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Workshop Report

The City of Seal Beach held a Council priority setting workshop on
Tuesday, April 4, 2023 from 9:00 a.m. to 3:30 p.m. at Orange County Fire
Authority Station 48. The workshop provided an opportunity for Councilmembers
to celebrate recent successes, discuss current challenges, and identify top
priorities for FY 2023-24. This report contains a summary of the results of the
priority setting session.

Rick Haydon and Carol Jacobs with Baker Tilly facilitated the workshop.

Workshop Overview

Objectives
=  Gain a better appreciation for role clarification
* Discuss governing norms and whether Council should consider adopting
them
* Seek consensus on FY 2023-24 strategic priorities
=  Strengthen teamwork
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Participants
City Council
Mayor Mayor Pro Tem Councilmember
Thomas Moore Schelly Sustaric Joe Kalmick
District 2 District 4 District 1

Councilmember Councilmember
Lisa Landau Nathan Steele
District 3 District 5
Executive Staff

=  City Manager Jill Ingram
= (City Attorney Nick Ghirelli
= Members of the Executive Team

Agenda

= |cebreaker

= Introduction to the day

= Reflect on role clarification

= Discuss governing norms

* Discuss key accomplishments and challenges
=  Context for priority setting

= Establish top priorities for FY 2023-24

"  Wrap-up and closing comments
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Workshop Ground Rules
At the start of the workshop, the facilitator suggested several ground rules to
help the group have a successful workshop.

= Listen to understand each other’s point of view
|.'. = Seek consensus
. '| = Assume good intent
i i | = Speak up if we need course correction
' =  Stay focused

Workshop Preparation

in preparation for the workshop, Rick and Carol held individual interviews with
each Councilmember to hear their priorities, what they see as previous City
accomplishments, and upcoming challenges. After conducting these interviews,
they then met with the City Manager to develop an agenda for the workshop.
Following their meeting with the City Manager, Rick and Carol then developed a
PowerPoint presentation and identified articles for the Councilmembers to read
in advance of the workshop to help guide discussions.
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Openihg Comments

The workshop began with a welcome and call to order from Mayor Moore. The
Mayor stated he was looking forward to the day’s events and wanted everyone
to have an open mind and to be creative, in an effort to make the City of Seal
Beach the best it can be. The City’s established Civility Principles were reviewed,
before opening the session to public comments. Two members of the public
spoke.

The Mayor turned it over to City Manager
Jill Ingram to share her opening
comments. Jill acknowledged the two
newest Councilmembers and welcomed
them to the process. She indicated that
the Strategic Priorities Workshop is an
important activity that the City embarks
on annually and voiced her appreciation
for Council embracing the process.

Rick reviewed the workshop objectives and agenda. Carol then discussed the
suggested ground rules for the workshop and the purpose of the bike rack,
which is a time management tool. Carol explained that items that would not
receive immediate attention would be added to the bike rack. The following
items were added to the bike rack during the workshop:

e The need to address and document current Council district protocols

e The need for a government “white paper” as an outreach mechanism to
tell our story on certain matters of community-wide interest

e The desire to identify unfunded City needs and communicate them to

the community

Explain to the community the Housing Element and the need for it

Should the City get a consultant to assist with writing grants?

The need for a citywide organizational assessment

Explore the possibility of future town hall meetings
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Icebreaker

Carol led the group in an icebreaker exercise called Exploring the Commons. The
activity enabled team members to learn something new about each other and
begin the day informally. Each person talked to as many of their colleagues as
they could in ten minutes to find something non-work-related they had in
common. Then the group debriefed to hear some of the commonalities.
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Reflections on Role Clarification

Effective Governance

Rick provided a refresher on good governance by defining it and reviewing the
Institute for Local Government (ILG) article on Exceptional City Councils. He
posed discussion questions about Council teamwork and what resonated about
the ILG article.

Roles

To establish a common understanding of the different roles of the City Council
and City Manager, Rick reviewed an article entitled An Effective City Council —
City Manager Relationship and discussed the role of the City Council. Carol then
discussed the role of the City Manager. Following role clarification, the group
reflected on what the Council and City Manager need from one another to be
successful in their respective roles. The feedback is provided below.

What the Council needs from the City Manager
e Information
Trust
Keep apprised of developing issues
Open communication
Heads up on upcoming agenda items that staff is working on
Answers to agenda reports

What the City Manager needs from the Council
e Have a direct, open line of communication, build trust
Have patience and respect for each other
Be mindful of time commitments
See things from a citywide perspective
Give staff the benefit of the doubt
Discuss concerns privately
No surprises — especially publicly
Not undermining the authority of the City Manager
Commitment to the process
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Governing Norms

Consideration of Norms

The facilitators then led a discussion about the Council’s existing Rules of
Decorum and typical norms used by other cities, as shown in the list below.

1.

10.
1.

12.

Maintain a citywide perspective while being mindful of our
districts.

Move from I to we, and from campaigning to governing.

Work together as a body, modeling teamwork and civility for our
community.

Assume good intent.

Disagree agreeably and professionally.

Utilize long range plans to provide big picture context that is
realistic and achievable.

Stay focused on the topic at hand. Ensure each member of
Council has an opportunity to speak.

Demonstrate respect, consideration, and courtesy to all.

Share information and avoid surprises.

Keep confidential things confidential.

Respect the Council/Manager form of government and the roles
of each party.

Communicate concerns about staff to the City Manager; do not
criticize staff in public.

After some discussion, Council consensus was to adopt the norms as presented
with the exception of items five (disagree agreeably and professionally) and
eight (demonstrate respect, consideration, and courtesy to all) since these two
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items are already addressed and mentioned in the City Council’s Rules of
Decorum.

A revised version reflecting the consensus of the Council is shown in the
following slide.

Seal Beach Council Consensus on Norms

Pending Adoption
1) Maintain a citywide perspective, while 6) Stay focused on the topic at
being mindful of our districts. hand. Ensure each member of Council

2} Move from I to we, and from campaigning e rePpokiuniviclnEsts

i 7) Share information and avoid surprises.
to governing.
3) Work together as a body, modeling 8) Keep confidential things confidential .
teamwork and civility for our community. 9) Respect the Council/Manager form of
4) Assume good intent. government and the roles of each party.
5) Utilize long range plans to provide big 10) Communicate concerns about staff to
the City Manager; do not criticize staff

picture context that is realistic and

achievable. in public.

S bakertitty X Mo

Key Accomplishments and Challenges

After a short break, discussion resumed focused on recent accomplishments
mentioned during Council interviews. In addition to the accomplishments
mentioned by Council, the City Manager also added several other noteworthy
accomplishments. The purpose of this discussion was to celebrate successes and
reflect on the City’s progress.
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Challenges

Rick then reviewed the key challenges mentioned during the Council interviews
and the City Manager presented the following key challenges highlighted by City
staff.

Meeting Council and community expectations while faced with an
unprecedented high workload and lean staff

Increase in workers’ compensation claims while having limited
resources from the third party administrator

Unprecedented high inflation affecting project costs, services, and
making upcoming labor negotiations challenging

Addressing the upcoming contract issues with the Police Officers
Assaciation and Police Management Association

Recent changes to Seal Beach TV3 will require short-term and
longer-term solutions

Unfunded mandates to contend with

Following the discussion about key challenges, the Finance Director provided a
financial overview. Following her presentation, some upcoming key budget
dates were discussed along with the Seal Beach Revitalization Plan and staff’s
recommended use of the remaining $3.1 million in American Rescue Plan Act
(ARPA)/ Revitalization funding.

Context for Priority Setting

The facilitators reviewed the context for priority setting, including respecting
the ongoing work of day-to-day operations and the need to balance workload
capacity of staff with upcoming Council priorities. The facilitators gave examples
on how management’s time is spent, reviewed how staff has a limited capacity
to take on additional assignments, and discussed the feedback Baker Tilly heard
during the interviews with Council on staff’s limited capacity to take on
additional priorities.

Establish Top Priorities for FY 2023-24

Strategic Priorities

Next the group discussed each strategic priority established during the
September 2022 Council workshop. The priorities were listed in a handout,
which can be found in the attachment. A summary of the strategic priorities
discussion about priorities that have already been addressed from the
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September 2022 workshop, the status of the remaining priorities, and a
discussion of new proposed priorities for FY 2023-24 are provided below.

Priorities That Have Been Addressed

1. Completion of Assessment of City’s development review and permitting
process and identify possible process improvements
2. Parklets
= This item was discussed by Council at the December 12, 2022 Council
Meeting.
* An additional full-time planner will be necessary to focus on advanced
planning efforts such as a permanent parklet program
3. Address staffing needs
= Part-time compensation and pay structure recommendations
approved by Council in October 2022
* The City Council approved pay increases for part-time Marine Safety
employees in October 2022.
= Management Analyst hired
4. COVID-19 related activities-- Many recovery efforts have been
successfully completed
5. Consistent citywide water conservation measures developed
6. Fund the Westminster bikeway and walking path (continuing to seek
grant funding)

Existing Priorities that Remain and are Proposed for FY 2023-24
1. Organizational Efficiencies
" Implement a new phone system
* Develop an IT master plan and needs assessment that includes the
identification of software improvements.
Staff recommended that an organizational assessment be conducted as
part of Council’s FY2023-24 organizational efficiencies priority

2. Community Outreach and Capital Projects
= Develop scope, cost, and financing options for McGaugh pool
project
= Design concept for Downtown street/sidewalk enhancements
= Discuss options for pier restaurant and conduct public outreach
Council consensus was to temporarily place food trucks/ Al Fresco dining
on the pier during the summer weekends as a pilot project.

3. Housing Element
= Address the concerns of (the State) Housing and Community
Development (HCD) in order to get the Housing Element adopted
and address the state mandate to accommodate 1,243 units
4. Llocal Coastal Plan
= Complete the land use plan, prepare an implementation plan, and
conduct public review

10
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5. Address landscaping median along Pacific Coast Highway (PCH)
* Seeking partnership, grants and revisiting CalTrans maintenance
agreements
6. Explore alternative revenue sources

New Priorities
Council members reviewed and discussed the following items:

1. Resolve flooding in College Park East and Old Town areas
Proposed protected turn lanes on PCH at 12'", 5" and Main Street
Consider regulating E-bikes
Consider creating a skatepark and/or BMX track
Create an Innovation Committee

Ll

As a result of these discussion, the following three items will be included in the
FY 2023-24 Strategic Priorities:
= Address flooding in College Park East and Old Town areas
= Start to regulate E-bikes
* Have the Parks and Recreation Commission look into the feasibility of
creating a skatepark and/or BMX track

At the conclusion of this session, it was the consensus that the agreed-upon
priorities for FY 2023-24 are as follows (in no specific order):

Organizational Efficiencies

Community Outreach and Capital Projects

Housing Element

Local Coastal Plan

Address the landscaping median along Pacific Coast Highway
Explore alternative revenue sources

Address flooding in and around the College Park East and Old Town
areas

Start to regulate E-bikes

Look into the feasibility of creating a skatepark and/or BMX track

RS TERRE

©

Staying on Course with Priorities

After the priorities were established, there was a discussion about what would
help the City stay on track, given limited staffing and financial resources. Staff
committed to providing progress updates to Council on a regular basis. To
support the Council-staff partnership, Council committed to focusing on the
established priorities, and deferring any new projects that would take staff and
budget resources away from the established priorities to future goal setting
sessions.

11
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Wrap-up and Next Steps
To conclude the workshop, Rick explained that Baker Tilly would prepare this
summary report. Councilmembers and staff offered closing comments and key
takeaways from the day’s discussions. A summary of these reflections is
provided below.

Closing Comments and Key Takeaways

12

Need to focus on the positives

We had a very productive discussion

We have had a lot of great accomplishments

We have a great team

Working through the process results in successful outcomes

Plan to succeed

It was great to hear from our elected officials and what their priorities
are

Trust building and relationships

It was great to allow department heads to participate

Listening to others in a respectful manner

The ability to pontificate without any consequences

Taking time to interact honestly with Council and staff

Getting to know everyone

We are a hard-working group

Enjoyed the opportunity to interact with colleagues

We are all trying to do what is best for the City

We have a great City staff

Thought the norms, challenges and priorities sessions were valuable
Humbled by the partnership we have between Council and staff
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