BOC Retreat

January 13-14, 2004

Town of Nags Head

Board of Commissioners Retreat

January 13-14, 2004

The Town of Nags Head Board of Commissioners held a planning retreat on Tuesday and Wednesday, January 13-14, 2004.  Present at the retreat were Mayor Bob Muller, Commissioners Brant Murray, Anna Sadler, Wayne Gray, Bob Oakes, plus Town Manager Webb Fuller.  Facilitators were Pat LaCarter and Lalla Sidbury.

The group spent a few minutes on introductions, agreeing to an agenda for the two days, adopting a set of ground rules for the discussions and identifying each participant’s expectations for the retreat.  A summary of this discussion is presented below.

Ground Rules

1. Share all relevant information. 

2. Be specific, use examples.

3. Focus on interests, not positions.

4. Disagree openly with any member of the group.

5. Discuss undiscussable issues.

6. Test assumptions and inferences.

7. Stay focused.

8. Make decisions by consensus.

Expectations for the Retreat

Prioritize Town issues and work on top ones-- Brant

Open exchange of information-- Bob Oakes

Listen to what everyone says and understand what they mean/feel--Wayne

Come prepared for discussion-- Anna

Full discussion of revenue for budget-- Webb

Programmatic discussion-- Webb

Organizational structure review-- Webb

Discussion on communication between Town Manager and Board-- Webb

Discussion on decision process as to cost and revenue-- Webb

Discussion between Board and staff on process issue-- Webb

Full discussion on how staff fits into Board orientation (constituent-base) – Webb

The Board then began a discussion of roles and expectations for the Commissioners, the Mayor, and the Town Manager.  The previous year’s discussion of roles and expectations was reviewed for continued commitment, modification, or deletion.  The following expectations were agreed to by consensus.
Commissioners’ Expectations of Each Other (including the Mayor)
1. Maintain open communication between each other.  Work harder to make this happen.

2. Board decisions are made in Board meetings.  Keep an open mind until time to vote.

3. Board members do not take independent action on issues outside of adopted Town policies.

4. Board members come to Board meetings prepared.

5. Focus on interests, not positions.

6. Any Board member has a right to look into any issue he or she wants to look into.

7. Closed session meetings are not discussed outside the meetings.

8. If attorney advises us not to discuss an issue, we do not discuss it outside of the Board.

9. Board members should feel free to openly express view on an issue regardless of whether other members support it.  Others should support member’s right to do so.

10. Board members should seek out professional development opportunities: go to conferences, talk to other towns, etc.

11. Participate openly and share all relevant information in meetings and discussions.

12. Seek multiple perspectives on each issue.

13. Strive to get over individual setbacks in meetings and stay focused afterwards.

14. Maintain civility at meetings.

15. Board members should try to attend public functions and events in the community whenever possible.

16. Treat all employees and citizens with respect and fairness, and apply the Town’s values consistently.

17. Do not interrupt others when they are speaking.

18. Board members will consider impacts of issues on entire Town as well as impacts on individuals.

(Note:  #13 from 2003 was deleted.  New #18 was added.  Board wants to continue to work hard on #1 and #17.)

Commissioners’ Expectations of the Mayor

1. Be involved in day-to-day issues keeping Board members informed with open communication.

2. Mayor approves Manager’s travel itinerary.

3. Mayor is the leader of the Board and has responsibility for attending ceremonial occasions and other relevant activities.

4. Keep speakers focused at meetings and work to manage time to the best possible level at meetings.

5. Mayor is available for consultation with Board members.

(Note:  #5 is new for 2004.  Board and Mayor will continue to work on #4.)
Mayor’s Expectations of the Commissioners
1. Communicate with me, and give me some response when I communicate with you.

2. It is incumbent on Commissioners to bring issues to the Mayor if they want the Mayor to address them.

3. Don’t blindside me.

4. Mayor may ask Board members to attend meetings or ceremonial functions due to increased work load.

5.  Deal honestly and openly with every member of the Board.

(Note:  #6 from 2003 was combined with #1.)

Commissioners’ Expectations of the Manager
1. Keep Board informed of problems and issues developing in the Town.

2. Stay abreast of legislative and regulatory legal problems.

3. Responsible to the Board for actions of all employees.

4. Develop and maintain good working relationships with all employees.

5. Provide proper guidance to department heads but allow them to run the day-to-day operations of the departments.

6. The Manager should take directions from the Board and not individual members.

7. There should be mutual trust between the Board and Manager.

8. If a problem or issue is raised, the Manager should present all relevant information and possible solutions separating opinion from fact.

9. Speak up when you don’t think the Board is giving clear instructions or when you don’t understand instructions.

10. Share thoughts and ideas freely even if you don’t think Board members will agree.

11. Treat employees and citizens with respect and fairness and apply the Town’s values consistently.

12. The Manager should state the values he’s used in making decisions.

13. The Manager should understand that the Board members want him to be accessible to them when needed, particularly prior to Board meetings.

14. Manager and staff priorities should be consistent with Board priorities.

(Note:  Additions were made to #13 from 2003; #14 was added for 2004.)

Manager’s Expectations of the Commissioners

1. Expect when the Manager takes an action he is taking the action in the best interest of the Town.
2. Clear communication and lots of it: Get information from other sources, and I will give you all I have.

3. Trust.  Build it over time.  The Manager wants to do what is necessary to earn your trust.

4. Give me clear directions.   The clearer the direction, the better.

5. Expect to be a part of the decision-making team.  The Manager has input to the Board (advisory role).

6. Expect to get support from the Board if I am following the guidance of the Board.

7. Raise issues with the Manager or staff before meeting if Board expects action to be taken at meeting.

8. Let me know if Board is not getting right amount and kind of information from staff.

9. Board to realize that information I provide to them on an issue is from a Town Manager’s point-of-view as it relates to Town values.

10. Commissioner should bring issues to us as soon as they are aware of the issue if we (staff) need to take some type of action or provide information. (No “I gotchas” in a public forum.)

11. Board and department heads will interact with each other, but directions/requests for action come through the Manager.

(Note:  All were kept exactly as stated in 2003.)
Mission and Vision Statement Discussion:
What are the critical or threatened elements of our vision? Are we prioritizing the right thing? 

Mission statement:  The Board feels that this is still appropriate and clear.

Vision statement:  Does the statement need to reflect the residential community more? What balance maintains a healthy economic community base (single family, multi, hotels, tourists vs. permanent residential, etc.)? Do we need to expand on the Town’s value of co-existence of permanent residential vs. tourist (change in vision statement?) and other diverse groups? 
((Consider the above questions for future evaluation of changes/ clarifications that may be important to the vision statement.
NOTE:  The Board agreed that further discussion is needed on the privilege tax issue before seeking legislative input.  Time will be set aside when all are present and more time can be allotted.

Add to priorities from 2003 list:

School issues---Attendance line/attendance policy

Tax increase

(Day Two agenda was changed due to adjourning early on Day One (Two Board members having to leave early)

1. Start at 8:00am

2. Have staff come at 11:00am

3. Work on prioritizing goals first) 

The group began its goals and objectives discussions by reviewing the 2003 list to determine what would remain a goal and what was no longer a priority and did not need to be included this year.  The list identified below was established, and the Board’s traditional 5-4-1 rating system was used.  A rating of 5 meant the Board would be willing to spend financial resources on the project, if necessary.  A rating of 4 meant the Board would deal with it as it comes along, and a rating of 1 meant that the project was not a priority and would not be discussed further during the retreat.  Below is a list of the topics with each respective rating.  The numbers indicate the total number of 5 votes, 4 votes, and 1 votes, respectively, that each main topic received.
Goals and Objectives

Historic District 4-1-0

Jennette’s Pier 2-3-0

Public Safety Infrastructure 0-2-3

   A.  Lifeguards/Housing

   B.  Police staffing levels

   C.  Fire staffing 

   D.  Hydrant location

   F.  DOI level

Clean Water 4-1-0

   A.  Septic health

   B.  Storm water

Commercial Development 0-5-0

   A.  Hotels/motels/cottage court

Residential Development 0-3-2

   A.  Big cottages

   B.  Impact of rentals

   C.  Illegal duplexes/rooming and boarding houses

Beach Nourishment 5-0-0

Recreation Projects 1-4-0

   A.  Ocean and sound access

Public Relations 0-0-5

   A.  TV

   B.  Role of newsletter

   C. www site

Employee issues 0-3-2

   A.  Pay issues

   B.  Positions

   C.  Benefits

   D.  Morale

   E.  Productivity

   F.  Pay structure (merit vs. pay for performance)

Technology Upgrades 2-3-0

   A.  Paperless agenda

   B.  Next generation computing

   C.  GIS

Underground Utilities 0-0-5
Traffic 2-3-0

   A.  Median or alternatives

   B.  Street lighting

   C.  Expansion (6 or 7 lanes)

   D. New bypass (around Nags Head)

   E.  Pedestrian, non-motorized alternatives

   F.  Public transportation

Visual impacts 3-2-0

   A.  Open space

   B.  Appearance of commercial structures

   C.  Appearance of residential structures

   D.  Historic preservation

Redevelopment 0-5-0

   A.  Comprehensive look at non-conformities, etc.

   B.  Do we want what we’re losing? (Hotels and other commercial development to    

         residential)

Future and Vision Committee 1-4-0

Customer Service 2-2-1

South Fire Station 5-0-0

West Side Multi-Use Path 3-0-2
Redundant-Resilient Storm Resistant Utility System 2-3-0

Based on the rating system, the following main topics (along with their ratings) were identified as priority issues that warranted discussion during the retreat.

Top Issues

1. Beach Nourishment 5-0-0

2. South Fire Station 5-0-0

3. Historic District 4-1-0

4. Clean Water 4-1-0

5. Visual Impacts 3-2-0

6. West Side Multi-Use Path 3-0-2

7. Traffic 2-3-0

8. Jennette’s Pier 2-3-0

9. Technology Upgrades 2-3-0

10. Redundant-Resilient Storm Resistant Utility System 2-3-0
11. Customer Service 2-2-1

12. Recreation Projects 1-4-0

13. Future and Vision Committee 1-4-0

Beach Nourishment

· Process in place and moving forward with the PCA

· Two possible sites in Tides Drive identified—need Board action for acquisition process to begin after research on site(s) is completed

· Need to start on more publicity about the project so the public will have plenty of time/ information to know what to expect—Town may need to be conduit to get the committee started on it

· Committee has been doing critical steps and now needs to get started on publicity

South Fire Station

· Staff is choosing architects/engineers, other professional service providers based on credentials required by law to present recommendations to the Board

· Land provision research will be continued to present to Board along with the above at February meeting
Historic District

· All have a common interest in protecting the way the old Nags Head cottage area looks

· How can everyone’s interests be met?

· Property owners’ interests have not been accurately determined, but some were approached in the form of an invited committee about two years ago to share the concept of an historic district(
· It was a mixed response by property owners

· Should Board present a more specific proposal to property owners with guidelines?

· Two beach accesses are already proposed for the area

· This will be an agenda item for strategy discussion in April

NOTE:  Staff is still working on projects that will impact this area

Customer Service

· Customer service surveys have been done and have been resulting in 90%+ category of satisfaction-based surveys turned in

· The past two years, customer service training has been done and the Town’s values have been promoted to employees regarding customer service

· Complaints are sometimes a result of a customer not getting the answers they want to hear

· Complaints seem to be focused more on the Planning Department—interpretations of the law and communication to citizens( inconsistency and not thorough
· Citizens making complaints are not willing to give management anything concrete so it can be dealt with from a personnel standpoint

· Commissioners Sadler and Oakes are appointed by Mayor to be a Customer Service Committee and evaluate the problems—Webb will assist as needed

Bike Path

· Review alternatives to Wellfield Road and investigate access by Chuck Burton’s house

Traffic

· Interest expressed in traffic moving along better, and safety

· Regional transportation committee exists that this interest could be discussed with

· Explore state funding for some public transportation opportunities

Visual Impacts 

· Mayor and Commissioner Oakes will meet to consider recommendations for changes to architectural standards to best meet entire Board’s diverse interests in changes

· Commissioners Murray and Sadler will continue work on “5,000 square foot and over” standards

Commissioners” Expectations of Staff

1. Tell us what they think without the political issues

2. Do what we say

3. Give us the facts and share professional recommendations

4. Do not take it personally if we do not do what you recommend

5. Help people accomplish what they want to within the rules and policies

6. Understand the Board has good days and bad days

7. Staff will let the Town Manager know when BOC member has conversation with staff member to keep Manager informed

8. When BOC member makes an inquiry, give us full information back through same media as inquiry was made, unless otherwise directed

9. Do not make assumptions when a Commissioner makes an inquiry

10. No surprises

(Note: All were kept exactly the same as 2003.)

Staff Expectations of Board (including Mayor)

1. Give us a reasonable time frame in which you need the information requested

2. Clear direction
3. Be aware that we are working department heads and have other job responsibilities

4. Understand that if there is a work conflict, the Town Manager will prioritize our actions

5. If an employee goes to a Commissioner with a problem, the Commissioner will support the “chain-of-command”

6. If Commissioner has questions about agenda items, contact staff with issues before Board meeting

Staff Needs and Priorities Discussion

City Manager**
· Staff needs direction as to: Do they to “limp along” until revaluation or progressively present needs and see what other revenues can be generated to fund them?**  (see response in later discussion further below)
· Storm water management is currently being pursued

· Also, need to address: Water tank

                                                 Fire Dept. overhaul

                                                 Streets (working on priority list)

                                                 Painting Town Hall outside

Public Works

· Streets study--final report by early May

· Storm water remediation in South Ridge and one other location; will present this to Board with a recommended revenue source in the form of a storm water fee for a more expanded program in the operating budget

· Restructuring of Public Works staff

· Will continue to work on projects from Hurricane Isabel

Town Clerk’s Office
· Part-time employee to work 3 days per week

Planning Department

· Continued support for GIS

· Working on turn-around time for site plans

Administrative Services

· Insurance proposals being requested

· Facilities fees review being done

· Will be bringing updated policies to Board

· Additional funding for GIS

Public Safety

· Police officer position in CIP for this year is not being requested due to other priorities

· Fire Station renovation will take financial resources over a number of years to get it to where it can give a 20-30 year life

· Manpower due to diminishing volunteers and South Fire Station (9 people for new station)

· NC fire insurance rating inspection Fall ’04 or Spring ’05 for insurance rating( need direction on whether the station will be built( maybe if this is going to happen the rating can be postponed
· Need live-burn center in conjunction with County but will continue to send firefighters out-of-town for this until it can come together

The Board reviewed a map for possible beach access for nourishment.  The Board concurred with the staff recommendations on map and to write prospective property owners to inform them of identification of two proposed sites in the Historic District and also a letter to County releasing the map.

**Board’s discussion of Manager’s previous question (after hearing department presentations):

· Start with no tax increase and go from there

· Maintain basic services

· Recognize Hurricane Isabel may cause cash flow issue

· South Side Fire Station should continue to be planned for based on previous Board decision

                                              Self-Critique
Did Well                                                 Do Differently
Process is good                                        Staff needs more time 

Facilitators were good                               Staff be present for more of the retreat                                   

House was good                                       More prioritizing and less discussion

New Board bonded                                   Never enough time

Did discuss freely

Stayed focused well

A lot of honesty






_______________________________







Carolyn F. Morris, Town Clerk

Approved:
___________________________

Mayor:

___________________________



Robert W. Muller
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