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July 19, 2016



RE: FY 2017-2020 Strategic Plan- City of Bloomington

Dear Mayor Winstead,

I am pleased to present this FY 2017-2020 Strategic Plan and Summary Report to the City of Bloomington. The plan reflects the organization’s commitment to strategic thinking, measurable results and the delivery of quality services.

Thank you for the opportunity to assist the City with this project. You, the City Council and senior staff are to be commended for your dedication and effort.  

I also want to thank Jamie Verbrugge, Larry Lee and Elizabeth Tolzmann for the help and support provided during the process.

Yours truly,

[image: C:\Documents and Settings\CRAIG.RAPP\Desktop\Forms\Rapp-Craig Small Sig.JPG]

Craig R. Rapp
President
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Executive Summary


On Tuesday, April 19, and Wednesday, April 20, 2016 the City of Bloomington’s leadership team engaged in a strategic planning process.  The sessions yielded a draft strategic plan for the three-year period 2017-2020. 

The strategic plan consists of a set of six strategic priorities, which are the issues of highest priority for the next three years. Within each strategic priority is a set of desired outcomes, key outcome indicators, and performance targets, which describe expected results and how the results will be measured. To ensure the follow-through, the plan also includes a list of strategic initiatives, which define the actions that will be taken to achieve the targeted outcomes.

At the initial planning meeting on April 19, the group discussed their operating philosophy, culture, and value proposition.  In addition, they reviewed their operating environment and identified a list of challenges facing the community. Based upon those challenges, on April 20, the group identified a set of strategic priorities for the performance period. This was followed by the development of a set of key outcome indicators (KOI’s) for each priority, which defined desired outcomes and measurable targets.  

During the months of May and June, city staff and community stakeholders were engaged to brainstorm actions to achieve each of the desired outcomes.   On July 14, the executive staff fine-tuned the set of strategic initiatives and action plans to address the priorities and achieve the key outcomes. 

The strategic priorities, key outcome indicators, and strategic initiatives are summarized on the following page.



















City of Bloomington- Strategic Plan Summary 2017-2020

	Strategic Priority
	Desired Outcome
	Key Outcome Indicator
	Performance Target
	Strategic Initiatives

	
Community Amenities-
Maintain and Expand

	Comprehensive funding strategy for capital needs
	-Status reports
-Funding analyses
	Adopted Q4-2017
	a) Expand CIP to include all capital needs
b) Develop plan based on recommendations of community center taskforce
c) Create a community engagement campaign for facilities and parks


	
	Community Center decision 
	Community support analysis
	City Council decision by April 2017
	

	
	Strong support for facilities and parks
	Feedback/survey
	Majority of survey responses indicate strong support for facilities and parks
	

	
Community Image
	One Bloomington
	- Surveys
- Feedback stmts.
- Soc. media posts
	One Bloomington marketing campaign adopted by Q3 2017
	a) Create a #OneBloomington branding and marketing campaign
b) Develop comprehensive media strategies
c) Establish joint marketing strategy with school district
d) Develop art and placemaking plan for entire city

	
	Positive Image of Bloomington
	-Stories – all media
- Survey/feedback
	85%  of residents report favorable image
	

	
	Joint marketing with school district
	Annual report on joint marketing
	3 marketing activities with school district
	

	
Environmental Sustainability


	Reduce carbon footprint
	Regional indicator index
	Reduce every year
	a) Create environmental sustainability plan with a community engagement process
c) Maintain and update water reports
d) Create a solid waste diversion plan

	
	Improve surface water quality
	List of compliance reports
	Meet adopted standard for each water body
	

	
	Reduce volumes delivered to landfills/incinerators
	
Tonnage 

	10% reduction in tonnage
	

	
Focused Renewal


	More affordable housing
	Annual affordable Housing reports
	Meet Met Council 2030 affordable housing target
	a) Create a developer & stakeholder engagement plan
b) Create affordable housing strategies to meet targets
c) Adopt a strategy for neighborhood commercial renewal 
d) Establish resident engagement on neighborhood innovation/improvement


	
	Renewal of priority neighborhood commercial nodes
	Node renewal process reports
	
Meet adopted schedule

	

	
	Successful neighborhood renewal innovation
	Renewal project reports
	Council & neighborhood agree on successful project innovation
	

	
High Quality Service Delivery







	Financial sustainability of all funds
	Year-end fund balances
	< 5% variance from budget

	a) Establish financial sustainability targets and standards
b) Implement High Performing Organization (HPO) training
c) Identify five service areas for targeted customer service improvement

	
	Meet customer expectations
	Customer Feedback Survey
	__% satisfied customers
	

	
	Improved customer service
	Tracking reports—five service areas
	Meet targeted improvement levels—five areas
	

	
Inclusion and Equity


	More diverse advisory boards
	Board rosters
	Composition of boards is reflective of the community
	a) Create a leadership cohort program for underrepresented populations
b) Expand marketing and outreach program to underrepresented and underserved populations
c) Adopt pathways and internship programs that target underrepresented populations
d) Create a hiring and retention strategy for people of color
e) Train city staff on diversity
f)  Create a racial equity toolkit

	
	More diverse workforce
	Annual reports, rosters
	Workforce is reflective of the community
	

	
	More diverse program participation
	Program rosters
	Increase in share of program participants who identify as racial or ethnic minorities
	


City of Bloomington Strategic Planning Process

Strategic planning is a process that helps leaders examine the current state of the organization, determine a desired future state, establish priorities, and define a set of actions to achieve specific outcomes. The process followed by the City was designed to answer four key questions: (1) Where are we now? (2) Where are we going? (3) How will we get there? (4) What will we do?  

Environmental Scan—Assessing the Current Environment
To begin the strategic planning process, the senior staff conducted an environmental scan, which is a review of elements in the external and internal environments that impact performance. Included in the scan was a detailed review and summary of community characteristics, demographic and lifestyle shifts, city service delivery and condition of capital facilities. This summary provided insights on the most difficult challenges facing the City. The scan was presented to the Council on April 11th, and used as foundation and background for the strategic planning retreat.

Setting Direction, Value Proposition and Organizational Culture
On Tuesday, April 19, the group reviewed and discussed the separate leadership roles of the Council and the staff in strategic planning, as well as the collaborative approach they must take for a successful outcome. They discussed the need for a compelling vision, or “Why?” The group discussed their current community vision statements developed for Envision Bloomington, and concluded that they fairly represented their “Why”.

The group then turned to a discussion of the organization’s culture and the value proposition. The culture and value proposition provide the foundation for the way in which services are delivered and strategic direction is set. 

Four core cultures and three value propositions (including strengths and weaknesses) were presented and summarized:
Three Value Propositions

Operational Excellence (Wal-Mart, Southwest Airlines)
· They adjust to us (command and control)

Product/Service Leadership (Apple, Google)
· They ‘ooh and ‘ah’ over our products/services (competence)

Customer Intimacy (Nordstrom, Ritz-Carlton)
· We get to know them and solve their problems/satisfy their needs (collaborative)




 Four Core Cultures

Control Culture (Military - command and control)
Strengths: Systematic, clear, conservative
Weaknesses: Inflexible, compliance more important than innovation

Competence Culture (Research Lab – best and brightest)
Strengths: Results oriented, efficient, systematic
Weaknesses: Values can be ignored, human element missing, over planning

Collaboration Culture (Family-teams)
Strengths: Manages diversity well, versatile, talented 
Weaknesses: Decisions take longer, group think, short-term oriented

Cultivation Culture (Non-profit/religious group-mission/values)
Strengths: Creative, socially responsible, consensus oriented
Weaknesses: Lacks focus, judgmental, lack of control

The Council and staff engaged in a discussion regarding the organization’s value proposition- coming to a general consensus that operational excellence is the primary value proposition - with the secondary emphasis on customer intimacy. The group agreed to continue this discussion in order to determine whether any changes were necessary to achieve their desired state or equilibrium amongst the three value propositions, and to align the supporting culture.

Reviewing the Environment, Setting Strategic Priorities
Following the culture and value proposition discussion, the leadership team began the process of developing the strategic plan. The first step taken in the process was an assessment of the environment within which the City operates. This was done via a SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis: a process that examines the organization’s internal strengths and weaknesses, as well as the opportunities and threats in the external environment. To facilitate this, a SWOT questionnaire was distributed to the City Council and senior staff in advance of the planning session. The SWOT process revealed the most frequently mentioned characteristics in each area:
STRENGTHS
· Fiscal responsibility/financial stability
· Stable, loyal workforce
· Competent/experienced staff (experts)
· Innovative, collaborative, forward thinking organizational culture
· Location in the metro
· Leader in city services
· Working Council that is collaborative, stable, trustful, and competent
· “Mayor for life”

WEAKNESSES
· Diversity-lack of staff and Council
· Risk aversion/complacency
· Succession/knowledge
· Lack of resources
· Culture/organizational –silos, communication, doesn’t question authority

OPPORTUNITIES
· Community engagement
· Demographics
· Partnerships
· Economy/resources
· Geography/location
· Workforce (city)
· Physical development

THREATS
· Aging/0bsolete infrastructure (public and private)
· Vulnerability to terrorism/natural disasters
· Vulnerability to economic downturns –dependence on hospitality/retail industry
· School system challenges (reputation, enrollment) 
· Changing demographics
· Deteriorating political climate/civic engagement

The group then engaged in an exercise using the summarized SWOT data.  They compared strengths with opportunities and weaknesses with threats, to determine which opportunities would maximize strengths, and which weaknesses would be exacerbated by the threats. This effort helped to crystalize the current challenges and opportunities facing the community. The results of this analysis are listed below:

STRENGTHS-OPPORTUNITIES
(Make good things happen)
· Reinvestment/Neighborhoods/Housing
· Maximize all types of development
· Location in the metro and financial standing
· Location to market and tell our own story
· Leverage our workforce to engage our community and develop future leaders and build partnerships
· Promote innovation to sustain our community
WEAKNESSES-THREATS
(Keep bad things from happening)
· Focus on/address demographics/diversity
· Infrastructure (public and private), lack of resources
· Economic downturn/resources, tax category dependence

Following this exercise, the group examined the results, and then engaged in additional brainstorming to identify a broad set of issues and/or challenges facing the community:

 ISSUES/CHALLENGES
· Reinvestment-neighborhood, housing
· Economic development
· Marketing-locational strength
· Public amenities
· Succession planning/leadership development
· Innovation
· Community engagement and partnerships
· Focus on diversity and changing demographics
· Infrastructure-financing
· Hospitality expansion
· Tax category dependence
· Housing affordability/workforce housing
· Transportation-workers, seniors
· Education-quality, perception
· Sustainability
· Resiliency

Once the current challenges were identified, the group discussed the issues that were most important to the community over the next three years. From that discussion, a set of six Strategic Priorities emerged. They are:
STRATEGIC PRIORITIES
1. Community Image
2. Focused Renewal
3. Inclusion and Equity
4. Environmental Sustainability
5. High Quality Service Delivery
6. Community Amenities-Maintain and Expand

Defining the Strategic Priorities
In order to clarify the meaning of each priority in the context of Bloomington, the group identified key concepts for each. The concepts are listed below, and will be used by the group to establish the final definitions.

1. Community Amenities--Maintain and Expand 
· Infrastructure, facilities, maintain, renewal, investment, CIP, funding, community need

2. Community Image
· Branding, promotion, internal, external, proactive, telling our story, marketing

3. Environmental Sustainability
· Global warming, energy, water, habitat, guiding development

4. Focused Renewal
· District development, neighborhood, residential and neighborhood commercial, redevelopment, financing 

5. High Quality Service Delivery
· Training, organizational development, meeting customer/citizen needs, customer 	feedback, financial management 

6. Inclusion and Equity
· Community engagement, workforce, meeting the needs of a changing community, 	participation, barrier removal, welcoming

Determining Success: Defining the Desired Outcomes, Key Indicators, and Targets

After identifying strategic priorities, the group developed a set of desired outcomes for each. Once the outcomes were established, Key Outcome Indicators (KOI’s) were defined and Performance Targets were developed. KOI’s are things that are measured, or tracked to monitor progress toward desired outcomes. Performance Targets define successful outcomes, expressed in measureable terms.

The alignment created between priorities, outcomes and targets is important, not only for clarity, but also for maintaining a disciplined focus on the desired results. 

Key Outcomes, Indicators,  and Targets, by priority are:

1. Community Amenities-Maintain and Expand
a. Outcome: Comprehensive funding strategy for capital needs; KOI: Status reports and funding analysis; Target: Completed –Q4 2017
b. Outcome: Community Center decision; KOI: Community support analysis; Target: City Council decision by April 2017
c. Outcome: Strong support for facilities and parks; KOI: Feedback/survey; Target: Majority of survey responses indicate strong support for facilities and parks

2. Community Image
a. Outcome: “One Bloomington”; KOI: surveys, feedback, social media; Target: One Bloomington marketing campaign adopted by Q3 2017
b. Outcome: More media placement; KOI: stories in all media; Target: 85%  of residents report favorable image 
c. Outcome: Joint marketing with school district; KOI: Annual report on joint marketing; 3 marketing activities with school district

3. Environmental Sustainability
a. Outcome: Reduce carbon footprint; KOI: Regional indicator index; Target: Reduce every year
b. Outcome: Improve surface water quality; KOI: List of compliance reports; Target: Meet adopted standard for each water body
c. Outcome: Reduce volumes delivered to landfills/incinerators; KOI: Tonnage; Target: 10% reduction

4. Focused Renewal
a. Outcome: more affordable housing; KOI: Annual affordable Housing reports; Target: Meet Met Council 2030 affordable housing target
b. Outcome: renewal of priority neighborhood commercial nodes; KOI: node renewal process reports; Target: meet adopted schedule
c. Outcome: Successful neighborhood renewal innovation; KOI: Renewal project reports; Target: Council & neighborhood agree on successful project innovation

5. High Quality Service Delivery
d. Outcome: Financial sustainability of all funds; KOI: Year-end fund balances; Target: < 5% variance from budget
e. Outcome: Meet customer expectations; KOI:  Customer Feedback Survey; Target: __% satisfied customers
f. Outcome: Improved customer service; KOI: Tracking reports—five service areas; Target: Meet targeted improvement levels—five areas

6. Inclusion and Equity
a. Outcome: More diverse advisory boards; KOI: Board rosters; Target: Composition of boards is reflective of the community
b. Outcome: More diverse workforce; KOI: Annual reports, rosters; Target: Workforce is reflective of the community
c. Outcome: More diverse program participation; KOI: Program rosters; Target: Increase in share of program participants who identify as racial or ethnic minorities

Implementing the Vision: Developing Strategic Initiatives and Action Plans

To successfully address the strategic priorities and achieve the intended outcomes expressed in the performance targets, it is necessary to have a focused set of actions, including detailed implementation steps to guide organizational effort. The City of Bloomington will accomplish this through strategic initiatives for each priority. Strategic initiatives are broadly described, but narrowly focused activities that are aligned with the priorities, and targeted to the achievement of outcomes expressed in the KOI’s.  

Over a number of meetings in May, June, and July, senior staff, along with many city employees, developed a set of strategic initiatives, and detailed action steps:

1. Community Amenities-Maintain and Expand
a. Expand CIP to include all capital needs
b. Develop plan based on recommendations of community center taskforce
c. Create a community engagement campaign for facilities and parks

2. Community Image
a. Create a #OneBloomington branding and marketing campaign
b. Develop comprehensive media strategies
c. Establish joint marketing strategy with school district
d. Develop art and placemaking plan for entire city

3. Environmental Sustainability
a. Create environmental sustainability plan with a community engagement process
b. Maintain and update water reports
c. Create a solid waste diversion plan

4. Focused Renewal
a. Create a developer & stakeholder engagement plan
b. Create affordable housing strategies to meet targets
c. Adopt a strategy for neighborhood commercial renewal 
d. Establish resident engagement on neighborhood innovation/improvement

5. High Quality Service Delivery
a. Establish financial sustainability targets and standards
b. Implement High Performing Organization (HPO) training
c. Identify five service areas for targeted customer service improvement

6. Inclusion and Equity
a. Create a leadership cohort program for underrepresented populations
b. Expand marketing and outreach program to underrepresented and underserved populations
c. Adopt pathways and internship programs that target underrepresented populations
d. Create a hiring and retention strategy for people of color
e. Train city staff on diversity
f. Create a racial equity toolkit




Strategic Planning Participants
The strategic plan was developed with the hard work and dedication of many individuals. The City Council, with its foresight and dedication led the way, taking time out their schedules to commit to long-term thinking. They defined a direction and a set of outcomes that are important to the community.  The senior staff supported the City Council and offered challenges to conventional thinking.


	Elected Officials
Gene Winstead, Mayor
Cynthia Bemis Abrams, Councilmember
Tim Busse, Councilmember
	


	Dwayne Lowman, Councilmember
Andrew Carlson, Councilmember
Jack Baloga, Councilmember
Jon Oleson, Councilmember

	

	City Administration-Department Staff
	

	Jamie Verbrugge, City Manager
Elizabeth Tolzmann, Assistant City Manager
Larry Lee, Community Development Director
Jeff Potts, Police Chief
Ulie Seal, Fire Chief 
Sandra Johnson, City Attorney
Kris Wilson, Human Resources Director
Lori Economy-Scholler, Chief Financial Officer
Diann Kirby, Community Services Director
Karl Keel, Public Works Director
Matt Gersemehl, City Assessor
Janet Lewis, City Clerk
Amy Cheney, IS Manager
Schane Rudlang, Port Authority Administrator
Glen Markegard, Community Development Manager
Julie Farnham, Senior Planner
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APPENDIX I
Strategic Initiatives-Action Plans
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Strategic Priority:                                                       Outcome:                                                                  Target:
Initiative:	

	  Action
	Measure of Success
	Who’s Responsible
	Target Date
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