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The City of Leesburg Commission held a Goal Setting Workshop Friday, May 9, 2014, in the West Room at the Community Building. Range Rider Mark Durbin started the meeting at 9:36 a.m. with the following members present:

Commissioner Elise Dennison

Commissioner Jay Hurley

Commissioner David Knowles

Commissioner Bill Polk

Mayor John Christian

Also present were City Manager (CM) Al Minner, City Clerk (CC) Betty Richardson, Deputy City Clerk (DCC) Andi Purvis, Department Heads, and others.

Mr. Durbin stated when the Commission works together it is amazing what can be accomplished as a single unit. 

Mr. Durbin stated he has over thirty-one years’ experience working in government and retired five years ago as the City Manager of Kissimmee.  He stated over his career he has worked for four different cities and even though retired, has not lost his passion for the local government.  He stated he now works as a Ranger Rider, mentoring new City Managers, works with small cities who cannot afford to hire consultants when searching for a new City Manager, and does this work at no charge.  
PURPOSE OF RETREAT

· Strengthen work relationships among Commission members and between Commission and staff

· Understand the governance process (roles, responsibilities and relationships of Commission and staff)

· Discuss Successes, Strengths, Weaknesses and Opportunities

· Discuss vision, mission and values for the organization

· Identify specific goals to be addressed by staff this year and in future years.

GROUND RULES 

· No idea is a bad idea 
· act in good faith 
· share all thoughts 
· remain respectful with all others
· nothing is off the table for discussion
· support decisions made by the group 
· if can, turn off phones or turn to vibrate -  (If there are no ground rules for City Commission Meetings, consider making them)
Mr. Durbin asked each Commissioner to share why they ran for City Commissioner and what they hope to accomplish during today workshop.
Mayor Christian stated as a citizen he did a lot of community work, saw things happening and not happening in the City, such as a major law suit, and stepped up to partner with the City for the African American young men.  He also hoped to build a gymnasium in the Carver heights area as he felt that part of City was neglected.  Today he would like to see the Commission and staff work in harmony to make things happen, set goals and complete them.
Commissioner Polk stated the first time he ran for Commissioner, he was pushed.  He ran two more times and lost, took time off for his wife, then ran again.  He has two daughters and saw what Leesburg was and wanted it to remain as the good life.  He wants to create more jobs, and is in his eighth year, second term, as a Commissioner and wants to represent all citizens.  Today he is looking forward to working with everyone to accomplish the goals made, and thinks it is good idea to come together for this, as it has been needed for some time.  He would also like to learn more about the City Manager, not just for the Commission but also for the Department Heads. 
Commissioner Dennison stated being the only outsider, from New Jersey, she thought after seeing everyone complain, there must be better ways to do local government.  She hopes to bring some sense to the board, making everyone think on the votes and purchases of the City.  Today, she would like clear direction to the City Manager and the Commission. 
Commissioner Knowles stated he grew up in Leesburg and would like to make Leesburg a better place to live by making sure the changes are good for all residents.  He stated the Sunshine laws keep Commissioners from talking to each other, conversation is very structured, and so today he would like to see what other Commissioners are thinking without an agenda and just talk.  

Commissioner Hurley stated the first time he ran was a learning curve; he ran against Commissioner Polk and lost.  He felt from a business stand point the City did not understand the business man, so he started attending the Commission meetings to see what was happening, and felt it was going backwards, and he wanted to move it forward.  Today he is encouraged by what the Commission has done this year and feels it has come together with unity.  He would like to see Leesburg strengthened by bringing up its quality of life and revenues.
Mr. Durbin stated it sounds like each Commissioner had a goal for running, which he appreciates, and agrees the Commission is coming together.
Mr. Durbin stated strategic planning is a long process and should be thought about as in preparation to take a trip:  

1) Destination = VISION  

2) Vehicle = MISSION 

3) Map = GOALS 
4) Driver = CITY MANAGER and STAFF.
GOVERNANCE:
Citizens have the most confidence when elected officials listen and address actions, develop plans and follow through on the promises.  Too many cities do not listen to citizens and there are problems.  Mr. Durbin stated he thinks of a Commission as a ten legged animal, and if the Commission does not plan for the future, it is like an octopus on roller skates, not a pretty picture unless all legs are focused and moving in the same direction.   
DIFFERENCE BETWEEN PRIVATE AND PUBLIC GOVERNANCE:  
Example: Local government is in the middle; Top side is the elected board of directors; Right side is public meetings and public records; Bottom is dealing with other people’s money; and on the Left side is Ethics (moral code of right and wrong, not legal or illegal).   Mr. Durbin stated he understands when it is said to run the City like a business; it cannot be run like a business 

Commissioner Dennison stated she does not think when the City says to implement business practices; it is talking about using each department as a profit or loss center.  

Mr. Durbin stated public utilities, working under a City, have to make them conform to other departments.  Public utilities are not allowed to operate everything like the private utilities can. 

Mayor Christian stated the Electric Department needs Customer Service, who needs Human Resources; they all work hand in hand.  Non-profit making departments have to rely on other profit making utilities.  He stated it is popular to say run the City like a business, but the business community needs to be educated.  
Commissioner Polk stated he disagrees, as some cities do not own any utilities and run their City off their tax revenues.  He stated Leesburg got fat, happy, and saw profit with the electric department as a cash cow and now has grown into transferring funds.   
CM Minner added businesses have one goal to make money and board of directors has as easy way to evaluate this.  In government, each Department Head has a different mission, so the City is forced to compromise and build a product which is not tangible in how much made, but by the feelings at the end of the day.  He stated management business techniques should be applied and pride in the community is one of City’s strengths.  The Code of Ordinance book is a mirror to the community, created by the City and no decision is ever final.  

Mr. Durbin stated the public sector does not have this profit mode; they help us better understand there is a bottom line, not necessarily profits.  The Commission is five elected individuals who listen to different people and bring all ideas to the table.
Mayor Christian stated the Commission represents 20,000 people and receives that many opinions; the public tells Commissioners what they want, but the majority of citizens do not express their opinions.  The Commission needs to look at its citizens and not just certain parts of the City. 
Mr. Durbin stated from reading the City charter, Leesburg is a Commission / City Manager form of government, with the power in the hand of the Commission as a group.  He stated Leesburg hires a person to implement policies which the Commission adopts.  Because the City Manager is hired, the Commission can give direction; once the City Manager is hired, they have full authority over administration of the City.  If the Commission does not like a City Manager, it can remove that person and hire a new manager. This cannot be done with a strong mayor form of government, as they report to the taxpayers.  Mr. Durbin stated the Commission has to work together as a team and successful cities, which work together as a team, make a better place for its citizens. 
Example:

Circle #1 is the Commission – policies are set here, give direction, listen to citizens and staff and then make decisions to the next circle. Circle #2 is the City Manager – makes plans of actions, listens, and works closely with the Commission.  Circles one and two have an overlap because the manager is also involved in making recommendations of policy to the Commission.  Circle #3 is the employees – this is action, where the work is done, and citizens see their tax money being put into action.  Circles two and three have an overlap between the City Manager and employees for understanding, talking, and interaction.  The MANAGER is the glue that holds the City together; the Commission cannot tell the employees what to do or give direction.  The Commissioner and Employees work through the City Manager to make the organization the best it can be. 
For Celebrated Successes, CM Minner gave the following: 
1 - 
Tactical Infrastructures Improvements:

· Electric system: substation transformer change out; feeder break improvements; underground Service Improvements, SCADA System
· Public Works: Water and Wastewater capacities; healthy reserve funds; competitive rates; single stream solid waste and rates

· Gas Department: General fund revenue producer; system condition; improvements; and rates.
2 - 
Wellness Center: revenues in reserve; good for employees

3 - 
Beginning to Plan: want to improve, want vision, moving forward, today and Venetian Gardens

4 - 
Financials Trending Positive:  years cut, cut, cut, - since 2008 with debt issue out of cash, replenish cash, coming out of curve, all funds slowly showing trends, not in dire straits

5 - 
Good Core Organization: Commission and Department Heads; core services in good position (Police/Fire/Streets/General Administration)
The Commission added:

6 - 
Wipaire to Leesburg, large businesses

7 - 
Improvements to parks; Consolidate/Reorganization of some Departments to save money

8 - 
Reopening of Sleep Hollow complex; Commission comes together to push City Manager and Department Heads; Can make it on little or less. 

STRENGHTS of the CITY:

Good Core organization; City owned property on CR 470 for development; Airport; State College; Private Handicapped College; new City Manager willing to step forward and make new ideas for Commission; Beautiful parks and water front property; Low impact Quality of Life; owns its utilities; Perfect location for transportation; Experienced employees; proud citizenry; desire to improve and put community first; moving forward.
Mr. Durbin stated the City needs to publish its strengths. 

WEAKNESSES of the CITY: 
Does not publicize strengths enough; Does not have good policies at the Airport; need revisions for new businesses coming in and other policies as well; Did not push DOT for necessary roads (not enough meetings, need more communication); Be more proactive in all areas; in transition, not sure which way to run; get clear vision of city, have taken a slow approach for businesses or people to come in (need to stand firm); Build up residential areas; increase average income; appearance of City; bring back fire inspections; better code enforcement; Lack of quality of life (when you can live, work, shop, and re-create where you are); Need to bring up the public trust; Strength is weakness, Beacon College purchasing all down town property and City is losing out on tax revenues; 

Commissioner Polk asked if Mr. Durbin has run into this situation with colleges in other places, as it can potentially hurt the CRA.  Mr. Durbin stated Haines City has the same situation, not like Beacon, He would talk with them regarding the effects.  He suggested approaching them as good neighbors, maybe asking for fair share of taxes paid for city services like Police or Fire.  He also suggested the City may want to consider some type of fire fee for the entire City.

Mayor Christian stated another weakness is when a Commissioner does not get their vote and goes out talking down the vote, which gives a bad image of the City and the Commission. He stated our own words can kill the organization; once a decision is made, the Commission needs to be unified.  Mr. Durbin suggested a Commissioner might say “I did not win, but we decided this is the way Leesburg is going to go” and then people will have good impression of the Commission as a whole body.
OPPORTUNITIES:

Venetian Gardens and all parks; Development of CR 470 property; further development of the Airport (economic driver for city); Growth and redevelopment of US Highway 27; Redevelopment of down town; the three CRAs and growth of the medical community in one; hire a top notch Economic Development Director; Develop waterfront districts; Villages growth (Fruitland Park) with Leesburg Electric; Recreational facilities; Fiber Optic Department has huge growth potential; TV station.
City Service Responsibilities look like a three story home:
First level is the services required by law: 

Financial reports – Records Management – Elections 

Second Level is Core business:

Police – Fire – All utilities – Public Works – Airport

Third Level is Quality of Life: (make people want to live in city)

Parks and Recreation – Library - Community building

Roof Level is the Community Add ons:

TV Station – Special Events – Beautification Efforts – 

Foundation Services: (people do not see)

HR – IT – Finance – Customer Service – Infrastructure – Buildings 

Mr. Durbin stated when cutting the foundation services, Cities start to crumble.  All levels are important to make Leesburg the city it is. 

VALUES:
Core personal beliefs that you never compromise:
Equality; Dedication to God and City; Family; Integrity (truthfulness); Loyalty; Fairness; Honor; Respect; Commitment; Ethical behavior; Self-respect (when you feel comfortable in your own skin, have courage to make tough decisions); Courage.
City Core Values: (non-negotiable)

Respect to citizens (public); Excellence; Integrity; Empowerment; Fiscal responsibility; Professionalism; Leadership; Accountability; Open government; Staff; Equality; Environmental stewardship; Efficiency; Safety.
Mr. Durbin stated City values come from the Commission and the City Manager.  He suggested when looking for values and missions for the community, to use City values; Cities need to make all decisions based on their values. 

VISION: (long term process) 

(Preferred future for the City of Leesburg) 

Most outstanding city in Florida; One of top Ten places to live in the country; Raise children; Have great education and programs; Place people want to be; Vibrant; Creative; Innovative; Prosperous.
Mr. Durbin encouraged the City Manager to form a committee to develop a vision for the City of Leesburg, the Commission and the public.
MISSION: (what you do / why you exist)

Quality services provided to residents; Affordable utilities; Safe environment; Educational opportunities (staff and public); Promote economic development.
Mr. Durbin stated when developing a mission, it is important to be reasonable, do not try to become another city, have reasonable expectations, and think of outcomes to achieve.
GOALS: (map of what you want staff to accomplish) 

Split out Airport funds from City and follow DOT rules (need to separate funds from General fund, cannot mingle funds – DOT rules)
Address 470 property (need duke electric / plat and build roads / start meetings with County to realign road)
Take pride in City and expand code enforcements and inspections 
Bring on Economic Development Specialist 
Complete Venetian Gardens Plan 
Develop policies for Airport 
Corridor enhancements (US 27 / SR 44 / Venetian Gardens / Downtown Link)
Recreation program enhancements 
Competitive utility providers (City providing service at quality rates / Infrastructure)
Fiscal responsibility

Expand greater Leesburg CRA to include medical complex 
Hire grant writer to secure grants

Expand all city parks

Stronger housing department to acquire foreclosed homes/multi-family homes 
Have vision session for public and businesses - 

Downtown revitalization (several written on lists)

Hire recreation department director

Expand TV exposure

Highway 27 bypass (go west around Dixie and 27 across old dump) 
Staff retention and investments

Directions to give staff (not goals):

Commission asked Department Heads to prepare better agenda memos providing more information to the Commission. 
CM Minner stated he hopes to get four or five large items today so he can prepare a goal resolution for the Commission.  
Mr. Durbin gave each Commissioner different colored dots to place by the goals listed for a vote.
AGREED GOALS CHOSEN BY THE COMMISSION:

Complete Venetian Gardens Plan (the writing of)
Address Airport Policies

Expand Code Enforcement and Inspections 

Economic Development Director (hire)
Downtown Revitalization

Address CR 470 property

Expand Greater Leesburg CRA 

Recreation

· Director

· Additional Program Funds

Mr. Durbin stated the City Manager will now take these goals; work with staff to develop them and include them in the budget process.  The Commission can either approve or disapprove.  Mr. Durbin suggested the City Manager take the agenda item addressing these goals and put a star by each item as the Commission addresses the goal.  This way, the Commission and staff will know what is happening, keep the goals in mind and stay focused.  Of all goals listed, no one item received five votes, but the Commission agreed to the goals as a whole body.
Commissioner Polk asked if the Commission will be voting on these goals.  CM Minner stated he will bring this before the Commission at its May 27h meeting in the form of an agenda memo.  Commissioner Polk asked for a short summarization on each item and then the Commission can vote on the whole body. 
Mr. Durbin told the Commission they did a good job handling and accomplishing several items identified at the beginning of today’s meeting.  He stated the City Manager is new, trying to pull staff together as a team to work for the Commission.  He stated respect and listening are very important and appreciates the way everyone worked together. Mr. Durbin stated he has a greater appreciation for the City of Leesburg.
The meeting adjourned at 2:47 p.m.
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