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WORK SESSION

The City Council of the City of Raleigh met in Work Session on Tuesday, December 10, 2013 at 9:00 a.m. in Room 305 of the Raleigh Municipal Building, Avery C. Upchurch Government Complex, 222 West Hargett Street, Raleigh, NC, with all Council members present except Mr. Crowder who was absent and excused.  Also present were City Manager Hall, City Attorney McCormick, City Clerk Smith and various City Staff.

RETREAT – VARIOUS ITEMS – DIRECTION GIVEN
City Manager Hall indicated the purpose of the meeting is to talk about preparation for a retreat in January 2014.  He stated through the City Manager selection process part of the discussion centered around developing of a strategic plan and communication both in the board terms.  He stated he had some conversations with the Council members and those elements continue to come up.  He stated the purpose of the meeting is to put some ideas on the table including an annual retreat and he would like to talk about three elements as it relates to the upcoming retreat – topics, use of facilitator and location.  
City Manager Hall passed out the following draft agenda topics.  

	
	Wednesday
	Thursday
	Friday

	Morning
	
	-Working Relationships

- Communications

- Roles & Expectations

- Observations from the City Manager
	-Review Current Raleigh Strategic Planning History and Framework

- Strategic Focus Area Development

- Define Next Steps

- Closing/Summary Remarks



	Afternoon
	-Welcome & Introductions

-Groundrules

-Retreat Expectations

-Working Relationships
	-Foundation for Strategic Planning

-Definitions

_Overview

-Panel Discussion w/Other Cities

- Other Mayor/Council Discussion
	

	Evening
	-Dinner

-Presentation/Discussion
	-Dinner
- Presentation/Discussion
	


Mr. Hall stated he had talked with several Council members and staff about retreats in the past and what he is suggesting will look and feel a little different.  He stated he is suggesting a two day format spread over three days and went over the information discussing the topics listed by day.  

He gave his feelings and ideas relative to the use of an outside facilitator to help develop points on working together, working relationships, definitions of a strategic plan, how to create connections, come up with four, five or six strategic themes or focus areas, goals and objective and end with developing a framework and follow-up.  
City Manager Hall talked about the format, what is mean by the broad topics, need to develop expectations between Council, manager, staff, communications, foundation for developing a strategic plan and how you create the connections throughout the organization.  He again talked about developing 4, 5 or 6 strategic things or focus areas, developing a framework for a strategic plan and the follow-up work.  He talked about different strategies in various areas, and the hope of getting a framework on the table and be able to walk away from the retreat with deliveries and work to be done and developed.  
Various Council members talked about things that they would like to see in a retreat Mr. Stephenson talking about the collaborative approach, Mr. Odom talked about the Core responsibilities assigned to the City by the General Assembly such as police, fire, water, sewer, garbage.  He stated those are the things the City is mandated to do and it would be good for the Council to have information as to where we stand on our mandated responsibilities and also talk about some consistencies in communication methods.  Mayor McFarlane talked about consistency in communications being important with Mr. Weeks indicating we need to look at communications within the organization and with the outside community, working relationships, how to work together, developing guidance as to how Council could work with staff, etc.  Mr. Odom talked about equity within the five districts and pointed out communication is equally important.  Mr. Stephenson talked about geographic equity, innovation in various areas, how to design a city to maintain quality of living, what we need to do to make and keep the City competitive, economic development, provide an alternative or developing a city to promote healthy living, etc.  Mr. Weeks also talked about equity and quality of life; making sure our resources are spread out equally, how to get areas that have been lagging in economic development up to par, talked about public safety, gangs, crime prevention, work that has been done such as St. Monica Teen Center and expanding programs such as that.  
City Manager Hall talked about comments that are being made relative to items in our strategic plan.  He talked about the need to develop a framework, not a hard document.  All strategic plans need to be flexible and long term; that is, developed in a 3 to 5 year framework to be adjusted on a yearly or even shorter basis that is a way to check to see if the strategic plan is working.  He stated a strategic plan is a living, breathing document.  It is different from a land use document; in this retreat we would be developing the framework.  The Mayor talked about developing strategic goals and how they are incorporated when we get to the budget process and make sure the budget is going along the same lines as strategic goals.  
City Manager Hall talked about organization, developing a strategic plan that provides guidance to the City Manager and staff in developing the budget which ultimately shapes the organization along those lines.  That is, alignment of resources by the strategic plan and goals.  It provides guidance and develops a flow to provide the outcomes the City wants.  He talked about the timing, pointing out we are already in the budget process and so it may take another cycle to get the flow as it should be.  
Mr. Maiorano talked about what the Manager wants to take away from today’s meeting with it being pointed out we are talking about defining where we are deciding where we want to go and how we are going to get there or achieve that goal.  Developing a matrix to understand where we are, looking at over arching themes and how to deal with the various issues under those themes, etc., was discussed. 
City Manager Hall pointed out from the head nods of Council he feels that what we are discussing is the way to go.  He stated he is looking for a process endorsement; that is, is this way the Council wants to go, is he heading in the right direction as to topics for or process.  

Ms. Baldwin pointed out she had some process questions.  She stated she agrees in terms of needing to know where we are, where we stand.  She talked about developing cutting edge processes but the need to know where we are so may be develop some what of a dashboard to say where we are, get feedback and determine what is next.  She also talked about determining how we are going to communicate what the Council is proposing, to staff and the public.
Ms. Baldwin expressed concern about a three day event pointing out that provides a real personal challenge for her.  She questioned the advantage of three days versus two days.  City Manager Hall pointed out he too understands the challenge of being away from family, jobs, etc.  He talked about the amount of work pointing out we are looking at an intensive amount of conversation over a short time period.  You need some formal and informal conversation time.  This schedule allows time to provide information and developing those focus areas allow breathing time and down time.  Ms. Baldwin questioned if Friday would be stretched out or if it would actually end at noon.  She also questioned who or what staff would be included.  City Manager Hall indicated at this time he is not entirely sure about attendance.  He stated he could make arguments for some department heads, key management staff, etc.  It depends on the topics.  He stated he would not think all department heads would be participating.  He feels we would be looking at developing strategic areas for further work.
Ms. Baldwin talked about behavior testing which came up during the City Manager selection process.  She stated there was discussion that Council and the selected manager would go through the process together and questioned if that would heed at this point.  The Mayor talked about the need for communication strategies and the need to have some tools.  The need to have some type behavioral testing for all to help understand each other and communicate with each other was talked about.  Whether the behavioral testing exercise would fit into the schedule was talked about with City Manager Hall indicating we might want to do something of that nature prior to the retreat.  He indicated the next item of discussion relates to use of a facilitator pointing out there are a variety of different facilitator options some use behavioral testing, some use one on one interviews, some use both.  He stated he feels part of the job prior to the retreat is to have some one on one meetings.  
Whether or when a matrix should be developed, the background information that is needed development of performance measures and when you do which part of the various steps was talked about.  The need to have some baseline information was talked about by Mr. Maiorano.  To need to have information on where we are, base line information so we will know how it looks now and where we want to go, that is, the need for foundation information was talked about.  Looking at trends, getting feedback, input, strategy, different types of analysis of the data and how to set trends and goals was talked about.  The group talked about what they want to see, the core values, look at where we are, what is missing, look at equity and a way to ensure equity, how to follow up, set goals, etc., need to develop the 4, 5 or 6 strategic areas, not define them, but develop them, put all of the work plans, etc., together and determine what is missing, get the skeleton or framework for a strategic plan and start developing the goals and measurers and how that creates a discipline that determines what we need and how we want to accomplish those goals was discussed.  The need to have that base line information to start with was emphasized.  
Ms. Baldwin talked about the process pointing out the Council seems to be talking about the topics; she talked about breaking down the silos, making sure every one has the same information.  Ms. Baldwin talked about the concern that we are out of sync with the budget this year.  She talked about meshing some of the ideas to ensure flexibility with City Manager Hall pointing out we do not want to create false deadlines or boundaries.  This year he feels we will be out of sync, it takes time to develop a plan and hopefully the strategic planning process and the budget would be in sync by the second year with Ms. Baldwin pointing out what she is hearing is we are talking about a two year process with a 3 to 5 year plan.  

Mr. Maiorano talked about measurements, execution stages, measuring building blocks, etc.  pointing out the importance of setting goals, dates, etc.  Mr. Stephenson expressed appreciation for the Council being brought in early in the planning stages for a retreat.  Mr. Odom stated he is okay with a two or three day retreat; however he is worried about the issues pointing out one of the huge issues is transit and we need to talk about that.  City Manager Hall pointed out a lot of cities use different words to shape the categories.  He stated however most include some version of public safety, economic development, transportation, housing, environmental, sustainability, and government productivity or efficiencies.  He stated these are examples but we can look at various examples and different combinations.  
City Manager Hall indicated the next area is the possibility of using an outside facilitator.  He pointed out he feels it would be good to have someone to help think about and facilitate the discussion and also to help staff in developing proposed agendas, etc.  He stated he and members of staff have talked to a couple of different groups with Council agreeing they feel with City Manager Hall should move forward with the facilitator.  Mr. Gaylord questioned if there are models where as we utilize a facilitator but continue with ongoing dialogue and to reach the goals, objectives, etc., with it being pointed out a contract could be set up that way with various Council members indicating they felt it would be good to have a third party that would help develop a strategic plan and keep the intelligence gained through out the process and implement, etc., with the Council agreeing to leave the picking of a facilitator to the City Manager and staff with City Manager Hall pointing out whether to continue a relationship with the facilitator after the retreat should be left and considered after this experience.  
City Manager Hall indicated the third area he wants direction on is location.  He pointed out he is familiar with the pros and cons of doing a retreat out of town.   He stated he feels there is value to having a retreat out of town as it helps focus on the issues, etc.  He stated he knows there are concerns about taking time away from family and home responsibilities but he does see the value.  He pointed out he does not feel it is something that needs to be done every year, but we are looking at a particularly unique situation.  He stated he feels it is good to have a different type of retreat may be out of town after an election but alternate years stay in town.
City Manager Hall provided Council members with some retreat location options including Grove Park in Ashville, Pinehurst, Grandover in Greensboro, Chetola in Blowing Rock, and Hilton Riverside in Wilmington.  He stated they had looked at New Bern and Winston-Salem but there was nothing available.  He gave the information which included estimated room, food and facility cost based on 20 participates.  The cost ranges from $19,703 at Grove Park to $11,341 at Hilton in Wilmington.  City Manager Hall indicated the 20 participants would be the City Council, key staff, facilitator, etc. He stated he needed direction from the Council as to whether this is something they would like to pursue.  Council talked about the cost of in versus out cost.  Mr. Odom pointed out there are two within a 100 miles of Raleigh but both of those are a resort type setting and they are more expensive and the Council would not benefit from the resort setting.  It was pointed out Wilmington is only a few miles further and while it is a coastal location it is not a resort setting.  Ms. Baldwin pointed out if one of the major issues is transit, she would question why the Council would not go to Charlotte.  She stated it would be good to go to a location where we could learn something about that particular location.  The Mayor pointed out this is not a transit retreat, just a general retreat.  City Manager Hall pointed out if the Council wanted to have a transit transportation focused visit he could set up some tours in Charlotte and get people to show us what is happening and how it is occurring in that location.  He stated that could be a day trip and that could be done as well but we are talking more about strategic plan, communication peace with Mr. Gaylord pointing out he too feels the Charlotte trip could be a separate opportunity.  
Mr. Maiorano indicated we are talking about developing a strategic plan and asked if someone could him help him understand the cost benefits of going out of town.  City Manager Hall pointed out it is not a cost benefit issue but if a retreat is held in town you will still have to pay for food, location costs, etc.  You could save the taxpayers some dollars but he feels that you loose the opportunity of focused debate.

Best practices, what our peer cities do as it relates to in town versus out of town retreats was talked about with City Manager Hall pointed out he thinks once the Council goes through the type retreat they will see the value of going out of town.  
City Attorney McCormick indicated two of the best city council retreats he has been involved in were both out of town.  He stated it provides an opportunity for an informal setting for interaction, getting to know each other, etc., After discussion on which would provide the best experience, Mr. Odom moved that the Council retreat be held Wilmington.  His motion was seconded by Mayor McFarlane.  Ms. Baldwin stated she is not in favor of going to Wilmington as she feels if the Council is going to hold the retreat out of town, it should be some place where the Council could learn something from what is happening in that location.
Adjournment:  There being no further business, Mayor McFarlane ruled the meeting adjourned at 10:40 a.m.

Gail G. Smith

City Clerk
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