Section Agenda ltem

Study Session 3-A

Meeting Date: March 19, 2025

TOWN OF MORAGA STAFF REPORT

To: Honorable Mayor & Councilmembers
From: Scott Mitnick, Town Manager
Subject: Town Council Relations Workshop

RECOMMENDATION

Participate in the workshop and provide direction as appropriate.

BACKGROUND

Town Council and Town Manager Relations Workshop — June 2023

On June 16, 2023, Town Council participated in a collegial and effective workshop.
The agenda for that meeting was as follows:

1. Role and Responsibilities of Town Council and Town Manager

2. Communication Between Councilmembers and Staff

3. Councilmember Conduct and Operating norms

4. Commitment to Work Together
Former City of Orinda Mayor/ Councilmember Amy Worth served as the workshop’s
facilitator. Town Council discussed these agenda items, along with the roles and
responsibilities of the Town Attorney. Town Council then directed staff to prepare a
future meeting agenda item to establish an ad hoc committee to review and present

potential revisions to the Town Council Protocols and/or Morga Municipal Code.

Establishment of Ad Hoc Committee to Review Town Council Protocols — July 2023

On July 12, 2023, Town Council adopted Resolution No. 45-2023 to form an Ad Hoc
Town Council Protocols Review Committee consisting of former Mayor Renata Sos
and then Councilmember Steve Woehleke to review the Town Council Protocols and
Municipal Code to determine if revisions were needed.
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Ad Hoc Town Council Protocols Review Committee Meetings — Summer 2023

The Committee met over two months to discuss and reach consensus on a series of
proposed Town Council Protocol revisions to help guide Town Council as a whole,
and Councilmembers as individuals. These revisions were compiled for presentation
at a future Town Council meeting. The Committee determined not to pursue any
changes to the Municipal Code.

Town Council Protocol Amendments — September 2023

On September 13, 2023, Town Council discussed the Committee’s proposed
revisions and reached consensus to amend a few protocols. On September 27, 2023,
Town Council approved Resolution No. 62-2023 to amend the following protocols:

e Section 2. Role of Town Council; Sub-Section 2.2 Considerations

Language was added to encourage Town Council to take into consideration
‘perspectives of each Councilmember” and “substantive materials related to
the question, especially reports presented by staff.”

e Section 2. Role of Town Council; Sub-Section 2.4 Civility

Language was added to encourage Town Council “...to ask staff questions
before a meeting and/or communicate with staff in advance as to what
questions will be asked during the public meeting.”

e Section 2. Role of Town Council; Sub-Section 2.5 Maintaining and
Enhancing Functionality

This new sub-section was added to allow Town Council to “...hold periodic
meetings that are focused on the functioning, productivity, and efficiency of
the Town Council as a whole.”

e Section 3. Council Officers; Sub-Section 3.1 Election of Council Officers
This sub-section was revised to clarify how Town Council selects the positions
of Mayor and Vice Mayor. This sub-section was later amended and approved
by Town Council on October 9, 2024 (as discussed below).

e Section 3. Council Officers; Sub-Section 3.2 Role of Mayor & Vice Mayor
This sub-section was revised to add:

“The Mayor and Vice Mayor will be provided annual media relations training
to be able to effectively represent the Town during applicable emergencies
and events which will require media interaction, noting that the Town Manager

will continue to serve as the primary Town official for traditional and routine
media relations and public communication purposes.”

-2-



e Section 4. Council Appointments; Sub-Section 4.1 Town Manager and
Town Attorney

This sub-section was revised to add:

“Town Manager will continue to manage routine media releases. However, the
Town Manager will seek review of emergency and more substantial media
releases by the Mayor or their designee before media releases are made
public.”

e Section 6. Meeting Agenda; Sub-Section 6.1.6 Adoption of Consent
Agenda; Other Items

This sub-section was revised to add:

“As determined by Town Manager; other items may be placed at the end of
the Consent Agenda.”

e Section 6. Meeting Agenda; Sub-Section 6.1.12 Council Requests for
Future Agenda Items

This sub-section was revised to clarify how individual Councilmembers may
request items to be added to the Town Council meeting agenda, as well as to
ensure compliance with applicable California State Statues.

e Section 11. Failure to Observe Protocols
This section was revised to add the following:
“Each Councilmember is responsible for adhering to these protocols, and
violations of these protocols should be addressed by Town Council as a

whole.”

Town Council Protocol 3.1 (Election of Council Officers) Amendment — October 2024

On August 21, 2024, Town Council adopted Resolution No. 43-2024 to appoint Brian
Dolan, Lisa Maglio, and Graham Thiel to fill three Councilmember seats and to cancel
the November 5, 2024 Town Council Election. On September 11, 2024, Town Council
directed staff to review Town Council Protocol 3.1 (Election of Council Officers) and
report back with suggested revisions to incorporate the impact of having appointed
Councilmembers serve on Town Council.

On October 9, 2024, staff presented revised language to this protocol which was
based on feedback from Councilmembers and the practices used in other Contra
Costa County cities and towns. Town Council discussed the proposed revisions and
adopted Resolution No. 53-2024 to amend the Town Council Protocols to include
new language for Protocol 3.1, Please refer to Attachment D for a copy of the full
version of the Town Protocols (which is now the most current version).
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Town Mission Statement, Five Broad Goals, & Top Ten Priorities

On February 12, 2025, as part of the biennial budget preparation process, Town
Council reviewed the Town’s Mission Statement, received a status update on current
FY 2024-25 Townwide Goals and Priorities, and reviewed proposed FY 2025-26 and
FY 2026-27 Goals and Priorities (which were based on previous feedback provided
to staff by individual Councilmembers). At this meeting, Town Council reached
consensus on all three documents and directed staff to fine-tune the language to
reflect Town Council direction and bring back final draft documents for Town Council
to review and approve at the next meeting.

On February 26, 2025, staff returned to Town Council with an updated draft Mission
Statement, along with Five Broad Goals and Top Ten Priorities for FY 2025-2026 &
FY 2026-2027. Town Council reviewed, made further revisions, and then approved
the final versions of these documents (Attachments A, B, and C).

DISCUSSION

March 19, 2025 Town Council Relations Workshop Agenda

With the newly configured Town Council in place (including three new
Councilmembers), and the recent establishment of a revised Town Mission
Statement, Five Broad Goals, and Top Ten Priorities for the upcoming two fiscal
years (with first year starting on July 1, 2025), it is now time to hold the Town Council
Relations Workshop. Based on feedback provided by all five Councilmembers, the
topics for this workshop will include the following:

1. Role and Responsibilities of Town Council, Town Manager, & Town Attorney
2. Communication Between Councilmembers and Staff
3. Councilmember Conduct and Operating Norms
4. Commitment to Work Together
5. Town Council Planning Opportunities
Juan Lopez, President of Amistad Associates, will serve as the workshop’s facilitator.
Prior to this workshop, he interviewed each Councilmember, Town Manager, and
Town Attorney to get to know everyone.
The Mayor will open the workshop. Mr. Lopez will then facilitate the discussion of

each agenda item. If Town Council is not able to get through all of the agenda items,
it may decide to continue the workshop to a future meeting date.



In addition to providing a copy of the Town’s Mission Statement, Five Broad Goals,
Top Ten Priorities, and Town Council Protocols, the following documents are
attached to provide the same supplemental materials that were shared with Town
Council during the June 16, 2023 workshop:

e Moraga Municipal Code -- Town Manager Chapter

e “An Effective City Council/City Manager Relationship” by Kevin Duggan

o Mr. Duggan serves as the ICMA West Coast Regional Director and is a
retired City Manager from Mountain View, California.

o “Decision Quality” article from Wikipedia

FISCAL IMPACT

There are not any direct costs associated with holding this workshop. The indirect
costs associated with the staff time to prepare this agenda item were minimal and will
be absorbed via the Adopted FY 2024-2025 General Fund Budget.

CEQA COMPLIANCE

Holding this workshop is not subject to review under the California Environmental
Quality Act (CEQA) pursuant to Public Resources Code Section 21000, et seq. and
the CEQA Guidelines (14 Cal. Code Regs. §§ 15000 et. seq.), including without
limitation, Public Resources Code section 21065 and California Code of Regulations
15378 as this is not a “project” that may cause a direct, or reasonably foreseeable
indirect, physical change in the environment.

ALTERNATIVES

1. Hold the workshop and discuss only a portion of the items on the agenda.
2. Do not hold the workshop and provide direction to staff.

NEXT STEPS

Staff will implement whatever direction is provided.

ATTACHMENTS

Town of Moraga Mission Statement

Town of Moraga Five Broad Goals

Town of Moraga Top Ten Priorities

Town Council Protocols

Town of Moraga Municipal Code — Town Manager Chapter

“An Effective City Council/City Manager Relationship” by Kevin Duggan
“Decision Quality” article from Wikipedia

ETMOOm»
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ATTACHMENT A

Town Mission Statement



ATTACHMENT A

Town of Moraga
Mission Statement

(As approved by Town Council on February 26, 2025)

The Town of Moraga is dedicated to preserving our semi-rural character, conserving open
spaces, providing exceptional municipal services, fostering safety and resilience, providing
opportunities for development, and creating a vibrant, innovative, and sustainable
community for all.



ATTACHMENTB

Town Broad Goals



ATTACHMENT B

Town of Moraga
FY 2025-2026 & FY 2026-2027
Five Broad Goals

(As approved by Town Council on February 26, 2025)

Provide opportunities for high-quality in-fill and mixed-use development within the
Town’s commercial corridors.

Ensure that the Town remains financially viable and sustainable.

Maintain the viability of the Town’s infrastructure through improvement projects,
including: street rehabilitation projects, storm drain improvements, pedestrian and
bicycle safety improvements, parks, recreation facilities, municipal buildings, and other
community facilities.

Provide responsive law enforcement and emergency preparedness through
coordination with Moraga-Orinda Fire District and other public safety agencies.

Enhance the community’s quality of life through preserving open space and the natural
environment, fostering partnerships with other stakeholders, and encouraging resident
participation.
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Town Top Ten Priorities



ATTACHMENT C

Town of Moraga
FY 2025-2026 and FY 2026-2027
Top Ten Priorities

(As approved by Town Council on February 26, 2025)

10.

Develop and implement a plan to: Encourage commercial landowners and businesses
to develop their under-utilized properties; Obtain and process development proposals
(within Moraga Center Specific Plan area, Rheem Valley Shopping Center area, and
other commercial areas); and, Improve the community’s overall housing mix.

Complete a Long-Term Financial Strategic Plan to ensure that the Town remains
financially sustainable: Including a review of the Town’s development fees,
landscaping and lighting fees, stormwater/drainage fees, Palos Colorados Developer
Fund spending plan, potential Transient Occupancy Tax, and grant funding for capital
improvement projects and sustainability programs.

Make a recommendation for the Town Facilities Energy Generation Project.

Work with the Contra Costa Transportation Authority to complete the Countywide
Evacuation Study, advance roadway redundancy projects, and partner with the
community to promote emergency preparedness (including fire prevention measures,
home hardening, and vegetation management).

Complete the Parks, Recreation, and Open Space Master Plan.

Revise the Townwide Noise Ordinance to ensure that it meets community needs and
standards.

Establish regulations for food trucks.

Develop a “Legislative Platform” in partnership work with Lafayette and Orinda to
explore ways to help the community obtain federal and state funding and assistance.

Enhance collaboration with Saint Mary's College and local schools to improve Town-
Gown relations, complete campus improvement projects, and establish joint-use
agreements.

Support recruitment, retention, and development of Town staff committed to excellence
in public service.
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TOWN OF MORAGA
TOWN COUNCIL PROTOCOLS

Adopted Effective October 23, 2019 (Resolution 72-2019)
Amended Effective July 8, 2020 (Resolution 42-2020)
Amended Effective March 10, 2021 (Resolution 13-2021)
Amended Effective August 25, 2021 (Resolution 43-2021)
Amended Effective September 27, 2023 (Resolution 62-2023)
Amended Effective June 26, 2024 (Resolution 39-2024)
Amended Effective October 9, 2024 (Resolution 53-2024)
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1. AUTHORITY

As the Town of Moraga’'s governing body, the Town Council established these
protocols to provide for continuity of responsibility in its decision-making process, and
to allow sufficient time and opportunity for full consideration and discussion of
important public policy issues and matters that fall within the Town Council’s
jurisdiction. Adopting protocols which establish procedural rules for matters such as
the election of the Town Council officers (Mayor and Vice Mayor) and the manner of
conducting the Town Council meetings helps to facilitate these goals. The following
provisions shall be in effect upon adoption by the Town Council and until such time as
they are amended, or new provisions are adopted in the manner provided by these
protocols.

2. ROLE OF TOWN COUNCIL

The Town Council serves as the elected governing body for the Town. In performing
its duties, the Town Council represents all Moraga residents, local businesses, and
interested parties.

In executing its duties, the Town Council shall take into account, among other
considerations, needs and desires of the community, financial, legal, health,
environment, and safety impacts. The Town Council will welcome new ideas and
innovative approaches, as appropriate, and aim to provide a high level of
communication and transparency in its activities and decision making. Furthermore,
the Councilmembers will strive to treat each other, staff, and other parties with dignity
and respect.

2.1 Responsibilities

The Town Council responsibilities include the following:

e Faithfully comply with applicable state laws, the Moraga Municipal Code, and
Moraga General Plan, and make revisions to the Municipal Code and General
Plan as needed,;

e Perform due diligence prior to making decisions, including as identified in
Section 2.2;

¢ Develop and approve policies, make decisions, and guide the Town Manager
in their management of the Town organization, taking into consideration the
promotion of efficiency and effectiveness in operations while maintaining
sustainable service levels;

e Develop and approve the organization’s annual goals; monitor progress of such
goals during the year; and, receive an annual report from the Town Manager
on the outcomes of the goals;



Recruit, hire, and provide an annual performance review of the Town Manager,
as set forth in Section 4.1;

Recruit, hire, and provide an annual performance review of the Town Attorney,
as set forth in Section 4.1;

Review, revise, and approve ordinances, resolutions, planning decisions,
meeting minutes, and related documents;

Review, revise, and approve the biennial operating and capital improvement
program budget, as prepared by the Town Manager, and conduct mid-year
budget reviews as submitted by the Town Manager;

Communicate with residents to receive input from, and provide information to,
residents;

Represent the Town on local, county, regional, state, and national boards and
committees; and,

Represent the Town at public functions.

2.2 Considerations

The Town Council may consider any matter it deems relevant, material, and/or helpful
in performing its duties. Examples include:

Perspectives of each Councilmember;

Substantive materials related to the question, especially reports presented by
staff;

Consistency with the Municipal Code, General Plan, and applicable laws;

Input provided by applicants, residents, staff, and other parties on each
question;

Availability of Town funds, if needed, and impact on Town'’s financial health;
Availability of required Town resources, especially personnel;
Consistency with Town Council’s annual goals; and,

Town’s risk tolerance and potential impact of safety, environmental,
commercial, and operational risks.



2.3 Fiscal/Negotiating Authority

The Town Council as a whole, in a duly noticed meeting, may provide direction to staff
regarding the budget, authorize expenditures, and approve agreements and contracts.
However, no individual Councilmember, subcommittee, or Ad Hoc committee shall
have authority to do the following on behalf of the Town, unless expressly granted that
authority by the Town Council: (i) expend (or authorize the expenditure of) funds; or,
(i) negotiate or approve the drafting or execution of agreements, contracts,
memorandums of understanding, and/or related documents.

2.4 Civility

The Councilmembers will strive to conduct themselves in an appropriate professional
manner when dealing with each other, staff, and all parties. Except as otherwise set
forth in these protocols, the Town Council meetings will be governed by Robert’s Rules
of Order for the purpose of maintaining proper decorum and order.

To the extent feasible, the Councilmembers are encouraged to ask staff questions
before a meeting and/or communicate with staff in advance as to what questions will
be asked during the public meeting. (See also Section 10.3, Relations with Staff.)

2.5 Maintaining and Enhancing Functionality

Part of the role of the Town Council is to ensure that organizational functionality (as
described by above Sections 2.1-2.4) is maintained and enhanced for the benefit of
the Town. The Town Council is encouraged to hold periodic meetings that are focused
on the functioning, productivity, and efficiency of the Town Council as a whole.

. COUNCIL OFFICERS

3.1 Election of Council Officers

The election or removal of the Mayor or Vice Mayor requires at least three affirmative
votes of the five members of Town Council. A Councilmember may not succeed
themself in the office of Mayor or Vice Mayor. Historically, the Town Council rotates
the offices of Mayor and Vice Mayor on an annual basis to facilitate organizational
stability. Annually, the outgoing Mayor is typically succeeded by the Vice Mayor,
subject to ratification by at least three affirmative votes of the Town Council.

In years when members of the Town Council are to be elected, or appointed, to their
seats during a general election time frame, Town Council shall attend to the election
of a Mayor and Vice Mayor for one year terms at the first regular meeting after
certification of the general election results, or effective appointment dates, have been
received by the Town, and only after newly elected or appointed Town
Councilmembers have been installed. In years when no members of the Town Council
are elected or appointed, Town Council shall consider the election of Mayor and Vice
Mayor for one-year terms at the first regular meeting in December. An election of a
Councilmember to fill a vacancy as Mayor or Vice Mayor occurring mid-term shall be
for the remaining portion of the one-year term for that office.



All Councilmembers may vote for Mayor and Vice Mayor, and may consider seniority,
experience, leadership, willingness to collaborate, efficiency, the number of votes
received when elected, or any other relevant and legal factor.

A Councilmember who does not wish to accept the position of Mayor or Vice Mayor
may decline the position and Town Council will conduct nominations for the position
among the other remaining Councilmembers.

3.2 Role of Mayor and Vice Mayor

The Mayor shall be recognized as the official head of the Town Council, including
representing the Town at all official and ceremonial events. The Mayor presides over
Town Council meetings, and shall strive to ensure that there is sufficiently broad and
in-depth communication on meeting agenda items. The Mayor shall sign all
ordinances, resolutions, meeting minutes, and other documents adopted by the Town
Council when the Mayor is presiding. The Vice Mayor shall serve all functions of the
Mayor when the Mayor is unable or unavailable to fulfill those functions.

The Mayor and Vice Mayor will be provided annual media relations training to be able
to effectively represent the Town during applicable emergencies and events which will
require media interaction, noting that the Town Manager will continue to serve as the
primary Town official for traditional and routine media relations and public
communication purposes.

. COUNCIL APPOINTMENTS

4.1 Town Manager and Town Attorney

The Town Council shall appoint the Town Manager in accordance with Municipal Code
Section 2.08.010 and approve the employment contract and any amendments. The
Town Council shall evaluate the Town Manager's performance annually, and in
compliance with the Town Manager’s employment agreement. The Town Council and
the Town Manager will agree on performance expectations which will form the primary
basis for measuring performance-related successes and opportunities at completion
of each year of service.

The Town Manager’s responsibilities are set forth in Municipal Code Section 2.08.070
and/or determined by the Town Council. Examples include: (i) managing the
organization’s day-to-day activities; (ii) developing and proposing the biennial budget;
(iii) executing Town Council direction, goals, and priorities; (iv) serving as the principal
spokesperson for the Town with the media and public; (v) managing and directing
Town staff; and, (vi) managing other duties as assigned by the Town Council during
duly noticed meetings.

The Town Manager will continue to manage routine media releases. However, the
Town Manager will seek review of emergency and more substantial media releases
by the Mayor or their designee before media releases are made public.



The Town Council shall appoint and approve the contract for the Town Attorney
services, and any amendments, and shall review the Town Attorney’s performance on
an annual basis. Councilmembers may interface directly with the Town Attorney, as
needed.

4.2 Councilmember Appointments

As soon as practicable following the annual reorganization meeting, the Mayor shall
announce their nominations of Councilmembers to serve in various roles requiring a
Town Council representative. These nominations are subject to the review and
approval by the Town Council as a whole.

The Town Council may, by a majority vote: (i) expand the number of bodies to which
it appoints Town representatives to additional regional boards and commissions; and
(i) create additional commissions, committees, and other groups to advise the Town
Council. In such cases, at least three (3) affirmative votes of the Town Council are
required to appoint each representative to a regional board or commission, and/or
appoint each member to a new subordinate advisory body.

4.3 Ad Hoc Committees

From time to time, the Town Council may create Ad Hoc committees. These
committees are temporary in nature, generally lasting up to 18 months or less and are
established to address a specific issue and bring a recommendation to the Town
Council as a whole. Ad Hoc committees generally dissolve once the assigned
project/task has been completed. Membership of an Ad Hoc committee is at the
discretion of the Town Council and must contain fewer than a quorum of
Councilmembers.

The Town Council shall provide direction at the time of creation of an Ad Hoc
committee to identify the committee’s composition, scope of authority, duties,
expected output, report-back schedule, term, staff liaison, and budget (if any).
Councilmembers may also discuss methods for an Ad Hoc committee to report back
to the Town Council on their progress. No Ad Hoc committee shall operate outside the
original scope of authority granted, except upon a formal vote of approval by the Town
Council during a duly noticed meeting.

. MEETINGS

The Town Council is subject to compliance with the State of California Ralph M. Brown
Act Open Meetings Law (“Brown Act”) [Government Code Section 54950 et seq]. All
meetings of the Town Council are open to the public, except for closed session
meetings, which are authorized by the Brown Act to be held in private.



5.1 Meeting Dates and Times

5.1.1 Dates

Regular meetings will be held on the 2nd and 4th Wednesday of each month
(unless canceled by majority vote of the Town Council or due to a lack of items for
consideration or a quorum) or as set by calendar adopted by the Town Council in
January of each calendar year. Adjourned regular, workshop, or special meetings
may be called by the Mayor or by a majority of the Town Council. If the meeting
date should fall on a legal holiday, the Town Council may cancel the meeting or
reschedule for an alternate date and time designated by the Town Council. All
meetings of the Town Council (except closed session meetings) shall be open to
the pubilic.

5.1.2 Starting Time and Location

All regular Town Council meetings shall begin at 5:30 p.m. Meetings will be held at
the Council Chambers located at 335 Rheem Boulevard, Moraga, California
94556, unless stated otherwise in the meeting notice. Meetings may be preceded
or followed by special meetings, including closed session meetings.

5.1.3 Ending Time

Unless otherwise adjourned, all Town Council meetings shall automatically be
adjourned at 9:30 PM, except that a majority vote of the Town Council may extend
the adjournment to 10:00 PM. Adjournment of the meeting may be further
postponed after 10:00 PM after receiving unanimous consent of the Town Council
to adjourn not later than a specified time. More than one such unanimous
postponement of adjournment may be adopted.

5.2 Closed Session Meetings

A closed session meeting may be held before, during, or after any regular or special
meeting for any purpose authorized by the Brown Act. Following the closed session
meeting, the presiding officer shall report any actions taken in closed session that are
subject to public disclosure under the Brown Act, and based on guidance provided by
the Town Attorney, before moving on to the rest of the regular or special meeting
agenda (if any). A closed session meeting, when held, will appear on the agenda as
such, and will conform to the Brown Act. It is a violation of the Brown Act to disclose
information obtained or presented in anticipation of or during a closed session
meeting. All information provided and discussed in closed session shall be
confidential. Public comment shall be received in open session prior to a closed
session meeting.

5.3 Special Meetings

Special meetings may be called by the Mayor, a majority of Councilmembers, Town
Attorney, or Town Manager. The call for a special meeting must specify the day, hour,
location, and subject(s) to be considered. Twenty-four hours’ notice must be given
prior to holding a special meeting. The agenda must be made available to members
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of the public consistent with the requirements of the Brown Act. Only matters specified
in the meeting notice may be discussed at special meetings. The public shall be given
an opportunity to address the Town Council before or during consideration of any
matter described in the notice for the special meeting.

5.4 Quorum

A quorum must exist in order for the Town Council to conduct business. Three (3)
members of the Town Council shall constitute a quorum. In the event a quorum is not
achieved within 30 minutes after the time noticed for commencement of the meeting,
no meeting shall be held on the noticed date, and the noticed meeting will adjourn to
the next regular meeting or to a later set date, time, and location, if so declared by the
Town Clerk.

5.5 Teleconferencing

Teleconferencing during the Town Council meetings shall be permitted in accordance
with the procedures set out in State Government Code Section 54953, as amended.

5.6 Adjournment

The Town Council may adjourn any regular, adjourned regular, special or adjourned
special meeting to a time and place specified in the order of adjournment. If all
Councilmembers are absent from any regular or adjourned regular meeting, the Town
lerk may declare the meeting adjourned to a stated date, time, and place. The Town
Clerk shall post a copy of the order or notice of adjournment at the Town offices and
other places designated by the Town Council, as required by law. Whenever a regular
or adjourned regular meeting is adjourned, as provided in this section, the resulting
adjourned meeting will be considered a regular meeting. When an “Order of
Adjournment” of any meeting fails to state the hour at which the adjourned meeting
shall be held, it shall be held at the hour specified for regular meetings.

5.7 Minutes of Proceedings

An account of all public proceedings of the Town Council shall be recorded by the
Town Clerk and entered into Town records as official meeting minutes following
approval by the Town Council, and shall thereafter be kept, published, and/or
distributed in compliance with applicable Town policy.

5.8 Attendance

5.8.1 Councilmembers

Councilmembers are encouraged to inform the Town Clerk, Town Manager, and/or
Mayor when they are unable to attend an upcoming meeting. The presiding officer
shall announce absences and reasons for such absences (if publicly known) during
the roll call at the beginning of a meeting.



5.8.2 Town Manager

The Town Manager shall attend all Town Council meetings, unless excused. The
Town Manager’s designee shall substitute for the Town Manager during a Town
Council meeting for which the Town Manager is absent.

5.8.3 Town Attorney

The Town Attorney, or Assistant Town Attorney, shall attend all Town Council
meetings, unless excused. The Town Attorney or Assistant Town Attorney,
whichever is present, shall act as the Town Council parliamentarian.

5.8.4 Town Clerk

The Town Clerk shall attend all regular Town Council meetings, unless excused.
The Town Clerk’s designee shall substitute for the Town Clerk during a Town
Council meeting for which the Town Clerk is absent. The Town Clerk (or his/her
designee, as appropriate) shall record, prepare, and maintain the official record of
each Town Council meeting, and perform other related duties as prescribed by the
Town Council or directed by the Town Manager, or both.

5.8.5 Department Heads and Employees

Department heads and employees shall attend Town Council meetings, as
directed by the Town Manager.

5.9 Recording of Meetings

All regular meetings of the Town Council shall, to the extent feasible, be recorded by
an electronic recording device and streamed live during the course of the meeting.
The recording shall be coordinated by the Town Clerk and retained in accordance with
the Town’s records retention schedule. The Town Clerk shall post electronic
recordings of meetings, as available, on the Town’s website.

The use of other recording, videotaping, or other electronic equipment/devices by
members of the audience is permitted from the back row of the Council Chamber or
side aisles, as designated by Town staff, in a manner so as not to block emergency
exit paths, obstruct the view of the audience, create consistent noise, or illumination
that would constitute a persistent disruption of the proceedings. The Town Council
may further restrict or prohibit the recording of proceedings upon a finding by the Town
Council that the recording cannot continue without noise, illumination, or obstruction
of view that constitutes a persistent disruption of the proceedings.

5.10 Brown Act Compliance

Councilmembers, and staff, shall comply with the requirements of the Brown Act,
including those in California State Government Code Section 54952.2, to avoid
potential violations relating to attendance at meetings such as conferences; meetings
conducted by the Town staff/consultants; meetings presented by organizations other
than the Town; and meetings of other legislative bodies.



6. MEETING AGENDA

6.1 Order of Business

The business for a regular meeting shall generally be shown on the agenda in the
following order:

6.1.1 Call to Order/Roll Call

6.1.2 Pledge of Allegiance

6.1.3 Presentations

6.1.4 Public Communication

This item is intended to permit the public an opportunity to share their views on
items not on the meeting agenda and to advise the Town Council of items of
interest in the community. The Town Council will listen to comments from the
audience on items that are not listed on the meeting agenda. However, the Town
Council cannot discuss details or vote on non-agendized items. Any concerns may
be referred to staff or placed on a future agenda (as set forth in Section in 6.1.12).

6.1.5 Adoption of Meeting Agenda

The Town Council, by majority vote, shall adopt the meeting agenda as final before
proceeding to the consideration of the first matter. Following adoption, agenda
items may not be added or removed, or their order changed unless by consent of
three (3) or more Councilmembers present at the time the agenda was adopted.
An agenda item not considered or completed for lack of time shall become an
agenda item at the following meeting, unless the item is expressly continued to
another time.

6.1.6 Consent Calendar:

6.1.6a Consideration of Consent Item Removed for Discussion

Any member of the Town Council may remove a Consent Agenda item
for consideration and discussion by the Town Council. The removed item
shall be placed on the regular meeting agenda and recorded in the
minutes under “Consideration of Consent Items Removed for
Discussion.”

6.1.6b Acceptance of Consent ltems

The Town Council may adopt a “Consent Agenda” as part of the regular
meeting agenda. A Consent Agenda may consist of items of a non-
controversial and routine nature submitted by the Town Manager. The
Town Manager shall propose specific action on each Consent Agenda
item and such recommendation will become the action of the Town
Council upon adoption. Consent Agenda items are adopted in total and
under one (1) motion by the Town Council and are not subject to



individual debate and discussion. ltems typically placed on the Consent
Agenda include, but are not limited to, the following:

Receive Warrants & Accounts Payable

The Town Manager may submit routine expenditures made by the Town
during a specified period for Town Council review and approval. The
Accounts Payable Claims Report will reflect all checks/electronic
payments issued for regular payment. A request to receive and file the
financial demands (warrants) of the Town Council are considered routine
in nature and will be placed early on the Consent Agenda.

Approval of Minutes

The Town Council review and approval of previous Town Council meeting
minutes will be placed next on the Consent Agenda. Once previous
minutes are approved, they will stand as the official written record of the
Town Council's actions.

6.1.7 Councilmember and Staff Announcements, Reports on Activities or Special
Announcements

Councilmembers and the Town Manager shall use this section of the meeting
agenda to provide brief verbal reports on activities undertaken in their official
capacities since the last scheduled Town Council Meeting (e.g., attendance as a
Town representative at committee or community meetings), and other items of
significant interest to the Moraga community as a whole. Council member AB1234
Reports.

6.1.8 Public Hearing ltems

This section of the agenda is for official public hearings required by law or for
subjects that are in the public interest. See Section 8 for information about
conducting a public hearing.

6.1.9 Department Reports

Ordinances, resolutions, and “Requests for Action” subject to Town Council
approval will usually be placed in this section of the meeting agenda. Occasionally,
resolutions and the first reading of ordinances will be placed under public hearings.
When this is the case, the Town Council will consider these matters where
appropriate.

6.1.10 Council Requests for Future Agenda ltems

When an individual Councilmember desires to place an item on a future Town
Council meeting agenda, they are encouraged to start by working with the Town
Manager to see if it is possible to add the item to an upcoming agenda. The Town
Manager will determine if the item should be placed on the agenda. If the Town
Manager determines not to place the item on the agenda, the Councilmember may
bring the item forward during the “Council Requests for Future Agenda ltems”
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portion of the meeting agenda for a determination by a majority vote by the Town
Council.

Per CA Government Code Section 54954.2(a)(3), no discussion of the subject or
merits of the proposed future agenda item may occur in connection with the motion,
except to explain the general nature of the item. A successful motion (proposed,
seconded and passed by a majority vote of the Council) shall be placed on a future
agenda. If a motion passes to place the matter on a future agenda, the Town
Council will then provide direction to staff to do one of the following:

1) Place the matter as a "Discussion Item" at a future meeting (thus allowing
the Town Council to discuss whether the issue warrants further exploration
with staff resources);

2) Place the matter as an agenda item at a future meeting with limited staff
report and resources; or

3) Place the matter as an agenda item at a future meeting with full staff report
and resources.

If a successful motion is silent regarding timing, the proposed item will be placed on a
future meeting agenda at the earliest appropriate time, as determined by the Town
Manager, working in consultation with the Mayor. If a motion provides specific direction
regarding timing or any other parameter for the item, the proposed item will be placed
on a future meeting agenda consistent with that direction, to the extent feasible (as
determined by the Town Manager, working in consultation with the Mayor).

6.1.11 Communications

Communication submitted at least 24 hours in advance of a Town Council meeting
will be considered by the Town Council, unless considered as part of a noticed
agenda item earlier.

6.1.12 Town Manager Follow Up and Announcements

Town Manager follow-up announcements.

6.1.13 Adjournment

The Town Council meeting agenda shall note the next regular meeting date and
specify if it is other than a regular meeting.

6.1.14 Closed Session (if applicable)

Town Council may move into closed session pursuant to applicable law, including
the Brown Act (GC Section 54960, et seq.) for the purposes of conferring with the
Town’s Real Property negotiator; and/or conferring with the Town Attorney on
potential and/or existing litigation; and/or discussing matters covered under GC
Section 54957 (Personnel); and/or conferring with the City’s Labor Negotiators.
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6.2 Agenda Preparation

The Town Manager and Town Clerk, working with the Mayor, shall prepare the Town
Council meeting agenda, sequence of agenda items, and other procedural matters.
Except as set forth in Section 6.1.4, this provision does not empower a Mayor to add
an item to the agenda without complying with the process described in Section 6.1.12.

6.3 Agenda Materials

A staff report shall be prepared for each Town Council meeting agenda item, except
in unusual circumstances authorized by the Town Manager or directed by the Town
Council. Attached to the staff report shall be necessary supporting documents
received by or developed by staff that are pertinent to the subject matter. Members of
the public and other interested parties (e.g., applicants/developers) may submit
documents related to an agenda item to the Town Clerk and shall be included in the
meeting agenda materials, if received in time for inclusion in the agenda packet.

Councilmembers shall refrain from attempting to submit documents (or have their
spouse or children submit documents at the request of a Councilmember) to the Town
Clerk or Town Manager for inclusion in the agenda packet. Rather, they may bring
printed copies of such materials to the meeting for distribution during the discussion
period for the relevant agenda item.

To facilitate the efficient progression of the Town Council through the meeting agenda,
and to maintain a clear distinction between the staff presentation and recommendation
versus individual Councilmember opinions, during the staff presentation,
Councilmembers shall not be permitted to use the Town’s technological infrastructure
to broadcast printed materials on a display screen to the Town Council or public,
except for responding during the discussion period for an agendized item. This
prohibition also precludes Councilmembers from drafting and/or submitting
communication regarding an agendized item to the Town Clerk or Town Manager for
inclusion in the agenda packet for a meeting at which the Councilmember will be
absent.

Correspondence pertaining to an agenda item received after the agenda packet has
been distributed, but two hours prior to meeting time on a Town Council meeting day,
will be copied and presented to the Town Council and the public at the meeting, to the
extent possible.

Councilmembers shall refrain from circulating or causing to be circulated to more than
one (1) other Councilmember, any written or recorded information relating to any
agendized item before that item is publicly heard at a Town Council meeting, though
such information may be distributed during the discussion period for such item. The
only exception to this rule is for communication received by a Councilmember from
residents not serving on the Town Council, which may be forwarded to the Town Clerk
(without editorialization) for circulation to the rest of Town Council.
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Copies of materials distributed by staff and others at the meeting shall be made
available to members of the public as soon as possible. Changes and additions to staff
reports and correspondence received will be provided to Councilmembers before the
meeting and made available to the public at the meeting, when possible.

6.4 Agenda Posting

The Town Clerk shall post the Town Council meeting agenda, and supporting agenda
materials, at least 72 hours before a regular meeting, and at least 24 hours before a
special meeting via the following locations, which are freely accessible to members of
the public: Moraga Town Offices, Moraga Library, Commons Park, and Hacienda de
las Flores. The agenda will also be posted on the Town’s website. At the meeting, a
copy of the agenda will be available for public review.

The agenda packet will be delivered, no later than the Friday preceding each regular
meeting, to the Mayor and Councilmembers, and made available to the public
consistent with the requirements of the Brown Act. The agenda shall specify the time
and location of the meeting and contain a brief general description of each item of
business to be transacted or discussed at the meeting, including items to be discussed
in closed session.

. PUBLIC PARTICIPATION

7.1 Safety and Order

When the Town Council is in session, all persons present must preserve safety and
order, and should strive to conform their conduct civilly. Members of the public should
sit in the audience seating area, unless addressing the Town Council or entering or
leaving the Council Chamber, should not block the aisles with personal belongings,
and should silence audible equipment (including all electronic devices). Members of
the public may not, except when testifying on or participating in an agenda item, enter
the open area directly in front of the dais or speak from the audience.

The audience should refrain from conduct which is disruptive to the meeting, including:
clapping, booing, cheering, jeering, etc.

Any person who disrupts the meeting shall be called to order by the presiding officer.
Disruption shall include, but not be limited to, speaking without being recognized by
the presiding officer, clapping, booing, cheering, jeering, interrupting a speaker with
the floor, yelling, physically assaulting another person (or threatening to do so), inciting
others to disruptive conduct, and/or blocking the audience or camera view of the
proceedings. If disruptive conduct continues, the presiding officer, may request:

1) Restraint and civil behavior from all members of the public;
2) a short break in the proceedings; or,

3) Remove a member of the public from the Council Chambers if the person
continues to disrupt the proceedings, as defined in Government Code
54957.95 and after being warned, and after consulting with the Town
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Attorney, the Sergeant at Arms will remove the person from the Council
Chambers.

7.2 Addressing Town Council

No person may address the Town Council without the permission of the presiding
officer or a majority of the quorum. A person addressing the Town Council will be
asked, but not required, to complete a speaker card providing his/her name and
community of residence in writing, as well as orally, for the record at the beginning of
their comments. Each person addressing the Town Council shall do so from the
podium, speaking into the microphone. Members of the public shall address only the
Town Council, and not the audience or staff. A Councilmember, through and at the
discretion of the presiding officer, may request staff to answer questions or address
issues raised.

7.2.1 Public Comments

During the “Public Comments and Suggestions” portion of the meeting, any person
may address the Town Council on an item that is not otherwise on the agenda.

7.2.2 Councilmember Questions

Following the remarks of each speaker on an agendized item, Councilmembers,
through and at the discretion of the presiding officer, shall have the opportunity to
question the speaker. However, Councilmembers shall not comment or question a
speaker about an item that is not on the meeting agenda.

7.2.3 Speaking Time Limits

In general, public participants are encouraged to limit their comments to three (3)
minutes. The presiding officer may impose strict time limits (including reduced time
limits) on persons addressing the Town Council when appropriate and in the spirit
of permitting all present an opportunity to address the Town Council.

7.3 Speakers’ Conduct

Statements by a member of the public shall be related to the agenda item at hand,
except during the “Public Comments and Suggestions” segment of the meeting. No
person shall use loud, profane, threatening, or personally abusive language, or
engage in any other disorderly conduct so as to disrupt, disturb, or otherwise impede
the orderly conduct of any Town Council meeting. Persons who violate this rule may
be barred from attendance for the remainder of the Town Council meeting, provided
that the presiding officer has notified the person to conduct themselves in a manner
consistent with this provision, and warned the person that they will be removed if they
continue to disrupt the Town Council meeting. If after notification and warning the
person persists in disrupting the meeting the presiding officer, after consulting with the
Town Attorney, may order the person to leave the Town Council meeting. If the person
does not remove themself, the presiding officer, after consulting with the Town
Attorney, may request the Sergeant at Arms remove the person from the Council
Chambers.
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7.4 Written Communication

Town Council will consider any written communication submitted at least 24 hours
prior to the Town Council meeting. Correspondence received sufficiently in advance
of a meeting, including communications relating to a specific matter on the Town
Council meeting agenda, will be handled as described in Section 6.3.

. PUBLIC HEARINGS

8.1 Ex Parte Communication

When required by State law for land use and/or other applicable agenda items that
involve a public hearing, the presiding officer shall first ask all Councilmembers to
disclose on the record any material communication (e.g., email, other written
correspondence, conversations, and site visits) that they had outside the public
hearing that relate to the subject matter. Councilmembers shall identify with whom
they had such communication, general nature of the communication, and if a site visit
was conducted.

8.2 Procedures

Presentations at public hearings shall normally be in the following order:

8.2.1 Item Announced by Presiding Officer

The presiding officer will also request information with respect to possible Ex Parte
Communications.

8.2.2 Presiding Officer Reviews Order of Procedure

8.2.3 Staff Summarizes Issue

8.2.4 Councilmembers Ask Questions of Staff

This is for the purpose of eliciting information relevant or useful to the Town
Council’'s determination of the item at hand.

8.2.5 Presiding Officer Opens the Public Hearing

The purpose of this portion of the public hearing is to provide an opportunity for
persons interested in the subject to share their views, ask questions, as well as
testify in support of or opposition to the matter being heard. The order of testimony
shall be as follows:

A. Applicant, and/or appellant, where appropriate, presents arguments in favor of
application or appeal.

B. Statements from persons desiring to speak in support of or opposition to the
application or appeal.

C. Applicant and/or appellant offers concluding remarks.
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D. Questions from the Town Council to applicant and/or appellant, and (where
appropriate) to the opponent(s) to the application or appeal.

E. Subject to the discretion of the presiding officer, Councilmembers may ask
questions of speakers for clarification during the public testimony portion and
during deliberations.

8.2.6 Presiding Officer Closes Public Hearing

Following the public portion of the hearing, the presiding officer shall declare the
public portion of the meeting closed.

8.2.7 Council Deliberates

After the presiding officer has closed the public comment period, the matter shall
be taken up by the Town Council. Each Councilmember shall be given an
opportunity to speak to the subject. When Town Council discussion is concluded,
the Town Council shall proceed to make a decision.

8.2.8 Council Action

The Town Council may, at this time, continue a matter to a specific future date to
obtain additional information. Continuing a public hearing to a specific date does
not require additional notice. When Town Council discussion is concluded, the
Town Council shall make its decision and vote on the item making findings of fact
as required by law.

8.3 Absence During Public Hearing

A Councilmember otherwise qualified to vote may not vote on a matter if the
Councilmember was absent from all or part of the public hearing on the matter, unless
the Councilmember both: (1) reviews the minutes and the staff report or views/listens
to the taping of the entire portion of the hearing they missed, if the minutes are not
available; and (2) reviews all physical and written evidence introduced at the hearing
before the meeting at which the decision is to be rendered.

. MEETING RULES OF CONDUCT

9.1 Presiding Officer

The Mayor, or Vice Mayor, if the Mayor is absent or unavailable, shall act as the
presiding officer and shall preside and call the meeting to order at the hour appointed.
In the absence of both, the meeting shall be called to order by the Town Clerk and
those Councilmembers present shall proceed to elect a temporary presiding officer.
The presiding officer may move, second, and debate from the chair, and shall not be
deprived of any rights and privileges of a Councilmember. The presiding officer is
responsible for maintaining order during the meeting and for facilitating efficient
progression through the meeting agenda by avoiding unnecessarily cumulative or
repetitive debate and the presentation of irrelevant matter.
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9.2 Actions Limited to Posted Agenda

The Town Council shall not take action on any item not appearing on the posted
meeting agenda except when there is an emergency, there is a need for immediate
action, and/or the item was posted for a prior meeting less than five (5) days before
and was continued, as prescribed more fully in State Government Code Section
54954 .2.

9.3 Continuance of an ltem

A meeting agenda item may be continued by the Town Council via receiving a majority
vote.

9.4 Standards of Decorum

Procedurally, when a meeting agenda item is addressed, the presiding officer shall
first ask for a staff presentation. The presiding officer shall then ask for clarifying
questions from Councilmembers of staff for the purpose of eliciting information
relevant or useful to the Town Council’s determination of the item. After that, the Town
Council shall receive public comment. After public comment, the presiding officer shall
close the public comment portion and open the item for discussion by the Town
Council.

The following additional standards of decorum shall apply during every meeting:

9.4.1 Town Council

While the Town Council is in session, Councilmembers will preserve order and
decorum, and will not (by conversation or otherwise) delay or interrupt the
proceedings or the peace of the Town Council meeting, nor disturb another
Councilmember while speaking, or refuse to obey the requests and/or orders of
the presiding officer.

9.4.2 Use of Electronic Devices

While the Town Council is in session, to satisfy due process requirements,
Councilmembers shall give their full attention to the proceedings. Councilmembers
are permitted to use laptop computers and other electronic devices, such as
tablets/iPads, while the Town Council is in session. However, electronic devices
may not be used while the Town Council is in session to communicate with other
Councilmembers, staff, residents, and/or other interested parties regarding any
item on the Town Council meeting agenda.

9.4.3 Staff Members

Staff members will observe the same rules of order and decorum applicable to the
Town Council.
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9.5 Debate

9.5.1 Right to the Floor

Each Councilmember desiring to speak on a meeting agenda item will refrain from
doing so until they gain recognition by the presiding officer and is given the floor,
at which time they will confine themselves to the question under debate. The
presiding officer shall have the discretion, unless overruled by a majority vote of
the Town Council present, to terminate a Councilmember’s right to the floor, upon
the presiding officer's determination that doing so is reasonably necessary to
enforce the protocols set forth herein.

9.5.2 Interruptions

A Councilmember, once recognized, shall not be interrupted when speaking except
to be called to order by the presiding officer, unless a point of order has been raised
by another Councilmember or unless the speaker chooses to yield to a question
by another Councilmember. If a Councilmember, while speaking, is called to order,
the Councilmember shall cease speaking until the question of order is determined.
If determined to be in order, the Councilmember shall be permitted to proceed.

9.5.3 Points of Order

The presiding officer will determine all points of order subject to the right of any
Councilmember to appeal to the Town Council. If an appeal is taken, the question
will be, “Will the decision of the presiding officer be sustained?” A majority vote of
Town Council conclusively determines the question of order.

9.5.4 Result of a Vote

The presiding officer shall announce the result of the vote. A roll call vote shall be
taken upon the request of any Councilmember or as legally required. No action
shall be taken by secret ballot.

9.5.5 Appeals

Any ruling of the presiding officer may be appealed at the request of a
Councilmember. The presiding officer shall call for a roll call vote to determine if
the ruling is upheld.

9.5.6 Precedence of Motions

When a motion is before the Town Council, no other motion shall be entertained
except:

a) Motion to Amend

A motion to amend, which modifies the original motion, is in order but is
debatable only if it has been accepted by both the maker and seconder of the
motion. Amendments are voted on first. The main motion vote is last. A motion
may be amended more than once with each amendment being voted on
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d)

separately. There shall only be one (1) amending motion on the floor at any one
time.

Substitute Motions

A substitute motion is for the purpose of taking out the main motion altogether
and replacing it with a new and different motion. A substitute motion must be
voted on before an amendment of the main motion. If the substitute motion is
adopted the main motion dies, so does any amendment of the main motion.

Motion to Postpone

A motion to postpone to a definite time is subject to debate and amendment as
it relates to propriety of the postponement and time set. A motion to postpone
a public hearing must set a definite date for the hearing. If a motion to postpone
indefinitely is adopted, the agenda item shall be carried forward by the Town
Clerk.

Motion to Table

A motion to table is not debatable and not subject to amendment. The purpose
of a motion to table is to suspend the item for an indefinite time. If the agenda
has been adopted, the motion to table should include a motion to amend the
meeting agenda. If a motion to table passes, consideration of the matter during
the same meeting may be resumed only upon the motion of a member voting
with the majority on the motion to table.

Motion to Close Debate

When a motion to close debate is made and seconded, there shall be no further
debate except on whether to close debate. If the question carries, the presiding
officer shall put pending amendments to a vote without debate in the inverse
order.of their introduction before putting the main question. If the question is
decided negatively, the main question and its amendments remain before the
Town Council.

9.5.7 Motions Not Subject to Debate

All motions are debatable except for the following, which shall be put to an
immediate vote:

A.
B.
C.
D.

Motion to adjourn, which requires a simple majority.

Motion to recess, which requires a simple majority.

Motion to table, which requires a simple maijority.

Motion to limit debate (“I move the question” or “I move to limit debate of this

item to __ minutes”).
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9.5.8 Reconsideration

Providing that no intervening rights will be prejudiced, a Councilmember who voted
with the majority on that question may move the reconsideration of that question
at the same meeting in which the original decision was made or at the next
following meeting. After a motion for reconsideration is acted upon, no other similar
motion regarding the same matter at the same meeting may succeed without
unanimous consent.

9.5.9 Conflict of Interest and Bias

A conflict of interest, or even the appearance of a conflict of interest, can diminish
the public’s confidence in the integrity of the governmental process. Therefore, a
Councilmember who has a conflict of interest under the Political Reform Act or
State Government Code §1090 et seq., may not participate in the meeting agenda
item causing the conflict, unless an exception to the conflict exists which allows
participation. Councilmembers should contact the Town Attorney for advice if a
potential conflict of interest may exist, or if there is a question as to whether or not
their participation in a particular agenda item is appropriate.

9.5.10 Protests

Following the success of a motion carried by the majority of the Town Council, a
dissenting Councilmember shall have the right to enter into the public record any
additional reasons for dissent or protests against the motion which the
Councilmember was precluded from articulating during debate on the motion. The
presiding officer has the discretion to limit a Councilmember’s entry into the public
record of reasons for dissent or protests against any motion carried by the majority
when reasonably necessary to facilitate the efficient progression through the
meeting agenda by avoiding unnecessarily cumulative or repetitive statements and
the presentation of irrelevant matter.

9.5.11 Voting

At least three (3) affirmative votes are required to enact an ordinance, adopt a
resolution, approve a motion granting a franchise or authorizing the payment or
expenditure of money or incurring of a debt, amend these protocols, or place a new
matter on a future agenda. Some actions, such as the passage of an urgency
ordinance or adoption of a resolution of necessity, require an affirmative vote of a
super-majority of the total Town Council (4/5).The majority of the quorum present
at a meeting is required to adopt other motions, except as otherwise indicated
herein. A "majority" refers to a majority of the quorum present.

Every ordinance shall be adopted by a roll call vote. All other matters may be
referred to a voice vote, unless a roll call is requested by a councilmember or is
required by law. On all matters for which a voice vote is authorized, the presiding
officer may ask for "all those in favor?", or words of similar import. The presiding
officer shall then request for “all those opposed?" The presiding officer shall report
out the results of the vote, and the name of those Councilmembers who opposed
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the item. If a Councilmember objects to the procedure, a roll call vote shall be called
in the normal manner with the “ayes” and “noes” recorded in the minutes.

9.5.12 Division of the Question

If a matter properly put before the Town Council contains two (2) or more separable
propositions, a Counciimember may, with the consent of one other
Councilmember, divide the question into its separable parts for consideration.
Separable propositions shall mean two separate questions or issues which if acted
on together might create ambiguity as to the effect of the vote, and which if acted
on separately, contain two or more separate issues or questions.

10. ADMINISTRATIVE MATTERS

10.1 Correspondence

10.1.1 Electronic Correspondence

Councilmembers shall use communication accounts issued to them by the Town
for all email correspondence regarding Town business. Councilmembers shall not
use accounts issued to them by the Town for personal correspondence.
Councilmembers may elect to forward (without editorialization) copies of emails
they receive from non-Councilmember residents to the Town Clerk, who will
include such emails in the staff reports for relevant Agenda items as set forth in
Section 6.3.

10.1.2 Other Correspondence

Written correspondence received by a Councilmember at the Town offices by
postal service, personal delivery, and/or messenger service will be opened by staff
and handled consistent with the Town Records Retention Program, which may
require the Town to retain a copy. Councilmembers may elect to forward copies of
written correspondence they receive to the Town Clerk, who will include such
correspondence in Town Council meeting reports for relevant meeting agenda
items.

10.2 Communication with the Public

Councilmembers shall be clear in all their communication with members of the public
and media that the opinions and positions they convey are their own individual
positions, and whether they have been authorized by the Town Council to speak for
the Town Council as a whole on any topic of discussion.

The Town Council recognizes that there are inherent risks associated with the wide
dissemination of information posted on social media platforms (e.g., Facebook,
Nextdoor, Twitter, etc.) and the fact that Councilmembers do not have the ability to
ensure their posts on social media platforms are understood by everyone in the
manner in which they were originally intended to be understood. Given these risks,
Councilmembers are encouraged to limit their posts on social media platforms
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regarding issues that may come before the Town Council to providing relevant
logistical or factual information pertaining to such issues.

10.3 Relations with Staff

In compliance with Municipal Code Section 2.08.080, the Town Council interfaces with
staff only through the Town Manager, except for simple factual and logistical inquiries
and routine communications which do not involve requesting action. These
communications should normally be in written format, and the Councilmember shall
copy the Town Manager or otherwise ensure the Town Manager is informed.

Neither the Town Council as a whole, nor individual Councilmembers, shall give orders
or instructions to subordinates of the Town Manager. The Town Manager shall take
orders and instructions from Town Council as a whole, and only when Town Council
is sitting in a duly convened public meeting.

11. FAILURE TO OBSERVE PROTOCOLS

These protocols, along with state law and the Moraga Municipal Code, govern the conduct
of Councilmembers in general, and their conduct at public meetings in particular. These
protocols are intended to expedite the transaction of Town Council business in an orderly
fashion and are deemed to be procedural only. Failure to strictly observe these protocols
shall not affect the overall jurisdiction of the Town Council or invalidate any action taken
at a meeting that otherwise conforms to law.

For the purpose of maintaining order of Town Council meetings, the Chief of Police, or
such member or members of the Police Department as they may designate, shall serve
as Sergeant at Arms of the Town Council, and shall carry out all orders given by the
presiding officer through legal advice provided by the Town Attorney. Any Councilmember
may move to require the presiding officer to enforce the protocols, and the affirmative vote
of a majority of the Town Council shall require them to do so.

Each Councilmember is responsible for adhering to these protocols, and violations of
these protocols should be addressed by the Town Council as a whole.

12. AMENDMENT OR SUSPENSION OF THESE PROTOCOLS

12.1 Amendment of Protocols

These protocols may be amended by an affirmative vote of at least three (3)
Councilmembers, except as follows:

Where a provision of these protocols requires action by a specific affirmative vote
which is greater than three (3) Town Councilmembers, then an amendment to that
provision requires the same vote required for that provision.
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12.2 Suspension of Protocols

Any provision of these protocols not required by California State law or the Moraga
Municipal Code may be temporarily suspended by a vote of at least three (3)

Councilmembers.
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MORAGA MUNICIPAL CODE
CHAPTER 2.08 - TOWN MANAGER

2.08.070 - Powers and duties.

e The town manager is the administrative head of the government of the town, subject to the
direction and control of the town council. He or she is responsible for the efficient administration
of all the affairs of the town which are under his or her control. In addition to his or her general
powers as administrative head and not as a limitation on them, the town manager shall:

A. Enforce the laws and ordinances of the town and see that the franchises, contracts, permits
and privileges granted by the council are faithfully observed;

B. Control, order and give directions to all heads of departments and to subordinate officers and
employees of the town who are subject to removal by him or her;

C. Appoint, remove, promote and demote each officer and employee of the town, excepting the
town attorney, town auditor and town treasurer, subject to personnel ordinances, rules and
regulations;

D. Conduct studies and effect such administrative reorganization of offices, positions and units
under his direction as are in the interest of efficient, effective and economical conduct of the
town's business;

E. Recommend to the council for adoption such measures and ordinances as he or she considers
necessary;

F. Attend all meetings of the council unless he or she is excused by the mayor individually or the
council, except when his or her removal is under consideration;

G. Keep the council advised at all times as to the financial condition and needs of the town;

H. Prepare and submit the proposed annual budget and the proposed annual salary plan to the
council for its approval;

I. See that no expenditures are submitted or recommended to the council except on approval of
the town manager or his or her authorized representative. The town manager or his or her
authorized representative is responsible for the purchase of all supplies for all the departments
and divisions of the town;

J. Make investigations into the affairs of the town and each department and division of it and
each contract and its proper performance by the town. The town manager shall investigate all
complaints of matters concerning the administration of the town government and of the service
maintained by public utilities in the town;



K. Exercise general supervision over all public buildings, public parks and all other public
property under the control and jurisdiction of the council;

L. Perform such other duties and exercise such other powers as the town council delegates to
him or her from time to time.

(Prior code § 2-107)
e 2.08.080 - Council-manager relations.

e Each member of the town council shall deal with the administrative services of the town
through the town manager, except for purposes of inquiry. Neither the council nor a member of
the council shall give orders or instructions to subordinates of the town manager. The town
manager shall take his or her orders and instructions from the council only when the council is
sitting in a duly convened meeting and no individual councilman shall give orders or instructions
to the town manager.

(Prior code § 2-108)

e 2.08.090 - Departmental cooperation.

Each subordinate officer and the town clerk, town auditor, town treasurer and the town attorney
shall assist the town manager in administering the affairs of the town efficiently, economically

and harmoniously.

(Prior code § 2-109)
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A Key Ingredient for Success: An Effective City Council/City Manager Relationship

Kevin C. Duggan
ICMA West Coast Regional Director
International City/County Management Association

Introduction

Mayors and councilmembers need to have effective working relationships with a
number of key audiences in order to successfully undertake their responsibilities. These
audiences include citizens/voters, community groups, the press, other governmental
agencies, other elected officials, nonprofit organizations and many more. However,
critical to a successful and satisfying career on the city council in a city council/city
manager form of government is a successful and effective working relationship with the
city manager. This article suggests the necessary ingredients for a mutually successful
council/manager working relationship.

The City Council/City Manager Form of Local Government:

The "Council/Manager Form of Government" is designed for the elected city council to
set policy direction as the direct representatives of the community with the city
manager providing the professional expertise to manage the organization and carry out
the council's direction. Policy direction is provided in a variety of ways, including
through local laws/ordinances, planning policies (general plan and zoning), financial
policies, the annual budget and capital improvement plan, the adoption of city council
policies and through numerous other program directives.

The city manager is responsible for carrying out the council's policy direction through
the day-to-day management of city functions, including the oversight of city operating
departments. Key tasks associated with this role include the hiring and supervision of
department heads, the recommendation and implementation of the annual budget and
the assurance of quality service delivery. This form of government is predicated on
the philosophy that elected representatives are better able to make community value
judgments on behalf of residents and translate these values into policy direction—the
"what" in city government. It is also based on the belief that professional staff are best
able to determine the "how" of implementing policies and delivering day-to-day
services due to their experience and training. Since both roles are closely related, it is
the city manager's responsibility to coordinate between both realms to assure the
effective delivery of services consistent with city council direction.

This is often referred to as the policy/administration dichotomy (the separation of these
responsibilities) —which, oftentimes, has a good deal of "gray" on the boundaries.
When it works most effectively, the elected officials focus on big picture of policy



development and minimize their role relating to administrative implementation while
the staff works to avoid an undue influence on policy development while focusing on
policy implementation and service delivery. While the line between the two can
become blurred, the city council/city manager system is subject to failure if the line is
disregarded.

If the city council and the city manager have an effective and mutually supportive
working relationship, the likelihood of the policy and administrative roles being
effectively coordinated increases significantly, resulting in a more successful city

governance and management.

Among the issues to consider in trying to establish the best possible city council/city
manager working relationship are the following:

e  The relationship cannot be taken for granted and requires attention and work to
establish and maintain. If not diligently pursued, it will not be accomplished.

*  The work of city councils is not easy! Not only do you confront the typical
challenges of group decision-making, but the "group" in this case may not have a
great deal in common. Also, the issues can be weighty and controversial. The
decision-making is also done in public, often on TV or the Web, scrutinized by the
public and press, and anyone can join in on the deliberations.

*  Among the factors that can get in the way of an effective relationship include:

— Not understanding/appreciating/respecting each other's roles.
— Differing philosophies.
— Differing personalities.

—  Challenging issues.

—  External pressures from the media, community groups, employee
organizations, etc.

e  Fully appreciate that you need to establish a good working relationship with your
fellow councilmembers and the city manager in order to maximize:

—  Organizational performance.
—  Organizational reputation.

— Value to the community.



—  Personal reputation.
— Community pride and confidence.

* Don't underestimate how important it is to a city manager to have a good working
relationship with the city council. It has been reported that the relationship with
the city council is the primary factor impacting a city manager's job satisfaction.

Among the reasons for this are the following;:

—  City councils are the source of formal performance feedback. Like almost
everyone, positive feedback from supervisor(s) is very important.

—  City councils control the city manager's job security.
—  City councils determine the city manager's compensation.
—  City councils establish the city manager's "parameters of success."

—  City council support for the city manager, particularly during tough times, is
of tremendous value.

Recommended Practices:

So while the stakes are high and the challenges significant, there are a variety of "best
practices" and techniques that can improve the odds of your individual success as a
mayor or councilmember, as well as the success of the city council and city as a whole.

The following are offered as ideas to consider in your efforts to establish and maintain a
strong and effective working relationship with your city manager:

*  Recognize that you are now "different" than before you were elected (and more
than you may realize):

You are now viewed as a community/city leader and what you do and say can
have a much greater impact. Your comments will now be viewed as representing
"the city." What you do and say will also be more closely scrutinized. You should
be aware that the city staff will view you much differently now that you are one of
the organization's leaders. Even an offhand comment can be viewed as a directive
for action. So even though you may not view yourself any differently than before
you were elected, don't underestimate to what degree others are viewing you
differently.



Understand and respect the city council/city manager plan of governance:

It is critical for you to understand why your city is organized under this plan of
governance and how it should operate. It is important to understand and
appreciate- ate the distinction between policymaking and implementation and the
different roles played by individual councilmembers, the city council as a whole,
the city manager and the city staff.

Allow time for you and the city manager to get to know each other and develop
a working relationship:

Try not to overly rely on what you have heard from others regarding what it will
be like to work with the manager —others' views may or may not be accurate.
Most city managers understand the need to work very hard to adjust to the issues,
concerns and priorities of the new city council. Try to be open-minded to your
ability to establish a productive and effective working relationship with the
manager.

City managers will do their best to carry out the policy direction of the city
council (even when there is a major change in policy direction):

Professional city managers are committed to carry out the policy direction of the
city council regardless if they personally agree or disagree with the policy as long
as what they are asked to implement is:

— Legal.
—  Ethical.
—  Within their/the city's authority.

It is often misunderstood that when a city manager effectively implements a city
council's policy, the manager personally agrees with the policy or can only
implement city services consistent with that policy. City managers can change the
organization's approach to an issue as may be directed by a new city council.
Avoid overly associating the city manager with the policies that the city has
previously implemented at the direction of the previous council.

Take your role seriously, but not yourself:
This common advice is particularly important for mayors and councilmembers.
While you are doing important and serious work on behalf of the community, you

will do it better and more effectively if you keep the normal "ups and downs" and
"wins and losses" in perspective. You were elected to make tough decisions on
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oftentimes controversial issues. It's a given that you will be criticized and there
will be those who vehemently disagree with your decisions. That is unavoidable.
Develop a thick skin and do your best to not take personally the conflicts and
disagreements that are a normal part of your new role. If you don't develop a
thick skin, you will overreact to criticism.

Additionally, you are now part of an organization and will be blamed/criticized
for the actions of the organization that you had nothing to do with. That is the
reality of your new role and you should keep that in mind.

And remember, the city manager is not always to blame when things go wrong,
though he/she should take appropriate responsibility for the organization's
actions. It can be easy to focus your frustration on the city manager. You will be
happier and more effective if you can experience the normal "ups and downs" of
city life without needing to always find someone at fault.

Whatever the issue or encounter, try not to take it personally. Try to keep personal
likes and dislikes out of the equation. Your fellow councilmembers and the city
manager are not your family or personal friends; they are your "professional
colleagues," and you need to work effectively with them even if you would not
select them as friends.

Lastly, always "live to fight another day." There are always future issues to decide;
focus on those versus the votes already taken. And always remember not to burn
bridges due to a difficult defeat; you will need those "bridges" for future votes!

Appreciate the legitimate difference between the "community perspective" and
the "professional/technical” perspective:

While you will primarily view issues from your perspective as a resident/citizen in
a manner similar to the other residents of the community, the city staff will often
have a more "technical/professional” perspective. What might make a great deal of
sense to the staff looking at an issue from a purely "business" point of view may not
be the right answer based on community perspectives and values. While the city
manager will do his or her best to bridge the gap between the two points of view, it
is very helpful for councilmembers to understand that while the staff should be
sensitive to community values, they will often raise issues based on their
professional training that can differ from a purely community values point of view.
An appreciation for these varied perspectives is critical to the council-staff
relationship. That does not mean the one perspective is "right" while the other is
"wrong'"; but both parties should try to understand and appreciate the views of the
other.



Don't fall into the trap of feeling you are VERY special:

While being elected to a city council is an honor bestowed upon you by the voters,
keep that "honor" in perspective. Citizens view electing you as showing trust in
your judgment in representing their interests in community decision-making.
They did not elect you because they felt you were personally deserving of special
rights and privileges. Don't expect the city manager or staff to be able to assist you
in ways outside your formal role on the city council. By and large, they will be
required to treat you just the same as any other citizen on matters outside the
realm of your official duties. Any compensation and "perks" of office should be
visible and public.

Professional city managers will not "play favorites":

Professional city managers will strive to have a positive working relationship with
all the members of the city council regardless of personality, philosophy or
positions on specific issues. They will also not let personal likes or dislikes affect
how he or she interacts with councilmembers, and you should not expect the
manager to act otherwise.

It is critical to city managers to have clear policy direction:

The city manager and the city organization cannot carry out the policy direction of
the city council if that direction is not clearly established. The clearer the direction,
the more effectively the manager and staff can implement. Even when the council
is split on an issue, the majority's will needs to be clearly stated. The manager
should seek clarification from the city council when necessary.

Be sensitive to the need for city managers to sometimes tell you "what you don't
want to hear":

One of the least favorite tasks for a city manager is to tell an individual council-
member or the council as a whole something they don't want to hear. This could
range from a mistake the organization has made to informing a councilmember
that something they want done (or want to do) cannot be done or is not
appropriate. While city managers try to be as flexible as possible in meeting the
needs of the city council, you will not be well served by a manager who will not
tell you when something is not appropriate or cannot be achieved simply to avoid
appearing uncooperative. While the manager needs to be clear why the request
cannot be fulfilled, it is very helpful for you to understand that the manager has a
professional obligation to give you advice contrary to what you would like to hear
when he/she is so required.



Why managers can't always do what you want them to do:

The manager can often be confronted with a situation of an individual council-
member wanting something done that is not consistent with the wishes of the city
council. The manager needs to respond to the direction of the city council as a
whole. While managers try to be as responsive as possible to the needs/desires of
individual members, on matters of any consequence, the direction of the city
council will often be required.

Take your role to evaluate your city manager's performance seriously:

Like any other employee, the city manager benefits from regular and thoughtful
performance evaluations. Performance evaluations are an important
communication tool between the manager and council. Working for multiple
individuals is challenging enough without clear and consistent feedback on
performance. At least annual evaluations should be conducted. This provides the
opportunity to communicate how the council views the manager's performance,
including areas of strength and areas for potential additional emphasis. This is
also the only opportunity for the council as a whole to provide this input in
private. Also, due to the inherent challenge of multiple individuals attempting to
evaluate an individual who works for them as a group, the use of a consultant to
facilitate the evaluation can be very helpful. If done right, evaluations can be a
very valuable communication mechanism for the council and manager.

Tolerance for organizational imperfection (mistakes!):

While no one likes mistakes, they are unavoidable in the context of organizational
life. Cities are complex organizations dealing with a wide variety of services with
unique and sometimes challenging clientele. It is not a matter of whether mistakes
will be made, but when. It is critical as a leader of your city that you react to
mistakes appropriately. While mistakes should be avoided to the greatest extent
possible, overreacting can cause further damage. You should expect that mistakes
will be addressed promptly, fully disclosed and that steps will be taken to avoid
repeating the same mistakes again. You will need to trust the manager to follow
up and effectively address the situation when organizational miscues occur. Have
high expectations but recognize that mistakes will occur, even in the best
organizations, and try not to overreact when they do.

Support of reasonable risk-taking:

High-performing organizations will occasionally need to take "reasonable risks" in
order to achieve community objectives. Sometimes these endeavors will not be
successful. However, organizations that avoid ANY unnecessary risk are not
likely to accomplish a great deal. While city councils need to be informed and
concur that the risk being taken is reasonable for the potential benefit being
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gained, councils should also be understanding that projects and initiatives that
have inherent unknowns may not always turn out as hoped. Intolerance for any



mistakes/risk will breed an overly conservative organization and will stifle
creativity and flexibility and the benefits these values can bring.

Try to focus feedback on service quality, not individuals:

An ongoing challenge is the difficulty of reconciling the ultimate responsibility of
the city council for city service quality versus the need to avoid interfering in the
daily management of the organization. It is much better for the city council to
communicate service level or quality concerns to the city manager versus
performance judgments regarding individual staff members. It is particularly
inappropriate for individual members or the council as a whole to try to direct the
manager to hire, fire, or promote members of the city staff.

Don't expect managers to take sides in councilmember disputes:

Regardless of how they may personally feel, most city managers will avoid, at all
costs, "taking sides" in disputes between councilmembers. While on occasion the
manager might try to help reconcile councilmembers, don't expect the manager to
take your side in a dispute with a fellow member. Even if they may agree with
you, most managers will avoid taking part in public or private criticism of council-
members unless professionally required to do so in extreme cases.

Don't jump to conclusions regarding citizen/customer feedback:

While it is your responsibility to be available to listen to citizen and customer
feedback regarding the city organization, be careful not to jump to conclusions
based on what you are told. Oftentimes an individual may sound completely
sincere and credible while providing you an inaccurate account of their experience
with the city organization. It is best to not jump to conclusions, one way or the
other, until the manager is able to provide you a response to the concern. It is
embarrassing to criticize staff for poor performance only to find out that the
information you relied on was not accurate. At the same time, the manager needs
to not be overly defensive regarding staff performance until he or she also has
heard "both sides of the story."

Don't expect the manager to exercise "political leadership":

While managers are inherently leaders of their organizations and, to varying
degrees, in their communities, their role is not to be political leaders. That is, it is
not intended for the manager to be "out front" on community policy issues. Some-
times city councils want managers to take leadership (advocate publicly) on
controversial issues to avoid potential political consequences to themselves. While
tempting, this is contrary to the intent of the council/manager form of government
under which the elected officials are to take the lead on purely policy matters.
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Disagree with the recommendation/don't attack the "messenger":

When dealing with a difficult issue at a council meeting, it can be tempting to not
only disagree with the recommendation being presented, but also to challenge/
discredit the manager or staff member presenting the recommendation. The best
practice is to focus your comments on the recommendation, not the individual.
Having a policy discussion devolve into a personal attack is uncomfortable and
embarrassing to everyone involved. Even if you are frustrated by the
recommendation, it is poor form to attack the presenter. If you do have concerns
regarding how a recommendation was developed or presented, that should be
provided privately to the manager.

P.S.: Don't play "stump the staff" by trying to ask questions at the meeting that you
think staff will have difficulty answering on the spot. It doesn't really make you
look smarter, nor is it helpful to the deliberations to ask a question that cannot be
answered. While staff members should work diligently to anticipate questions, it
is not possible to anticipate all possible questions. If you really want the answer,
get the question answered before the meeting or provide a heads up regarding
what you will be asking.

Conduct yourself at council meetings in a professional/businesslike manner:

Even on very controversial topics with greatly varying opinions, the council
deliberation can be and should be "businesslike" and professional. While it may be
more entertaining (possibly from a reality TV perspective) to see councilmembers
and citizens yelling and having temper tantrums, it gets in the way of thoughtful
deliberations and only tends to lower the respect for the council and city in the eyes
of your constituents.

Consider the use of council team-building and goal-setting workshops:

Recognizing the importance of both effective councilmember/councilmember and
council/city manager working relationships, often an investment of time in team-
building workshops is very worthwhile. These workshops allow for a thoughtful
conversation of working relationships outside the context of discussing specific
issues. These discussions can help create a better understanding of work styles
and perspectives.

Additionally, recognizing that clear direction and priorities are critical for effective

council/manager relations, goal-setting workshops can be very effective forums
for establishing city council and organizational priorities.
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Have a clear understanding with the manager of the type and frequency of
communication you prefer:

While a fundamental value of city managers is to provide regular and complete
information equally to each councilmember, councilmembers can vary significantly
regarding the type and frequency of contact with the manager they desire. While
the manager will use written reports in one form or another as a base line of
information to all the members, it is important for the manager to understand your
preference for how information should be communicated, including the frequency
of personal contact. While some members prefer regular "face-to-face" contact with
the city manager, others prefer less time-intensive information-sharing methods.
While sharing the same information among all councilmembers, it is helpful for
you and the manager to understand how much and what type of contact you
prefer.

Do your homework:

It takes time and effort to be a successful councilmember. It makes the manager's
and staff's job a lot easier if you have reviewed the reports and related materials
provided to you prior to the city council meeting. This facilitates efficient
meetings, accelerates decision-making and gives the impression that staff and
council are working well as a team. Additionally, it will avoid you appearing
unprepared to your fellow councilmembers, the staff and your constituents.

Trust above all:

As in all relationships, an effective city council/manager relationship must be based
on trust. Other potential obstacles such as differing personalities, styles,
philosophies, etc., can be overcome if there is mutual trust. Without trust, little else
will be successful. Both parties need to treat each other with respect and be truthful
and forthcoming in their dealings.

No Surprises:

Both the manager and council should do their best to make sure that important
information is not first learned from others. While in this age of instant
communication this is more difficult, and in some cases impossible, the parties
should do their best to make sure that noteworthy information to which they are
privy is not communicated to other organizational leaders by third parties
(particularly the media). The manager needs to work hard to make sure that the
council is not taken off guard while councilmembers should keep the city manager
in the loop as well. "Surprises" can have a very negative impact on the working
relationship in that it speaks directly to the trust issue.
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Work through the city manager to get things done:

While practice and philosophy can vary to some degree between cities, council-
members should generally work through the city manager to obtain action by staff.
Individual councilmembers are not authorized to direct staff, though routine
referral of citizen requests (or to simply request information) is sometimes
appropriate depending on local practice. Coordinating through the manager will
make sure the issue is sent to the right staff person for action and will allow the
manager to confirm timely follow-up. This also helps the manager stay informed
regarding issues of community concern.

Council/Mayor Role:

It is also important to make sure there is clarity between the council, the manager
and the mayor on respective roles. At times there can be a conflict between the
role the mayor views themselves as playing and the expectations of the remainder
of the council. It is difficult if the manager gets caught in a dispute over these
respective roles. In particular, how the city manager relates to the mayor versus
the other councilmembers needs to be clear.

Don't blame the manager or staff for carrying out the direction of the city
council:

The city manager and staff are required to faithfully carry out the direction of the

city council, regardless if they did or did not recommend it and regardless if some
councilmembers oppose it. Respect the staff for faithfully carrying out the will of

the council, whether or not you share the view of the council majority.

If the council/manager relationship is not going well:

If you or the council are having difficulty with the city manager, try your best to
resolve the issue. First of all, find an appropriate way to communicate the
concerns. The manager can't respond if he/she is not aware of the concern. As
noted earlier, try to obtain clear council consensus for the expectations for the
manager and communicate those expectations clearly. Try to be optimistic
regarding the possibility of the manager making adjustments to satisfy the
concerns of the council and give sufficient time to do so. Additionally, provide
the manager opportunities to respond to the feedback and communicate how
he/she will address the concerns.

If all else fails and there needs to be a "parting of the ways":

A forced separation of the manager is not a good experience for the council, the
manager or the city. It can be costly, controversial and can cast everyone in a
negative light. It can also erode citizen confidence in the city. Assuming all
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reasonable steps have been taken to avoid a forced transition and recognizing a
parting based on "irreconcilable differences" is always better than an "ugly,
contested divorce" (in an "ugly divorce," both parties end up looking bad), keep
the following in mind:

— Keep it professional.

— Don't unnecessarily damage the manager's reputation —it is not needed to
make a change.

— Provide a reasonable period of time for the manager to find another position
or provide reasonable severance —it takes time to find a manager's job.

— Remember, how you handle the transition of the current manager will have
an impact on the quality of the candidate pool for the next manager.

Summary/Concluding Thoughts:

An unstable council/manager relationship has negative consequences for the city
council, the manager, the organization and the community. A positive and mutually
supportive relationship will increase the odds of having a high-performing and
successful city. Councilmembers and the manager need to make creating, supporting
and sustaining the relationship a high priority. If made a high priority, the odds of
success are great.

Remember that your service on the city council is a unique honor that has been
bestowed on you by your fellow citizens. While it is often a challenge, with inherent
difficulties, someone needs to do it and your community has selected you for that
responsibility. You have been selected to serve in a professional and honorable manner,
during good times and bad. Your service on the city council will be over soon enough.
Conduct yourself in a manner that will allow you to look back with pride—not only for
what you accomplished, but also the way in which you conducted yourself (which will
likely be remembered the longest).

January 2017
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Decision quality

Decision quality (DQ) is the quality of a decision at the moment the decision is made, regardless of its
outcome. Decision quality concepts permit the assurance of both effectiveness and efficiency in analyzing
decision problems.[l] In that sense, decision quality can be seen as an extension to decision analysis.
Decision quality also describes the process that leads to a high-quality decision. Properly implemented, the
DQ process enables capturing maximum value in uncertain and complex scenarios.?]

Decision and outcome

Fundamental to all decision quality concepts is the distinction between the decision and its outcome.®!
They are different because of the uncertainties when making a choice—a high quality decision can still
result in a poor outcome, and vice versa. In the face of uncertainty, the decision maker only has control over
the decision, but no control over the outcome of external circumstances. Consequently, the outcome of a
decision does not allow an assessment about its quality. A decision has quality at the time it is made, which
is not changed by hindsight. Concepts of decision quality focus on measuring and improving the quality of
the decision at the time it is being made.

Elements

The confidence a decision maker has in its choice, and related to it the commitment a decision maker has to
act upon that choice, depends on the quality of the decision at the time of making the decision. A high-
quality decision is characterized by the following elements:

= A useful frame

Feasible and diverse alternatives
Meaningful and reliable information
Clear values, preferences, and trade-offs
Logically sound reasoning

Commitment to action

Quality in decision making requires quality in each of the elements listed above, and the overall quality of
the decision is limited by the weakest element. Decision quality is achieved when for each element the cost
to obtain additional information or insight to improve its quality exceeds the added value.

A variety of specific tools and processes exist to improve the quality of each element.

Framing


https://en.wikipedia.org/wiki/Main_Page
https://en.wikipedia.org/wiki/Decision_analysis

The first element to achieve decision quality is framing. Having the appropriate frame ensures the right
decision problem is addressed. Quality in framing is achieved when the decision makers have alignment on
purpose, perspective, and scope of the decision problem to be solved. It means the right people will work
the right problem the right way.

Options

A decision cannot be better than the best available alternative (or option if there is more than one). A wide
variety of approaches, tools, and methods exist to generate high quality options, ranging from systematic
search approaches to identify options to approaches that aim to creatively synthesize options. Quality in
options is achieved by applying a suitable options generation process, where the process itself leads to a
variety of feasible and diverse options, which are hybrid solutions of originally considered options that
combine their best features, and where for each options an understanding of its implementation exists.

Information

The quality of a decision depends on the quality of the information to inform the decision. Quality in
information is achieved when the information is meaningful and reliable, is based on appropriate data and
judgment, reflects properly all uncertainties, biases, intangibles, and interdependencies, and the limits to the
information are known. A wide variety of tools exist to improve the quality of the information used in the
decision problem.

Values and trade-offs

Quality in this element requires the identification of the right decision criteria and the definition of trade-off
rules among them. This necessitates at first the identification of all key stakeholders, and what each of them
values. Quality in this element of decision quality is characterized by transparent value metrics, a clear line
of sight of the primary metric, and explicit trade-off rules between key metrics.

Sound reasoning

This element is the domain of decision analysis, which aims to produce insight. Decision analysis provides
the logic and analytic tools to find the best choice in a complex situation, and should serve as a guide to
facilitate the conversation about the decision. A wide variety of tools, ranging from decisions trees, over
hierarchies to complex network models is available to match the decision problem. Quality in this element
is achieved when the value and uncertainty of each alternative is understood, and the best choice is clear.

Commitment to action

The quality of a decision also depends on the commitment to act upon the choice that is made. Quality in
this element is achieved by involving all key decision makers and stakeholders in an effective and efficient
decision making process. At the end of the process, quality is characterized by buy-in across all
stakeholders and an organization that is ready to take action and commit resources.

History and industry implementation
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Decision quality concepts were first developed in 1964, building on developments in statistical decision
theory and game theory by Professor Howard Raiffa of Harvard University, and dynamic probabilistic
systems by Professor Ronald A. Howard of Stanford University. First implementation of DA/DQ concepts
in a professional application is documented in Prof. Howard's paper "Decision Analysis: Applied Decision
Theory." published in 1966.41 Since then, decision analysis tools and decision quality concepts have been
adopted by many corporations to guide and improve their decisions.] Starting in 2014, the Society of
Decision Professionals is recognizing organizations that made DQ a core competency across the entire
organization with the Raiffa-Howard Award, presented annua]ly.[G] Beyond organization-wide
implementation, decision quality concepts can also be applied on multi-company projects.[7]

See also

Decision analysis
Decision engineering
Decision model
Decision theory
Decision tree
Decision support
Influence diagram
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