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COUNCIL MINUTES
The City Council of the City of Raleigh met in a special session at 10:00 a.m. on Tuesday, May 7, 2013 in Room 303 of the Raleigh Municipal Building, Avery C. Upchurch Government Complex, 222 West Hargett Street, Raleigh, North Carolina, with the following present:

Mayor Nancy McFarlane

Mayor Pro Tem Eugene Weeks
Councilor Bonner Gaylord

Councilor John Odom

Councilor Randall Stagner
Councilor Russ Stephenson
Mayor McFarlane called the meeting to order at 10:11 a.m.  All Council members were present except Mr. Crowder and Ms. Baldwin, who were absent and excused.
CITY MANAGER SELECTION PROCESS – INFORMATION RECEIVED
This special session was called to receive a presentation from UNC School of Government faculty members Vaughn Upshaw and Carl Stenberg regarding the selection process for a new City Manager.
The following information was contained in the agenda packet:

REASONABLE RECRUITING TIMETABLE FOR A CITY OR COUNTY MANAGER

AMOUNT OF TIME
STEP






TYPICAL


FAST
Determine needs




l week



l week

Draft and post job ad




2 weeks


1 week

Recruit applicants




8 weeks


6 weeks

Screen applicants




3 weeks


1 week

Assess candidates




6 weeks


4 weeks
Hire manager





1 week



1 week

LENGTH OF SEARCH:



19 weeks/5 months

13 weeks/3 months

Manager makes decision and reports


2 months


1 month
TOTAL LENGTH OF PROCESS:


7 months


4 months
DIFFERENT INTERIM MANAGER OPTIONS:
ADVANTAGES AND DISADVANTAGES
	Type of Interim Manager
	Advantages
	Disadvantages

	Internal versus External

	Internal (non-candidate)
	●
Familiar with organization

●
Known by employees

●
Known by council

●
No self-promotion agenda
	●
Seen as a "place holder" only

●
Could create tension with peers and damage relationships within the organization, particularly if they perceive that the interim's decisions unduly benefit his/her department

●
Morale might be adversely affected for those not selected as interim

●
The interim's transition to boss from peer could prove awkward and may take time to navigate relationships

●
Interim may be reluctant to make major changes that could impair roles/ relationships when he/ she returns to previous position

	External (non-candidate)
	●
May have considerable management expertise to offer during transition period

●
Usually has experience with and knowledge of similar organizations

●
Gives employees stability during transition

●
Provides council stable leadership during transition

●
Has freedom to speak honestly with employees and elected officials
●
Can help "set the tone" for new manager

●
Person has nothing to "prove," just does the job
	●
Serves as a "place holder" only

●
Will take time for the interim to get up to speed
●
Person has limited "stake" in what happens and who is hired (may also be an advantage)
●
Employees might resist or delay interim's directives or initiatives due to his/her temporary status


	Type of Interim Manager
	Advantages
	Disadvantages

	Candidate versus Non-Candidate

	Internal (candidate)
	●
Familiar with organization

●
Known by employees

●
Known by council

●
Provides council and employees an opportunity for a trial run

●
Allows interim to demonstrate readiness and fit for the position
	●
Could create tension for employees, uncertain whether individual will become their boss or not

●
Could lose employee if he/she is not selected as manager

●
Could create tension or morale issues for interim manager for new manager if he/she is not chosen and remains in the organization

●
Interim may engage in self-promotion which could adversely affect morale

	External (candidate)
	●
Test out person's readiness for the role

●
Opportunity to learn about organization prior to hire

●
Get to know employees

●
Get to know council

●
Bring in fresh point of view

●
Able to assess "fit" with organization culture during interim period
	●
Will take time for the interim to get up to speed

●
May create appearance of impropriety and perception that one person has an advantage over other candidates

●
May appear individual has been selected before the formal search is completed

●
Could result in employee dissatisfaction if person is not selected after having built trust with employees

●
Quality applicants might not apply or will drop out when they discover the interim is a candidate


Mr. Stenberg stated he and Ms. Upshaw were present to help the City Council explore its options for selecting a City Manager.  The "one best way" is what the majority of the Council thinks is best.  He and Ms. Upshaw appreciate the Council responding to their survey so they could anticipate what was on the Council members' minds.  A question asked frequently is "how long does it take to complete the search?"  He estimated four to six months; the recruiting timetable above provides perspective.  A lot depends on the candidate pool and the process the Council decides to adopt.  Sometimes the process is accelerated by an internal candidate pool.  The other information addressing interim arrangements was put together by Ms. Upshaw.
Mayor McFarlane asked about the pros and cons of an internal candidate who is appointed Interim Manager but does not apply for the permanent position; specifically, the pros and cons of the person transitioning back to his/her former position.  Ms. Upshaw replied a lot depends on the individual who is in the interim role and that person's credibility and trustworthiness in the organization.  The Council members must make it clear to the person what their expectations are, and what the boundaries of the job are, while he/she is serving as Interim Manager.  The City of Raleigh has not had turnover in its leadership role for over a decade, so the Interim Manager may be able to do the job well.  How others would perceive the person after he/she transfers back depends on that person's credibility.  Mr. Stenberg said it is awkward for an internal candidate to be Interim Manager, because he/she is moving from peer and colleague to boss.  Trust and experience are important.  In an organization with a strong management team, there is a realization it is a team but someone has to be the team leader

Mr. Gaylord said he assumed that with an internal non-candidate, there will be stasis in the way the transition is handled.  Ms. Upshaw replied that is a fair way to craft the expectation, but there are always crises and circumstances that cannot be predicted and the person may have to make difficult judgment calls.  It would be prudent for the City Council to have a plan ahead of time regarding protocol and how to manage that.  There should be insulation for the person who will return to his/her former position.  Council does not want that person to be a scapegoat in the midst of an interim crisis.
Mr. Gaylord asked if the Council becomes more engaged during those periods so the person is not left alone to make those difficult decisions.  Mr. Stenberg said that could happen.  During the interim period, the City Council might decide to be more hands-on in the management and control of the City.  The Interim Manager may welcome Council's increased engagement.  On the other hand, he/she may have a different idea about the separation of Administration and Council.  Again, a lot depends on the experience, trust and relationships Council has with its internal candidate.  Ms. Upshaw added that the Council should consult with the City Attorney along the way regarding legal requirements of the position.  The Council-Manager form of government requires that the Council appoint an individual as Interim Manager.  That appointment automatically engenders the same legal requirements about the Council and Manager legal roles.  It would be appropriate to set expectations about how much leeway that person will have, how frequently they should check in with the Council, etc.  The appointment gives that person the authority to act as City Manager in the interim period, and he/she has all the legal responsibilities that go along with that position.  Council needs to carefully structure the position to meet the legal responsibilities and authority.  Mr. Stenberg suggested the Council should also identify some gray areas.  For example, under what circumstances would it be appropriate for a Council member to go directly to a Department Head for information or to request that some action be done.  Ms. Upshaw stressed that conversations about expectations are not negotiations or an agreement between an individual Council member and the Interim Manager.  The full Council as a governing body must make those decisions.  Only the full Council can manage itself.  The Council must act as a group; it has authority only as a full body.  As the Council conducts its search for a City Manager, generally speaking, the more unified the members are and the clearer they are about how they manage themselves and work together, the better they will present themselves to qualified candidates.  Managers are very astute.

Mr. Weeks asked what timetable Mr. Stenberg and Ms. Upshaw recommend for selecting an Interim Manager, and whether that person should be appointed and start working before the current City Manager leaves his post.  Mr. Stenberg said they had talked earlier about a 30-day agenda, with number of actions to be ideally taken during that time frame.  In his opinion, it is good to have some overlap with the current City Manager for a few weeks, especially with an external candidate.  Even with an internal candidate, that person may have a lot of experience but has not "sat in" the City Manager's chair.  Working with the current City Manager for a few weeks helps ensure a smooth transition.  Mr. Weeks said he assumes the City Council should discuss a pool of candidates, whether internal or external, and not focus on one individual that someone may suggest.  Ms. Upshaw stated the Council wants to be confident as a group that the person appointed as Interim Manager is able to do the job during the identified period.  The success of the organization going forward is one where the management/leadership team is fluid in backing each other up.  The individual the Council appoints may not have all skill sets, but will be able to draw in other members of the organization as resources to solve complex problems.
Mr. Stephenson said credibility and experience are key to the Interim Manager appointment process and a smooth transition.  He asked if discussion of individual candidates is a closed session item and if it is a facilitated process.  Mr. Stenberg responded that the process can be facilitated or not.  Consideration of the pool can be facilitated by an outside person or internal person.  Discussion of candidates is usually done in closed session.

Mr. Gaylord suggested that with an Interim Manager and a new City Manager, there is an opportunity for bringing a different leadership perspective to the organization as a whole.  He asked if any cities had ever hired an organizational management consultant to provide a third party perspective of the organization for the City Council and the City Manager.  Mr. Stenberg explained that type of work is usually done after the new City Manager is selected.  The City Council, City Manager, and the management team engage in a retreat to discuss strategic goals, priorities, etc.  Before their interviews, candidates will check with other organizations to see what is working well in Raleigh and what is not.  The interview process will be an exchange of questions between the City Manager and City Council, including the direction of the City.  Ms. Upshaw concurred with Mr. Stenberg and said it provides a valuable opportunity for a team building exercise.  The Council wants the new City Manager to be able to help create the most positive, focused agenda for  himself/herself with the City Council and with his/her departments. If the agenda is preset for the new City Manager, it could create conflict if he/she disagrees with the City Council's priorities, etc.
Mr. Stenberg stated an important part of this process is a facilitated conversation(s) involving the City Council members regarding a profile of their ideal candidate, including skill sets, experience, Council priorities, and where Council wants the City to go.  Candidates will ask about Council's direction, Council's priorities, and the most important needs of the City that Council wants the City Manager to address.  It is important to identify the top items for the next City Manager.  That will also help narrow the pool of candidates.  Council should have those conversations in advance of the interviews.
Mayor McFarlane asked Mr. Stenberg and Ms. Upshaw to talk about having those conversations to develop the profile, such as holding them internally, internally with a consultant, or holding them with a search firm the Council may hire.  Ms. Upshaw responded it may be a process that Council initiates as a starting place for themselves to get a sense of where there may be areas of agreement or disagreement.  Having additional conversations internally with a consultant or an internal facilitator may help Council members identify the characteristics they are seeking in a City Manager and may help them select a search firm.  Different search firms have different experiences, networks, and philosophies of management.  A search firm will want more specificity from Council in order to refine its search for candidates.  It will need clarity about what Council really means about what is on its list of characteristics.

Mr. Stagner asked how many local governments use a search firm and how many try to conduct the search internally.  Mr. Stenberg replied that medium and large cities usually hire search firms.  Smaller towns usually conduct internal searches, mainly due to cost considerations.  It depends upon how wide Council wants to cast the net.  Smaller communities have a ladder in place of internal candidates who are logical to move up (a succession plan).  Other communities focus on a North Carolina City Manager pool because North Carolina is known as a strong City Manager state.  Word will get out through the North Carolina League of Municipalities NCLM and other organizations.  Medium to large communities usually cast a net nationally and look at talent that can serve their community in the organization, in the community, and abroad.  Search firms have the advantage of a national network for finding a good fit.  Candidates for the City of Raleigh are probably already working in dynamic cities.
Mr. Stagner asked when the City Council actually becomes involved in the search, e.g., at 150 candidates or the last five.  Mr. Stenberg said the Council should work that out with whoever it chooses to lead the search.  It is critical at the front end of the search for the Council members to articulate and agree on the qualities they are seeking in a City Manager, and they should be as explicit as possible.  The Council members could meet among themselves, or have Human Resources or an outside consultant facilitate that conversation.  If Council chooses to hire a search firm, that would probably be part of the contract Council has with the firm.  The firm representatives will spend two or three days talking with the Council and with staff.  It is important to solicit staff's needs and expectations of the ideal candidate profile.  That is a second set of expectations he encourages Council to consider at the front end.  Ms. Upshaw added the amount of review that the City Council may choose to do will be determined in part by how much the Council wants to do.  She strongly recommends that if the Council is clear about the criteria for the ideal candidate and gets 150 people who meet the basic criteria, Council should determine if it wants to look at all of them or just the cream of the crop.
Mayor McFarlane stated the more time that the Council members spend on this pre-work would help them end up with 20 candidates instead of 120.  She asked if it matters if the pre-work is done by the Human Resources (HR) Department and the information transmitted to a search firm, or if it is more important for the search firm to be engaged in the pre-work.  Mr. Stenberg said he has seen both approaches work well.  HR engagement can be awkward because they are staff members of the organization and a search firm is not.  The challenge with an outside search firm is that they bring neutrality but maybe not the knowledge that is advantageous from the inside.  It depends on Council's confidence in the ability of the HR staff to talk candidly with the Council members v. an arms-length relationship with an outsider.  Ms. Upshaw said there is a middle ground where Council can do a little of both.  A search firm can do a lot of the pre-work.
Mr. Gaylord asked how the Council members would make the decisions relative to the requirements for the City Manager.  For example, what if some Council members want the person to have a public sector background, but others want him/her to have a private sector background.  Mr. Stenberg relayed that one community he worked with used professional staff and a search firm working together to get Council to articulate clearly its priorities and needs.  In instances of division, the Council voted on the characteristic.
Mayor McFarlane commented that Ms. Upshaw had advised the Council to define its words. For example, "good communicator" could mean something different to every Council member.  Council members need to lay out those parameters.  Ms. Upshaw said the International City/County Management Association (ICMA) has identified 18 practices as critical to good public management.  It is very unusual to find someone who excels at all 18, but it is good to use them as a starting place.  Public sector requirements are different from those of the private sector; they have very different dynamics.  Council must do more to accommodate a variety of stakeholders in the public sector.  Council would be doing very well to get five or six, or about one-third, of the 18 ICMA practices in a candidate.
Mr. Weeks asked if Mr. Stenberg and Ms. Upshaw recommend that the Council obtain input from the business community or the Chamber of Commerce.  Ms. Upshaw referred him to the hiring flowing chart in the agenda packet.  She said once the Council begins recruiting, gets a narrowed pool, and starts bringing in candidates, Council has the opportunity to give them "the face of Raleigh."  More than likely, the Council will be looking at a national candidate.  Having a realtor available in the open process provides an opportunity for a face-to-face meeting for the individual, and he/she can learn about schools, housing, civic organizations, economic drivers in the City, etc.  Internal face time with staff members is also important.  If the process is open, the candidate can meet with the community partners and staff.  However, there is a risk with that, which Mr. Stenberg will explain.
Mr. Stenberg said managers are often are nervous about their name appearing in the newspaper as a finalist for the position, especially if they are gainfully employed and have a good relationship with their current council.  Whether the search is internal or external, Council will be asked to decide if this will be an open search and if so, at what point?  Unless there is a state law mandating that the search is a public record, Council must decide at what point the search will be deemed open.  He has seen closed searches, but cautioned that the Council may lose candidates if the community expects engagement in an open search.  It's a trade-off.

MR. GAYLORD DEPARTED THE MEETING AT 11:07 A.M.
Mr. Stephenson commented that the external organization audit mentioned by Mr. Gaylord helps identify internal issues, and that helps determine criteria.  A less rigorous way is for City Council members to talk to staff and outside stakeholders to define the criteria.  An external audit sounds time-consuming and would not add anything to the list of 18, but would help Council define criteria.  A report could be given to the candidate so he/she could to provide feedback on those criteria.
Mayor McFarlane asked what "informal" and "formal" mean.  This is a formal process no matter who does it and no matter if the candidates are external or internal.  Ms. Upshaw replied an organizational audit is a more comprehensive study as opposed to her and Mr. Stenberg asking Council members what their expectations and priorities are.  For an internal audit, it is important to solicit ideas from Department Heads and others with whom the City Manager would have a lot of interaction.  The Human Resources Department could handle that for the Council.  If Council decides to use the ICMA practices list as a starting point, she suggests it as a starting point for the Department Head conversations as well.  These are known professional competencies that Council can start with when soliciting comments from staff, the community, etc. and then look at the lists jointly to see where there is agreement and disagreement.  If the responses are not in agreement, Council must determine whether it is the City Manager's job to resolve the differences or the City Council's responsibility.  The internal drive will be different from the external drive, and Council needs to find a balance.  Ms. Upshaw said if she was in the Council shoes, her balance would be to outside and wanting to develop internal capacity to ensure the organization works well.  It should not be the City Manager's job to do that.
Mr. Stenberg said the national trend has been for City Managers to play more external roles than they once did.  With regard to talking to Department Heads about desirable skills, one advantage of a search firm or the Human Resources office is that they are neutral and the answers to those questions are not filtered.  A search firm is paid to be a listener and facilitator, and that is also the job of the Human Resources Department.  The process is formal and designed to help Council go from the broad traits of candidates to specific traits, skills and experiences.

Chairman Stephenson asked for further clarification regarding how the Council will set the criteria.  Ms. Upshaw explained that hypothetically speaking, Council will first determine if it wants internal/external candidate v. candidate/non-candidate for the Interim Manager.  If Council decides on an external candidate, she and Mr. Stenberg suggest the Council contact the NCLM.  Mr. Stephenson said he is asking about the criteria, not the Interim Manager.  Ms. Upshaw suggested every Council member should carefully review the ICMA list, rank each item as low/medium/high priority, and then the Council should meet to discuss the list.  A parallel exercise with Department Heads could be going on at the same time.  When Council has jointly summarized the criteria, it will be in a position to talk to a search firm about its experience in finding a person with those criteria and how the firm would help Council find a candidate that will be a good fit for the organization.
Mr. Stephenson suggested there will be individual retrospection for each Council member as he/she ranks the ICMA list.  There is a wealth of information that could be obtained from the internal organization and the community, and his first thought was to talk to Department Heads about the list.  He asked how those conversations could be facilitated.  Mr. Stenberg replied that one approach is a survey of elected officials and a separate survey for Department Heads regarding the desirable qualities, followed by interviews, then feedback to the elected officials.  The advantage of an outside consultant or Human Resources staff handling that process is their neutrality.  There will always be some subjectivity regarding the most important qualities, but the process and answers can be structured in a way to make the Council confident about the consensus of the replies.  Ms. Upshaw stated that the City Council's review of the ICMA list may give rise to questions the Council would like input from Department Heads about.  She encouraged the Council to delegate the task of facilitating that conversation to a neutral third party, because staff may not always be forthcoming with the Council.  For example, one of the traits important to staff may be to "keep the City Council members from coming to Department Heads directly."  Staff might say that to a neutral third party, but probably not to a Council member.  However, Council would want honest feedback and would want to know, as a body, if its behavior is creating challenges for management internally.  Fractiousness will be quickly sensed and understood by a sophisticated candidate.  She stressed that the Council must present to the candidate as a cohesive group working together.
On behalf of the Council, Mayor McFarlane thanked Mr. Stenberg and Ms. Upshaw for their assistance.

ADJOURNMENT 
There being no further business before the City Council, Mayor McFarlane announced the meeting adjourned at 11:25 a.m.

Leslie H. Eldredge

Deputy City Clerk

