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City Council Workshop Report 

Workshop Overview 
The City of Hercules, California held a workshop with the City Council, 
City Manager and executive staff on April 22, 2017 at the Hercules by the 
Bay Clubhouse (1299 Santa Fe Avenue). The purpose of the workshop 
was to discuss goals, new policies, effective governance and teamwork. 

Workshop Objectives 

• Understanding Council communications styles. 
• Review of vision and mission statements. 
• Update of the 2012 strategic plan and goal setting. 
• Strengthen the Council/staff team 

Participants 
The City Council and executive team participated in the workshop. 
 

City Council 

     
Mayor  

Myrna L. DeVera 
Vice Mayor  
Chris Kelley 

Councilmember 
Dan Romero 

Councilmember 
Roland Esquivias 

Councilmember 
Gerard Boulanger 

Executive Team  
• David Biggs, City Manager 
• Patrick Tang, City Attorney 
• Bill Goswick, Chief of Police 
• Lori Martin, Administrative Services 

Director/City Clerk 

• Michael Roberts, Public Works Director/City 
Engineer 

• Christopher Roke, Parks and Recreation Director 
• Holly Smith, Planning Director  
• Annie To, Finance Director 
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The workshop was facilitated by Patrick O’Keeffe with support from Julie 
C.T. Hernandez, both of whom are with Management Partners. 

Workshop Agenda 

• Welcome 
• Public Comment  
• Review agenda, objectives, ground rules and bike rack 
• Discuss Council communication styles  
• Review vision and mission statements 
• Review organizational values 
• Review Council and staff recent accomplishments 
• Presentation of community survey results 
• Update of strategic plan goals, strategies and objectives 
• Next steps and workshop evaluation 
• Adjournment 

Ground Rules 

The facilitator suggested several ground rules to help ensure a productive 
workshop.  

• Seek consensus 
• Everyone listen to each other (electronic gadgets off) 
• Everyone participates 
• Disagree agreeably 
• Focus on issues not the person 
• Seek to gain understanding 

 
The facilitator noted the bike rack for items that will be addressed in 
another venue, not today. 

Workshop Preparation 

Prior to the workshop, Pat O’Keeffe conducted individual interviews 
with each Councilmember and met with the executive team to learn 
about their desired outcomes for the session and to gather background 
information about the City’s accomplishments, issues, challenges and 
working relationships. 

The City Manager prepared and issued two electronic surveys, one to the 
community and one to City’s employees. Through these surveys, the City 
gathered perspectives about how well the City is operating, the City’s 
current goals and suggestions for additional goals. The surveys also 
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included a strengths, weaknesses, opportunities and threats (SWOT) 
component.  For the community survey, information was gathered about 
how long they had lived in the City, as well as how satisfied they are with 
living in Hercules. For the employee survey, information was gathered 
about how long they had worked for the City, as well as how satisfied 
they are working for the City of Hercules. 

Council Communication Styles 
To set the context for the discussion, facilitator Pat O’Keeffe presented 
information about the importance of understanding communication style 
differences. The four communication styles are: Direct, Spirited, 
Considerate, and Systematic. 

Direct Spirited 

Considerate Systematic 

Pat then led the Council through a series of communication styles 
worksheets that resulted in identification of a primary and secondary 
communication style for each Councilmember.   

Each Councilmember was asked to share with the group his or her 
primary communication style.  A diagram was created that showed the 
primary communication style for each Councilmember in relation to the 
others.  The results of the diagram visually showed that the 
communications style of each Councilmember is different from the 
others; no two are alike.   

The combination of primary and secondary communication styles 
represented on the Council are as follows: 

 Primary Style Secondary Style 
Councilmember #1 Direct Spirited 
Councilmember #2 Spirited Direct and Systematic 
Councilmember #3 Direct Systematic 
Councilmember #4 Systematic Direct 
Councilmember #5 Considerate Systematic 
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Summary of Comments regarding Council Communication 
Styles 

Councilmembers offered comments during the debriefing of the styles, 
including:   

• The variety of communication styles represented are diverse but 
balanced. 

• Knowing the differing communication styles helps them to learn 
when and how to change their own style to contribute towards 
Council unity and effectiveness. 

Each Councilmember was asked to offer comments on the strengths of 
their primary communication style, as well as to identify how that 
communication style can create trouble or impediments. 

Style Strengths 
• Considerate: Explains; provides the background on a topic; states 

opinions and expectations 
• Direct: Gets to the point immediately 
• Spirited: Communicates with spirit and passion; heart is essential; 

uses information along with knowledge of the history of the city 
• Systematic: Well informed  

The Council consensus of the “Strengths” discussion was that they are 
learning and growing as Councilmembers, and that working together 
helps the city. They also agreed that they will strive to focus more on the 
ideas presented by others, rather than the style. They agreed that this will 
be a good tool to help them to find common ground. 

Style Trouble 
• Systematic: Can hurt others’ feelings  
• Spirited: Cares too much and won’t let go; can offend others 
• Direct: Can offend others with directness  
• Considerate: May not express unpopular opinions  

The overall Council comments of the “In Trouble” discussion was that 
they need to have frank, honest discussions, not walk on egg shells, but 
discuss things without hurting others. 
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Vision, Mission and Values  
The Council reviewed its vision and mission statements and set of values 
to determine if changes are needed. The results are summarized below. 

Vision 

The vision of the City of Hercules is as follows.  After reviewing the 
City’s current vision statement, the Council decided to maintain it as is. 

The City of Hercules is a richly diverse community, serving as a major 
transportation hub and a prime destination for the Bay Area. It is built on 
a sound economic and physical infrastructure, and its residents enjoy 
public safety, security, well-maintained parks, streets and public facilities. 
We conduct our work in an atmosphere of trust and respect. We 
constantly look for better ways to deliver services and always strive for 
excellence. 

Concern was expressed that the City’s vision is not marketed enough and 
that there are opportunities to do so. Suggestions for ways to share the 
vision more broadly included: 

• Read it aloud at Council meetings and budget hearings 
• Post it prominently on the City’s website 
• Include it in other marketing materials 

It was also noted that the 2015 strategic plan document includes an older 
version of the City’s vision, and that the current vision should be added 
to the new version of the strategic plan.   

Mission 

The current mission of the City of Hercules is as follows. 

Our mission is to lead our diverse community and enhance the quality of 
life in the City of Hercules, now and in the future. We do this by providing 
effective, efficient, responsive, and innovative services with integrity.  

After reviewing the City’s mission statement, the Council decided that it 
still likes it with one addition by adding the words “… and a culture of 
transparency” to the end. 

The revised mission statement reads as follows. 

Our mission is to lead our diverse community and enhance the quality of 
life in the City of Hercules, now and in the future. We do this by providing 
effective, efficient, responsive, and innovative services with integrity and a 
culture of transparency.  
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Review of Organizational Values 
The organizational values for the City of Hercules are shown in the 
following table. Each value has a definition. Councilmembers provided 
comments on some of the values as noted in the third column. The new 
words for the definitions as suggested have been added to the second 
column and are shown in italics. 

Value Definition Comments 
Integrity Honesty, transparency, fair dealing  
Professionalism  Exemplary conduct, competence, 

continuous improvement, respect 
Add “respect” to the definition. 
Other comments: Consensus that the existing 
practice of referring to Council and staff by 
using titles and last names, rather than the 
familiarity of addressing each other by first 
names, added to the professionalism of 
Council meetings and other public discussions. 
There was also consensus that the practice of 
attending Council meetings in business dress 
also adds to the professionalism of these 
meetings and public discussions. This formality 
is a Hercules tradition that is visible and 
symbolic, sets a good tone and reminds the 
Council that they are there for the public. 

Service  Customer orientation, courtesy, hard 
work, striving for excellence 

Add to the definition, “striving for excellence” 

Collaboration  Teamwork, communication, 
community interaction and outreach 

Add, “and outreach” at the end of the 
definitions 

Creativity  Thinking, innovating, encouraging 
critical analysis 

 

Tenacity  Setting priorities, staying focused, 
not getting discouraged 

 

Responsibility  Taking ownership of one’s work, 
accountability, going the extra mile 
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Highlights of Recent Council and Staff Accomplishments 
The Council and staff were invited to list the City’s most recent 
accomplishments, resulting in the following list. 

Recent Accomplishments 
• Selling HMU (Hercules Municipal Utility) 
• “Let’s Get I-80 Moving” 
• Uniform cost accounting 
• Sold Sycamore Crossing 
• Repaid Ambac 
• Due diligence with redevelopment 
• Hosted Mayor’s conference 
• ULI review 
• Increased police staffing 
• Citizen’s Police Academy 
• Traffic program 
• Neighborhood watch, business watch 
• Movie nights 
• Pool ADA lift 
• Safest cities recognition 
• Staff volunteer at events 
• Design completed – Bay Trail West 
• LLAD – 218 process 
• Repair and replace facilities 
• First CFD for storm water 
• Upgrades to sewer collection system 
• Vehicle replacements 
• Budget for street work 

• Willow Ave. paving and sidewalk 
developments 

• Victoria Crescent is completed 
• Muir Point is under construction 
• Waterfront project is proceeding 
• Aventine completed 
• 1st parking district 
• Volunteers in Planning Dept. 
• Code enforcement 
• Admin. Citation Program 
• Transfer of PG&E property 
• Chelsea Wetlands 
• Taker for the Queen Ann 
• Began a circulation element update 
• Made payroll – produced payroll 
• First check scanner and other technology 
• Body cameras 
• Public image improved in wider community 

and region 
• Hard working and committed staff 
• Council interaction with staff – works well 
• Changed City Manager contracting authority  
• Stability in staffing 
• No more interim staffing 

Presentation of Community Survey Results 
The City Manager provided an overview from both the Community 
Survey and the Employee Survey that were designed and implemented 
through the City Manager’s Office. The survey results are included as 
Appendix A. 
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Strategic Plan Update: Goals and Objectives 
The City has a strategic plan that contains a series of 
goals. Each goal has strategies that divide the goal into 
sub areas, and detailed objectives, or action items that 
implement each strategy. The following graphic shows 
this relationship. 

 

 

The Council 
discussed each 
goal and 
reviewed the 
strategies and 
objectives. 
Modifications 
were made, as 
shown below. 
The Council 
further directed 
that the strengths, 
weaknesses, 
opportunities and 

threats (SWOT) analysis described in the current strategic plan be 
updated by staff for the final 2017 Strategic Plan report. 

  

Goal
Strategies

Objectives
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Goals 

The Council reviewed the goals from the current 2015 strategic plan for 
the City. The goals are multi-year in nature and reflect broad policy intent 
of the Council. The current goals are listed below. 

2015 Strategic Plan Goals 
Goal A: Restore Trust in City Government 
Goal B: Achieve and Maintain Financial Stability 
Goal C: Solve Real Estate Problems and Create Opportunities 
Goal D: Enhance Economic Development Efforts 
Goal E: Plan and Guide the Remaining Build-Out of the City 
Goal F: Facilitate and Regulate Quality Construction and Ensure Proper Maintenance of Public 
Infrastructure and Facilities 
Goal G: Provide Outstanding Cultural and Recreational Services 
Goal H: Provide Excellent Police Services to the Community 
Goal I: Provide Exemplary City Administration 

After discussion about the status of each of the current goals, the Council 
decided to delete goals that have been completed, keep or reword goals 
that are in process, and to add a new goal.   

The revised goals for the City’s 2017 strategic plan are as follows: 

2017 Strategic Plan Goals 
Goal A: Strengthen Financial Stability 
Goal B: Continue to Provide Excellent Police Services to the Community 
Goal C: Enhance Economic Development Efforts 
Goal D: Enhance Transportation Access and Options 
Goal E: Complete the Vision of the City’s Development 
Goal F: Provide Outstanding Cultural and Recreational Services 
Goal G: Invest in and Enhance Maintenance of Public Infrastructure and Facilities 
Goal H: Continue to Provide Exemplary Governance and City Administration 

Strategies and Objectives 

Each of the goals has strategies and objectives. The Council reviewed the 
objectives for each goal and agreed to delete the ones that have been 
completed, keep or reword objectives that are in process, and add new 
ones. 
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Each of the goals, with the revised strategies and objectives are shown in 
the tables below.  

Goal A: Strengthen Financial Stability 
Strategy 1(a): Maintain a balanced budget. 
Objectives 

• Ensure ongoing revenues support ongoing costs. 
• Ensure one-time revenues fund one-time expenditures. 
• Restructure debt where possible to reduce near term debt payments. 
• Continue a formal volunteer program to help various departments. 
• Consider new ways to deliver municipal services in more cost-effective ways. 
• Consider service-sharing with other communities when mutually beneficial. 

Strategy 1(b): Balance the budget and increase revenues. 
Objectives 

• Review all Parks and Recreation fees before mid-year budget review. 
• Consider cost effectiveness of increasing code enforcement activities. 
• Consider annual fee review. 
• Partner with other entities when beneficial for grant and cost-sharing opportunities. 
• Take advantage of telecommunications and broadband opportunities.  
• Push County and State elected officials to increase Hercules’ share of each dollar of property taxes 

that is collected in Hercules. 

 

Goal B: Continue to Provide Excellent Police Services to the Community 
Strategy 1: Protect life and property. 
Objectives 

• Maintain core services, including police patrols and traffic enforcement. 
• Continue to utilize community policing strategies. 
• Maintain the special response team and school resource officers.   
• Coordinate disaster preparedness with local police, fire, emergency medical services and the County 

and State office of emergency services. 
• Utilize Reserve Police Officers when feasible to keep costs under control. 
• Complete a succession plan to deal with anticipated future retirements. 
• Complete an equipment replacement plan with a rationale, schedule and budget. 
• Seek federal, state and other funding to enhance police department funding for staff and 

equipment. 
• Recruit volunteers to assist office personnel with front counter duties, records processing and data 

entry. 
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Goal D: Enhance Transportation Access and Options 
Strategy 1: Promote alternative forms of transit  
Objectives 

• Leverage RITC site control into grant funding for station and related infrastructure. 
• Complete the RITC 
• Look for opportunities to partner with rail for movement of goods. 
• Pursue future ferry service. 
• Work with WestCAT to expand service. 
• Expand City’s walkways and bike paths via Complete Streets program. 
• Provide leadership role in BART’s participation to enhance services at Hercules Transit Center. 

 

 

 

 

Goal C: Enhance Economic Development Efforts 
Strategy 1: Pursue high priority economic development initiatives. 
Objectives 

• Develop and implement economic development strategies. 
• Consider whether the City’s fee structure or permitting process might be impediments to new 

businesses opening in Hercules. 
• Recruit qualified volunteer help on a regular and/or ad hoc basis from the City Council, Chamber of 

Commerce, local business leaders and the community at large. 
• Participate in regional economic development efforts that will help Hercules. 
• Focus on high priority sites for new development. 

Strategy 2: Create a “brand” for Hercules and promote/market the brand. 
Objectives 

• Enhance the entry gateways of the City with volunteer landscaping/beautifying projects, public art, 
and signage. 

• Promote the waterfront/intermodal transportation center (ITC) Development – A special place 
that is distinctive of other planned developments and serves as the City’s downtown. 

• Work with the City Council, staff and volunteers to develop and implement a brand and marketing 
strategy in-house. 

• Consider whether the City’s fee structure or permitting process might be impediments to new 
businesses opening in Hercules. 

Strategy 3: Recruit businesses that make sense for Hercules; retain and grow existing businesses. 
Objectives 

• Prioritize and visit potential businesses to recruit to Hercules. 
• Review various plans and ordinances for potential updates, with an eye toward balancing 

economic development with “new urbanism” planning principals. 
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Goal E: Complete the Vision of the City’s Development 
Strategy 1: Undertake updates of General Plan and Zoning Code to implement the Vision. 
Objectives 

• Complete the update of the City’s Circulation Element. 
• Review various plans and ordinances for potential updates. 
• Revise the City Zoning Ordinance to be consistent with the General Plan and Specific Plans. 
• Plan for the resources and funding to update the priority elements of the City’s General Plan.  
• Revisit the City’s sign ordinance and update as needed. 

 

Goal F: Provide Outstanding Cultural and Recreational Services to the Community 
Strategy 1: Evaluate programs for community impact and cost effectiveness, and make recommendations 
to improve the overall effectiveness of the City’s efforts in services managed by the Parks and Recreation 
Department. 
Objectives 

• Work with volunteer organizations to ensure full funding for a 40 hour per week Library. 
• Work with the County to reinstate 45 hours per week of Library services. 
• Cooperate with public/private partnerships to enhance City cultural and recreation services. 
• Continue to provide high quality recreation programs that reinforce Hercules’ reputation for a high 

quality of life. 
• Continue to work on the current cost recovery objective of being budget neutral to minimize 

General Fund support. 
• Annually analyze and report on costs and revenues on a program by program basis. 
• Create and implement new ways to fund Parks and Recreation programs, including increasing 

participation. 
• Continue to manage facilities rentals and find ways to increase number of rentals as well as income 

from rentals.  
Strategy 2: Continue to look for ways to augment City funding for parks and recreation programs and 
initiatives. 
Objectives 

• Research federal, state and foundation funding availability under “Health and Wellness” and other 
programs. 

• Apply for federal, state, and foundation grants as appropriate to support and enhance our parks, 
open space and recreation programs. 
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Goal G: Invest in and Enhance Maintenance of Public Infrastructure and Facilities 
Strategy 1: Re-evaluate and make recommendations to improve the City’s capital improvement program, 
clean water program and all lighting and landscape assessment districts. 
Objectives 

• Prioritize the City’s capital improvement program. 
• Develop and implement a new code compliance model based on the new administrative citation 

program. 
• Secure maintenance and operations funding for all new capital facilities. 
• Effectively manage day-to-day operations to ensure Hercules keeps its reputation as a well-

maintained city. 
• Update lighting and landscaping districts annually. 
• Consider updating the lighting and landscaping districts to increase funding and level of service. 

 

Goal H: Continue to Provide Exemplary Governance and City Administration 
Strategy 1: Improve administrative processes and overall quality of executive and administrative 
management. 
Objectives 

• Enhance strategic planning and implementation efforts with linkages to the budget. 
• Improve financial, personnel and administrative functions.  
• Ensure all required state and federal financial reports are timely.  
• Complete financial and operational audits in a timely manner. 
• Provide regular financial reports including a mid-year review. 
• Evaluate financial controls and streamline where advisable. 
• Evaluate and re-engineer as necessary administrative processes. 
• Evaluate IT systems, especially financial management to determine possible improvements. 
• Ensure good inter-departmental communications and collaboration. 

Strategy 2: Enhance usage of the City’s Finance Commission. 
Objectives 

• Provide oversight of City tax measures. 
• Serve as a resource to staff. 
• Provide training to commissions. 

Strategy 3: Provide and enhance exemplary governance. 
Objectives 

• Enhance relationships in support of education and schools. 
• Encourage and engage in regional collaboration and cooperation. 
• Continue to enhance transparency and open government. 
• Foster an ethical environment free from conflicts of interest. 
• Enhance access to information (sunshine provisions). 
• Provide a means for employees to report concerns or possible wrong doing (whistle-blowing). 
• Conduct annual review and update of anti-nepotism, anti-cronyism, conflict of interest, and Code 

of Ethics. 
• Reduce exposure to litigation and claims. 
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Next Steps and Evaluation 
Participants ended the workshop by reviewing next steps and sharing 
useful moments from the day with each other, which are summarized 
below. 

Items for Further Discussion 

The following items were listed on the bike rack for staff research and 
further Council discussion: 

• Review the rental inspection program ordinance 

Closing Comments by Councilmembers  

Councilmembers offered comments about what went well in the 
workshop, as follows. 

• Communicating openly with the Council 
• Fun and informative 
• Helpful to talk together about strategies and priorities 
• It was engaging and gave us a plan and goals 
• Communication with Council outside of normal business 

Closing Comments by Staff 

A summary of the staff comments about what went well in the workshop 
follows. 

• We ended up with more strategic goals 
• Chance to be together to reach common goals 
• Better understanding of Councilmember styles so we can provide 

better support to them 
• Open communication among Councilmembers; the dialogue has 

changed 
• Appreciated tone of the day—it was friendly, personal, not so 

formal, best Council 
• Sharing of management discussion for implementing goals 
• Learned communication styles 
• Understanding priorities  
• Better defined goals and objectives 



City Council Workshop 
City Council Workshop Report  Management Partners 

 
 

15 

Evaluation Summary 
At the end of the meeting thirteen participants completed a short 
evaluation form, including five Councilmembers and eight staff. 
Attachment A provides the evaluation and all written comments. 

Clear 
Long 

Range 
Goals

Achievable
Priorities

Effective 
Day-to-Day 
Operations

Vision
Achieved
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Attachment A – Workshop Evaluation 
The following is a compilation of responses to the evaluation form from the workshop 
participants. Council responses are shown first, followed by staff responses. 

CITY COUNCIL RESPONSES 

Overall usefulness of the workshop 

  

 1                                          2                                           3                                           4                                           5 

Not Useful Very Useful 
 
Workshop participant ratings for the overall usefulness of the workshop 

Rating 1 2 3 4 5 

No. of Responses 0 0 1 0 4 

 

Overall quality of the workshop 

  

 1                                          2                                           3                                            4                                          5 

Poor Quality High Quality 
 
Workshop participant ratings for the overall quality of the workshop 

Rating 1 2 3 4 5 

No. of Responses 0 0 1 0 4 

 
The best thing about this workshop was... 

• Engaging; educational; fun. 
• Get us all to talk together on strategy and priorities. 
• Communicating openly with Council. 
• Fun. Communication styles validated. Updating goals/strategies. Fun and informative! 
• To be with staff and Councilmembers outside of regular business. 

Some things that could have been better... 

• More time. 
• Well, not enough time to consider everything in depth. 
• Discussion of expenditures and revenues. 
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• More time. Should have been video or audio taped. 
• Organizing suggestions/strategies into a bigger picture. 

Other Comments 

• We should do this every five years. 
• What do we do next with the plan? 

 

STAFF RESPONSES 

Overall usefulness of the workshop 

  

 1                                          2                                          3                                        4                                          5 

Not Useful Very Useful 
 
Workshop participant ratings for the overall usefulness of the workshop 

Rating 1 2 3 4 5 

No. of Responses 0 0 0 4  (1@4.5) 2 

 

Overall quality of the workshop 

  

 1                                          2                                          3                                          4                                         5 

Poor Quality High Quality 
 
Workshop participant ratings for the overall quality of the workshop 

Rating 1 2 3 4 5 

No. of Responses 0 0 0 5 3 

 
The best thing about this workshop was... 

• Collaboration between staff and Council helpful for staff to understand the priorities of 
Council and city. 

• Team building; Council getting on same page. 
• Knowing Council’s priorities; updating the plan for the city; strategic and specific goals.  
• Got to know each other’s personalities better; provided a better foundation of 

relationships between Council/staff; allowed sharing some of management ideas/input 
for goal setting for tasks.  
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• Communicating openly with the Council; fun and informative; talk together strategies 
and priorities; ended up with more strategic goals; very positive comments; 
understanding common goals; chance to bring us all together and hear other 
perspectives to reach common goals.  

• Team-building through development of common vision. 
• Set future goals; identified the future; engaging for Councilmembers to work together; 

prioritized items. 
• Updated goals and objectives; more strategic. 

Some things that could have been better... 

• Discussion of pay/benefits and workload.  
• Have more involvement from staff.  
• Print out the presentation charts. 
• Focusing on available resources verses breadth/depth of goals. 
• More time. 
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Appendix A – City of Hercules Strategic Plan Survey 
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