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Five Phases for Success

Counciladopts these Before they Once they First Successfully
policies so incumbents decide to run become a elected serving as an
facing challenger for council candidate elected official

dont feellike you are
taking sides.



City Council Adopts the
Process as THEIR Policy

|

d-b The Goal- avoid good transition processes becoming political

p
* Understand systems theoryand how itapplies.

* Adoptthe policies AFTERan election when no one is posturing for the next election and when you
can get fresh insights from candidates on what would have been helpful.

* Have staffmap outa process butthe councilmustgo deep on discussing and deliberating and
making it theirs.

* Help them move from politics to state cra ft.
* These policies are allabout putting love ofcommunity above love ofpower.

* These policies drive long term stabilty and sustainability which translates into social,economic,
AND political success.




Seek Honest Understanding to

Enhance Governance

- 4

r
S

How are What values How do we Who do we want Wha't prioritie s What.do we
Councﬂ' should we apply to improve? to be as individual are we united on? see differently?
dynamics? decison making? leaders?

X



Good Citizens Make
Good Elected Officials

d'b The goal- help everyone become better citizens.

Civic x Boards and Comm isions - they Annuallearning
Education ® x areyourfarm league - act like it Day forthose who
mightbe interested
e Civic Education forallemployees - e Annuallearning day forthose who in running before
make them ambassadors mightbe interested in serving they announce.
e Civic Education forallcitizens - an e Consideradvisory comm ittee before
informed citizenry helps them elect appointing with authority.
strongerelectedsand laya
foundation for their future service. e Adoptformalpolicies thatclearly

define roles and duties.
e (Citizen Academy forthose who are

interested in getting more involved e Appoint people who have been
in the community - how things engaged and mformed citizens.
work.

e Conductannualtraining academy.



Informed Candidates
Make Better Electeds

The Goal:Help candidates be more knowledgeable and betterprepared should they take office,and in so doing
make them feelwelcomed intothe process,notlike an outsider,especially iftheyare challenging an
incumbent. Those who feelwelcomed are less disruptive than those who feellike they are not welcome.

@® Candidate Orientation Documents Candidate Inquiries
e [cgalboundaries - openrecords,open meetings, e Budget,CIP, e Who should they ask.

politicalsigns,etc. Comprehensive Plan,

Org Chart, e One asks,allget the
e Form ofgovernment i1 form a tion

e How CC meetings are run e Calendarincluding

election dates,budget
e Big current issues (CIP,comprehensive planupdate,etc.) process,council offsites,

ccmeeting schedule,
e Introduction to top staffwith an overview ofbackgrounds

and ground rules forinquiries as a candidate and elected.

board and commissions
meeting schedules,etc.

e Big long term issues such as strategic plan,economic
development philosophy and priorities, Al, etc.

X
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Well Equipped Newbies
Make Better Electeds

The Goal- help newly electeds getup to speed with less confusion and less anxiety and
become positively contributing members fasterand reduce anxieties and misperceptions.

‘: New CCMember Orientation

<

N

(builds on candidate orientation - does notduplicate)

Briefing bookon majorissues,initiatives,challenges,etc in every
department

Briefing on majorissues to expecton councilagendas in the first 90 days

Briefing on the budget process and the stage itis in right now and how to
handle deliberation ofitems they wantincluded ordeleted.

Deeperintroduction to allmajor sta ff

Expectations forhow to com municate with sta ff

Briefing on allcom munication
strategies and policies - social
media,councilalerts,and in
particular:

e How to handle citizen
requests.

e How to handle citizen
complaints.

e How to handle service
requests they have.



WellEquipped Newbies
Make Better Electeds (cont’d)

The Goal- help newly electeds getup to speed with less confusion and less anxiety and
become positively contributing members fasterand reduce anxieties and misperceptions.

Yy 2 B

: L. CCRoles,Responsibilities and Governance
City Managercommunications l{:

Policies retreat (60 days in m ax)

Use a team psychometric tool like IOPT

Friday Memos
Governance Policies revisited and adopted by the

new Council

<
N

Regularcoffees

Use IOPTor a similarteam too,to understrand differing styles

<

Individual Agenda briefings
Go Deeperon Form ofgovernment

NN

Go Deeperon how CC meetings are run including how to add
anagenda item,how to handle questions,how to ask for more
information in advance,how to request staffresearch,etc.



Ilegacy leadership for Electeds
S

d-b The Goal- help electeds lead in a waytoleave a legacy

Ifthey are notplaying Mid Year Strategic Visioning offsite to focus on visioning
in a big enough game and goalsetting - feeds into NEXTbudget process.
they willscrew up the
one they are in just to
give themselves

Professionally facilitated

. Strategic Visioning loop. Strategic Visioning is the role of Council.
something to do. tegic planning is the role of sta ff.

ironm entalScan is foundational:
o Whatare the drivers (economic,political,social,demographic,etc)
that willshape your future.
o Whatis yourresources situation and forecast?
o Whatis the CC vision for the future.
o What have youdone to engage the community to develop that vision - wide
buyin and engagementin a visioning process creates long term stability.




Iegacyleadership for
Electeds (cont’d)

S

d-b The Goal- help electeds lead in a waytoleave a legacy

’, Professionally facilitated

N

sdepartmentalperformance

City Manager
Performance
Review Process:

% traditionalleadership skills

NS

3 goalattainment from previous year’s review

N

Mid yearcheck in

N

No avoiding ownerrship oftheir com ments

N

Colorcoded foraccountability




Strategic Patterns

RELATIONAL
INNOVATOR

Thought

REACTIVE
STIMULATOR

Structured
Thought

HYPOTHETICAL
ANALYZER

LOGICAL
PROCESSOR

Long-run
Strategies

Each quadrant typifies an
overallbehavior.

The name ofthe quadrant
shows characteristic
behaviors generated by the
information processing that
goes on in the axis ofthe
adjoining styles.



-OPT
Characteristics
of Strategic
Patterns

CHANGER PERFORMER

Experimental Orientation

Issue Resolution Orientation

High Risk- High Reward

Llow/Moderate Risk
Prompt Response

Rapid Deployment

Practical Methods

Incomplete Specification

Tangible Outcomes Maxim ized

High Uniqueness

Intense Focus

Disruption Potential High

Ta sk Specific

PERFECTOR CONSERVATOR

Evaluation/Planning Orientation

Precise Execution Orientation

No Risk (Low Action)

Low Risk/
Deliberative Response

Unhurried Response

High Certainty of Outcome

Analytical Methods

Methodical Execution

High Certainty of Conclusion

High Commitment Focus

Contingency Focus

Skeptical Posture




Sample




Sample




Top 10 Governance Challenges

Identified by Board Chairs

Engaging
board in its
quality oversight
responsibilities

Effe ctive
use ofgood
people

Finding
e ffe ctive
staffleaders

Conflict in
points of view
among board,
stakeholders &
management

[oss of
controlto
external

forces



Top 10 Governance Challenges
Identified by Board Chairs

Planning in a
rapidly changing
environment

Concern
over service
delivery
costs

Maintaining Board
commitment,
education and
efficiency

Board
understanding of
complexissues,

especially financial
ones

Staffrelations &
communication



Top 10 Governance Challenges
Identified by CEOs

Board members
don’t know who
they represent

Board reluctant
to handle
quality issues

Board
confused
aboutroles

Board too
mvolved in
details

Need for
better board
recruitment
and lowered
turnover rate



Top 10 Governance Challenges
Identified by CEOs

Board confusion
over loyalty to
community or

organization

[ackofBoard
membertime to
prepare and work
atgovernance

Continuous
need for Board
education

Boards don't
understand
economic and
budget issues

Complexity of
issues facing
Boards — need
more big
thinkers
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Effective Personal
Icadership Strategies to

Help Elected Officials
Achieve Their Policy Goals




Effective Ieadership Strategy 1

Know what you don’t know
before acting like

you do know

what everyone else knows

youdon’tknow




Strategy I

Know whatyou donot know

We’re allignorant on

different subjects

— that’s okay

Ignorance is
transparent..if you try to
act like you know what you
don’t,you are the only one
being fooled — and the

only one looking foolish

The media and your
opponentcan do farmore
damage to you for trying
toact knowledgeable
than forsaying, “Idont

know”



Strategy 2:
Walk the Talk ofa Genuinely Hum ble Spirit

|+ The hardestpartofmaking a good board decision is not

offering solutions before you understand the problem.

“It takes a smartperson to know where they are stupid.”

- Barney Rubble




Strategy 3:
Know Yourself

Know yourvalues
BEFORE they are
challenged

Don’tbe seduced Don’tleta recently
by ends/means swelled ego change
rationa liza tion who you are

Don’tacceptyourdog’s admiration as
conclusive evidence that you are wonderful
- Ann landers




Strategy 4:
Listen More, Talk Less

®

* One nightatsea,the ship’scaptain saw whatlooked like the lights of
anothership heading toward him.He had his signalman blink to the other

ship,“change yourcourse 10 degrees South.”

* Thereplycame back,“change YOURcourse 10 degrees North.” The ship’s
captain answered,“lam a Captain.Change yourcourse South!!"” To which

the reply was,“Welllam a Seaman First Class,change yourcourse North.”

« This infuriated the captain,so he signaled back,“Iam on a battleship,and

[SAY CHANGE YOUR COURSE SOUTH.” To which the reply came back, “And I

say turn your course North.Iam a lighthouse.”



Strategy 5:
Ask Good Questions

Aboy was visiting his grandfather, who was an avid
baseballfan. The grandfather had an errand to run,so he
asked the boy to watch the game for him and tellhim what

happened.

When the grandfather returned,he asked the boy what the
score was. “Five to four,”the boy replied. “In whose favor?”

The boy thought a moment and replied..“the Fives.”

X



Strategy 6:
Know the Structure and Processes

Understand the Understand the
form ofgovernment way decisions are
made

2R
28

The committee 1s a device of government to
achieve delay m an orderly mannetr.

Understand the
authority and
lim itations ofthe
position



Strategy 7:
Know the Dynam ics
Influencing the Issues

Geography,

Demographics, Regionalism,

Transportation

Education, Econom ic

Arts, Culture
Environment

Governance,
[and Use Plan

Growth Factors

Housing, Social Services,

%

Never try to wa lk
across a river just
because it has

an average depth
offour feet.



Strategy 8:

Develop Your Position Thoughtfully

Understand authority &scope

& lim itations of your position

Understand the restraining

forces on the issues

Articulate your position clearly

X

Recognize you don’t have

allthe answers

Define your core concepts

on your own

Understand the driving

forces on the issues

Make your position very

tight and focused



Strategy 9:
Develop Your Position with Integrity

Don’t confuse Don’tlet CAVE Don’tlet the Don’t take Don’tchange
supporters’ goals with people define the mostdangerous positions as a yourmessage
the public interest. issues for you person in public candidate for different
life shape your that you will audiences or
D 1 th .\ .. :
¢ “evelopets ate the e (Citizens message — the regret living circumstances
ones who bulldoze i : )
Agaist articulate with as an
allofthe trees then _ _ .
Virtua lly mcompetent official
name the streets
Everything

afterthe trees they
just bulldozed.



Strategy 10: Deliberate with Integrity

Avoid squabbles
overissues that
don’t matter

Avoid wasting
time on the
sma ll stuff

Disagree without

being disagreeable

Never attribute to

m alice that which is
adequately ascribed
to stupidity

Fight hard for your
issue,then unify
behind the Board
when the decision is
made

Dealeffectively with
CAVEpeople rather
than catering to or
empowering them

Don’tlet articulate
incompetents drive
you to make
incompetent
decisions out of fear



Strategy 1l
Communicate Your Goals and Priorities Clearly

Aman charged with murder bribed a friend on the jury to hold out
fora verdict ofmanslaughter. The jury was out fora long time but
finally came backwith a verdict ofmanslaughter. Upon visiting the

prisoner the following week, the friend was thanked,“you must

have had a very hard time convincing them to vote fora charge

ofmanslaughter.”

“Hard is right,” replied the friend.“The othereleven wanted to

acquit you.”

X



Strategy 12:
Act with Courage

“Live your life so you can lookany man i the eye
and tell him to go to hell”
- John D. Rockefeller

“We cannot be worthy ofthe respect and admiration ofpeople unless
they add the virtue ofobedience to some other virtues..the virtues of
manlness, of truth, ofcourage, of willingness to risk position, of the
willingness to risk criticism, of the willingness to risk the misunderstanding
that so often comes when people are willing to do the heroic thing.”

- Louis Brandeis




Strategy 13:
Lose Gracefully

People willremember how you acted
in defeat more than they willhow you

acted m victory.




Strategy 14: Win Gracefully

N

Show grace and compassion in how you reactto the loser

Meet with and seekadvice from youropponent— build a
relationship,and he/she willbe an opponentnotan enemy

Rapidly build bridges to your opponent’s key supporters..seek their
counsel,appointthem,make them yoursupporters

Dontassume justbecause you won you suddenly have allthe
answers..thatis a formula forone term

<

Don’t let yourego getthe best ofyou

N

Recognize thatthe campaign is overand it’s time to govern

N

Be com fortable with yourignorance..wisdom is farmore valuable
than knowledge



Strategy 15:Build Trust Constantly

Two cars collided on a curving country road. The
drivers got out and exchanged imformation in a
gentlemanly way. Then one driver took out a flask
and said, “Look Fellow,you seem pretty shaken

up.How abouta drink to steady yournerves?”

The otherman tooka big swig and asked, “Aren’t
you going to have any?” To which the first driver

responded, “Notuntilafter the police get here.”




But whatdoes i1t look like

toactuallybecome a
Trust Based Ieader?




Trust Based Leadership

Base mydecisions on the next generation more
than the next election,committed to the idealthat
my loyalty must be to the entire community (both

now and in the future) and not merely to those who

gotme elected.



Trust Based Leadership

Focus on mission, vision and values as the
benchmark formydecisions,and recognize that
my responsibility 1s the pursuit ofthe greatest good

for the entire community and not the satisfaction of

any particular group’s agenda.



Trust Based Leadership

Make decisions based on fact-based evidence and
notallow myselfto be manipulated into bad decisions

for the future based on the decibellevel of critics.



Trust Based Leadership

Recognize that “it takes a smart person to know where

they are stupid,”and have the wisdom to be smart.

Accordingly,Iwillvalue those who have the courage to
tellme whattheyreally thinkand willlisten sincerely to
those who disagree with me to truly understand their
perspective,recognizing that understanding other

perspectives makes me a betterleader.



Trust Based Leadership

Embrace myresponsibility to govern rather

than to manage,recognizing thatiflam

doing staff’s job,lam notdomg my job,while
also understanding and embracing the

appropriately exercised governance role of

holding staffaccountable.



Trust Based Leadership

n Place a greateremphasis on solutions than on
problem s, while refusing to offer solutions before I

understand the problem.



Trust Based Leadership

Understand thatmutualtrustis the

foundation for everything and that if Irefuse

to trust others,they willbe unable to trust me.



Trust Based Leadership

Protect the integrity ofthe process more than
the rightness ofmy position. Iwill fight hard for
myissue butthen unify behind the governing
body when the decision is made because the
decision was made with mtegrity of process

even if Idisagree with the outcome.



Trust Based Leadership

n Understand thatmy deeply held beliefs,

values and positions willbe strengthened,not

compromised,by courteous,respectfuland civil
discourse.Iwillnottreat someone as the

enemy just because we disagree.



Trust Based Leadership

Treateveryone with dignity and respect

because ofwhoIlam as aleader.not
because ofhow theytreat me or what I

thinkabout them.



Trust Based Leadership

Be a role modelfor civility. Iwillnot treat my

colleagues orstaffm any waythatIwould be

embarrassed f my five-year-old child

treated someone the same way.



Trust Based Leadership

Never forget:

it is not about ME,

-

&‘ and it NEVERS.

itis notabout NOW,



Em ail

ron@civicmarketplace.com

fora copy ofthe slides orto subscribetomy
new [eadership Briefing called Procuring
the Future - allaboutleading into the future

Civic
Marketplace.



mailto:Ron@CivicMarketplace.com
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