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July 14, 2005
TO: The Honorable Mayor and City Cquncil Members
FROM: John Szerlag, City Manageq
SUBJECT: Public Management Article

Attached is a copy of the article | wrote for Public Management Magazine regarding the
methodology we use in Troy for setting goals and objectives, and how that segues into
performance evaluations. | have received positive comments from my colleagues
across the United States relative to our process. And | wish to thank Mayor and Council
for allowing me to have the latitude to develop this system, and more importantly, for
your participation and ownership of this process.

c: Department Heads

JS/bHAGENDA ITEMS\2005\07.18.05 — Public Management Article


bittnera
Text Box
J-08


| | CASE STuDY nm

It's (guip)
valuation Time

anager John Keller went back to his office after the weekly council meeting, |

Thankfully, there were no extreme problems on the council’s agenda, and

the meeting appeared to have gone smoothly. But his thoughts couldn't help |

but stall on the short but meaningful statement of councilmember John

Parker, who had ended one of his remarks on a new downtown redevelop- |

\‘ ment project with the comment “We probably don’t know half the problems that are
'~ going on with this project.” |
~ He remembered that he'd heard a similar comment several weeks earlier, when the |
~ council was discussing how successful the snow removal operations had been during -
f the winter months. One councilmember had alluded to the possibility that maybe they |
. were hearing only the good reports from staff and not the ugly facts on snow removal
problems.
To add to Kellers growing unease, the previous month, two of the community’s five
councilmembers had wanted Keller to plot out the effects and costs of a new skateboard
- park that they wanted built in two years. But another two members wanted him to de- |
termine how much a new swimming pool would affect the community’s budget. He felt |

- he was receiving conflicting messages about priorities and direction from the council.

Everything else seemed to be going peacefully, and the council was set to decide on
his annual salary increase in two weeks. But Keller was anxious about this upcoming |
| review because there was no evaluation process in place for his management position |
. and no way to get accurate feedback on whether he was meeting councilmembers’ ex.

- pectations. With the negative comments and the conflicting messages about priorities, .
' he knew it was time to suggest that an evaluation process for his position be put into

" place.
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What kind of performance
evaluation plans should
the council consider? Two
practitioners offer their
advice.

he council-manager partner- |
ship is like a marriage in that

it's sometimes hot and some-
times not. Just as spouses should
know what to expect of each other, so,

too, should the manager and govern- |

, Troy is to “Improve public infrastruc-
ture,” which we'll refer to as Goal 1. We
have also agreed on five other goals:

Goal 2: Minimize cost, and increase
the efficiency of city government.
Goal 3: Retain and attract investment

while encouraging redevelopment.
Goal 4: Communicate effectively and
professionally.
Goal 5: Protect life and property.
. Goal 6: Improve the strategic plan
annually.

ing body. This requires a balanced re-

lationship in which not only does the
council advise the manager on how he
or she is doing toward measurable ob-
jectives, but also the manager advises
the council on how its faring against
agreed-upon expectations.

I've outlined the model used in

manager’s performance. First and fore-

most, the model is outcome-based, as |

in “This is what you wanted, this is
how I did it, what do you think?”
While getting to an outcome-based

does yield positive external data for
community visioning. This is because
we fold in the performance review as

About seven years ago, we asked a
facilitator to help frame our goals. We
reexamine our goals each year; some-
times we bring in a facilitator to help

Bridging goals to tasks means that
the objectives need to be subsets of
one or more goals. In Troy, for in-
stance, the council and I agreed that
the objective to “Enhance the flow of
information” is specific to Goal 4,
which is to communicate effectively
and professionally. And our objective
to “Promote a culture of professional-
ism” is germane to all of our goals.

Here are the other objectives we
have agreed to, along with their corre-
sponding goals:

e Address citizen input and concerns
(Goals 1, 4, 6).

¢ Maintain high level of service (all
goals).

While getting to an outcome-based manager
Troy, Michigan, for judging the city | :

review takes some work, it does yield positive

external data for community visioning. This is

' because we fold in the performance review as

manager review takes some work, it

part of our ongoing strategic planning process.

part of our ongoing strategic planning

process. This process incorporates
goals adopted by the city council, ob-
jectives and tasks that are subsets of
goals, and organizational accomplish-
ments that tie it all together.

GOALS, OBJECTIVES, AND
TASKS

Succinetly put, goals are generic and
reflect community values pertaining
o a preferred future. Objectives are

more specific in relation to these

goals, and tasks are a direct subset of

objectives and involve the most speci-

ficity. For example, Troy could adopt

a goal calling for improving public in-

frastructure. An objective could thus
be widening Main Street, and the task
would be to allocate resources and
manpower toward developing a proj-
ect budget, including design, right-of-
way acquisition, and construction.

Goals
Indeed, one of the goals advanced by
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us, and sometimes we don’t. In the
' Troy experience, our goals have pretty
much remained constant. 1 believe
that most communities have goals
similar to ours because, as I've indi-
cated, goals represent community val-
i ues. They just need to be articulated

so the manager and council can agree

on objectives.

Objectives

When framing objectives, you should-
n't need or want an outside facilitator,
as this phase ideally brings the most
balance to the council-manager rela-
tionship. Because councils should be
' community value— or goal-oriented,
and the manager’s role is results-
oriented, the delineation of objectives
is the bridge between these two per-
spectives. This calls for the governing
- body and manager to be of equal voice
when determining objectives, mean-
ing that all parties share in the owner-
ship of the objectives.

e Determine appropriate staffing lev-
els (Goals 1, 2, 3, 6).

* Expand electronic functions
(Goals 2, 4, 6).

= Prioritize capital projects (Goals 1,
2,5, 6).

° Promote economic development and
redevelopment (Goals 1, 2, 3, 6).

e Uphold fiscal integrity (Goals 1
and 2).

e Recognize diversity, and encourage |
participation (Goal 4).

You may say that the subsets of ob-
jectives to goals in Troy may not be as
other localities would arrange them.
But thats not a problem because the |
salient point here is the ownership of
the goals and objectives arrangement,
resulting from a balanced discussion
among all members of council and
with the manager. Once this has been
accomplished, the manager can go
back to the drawing board and work
on tasks.



Tasks

Here in Troy, | find it useful to view
tasks within a rolling three-year time Road Projects
frame that is tied to our fiscal-year
calendar. Thus, addressing council in
this format to get concurrence on Maplelawn Complete
tasks also eases subsequent budget

Figure [. Obiéétive 7: Capital Projects (Goals 1, 2,5, '6)
2005 2006 2007

CMAQ Projects Construction Construction Complete

; . Crooks Road [rom Construction | Construction
sessions. Examples—our three-year
. . Square Lake to South
task schedules for capital projects and
] . . Boulevard
for the expansion of electronic func-
tions—are shown in Figures 1 and 2. Rochester from Torpey Right of Way
to Barclay
IDENTIFYING THE NATURE )
OF YOUR RELATIONSHIP Rochgslet [rom Barclay Right of Way
to Trinway

WITH ELECTED OFFICIALS
In addition to the community benefit
you get from working with council to

Figure 2. Objective 6: Expansion of Electronic Function (Goals 2, 4, 6)

identify goals, objectives, and tasks,
you also benefit by gaining a sense of 2005 2006 2007
the type of relationship that exists be-
tween the council and manager. The E-Procurement Initiative | Complete
types of partnerships are better ex- In-House Hosting of Review and Review and
plained by looking at the examples Web Site update update
shown in Figure 3, where areas left of sfbiEten information
the balance point are more council-
oriented and areas right of the balance Stafl Review of Web Review and Review and
point are more manager-oriented. Site Services and update update
In keeping with our underpinning Information information information
s_ubject of goals, objectives, and tasks, Online Permit Investigate Implement Further
line a-a-a in Figure 3 delineates a Applications software options | program enhancement
functional relationship between the -
council and manager. Goals that rep- Eleclromc Pur(.:hase Implement Further
resent community values are more In?pe.cuon Process equipment program enhancement
council-oriented. A balance between for Field Inspectors

the council and manager is achieved
by agreeing on objectives; tasks that
segue into outcomes and budgets fall
more in the area of the manager.

Line a-b-b denotes a weak manager COUNCIL MANAGER
in the council-manager relationship.
And as any manager who has the mis-
fortune of working in an environment
similar to line a-bh-¢ knows, the rela-
tionship is dysfunctional, and the dys-
function extends to the local organi- OBJECTIVES
zation and the community. Of course,
there are many more combinations
that can be shown on the illustrative TASKS
matrix, but I'm sure you catch my
drift, so I'll move on.

Figufe 3.Types of Council-Manager Relationships

GOALS

ORGANIZATIONAL
ACCOMPLISHMENTS BALANCE
In preparation not only to hold a per- a-a-a = FUNCTIONAL RELATIONSHIP
formance evaluation but also, more a-b-b = WEAK MANAGER RELATIONSHIP
a-b-c = DYSFUNCTIONAL RELATIONSHIP

important, to address in part the over-
all state of the city, I compile organiza-
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tional accomplishments related to the
goals, objectives, and tasks that have
been framed through the council-
manager partnership. This is accom-
plished through an electronic Power-
Point presentation to the council.
Here is a sampling of what the council
sees:

Objective: Fiscal Integrity

o Maintained AAA bond rating.

» Defeased the 2000 Recreational Fa-
cilities Bond, resulting in interest
savings of $2.9 million.

e Purchasing department received
the Achievement of Excellence in
Procurement Award from the Na-
tional Purchasing Institute.

Objective: Major Capital Projects

« Completed the widening and re-
construction of Long Lake, from
Carnaby to Dequindre streets, to
five lanes. This project was selected
by the Michigan Concrete Paving
Association as a top project in the
“urban arterial road” category.

« Sanctuary Lake Municipal Golf

Course opened for play in July 2004.

Objective: Communication

» Revamped the city Web site to ap-
prove its appearance, functionality,
and ease of use. One of the major
additions was public access to GIS
data.

¢ Received the national Clarion
Award from the Association for
Women in Communications for
the “Diversity in Troy” entry.

EVALUATION TIME
Once we've assembled all of our goals,
objectives, tasks, and accomplish-
ments, 1 put them all together and
schedule an evaluation. And what T've
spoken about so far more or less con-
stitutes the empirical side of the eval-
uation, or, in other words, what we
want. Now, its time to evaluate the
manager in terms of how it was ac-
complished. As long as the manager
does a good job and instills a culture
of professionalism in his or her staff,
this system should serve you well.
Now, if your partnership with coun-
cil is functional, as illustrated earlier,
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you can take this evaluation process
one step further. You can evaluate each
other against previously agreed-to, rea-
sonable expectations. This will involve
a discussion of what the council
should expect of the manager, what the
manager should expect from the coun-
cil, and what councilmembers should
expect of each other. And its a pretty
good idea to use a facilitator if this ex-
ercise is a first-time experience. In
Troy, we used a facilitator and came up
with the following:

What Council Should Expect of

the Manager

» Objective, professional work product
that gives council adequate informa-
tion to make informed decisions.

e Same information going to all
councilmembers.

» Efficiency and effectiveness.

o Respect, support, trust, and deci-
siveness.

« Willingness to work to implement
the decisions made.

« Support for council’s decisions
when dealing with staff and com-
munity.

e Provision of relevant information
hefore council has to make a deci-
sion, and advice about the ramifi-
cations of a bad decision.

e Equal treatment of all coun-
cilmembers.

What the Manager Should

Expect of the Council

s Consistency.

« Ownership of decisions by the gov-
erning body.
» Recognition of council's role as
policymaker, not micromanager.
 Respect, support, trust, and deci-
siveness.

e Defense of staff members when
they are being attacked publicly for
carrying out council’s policies.

What Councilmembers Should

Expect of Each Other

» Respect, understanding, and support.

» Acceptance and support of deci-
sions made by the governing body
as a whole.

 Timely decisions (no “paralysis by
analysis™).

» Uninterrupted consideration when
someone is making a peint.

e Consistency.

« Opportunity for council debate.

 Thought process shaped by a pol-
icy framework.

While not a quantifiable element of
the evaluation procedure, a discussion

| between council and manager about

reasonable expectations should be an
integral part of the process. This gives
both parties a chance to calibrate their
attitudes and behaviors, to enhance
their work-related strengths, and to
recognize their weaknesses.

By the same token, if a council-
manager partnership has evolved to

. permit an open dialogue on reason-

able expectations, this dialogue

| should not be relegated to a once-a-

year event. Rather, it needs to be an
ongoing process, both collectively and
individually, that will nurture both

| parties—pretty much as in a good

marriage.
The system we used in Troy in-

| volves more than 100 PowerPoint

slides, and I'm happy to forward them
to readers, should someone want to
take a look at the entire process. Just
e-mail me at szerlagaj@ci.troy.mi.us.
My only request is that you let me

. know if you improve on the process.

—fJohn Szerlag

City Manager

Troy, Michigan
szerlagaj@ci.troy.mi.us

ffective organizational leader-
ship requires a shared vision of |
the future, specific goals, clear
expectations of employees, a strong
team of people who work collabora-
tively, and accountability for achiev-
ing objectives. Local government
managers seek annual feedback on

~ their own performance from their
councils as part of the process of

strengthening the core leadership

| team and ensuring that they are on

track with council expectations.
This article was written following
interviews in 2004-2005 with man-

| agers, councilmembers, and con-

sultants who have participated in



performance evaluation processes.
Managers who have annual evalua-
tions typically say they cannot imag-
ine things otherwise. Years ago, this
was not the case, just as until the last
decade or two, manager employment
agreements were uncominoin.

One manager had this to say:
“Most managers get into this profes-
sion because they are high-performing.
The performance evaluation can vali-
date and document that we're doing a
good job. It also can point out areas
we need to improve. As professional
managers, we should want to do
that.”

Councilmembers said that the an-
| nual performance review gives them
an organized method of setting direc-
tion, evaluating progress, and raising
issues that otherwise may not be
voiced, even in a positive council-
manager relationship.

Various reasons were cited by
both managers and councilmembers
for holding an annual performance
review:

* lt is a sound business practice that
fosters excellence in professional
management.

* 11 is an essential part of helping a
council to succeed in setting and
achieving ambitious goals for the
community.

e Evaluations are part of the council
role as the governing board, ensur-
ing that clear direction is estab-
lished and that the council and
manager assess their effectiveness

i in achieving goals.

* Managers want to know what their

| councils are thinking. They believe
that speculating about the council’s
opinion is dangerous and hinders
any efforts at course correction.

* In addition to hearing the individ-
ual opinions of councilmembers, a
manager wants to know how the
council as a group views his or her
performance.

* 1t is useful for councilmembers to
hear each other’s views on the man-
ager and on council priorities.

* It is an opportunity to discuss sensitive
issues and ways in which the
council/staff team can be strengthened.

www.icma.orglpm

Evaluation Tip

In selecting a facilitator; choose
someone:

» With strong experience in working
with councils and managers.

* Who, other managers say, has suc-
cessfully facilitated evaluation
processes for them,

* Evaluations are opportunities for
the manager to inform the council
about the range and complexity of
work for which he or she is respon-
sible, including day-to-day opera-
tions, staff performance, and major
projects in the pipeline that will re-
quire a significant commitment of
resources and leadership.

* A performance review gives the
council a basis for making compen-
sation decisions. A manager’s em-
ployment agreement may in fact
call for an annual review, with com-
pensation decisions tied to that
process.

Some managers may hesitate to ini-
liate a performance evaluation be-
cause of strains in the council-man-
ager relationship and conecerns about
what may result from the process.
This strategy can work if there will be
a change in council makeup, but it
can be risky to assume that this will
solve a troubled situation,

One consultant interviewed for
this article said, “If problems exist in
the relationship, dodging them will
only make them larger. Only by con-
fronting them early can weakened re-
lationships be mended.” Consultants
who have assisted managers in mak-
ing a transition out of a job once the
council has decided to fire the man-
ager note that often the situation is
one in which mismatched expecta-
tions between the council and man-
ager, or aspects of the manager’s style
or approach, were not addressed early
enough; it simply became (oo late for
adjustments to be made and for the
relationship to be saved.

The costs are high to both the local-
ity and the manager when a termina-

tion is involved. Regular opportunities
for the council and manager to discuss
expectations, communications, and
performance can help prevent serious
problems in the relationship.

A VARIETY OF MODELS
Managers and councils use a variety
of approaches to performance evalua-
tions. The process needs to be tailored
to the needs, personality, and interests
of the individual community What
works well in one situation may not
be effective or well received in
another.

Internal facilitation. A number of
managers handle their annual per-
formance reviews informally, with the
mayor, a councilmember, or the man-
ager serving as process facilitator.
Normally, an evaluation form is com-
pleted by each councilmember, sum-
marized by the mayor, and discussed
by the entire council in a closed ses-
sion with the manager.

Most of the managers interviewed
said they prepare a written report for
the council on their accomplishments
for the prior year and on goals for the
coming 12 months. Typically, man-
agers discuss performance outcomes
of the organization, projects in the
pipeline, and council priorities, and
seek feedback in those areas, among
others, that are important to them-
selves individually.

Third-party facilitator. In this ap-
proach, an outside consultant is hired
to assist with the evaluation process.
Councilmembers and managers who
have used facilitators reported that,
even when there is an excellent coun-
cil-manager relationship, the evalua-
tion process is one of their most diffi-
cult tasks. It might be that council-
members are not experienced in con-
ducting evaluations and are more
comfortable with a facilitator.

A third party can help coun-
cilmembers talk about difficult sub-
jects and focus the discussion on im-
portant matters, whether pertaining
to the council-manager relationship
or to goals. Some managers have en-
gaged facilitators when there has not
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Resources

Webh Site

Articles of interest to managers and examples of manager-performance evalua-
tion forms can be found on the California City Management Foundation Web

site, at www.cacitymanagers.org.

Articles from Public Management Magazine (PM Index at

ICMA.org/pm)

s Caravalho, George,and Jo Anne Darcy. Manager Appraisals Can Be Nothing

But a Benefit” (December 1999).

+ Carlson, Margaret S.“How Are We Doing? Evaluating the Performance of the

Chief Administrator” (March 1997).

» Mathis, R.William.“What Councils Want from Managers.... But Do NotTell

Them” (September 1993).

+ Marshall, john.“Building a Working Relationship with Your Elected Officials”

(August 1992).

been a performance evaluation in
several years, in order to set a suc-
cessful tone and structure for the
evaluation.

When compensation is to be dis-
cussed, some managers find it helpful
to have someone who is able to in-
form the council of industry stan-
dards and the competitiveness of the
manager’s current compensation
package. The cost of a facilitator
ranges from $5,000 to $10,000, de-
pending on the number of interviews
and meetings to be held and the
amount of follow-up work desired.

ELEMENTS OF THE
PERFORMANCE EVALUATION
Interviews with managers, coun-
cilmembers, and consultants sug-
gested that there are five key elements
to the evaluation process:

I. Organization and management
of the process are decided.

« Everyone involved should under-
stand what will occur at each step.

e Guidelines should be given to
councilmembers on conducting an
evaluation.

+ Whoever facilitates the process
must have credibility with all
parties.

¢ There should be a commitment to

a time frame so the process can be

completed on a timely basis.
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2. Comments are collected from
councilmembers and manager.

e An evaluation form is derived.

e Each councilmember completes
the form and gives it to one person
(typically, the mayor or an outside
facilitator) to summarize the rat-
ings and comments in a combined,
confidential document.

¢ When a facilitator has been en-
gaged, each councilmember, as well
as the manager, is interviewed pri-
vately to hear comments on the
manager’s effectiveness, accom-
plishments, issues that should be
addressed in the relationship, and
other concerns that should be dis-
cussed by the council and manager.

o The evaluation form should be
easy to use and tailored to the
unique interests of the local gov-
ernment and the responsibilities of
the manager. Typical categories for
evaluation are:

o Vision and strategy

o Accomplishment of goals

o QOrganizational effectiveness
o Personal performance

Management skills
Communication
Leadership
Judgment

o Areas for improvement or change
o Manager’s goals for the next year.

3. Manager prepares a written
report.

s Key organizational accomplish-
ments and challenges are listed.

* He or she summarizes accomplish-
ments of his or her goals for the
prior year.

+ Goals for the next year are clarified.

4. Closed session of council with
manager is held.

 An agenda is outlined for the dis-
cussion, often by the manager.

» The mayor or facilitator reviews
the agenda with the council at the
start of the closed session and sets
the ground rules for the discussion
in the closed session. Typical
guidelines are:

¢ Each person will have an equal
opportunity to speak.

o A council consensus will be
reached on specific items and
on overall performance. And,
while the general consensus
may not be unanimous, it will
ultimately reflect the council’s
position and direction to the
manager.

o Everyone will treat each other
with respect.

'« The mayor or facilitator goes

through the combined evaluation
report, pointing out areas of agree-
ment and disagreement among
councilmembers regarding the
manager’s performance.

» FEach councilmember is asked to
comment on the manager’s per-
formance, including what is going
well and what he or she would like
to see changed. The mayor or con-
sultant facilitates a discussion,
seeking to reach a council consen-
sus on the manager’s overall per-
formance and on particular items
of importance.

» When there is disagreement among
councilimembers on the manager's
performance or on some specific
issue, the mayor or facilitator asks
each councilmember to comment,
so that everyone hears all perspec-
tives. The mayor or facilitator
seeks a council consensus (not



| necessarily unanimous) on the

| manager’s performance on this

item, so that the entire council and
¢ the manager are clear on the coun-
| cil’s position.

* The manager discusses sensitive is-
sues and/or areas in which the
council can assist the manager and
organization in carrying out the
council’s work program.

* Goals for the manager in the com-
ing year are discussed, and a coun- |

| cil consensus is reached on these

goals.
* Compensation considerations may
form part of the process.

Texas Transportation Summit
looking back | moving forward

l

5. A post-evaluation report is pre- f
pared by the mayor or man- |
ager that contains: i

* A summary of the councils view |
(as a group) of the manager. |

* A summary of items to be ad- |
dressed in the coming year (per- ‘r
sonal performance and goals). i

* Any follow-up actions agreed to |
during the closed session.

il ot 5%

Hotel ai Las Colinas | Irving | Texas
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Councils and managers can make |
an opportunity each year to hold an |
open conversation about vision, goals, '
council direction, and performance.
This is considered a sound manage-
Iment practice that leads to clear direc-
tion to the staff through the manager,
and stronger relationships between
the manager and council. i

—Jain Perkins

ICMA Senior Adviser
Leadership Trainer

Laguna Beach, California, and
Former City Manager |
Janperk@cox.net : Quick and easy online registration

Join us for the 8th Annual Texas
Transportation Summit as we

kick off a yearlong celebration

of the 50th anniversary of the
Interstate Highway Act. We're
looking back at our prograss, and
moving forward to more successful
multimodal transportation projects

and commerce in Texas. This is
the state’s largest and most comp-
rehensive transportation forum.

is available. Register now!

| texastransportationsummit.com

Coming in |

]

|

! For more information:
:

|

i phone | 214,750.0123
i

The First 45 comait | summit@e.irving.tx.us
Days Of a Sponsership opportunities are available, @

3 Call Dean International at 214.750.0123 or

New counC“ e-mail thester@dean.net for more information. IRVING
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