

City Manager or provide him with their questions prior to Council 

meetings in order for staff to create fully developed answers. 



City of Stockton City Council Workshop 

Workshop Report  Management Partners 

 

6 

Highlights of City Accomplishments 
The purpose of this discussion was to acknowledge that progress has 

been made by and for the City of Stockton over the past several years.  

The Council was provided a one-page list of key accomplishments 

generated through their interviews for the workshop conducted by Jan 

Perkins, as well as a more comprehensive document prepared by City 

staff about departmental and Citywide accomplishments.  The Council 

praised staff for their good work and achievements.  

Key City Accomplishments Cited by Councilmembers  

• Council is working well; stability; strong 
leadership 

• Have started building a stronger, more hopeful 
narrative of our city 

• Stockton ranked 16th in nation in fiscal health; 
having a long term financial strategy and sticking 
to it; good reserves; approved tax measures – 
special tax (Measure M) for libraries and 
recreation; general tax  

• Attractive to businesses (e.g., Amazon 
distribution center with 1000 jobs; senior care 
facility with 120 jobs; pork processor with 180 
jobs; rehab hospital with 250 jobs) 

• Raised level of quality in core management team 
– very committed managers and highly skilled 

• Stabilizing our Police Department; increase in 
number of police officers 

• Analyzing data regarding violent crime to 
understand it better; crime is down 

• Staffed up Parks and Recreation; increased library 
hours; reopened Fair Oaks library  

• Adopted marijuana regulations 

• Decision on future city hall 

• Addressing homelessness issue; working with 
County and partners; allocated money 

• SB1 funds for infrastructure improvements  

• Active volunteers in our city  

• Addressing blight; setting up cleanups throughout 
the city; city has allocated more resources (code 
enforcement, police) 

• Lower unemployment  

• Re-establishing our workforce; wages now at 
market rate 
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Trends and Challenges 
A PowerPoint presentation showed a variety of trends, risks and 

challenges facing local governments in California (see Attachment A). 

The trends most relevant to Stockton include: 

• Demographic shifts; ensuring that City leadership reflects 

diversity of the community 

• Climate change 

• Generational shifts; the impact of governing millennials 

• Rising income inequality 

• Revenue gaps, rising pension and health care costs 

• Federal policy shifts 

This presentation then set the stage for the next discussion about the 

City’s financial outlook. 

Financial Outlook 
The discussion reflected on the current financial health of the City and 

potential factors that may influence the City’s financial position.  

 

 
 

Strengths 
It was noted that the City of Stockton was recently ranked second in fiscal 

health among the 75 largest cities in the countries, by the nonprofit group 

Truth in Accounting, in their January 2018 report. 

The City’s long-range financial plan already accounts for known CalPERS 

increases. Though the City is still constrained, services are covered. 

The gap between revenues and expenditures over the next five years is 

shown in the forecast in Figure 1. 
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Figure 1. Revenue & Expenditure Forecast – FY 2018-2022 

 

Opportunities 
The Council and City Manager explored opportunities to improve the 

City’s financial forecast through public-private partnerships in order to 

generate collective benefits.  

Another opportunity identified is to continually inform the public about 

the financial position of the City and prepare talking points for 

conversations with the public.  

The Council discussed its approach to budgeting is to live within its 

means and that the approval of Measure M is reflective of the 

community’s positive view about the future. 
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Guiding Principles 
The Council and City Manager reviewed a draft list of guiding principles. 

The Council agreed with the list and added two. The final list of guiding 

principles follows.   

➢ Follow our long term financial plan to ensure financial stability and 

sustainability. 

➢ Operate in a transparent and open manner to earn and keep trust of our 

community. 
➢ Create a long-term vision while focusing on meeting day-to-day challenges 

and taking care of the “small things” that matter to the community. 

➢ Maintain and expand relationships with partner agencies, private sector 

and organizations to extend capacity in carrying out and funding priority 

projects. 
➢ Support the professional development of our employees with a focus on 

continuous improvement in all that we do. 
➢ Measure successes and communicate them to the community. 
➢ Implement voter-approved decisions on taxes and other laws fully with 

integrity: honor voter intent. 
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Strategic Targets and Council Priorities 
The afternoon was spent discussing priorities. A handout, included in the 

Council packet, listed the top priorities that were identified from the 

interviews with Councilmembers as well as a status update of the existing 

Tier 1 and Tier 2 Priority Goals. 

A successful Stockton requires strategy, systems and people.  

 

 

The Council established guiding principles, reaffirmed its strategic 

targets, and updated its Tier 1 and 2 priority goals. While these are the 

focus of the Council, the ongoing day-to-day operations of the City must 

be carried out in efficient and effective way, requiring sound systems and 

talented people. 

 

 

  

Guiding 
Principles

Strategic Targets

Tier 1 Priority Goals

Tier 2 Priority Goals

Day-to-Day Operations
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Strategic Targets 
The Council discussed the 2017 Strategic Targets and made a few 

modifications to update them for 2018. The final set of targets is shown in 

Table 1. 

Table 1. 2018 Strategic Targets 

Discussion 
Public Safety: The Council and City Manager had no changes to the 

Public Safety Strategic Target or performance indicators. The City 

Manager stated that Dashboard scheduled to launch soon will include 

public safety data. The Marshall Plan Committee is currently undergoing 

changes and more data, as well as talking points, will be provided for the 

committee members. 

Fiscal Sustainability: The Council reinforced its commitment 

transparency and responsibility pertaining to fiscal sustainability. 

Comments were made that it has been important to share the City’s 

positive bond rating to the public and its beneficial impact on the City’s 

long-term financial plan. The discussion highlighted the open 

2018 Strategic Targets 

Public Safety: To reduce violent crime and increase 

public safety, the Stockton City Council adopted the 
Marshall Plan on Crime. Since the initiative began in 
2012, overall crime in Stockton has dropped significantly. 
Public safety enables the City’s economy and 
communities to thrive.  

Fiscal Sustainability:  Since filing for Protection under 

Chapter 9 of the federal bankruptcy code in 2012, the City has 
maintained its strategic focus on improving fiscal sustainability.  

The performance indicators for public safety are: 

• Serious crime rate (UCR Part 1) 

• Crime rate: Other crimes 

• Juvenile crime rate 

• Violence Prevention Program Statistics 

• Police Department turnover rate 

The performance indicators for fiscal sustainability are:  

• Bond rating 

• Reserve balance 

• Accuracy of budgeted expenses 

Economic Development: To increase core 

economic development and quality of life within the City, 
officials have been working to expand employment and 
investment in core local businesses and industries.  

Infrastructure: Infrastructure maintenance and development 

enables the city to address deficiencies and accommodate future 
growth. 

The performance indicators for economic development 
are: 

• Jobs created 

• Net business license increase/decrease 

• Valuation of permits issued 

• Turnaround time in development process 

The performance indicators for infrastructure are: 

• Pavement condition index rating 

• Net investment in capital assets 

• Capital Improvement Program cost projections 

• Number of units of affordable housing built 

• New industrial space brought online 
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communication occurs within Council regarding the City’s fiscal position 

and the seriousness with which financial sustainability is addressed. 

Economic Development: The Council made changes to the performance 

indicators. The revised ones are shown in the table above. 

Infrastructure: The Council added two performance indicators as now 

reflected in the ones shown in the table above. 

Tier 1 Priority Goals 
The Council reached consensus on five Tier 1 priority goals, determined 

through dot voting and discussion, as listed in Table 2.  

Table 2. Tier 1 Priority Goals  

These are priorities which will receive the greatest attention from staff and Council. 

1.1 Focus on crime reduction, including group gun violence, blight reduction, and outreach for “hot 
zones” and “hot people.” 

1.2 Develop solutions that address homelessness. 

1.3 Develop solutions to increase housing supply that local residents can afford. 

1.4 Develop business incentives, including incentive tools for underserved neighborhoods. 

1.5 Council and staff to work with education partners to help create better quality of life, increase 
literacy, funding scholarships for college, workforce development, and retaining employees. 

Tier 2 Priority Goals 
The Council reached consensus on three Tier 2 priorities, determined 

through dot voting and discussion, as shown in Table 3. 

Table 3. Tier 2 Priority Goals  

These are projects that will be focused on as resources permit. 

2.1 Prioritize resource allocation to “hot zones” within Council districts. 

2.2 Engage private employers and the business community in workforce development and job 
placement (including people with criminal records); develop an employment pipeline for 
Stockton residents to Stockton employers. 

2.3 Develop our core downtown. 
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Staying Focused on These Priority Goals 
The City Manager and Council discussed what they need to do to stay 

focused on the identified priorities. The City Manager asked Council to 

remain consistent and directed toward the already-identified priorities, 

rather than raising new issues. Council would like staff to provide them 

timely information and produce quarterly updates in SharePoint for the 

Tier 1 and 2 priority goals. 

 
Wrap Up and Evaluation 

 

The follow up steps to the retreat are these: 

• The City Manager will provide quarterly status reports on the 

priorities. 

• The priorities will be used as a guide as the upcoming budget is 

prepared. 

• The Council’s guiding principles, strategic targets and priority 

goals will be widely shared with City staff and the community. 

 

Closing Comments 

Members of the Council and the City Manager commented on what was 

helpful to them from spending the day together. Their comments 

included:   

• Discussing the priorities 

• Spending time with the City Manager discussing these issues 

• The Council being on the same page with goals 

• Understanding the work to be done and sticking to our priorities 

• Discussing the performance indicators and big ideas; knowing 

where to allocate time 

• Hearing everyone’s input in a respectful way 

• Understanding what my peers are thinking about, our 

responsibilities to the City, and being able to move forward in a 

united front 

• Appreciate the Council’s time and the tools provided to staff 

today 
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Attachment A – Trends, Risks and Challenges Slides 
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