




















































































MEMORANDUM June 25, 2006

TO: Honorable Islamorada, Village of Islands - Council Members
Gary Word – Village Manager
Ed Koconis – Planning Services Director and Asst. Village Manager
Beverly Raddatz – Village Clerk
Gerry Albertson – Building Services Director
Shari Elliott – Finance Director
Stu Bautz – Communications and IT Director
Zully Hemeyer – Public Works Director
Orlando Hernandez – Utilities & Capital Projects Director
Capt. Joe Leiter – Sherriff District Commander
William Wagner – Fire Chief
John Sutter – Parks and Recreation Director
Nina Boniske – Village Attorney

FROM: James E. Trice – Volunteer Facilitator /S/ JET

SUBJECT: Council/Senior Staff Objective Setting & Alignment Workshop

Summary
There is no doubt!  The workshop made it clear.  No group cares more about our
Village, our present, our future and our residents than our Senior Staff and Council.
On this day alone, over 130 personal time hours were donated for the betterment of
the Village, with focus on Council/Senior Staff objective setting and alignment.

If time permits, I hope you read this entire document and all the card quotes to
develop your own actionable interpretation of our day together. Clearly, the summary
is my personal version of what occurred, which may differ from yours.

I encourage you to personally keep this plan alive and well.  Please do not assume
someone else is taking the initiative.

If the Village accomplishes everything listed over the next 24 months, you will have
something to be proud of for many years. Over the next two years, you are on the
team that is going to make a huge difference for our citizens and generations to
come.
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The objectives of the workshop were:

 To build consensus and commitment to accomplish specific measurable
objectives over the next two years

 To help promote teamwork between Council and Staff
 To bring additional clarity to interface procedures and

roles/responsibilities between Staff and Council
 To share the new Village Staff Basic Beliefs
 To agree upon a Code of Conduct for the Village Council
 To idea generate on how to improve Council meeting effectiveness and

improve Staff morale and retention

We were fortunate to have an environment where everyone could speak candidly and
not be fearful of outcomes/interpretations of remarks. It was great to see the Staff
candor with Council.  It was a positive day and a lot was accomplished.

We started the workshop with agreement on our workshop ground rules and
conducted an individual expectation exchange.

The result of the expectations exchange was open, candid, heartfelt expressions of
needs and wishes. Very important realities, perceptions and personal feelings were
shared. While some remarks were difficult to hear, most of the participants were
nodding their heads when expectations were spoken. The expectation exchange is
summarized below:

Roles and responsibilities are not as clear as desired – Council, Manager and
within/between departments
Lets be real clear about what we want to accomplish over the next two years,
stick to it and go do it
There is a need for more continuity on Staff – Manager and Senior Staff
Managers, better on-boarding of new Councilmembers
The atmosphere at work is more negative than positive and that needs to
change with help from everyone at the workshop
We need to focus on morale and retention within the Village Staff – a new
facility is going to help but it is not the total solution
We take so much time focusing on the negatives we never get around to
celebrating, smelling the roses and recognizing outstanding performances
Internal policies and procedures need improved & communicated
There is a lack of understanding about the true capacity within each
department and current workloads – eliminating work and better prioritization
of current work is needed before more work can be added
Many of the participants felt we would be much more successful if we could
set targets and keep them as stable as possible – moving targets and
constant change makes it tough/impossible to deliver on time, within budget –
especially capital projects
The public needs to know more about what we do, can do and have done
More TEAMWORK between Council and Staff is desired – helping each other
to do the right work, the right way, at the right time
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We invested 3 hours developing a list of accomplishments we desire to achieve over
the next 24 months.  The group’s collective thoughts were lumped into 19 buckets.
Each participant was asked to select seven (7) buckets that they most wanted to be
done and or that needed the most focus to get done.

0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16

M is c e lla ne o us

B udge t

S e we r

E le c t ro nic / P a pe rle s s

S he rrif f  S ta t io n

Im pro v e d Lo ng T e rm  P la nning

P ublic  Wo rk 's  F a c ilit y

C a pt ia l Im pro v e m e nt  P la nning

Is la m o ra da  Im a ge

T rus t  a nd R e s pe c t  C o unc il/ S ta f f

C o m m unity C e nte r

Lo we r M a t  F ire  S ta t io n

C o unc il M e e t ing E f fe c t iv e ne s s

C o m m unic a t io ns  with the  P ublic

A f fo rda ble  H o us ing

M a rina

S ta f f  A t t itude , C ultura l C ha nge

S ta f f  M o ra le  a nd R e te nt io n

M unic ipa l C e nte r

The purpose of the voting was not to finalize priorities, but to set the stage for more
detailed discussion and therefore agreement/commitment to achieve specific
measurable objectives. For example, sewer phase 1-2 only got 2 votes as it is
essentially done.
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It was agreed we could accomplish the following within 24 months!

 Complete and move in the Municipal Center
 Completely finish phase 1-2 Sewer Project
 Planned & started implementation for waste in remaining areas
 Complete the Marina renovations
 Inclusionary Zoning enacted
 Completed at least 1 Affordable Housing Project and plans for more
 Improved Staff morale and retention
 Improved Staff Attitude – Cultural Change
 Improved Trust/Respect Levels between Staff and Council
 Effective Communications Program with Public
 Have City View Information System fully implemented
 Have 20% of Stella – Document Management System Complete
 Have paperless Council Packages available to Council and Public
 Have fewer, shorter, more effective Council meetings
 Implemented a capital improvement tracking/reporting program
 Be effectively using CIP for future projects and needs
 Continue to improve Islamorada’s Public image
 Effective employee performance management/development

It was also agreed, we should expect to see substantial progress regarding direction,
planning, funding and building an improved Sherriff Office and make visible progress
regarding the new public works location.

It was acknowledged that these objectives are measurable and the list is formidable.
Given our past record of accomplishment, we accepted it cannot be business as usual
to get things done.  It is going to require great focus, keeping targets as stationary as
possible, a motivated Staff, an informed public, new ways of doing business, and
teamwork between the Council and Staff.

We did not have the time to go into detail regarding exactly WHAT the Staff will need
to accomplish the aforementioned objectives or specifically HOW the objectives would
be accomplished.  The next step section partially alleviates this concern.

Basic Beliefs
During lunch, Gary Word presented the Village Staff’s new Basic Beliefs. See Exhibit
1.

The intent of the Basic Beliefs is to accelerate the implementation of a new culture
within the Village Staff.
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Highlights included:

All customer phone calls or emails will be returned within two (2) working days,
even if it only to acknowledge receipt and willingness to help
Establishes that the Staff EXISTS for its customers and therefore must be
customer satisfaction driven
Enjoy achievement and have a sense of satisfaction by helping customers
Innovate – focus on how to do more, at less cost for our customers
The importance of trust and outstanding teamwork on Staff
Balancing work life and personal life
The importance of being technically correct and outstanding at everything the
Staff does
Spending the budget and taxpayers money as it were our own money
Seeking feedback and proactively developing new skills
Recognize and promote strengths and accomplishments rather than dwelling
on shortcomings

Council Code of Conduct

A new "Village Council Code of Conduct – Roles and Responsibilities" document was
shared, built on and informally accepted by the Council. It will be improved with
additional feedback from Nina and Ed, and then taken to the Council for a formal vote.
See Exhibit 2.

Employee Morale and Retention
We next worked the problem statement: “How to improve Village employee morale
and retention?” Ideas included:

Formal employee recognition and rewards program
Improved skills training
Requiring management training
Improved departmental communications and teamwork
Competitive salaries that factor in cost of living in the Keys
Revaluating and adjusting benefit program
100% of time do Exit Interviews
Housing allowance
More praise and support when caught doing good things
Improved work environment – facility and positive atmosphere
Formal performance expectation setting and management program
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Council Meeting Effectiveness
The Council desired to use the group’s collective thinking regarding the problem
statement: “How to have fewer, more crisp, professional and shorter Council
Meetings?” Ideas included:

Thoughtful agenda management and balance
More consent items and less pulling of items on consent agenda
Improved public speaker time management – very strict on 3 minutes with new
clock or lighting system speaker can see while talking
Council to consult with Sr. Staff before meetings to reduce question time and
to help Staff prepare for questions that might come up
More concise and accurate Staff work
Briefer, more net and to the point Staff reports
More thank you and acknowledgements for difficult and quality Staff work
Council stay on topic
Honor time contracts – start on time, 10 minute breaks end on time

Workshop Benefits and Concerns

The workshop was concluded with a benefits and concerns session.

Benefits included:

I felt I could speak freely and think others did too
I appreciated the risk and trust Staff placed in the Council by speaking their
mind
Enjoyed it and learned a lot
I was not looking forward to this all day meeting on Saturday, but it was a good
meeting.  The best of four this week.
We were comfortable and it was nice
Gary’s style during the meeting was good
No TV allowed us to not have to very carefully pick our words and it improved
our productivity
Definitely feel more like a Staff/Council team now
We got some objectives and goals agreed upon
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Concerns included:

Yes, we got some good direction today, but need more to execute
How to ensure this is not an isolated experience and we keep the momentum
up
We need to translate our work today to budget, departmental resource needs
and more detailed next steps
We need to really make sure something positive happens from our work today
– keep this objective list alive
I hope we review our progress and key future milestones every quarter or so.
We just need to go DO IT now

Next Steps

The following next steps were captured on sheets or on note cards by Jim Trice.
They were not retested for reasonableness and thoroughness during the workshop.
This needs more focus and delegation to assigned responsible person(s)

BY
WHAT WHO WHEN

Bring to Council proposal in increase Village Manager GW asap
spending authorization limit to $25,000.  If not in budget
Gary is to inform Council of expenditure

Obtain a new 3 minute Clock like county has or a BR asap
lighting system for speakers to manage time and know
when 3 minutes is up.

Strictly enforce 3 minute rule CS

Complete Sheriff Station direction – improve building or JL+
have ~1000 foot added on Village Hall if does not delay

Formalize a monthly highlights and Staff accomplishments GW/STAFF asap
for Mayor to share with public

Complete Council Code of Conduct with builds from Nina Trice asap
and Ed
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Formalize Council Code of Conduct for this and future CS 7/31
Council’s use by taking it to vote at Council meeting

Start implementation and roll-out of Village Staff GW+
Basic Beliefs

Acquire MS Project Management and develop OH asap
a monthly reporting system that tracks capital project
key milestones and progress for Council

Review salary and benefit needed to acquire and retain GW 10/1
talented Staff to ensure budget is in place for next FY

Develop and install an effective employee annual GW ?
expectations setting, performance management/appraisal
and employee development process/program

Establish a quarterly review of accomplishments & progress CS 9/22
& needs to stay on schedule regarding two-year objectives

Develop a comprehensive resident education & news ? ?
sharing campaign – ideas - it includes what Staff does,
accomplishments, key current initiatives, seeks input,
dispels rumors or prevents them from starting, open house-
(come see what we do – round robin tour through
departments getting a briefing about what they do),
recognizes employees and citizens…

Develop process to accelerate teamwork across GW ?
Departments and understanding of what other departments
do – as well as reinforce Basic Beliefs

Consider a session similar to the workshop that GW/CS ?
specifically focuses on exactly what does Staff needs to get
the job done ($, more Staff, work elimination, permission to
not do other work and exactly what is not clear.  The
objective being no one can say, I didn’t get my job done
because of lack of direction/support from Council.

Improve Council Meeting effectiveness Council asap
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Detailed Information
Workshop Ground Rules

 HEADLINE – be brief
 Honor our time contracts
 Silence = comfort
 Paraphrase for clarification
 No heat seeking missiles
 Cell phones off
 No shooting at the messenger
 Avoid the “disagree” word – use words like, What’s Behind That – “WBT”

or I Wish I Knew…. - “IWIK” to promote positive dialog
 One person talking at a time
 This is about US, no we or they – TEAM TODAY
 Avoid sidebars and distractions

Thanks for trying your best to follow the ground rules!

Expectations Exchange
 Better defined roles
 What does Council expect from Staff
 Improved teamwork between Council and Staff – helpful to each other
 Build on positive direction
 Emphasize positives, not dwell on negatives
 Policy and Procedures Clarification
 New reality implementation
 Avoid the Excuse – “That’s the way government works”
 Responsibility Clarification
 Better understand what Departments do and are capable of
 Specifically – Next 2 years what to we want to get accomplished
 Let’s keep in mind our past track record as we go forward
 What ever we can accomplish to change the morale of entire Staff
 Negative attitudes to positive attitudes
 Better follow through
 Council not beating each other down and the Staff down
 Teamwork – How to get to yes answer versus no with some velocity



Council and Senior Staff Objectives and Alignment Workshop – June 24, 2006

10

 Two Councilmembers oriented – not sure if other Council knows what
departments really do

 Lack of internal policy and procedures – more clarity
 Guidance and expectations pertaining to service levels
 Better in touch in public
 We get lost and drained because of a few individuals – How to not let it

happen. We are letting a few interfere with our performance
 Be fair – no favoritism from Staff our Council
 Improved continuity with Staff, Council and public
 The public does not know what we do – how to educate them
 Exactly what does the Council want – a moving target is hard to hit
 To be positive, not negative
 More celebration and focus on accomplishments – we are not bad
 Department silos reduced. We are not sure what each other department

does – Wilma helped but how to keep it going
 How to understand Staff workloads and capacity to deliver quality work

and not overload
 Wish my questions to Staff were answered more clear and crisp – if

don’t know the answer just say I will have it for you at next meeting
 Improved communications between Staff, Council and public
 More focus on public relations – perhaps a knowledgeable Village public

interface role on Staff
 Better measurements and follow through – progress reports
 How to know when things are getting done or not
 Council needs to better trust Village Manager and Staff
 Respect bottom up and top down
 How to avoid Department empires and turf protection – do the right thing

for Village - not self
 There is a perception that we the Village do not finish projects – how to

change it
 Develop clear goals and objectives and stick to them
 TEAM – all working together – leaders not bosses
 Staff needs improved recognition for work well done
 I would like to see more support from the Council
 How to not fear will be publicly picked to death from Council
 We need some continuity – 4 Managers in 8 years for example
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Two (2) Year Objectives
Each participant was asked to write the objectives they wanted to see accomplished
over the next two (2) years. They were placed into buckets.

Municipal Center – 15 votes ~ 2/3 funded

 Finish the municipal center
 Municipal complex completed and occupied
 Municipal center completion
 Complete Muni-Center
 Complete and occupy admin building
 Village Hall
 Municipal Center completed
 Complete the municipal center for continuity of ops…
 Completion of Islamorada Municipal Center
 New Village Hall, completed and occupied
 Completion of new V.H & L.M.F.S

Community Center – 6 votes ~100% funded

 Complete construction of Community Center
 Community center built and uses

Lower Mat Fire Station – 6 votes ~2/3 funded

 Lower Matecumbe Fire Station completed
 Lower Matecumbe Fire Station build and Staffed

Sewer – Complete Phase 1 & 2 ~100% funded and start further
implementation - ~? funded

 Clear direction set for all wastewater
 Start implementation of sewer collection/treatment for remaining areas
 Complete Phase 1 and 2

Marina – 8 votes ~50% funded – felt balance could be self-funded

 Finish the Marina immediately
 Have a first class Marina at Founders Park
 Marina renovations completed
 A first class, most beautiful marina in all of Florida at PYHM
 Complete the marina project
 Marina renovation completed
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Sherriff Station – 4 votes ~$30K funded – cost $150K to $350K

 Sherriff station renovation accomplished
 Complete location selection, design and construction of police station
 Renovation/Expansion of Islamorada Police station

Pubic Works Facility – 5 votes – Unfunded $1.6M to do

 Complete remodeling of Euhler property for public works yard and office
 Lower Matecumbe Fire Station build and Staffed

Affordable Housing – 8 votes ~ ? funding

 WFH direction set and in full swing
 Complete an affordable housing project and more being planned
 Build on the Wet Net Property
 Inclusionary Zoning enacted
 A real project build for workforce housing
 Lower Matecumbe Fire Station built and Staffed

Staff Morale and Retention – 13 votes

 Recognize/acknowledge accomplishment of goals in each department
 Continuity of Village Gov’t inside and out
 Merit system for employees
 Staff retention and it starts with I’m proved
 Reasonable expectation of Staff personal time
 Develop a recruitment and retention program for Staff
 Reduction in Staff turnover, long term Staff continuity – including Manager
 Emp. Retention program
 Attaining and retaining a quality Staff
 Staff stability – minimum turnover
 Positive training program – perhaps a training division
 Better understanding internally of each department’s responsibilities
 Maintain Staff

Staff Attitude – Cultural Change – 9 votes

 Council and Staff having an attitude of how we can help the public
 Helpful Staff
 Clear customer service goals set and accomplished
 Faster times for permits, planning, public works, etc
 Staff commitment to service excellence
 Improve expectations
 Everyone working together from Staff to Council
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 A smoothly functioning team – clear paths of communications and
responsibilities to accomplish tasks

 Establish a feeling of trust in the community towards Village Government – an
attitude change

 For the public to perceive and believe that the Village government really cares
and wants to serve

 Greatly improved public perception of Staff and services
 Provide performance equal to or greater than the standard reported under

dept’s (PWD) performance measurements

Two-Way Trust/Respect Between Staff/Council – 6 votes

 Council/Staff/Public mutual respect
 Improved trust between the Council and Village Staff
 Council promoting confidence in Village Gov’t
 A community where there is no longer finger-pointing and “blaming” but rather

a spirit of pride and unity
 Improved perception of Village Council and Staff that they care about every

resident equally
 Respect each other
 Council supporting Manager and Staff
 PRIDE

Communication with Public – 7 votes

 Improving the communications between public and Village employees
 Educational program for public on services provided
 Increased and effective communication with public
 Flowchart of work activities for public
 Improved public relations
 Better understanding that public has of Village Gov’t
 Don’t want to hear “Islamorada, Village of Idiots” again
 Accomplish our goals

Electronic Improvements – Paperless – 3 votes

 Having terminal(s) for the public to review public documents at Village Hall
 Improve the records management plan by centralizing records
 Live on-line Council Meetings
 Making paperless Council packages
 All Council packages on the website
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Council Effectiveness – shorter and fewer meetings – 7 votes

 Council meetings that stay on task and focused
 More efficient Council meetings
 Less village Council meetings
 Clear and concise direction from the Council
 Raise Village Manager $ authorization level
 Don’t go back and forth with the public
 How to not problem solve for Manager and Staff during meetings

Capital Improvement Program and Planning – 5 votes

 How to minimize to have no changes during capital projects
 Use CIP to program future projects
 Have a dedicated Capital Replacement Program!
 Vehicle replacement program
 Finish all of our current capital projects before building costs go up
 More department involvement with capital project input
 Slow down – make sure all bases are covered
 Have quarterly reviews to keep priorities in line
 All future projects should exclude the answer, “I assumed”
 Greater accountability from ALL of our outside contractors
 We need to be able to look back and see that we kept on task for 24 months

Islamorada Image and Brand – 6 votes

 Beautify US1 throughout the Village
 Pride
 Earn the title of Fishing Capital of the World
 Founders Park to be recognized as one of the most outstanding park

resources in all of Florida
 Village to set the bar for environmental standards

Improved Planning – 4 votes

 Realize the shift of goals
 Philosophical continuity that carries over 2 yr Council terms
 Properly divide up our budget so we understand the true costs of each

department
 How to become more proactive and less reactive
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Miscellaneous Statements

 Effective vacation rental regulations – note – they are set and expected to be
effective, but being held up in court

 Carefully examine ICE contract to determine our liabilities
 Less litigious atmosphere in community
 Respect history
 Millage rate – steady as she goes
 Determine if we can afford Village Hall & if so, move forward & if not stop


How To Attract and Retain Talented
Staff Members

Training

 Invest in training
 Provide training and education
 Reimburse or partially reimburse self training/education that betters career

and job performance
 More effective new employee orientation
 Improve management coaching skills
 Continuous training
 Training programs
 Provide training to be a better manager – such as situational leadership

training
 Regular training

Departmental Communication and Teamwork

 Regular departmental Staff meetings
 Effective communications and understanding policy
 Develop team roles
 More personal workshops like this one for non-senior Staff
 Occasional Staff team building days and outings

Salary

 $ - Equitable salary
 Salary ranges
 $$$$$$$$$$$$$$$$
 Pay
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 Eliminate image that Village employees as government workers should be
paid less than private sector for similar jobs

 $
 Salaries that reflect responsibilities and cost of living and raising a family here
 Competitive wages
 Raise salaries for competition within Monroe County
 Fair/Equitable compensation
 To keep Staff they need to be able to survive financially
 Merit raises
 Salaries commensurate with education and skills

Benefits

 Employee benefits that are conducive to long term employment commitments
 Reimbursement for any leave time that cannot be taken annually
 Increase total benefit package
 Back end pensions to encourage employees to stay
 Programs promoting physical and psychological well being of employees
 Competitive benefits
 Complete benefit package
 Wage and benefit parity with competing areas
 Maintain insurance and other benefits
 Give a day off for appreciation like County did their employees on July 3
 Having the proper tools to do the job
 Hire non-smokers to reduce costs to medical benefits

Exit Interviews

 Do them – for every departing employee, learn from them, adjust from them

Housing

 Affordable housing
 Build affordable housing for employees
 Housing
 Affordable housing or housing allowance
 Housing
 Workforce housing

Praise and Support

 Acknowledge accomplishments and successes
 Praise and encouragement for accomplishments
 Positive reinforcement – words
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 Praise
 Praise accomplishments
 Reward innovative ideas
 Support

Work Environment

 Positive work environment
 Improve work environment
 Pride
 Working environment
 Reasonable working hours
 Don’t overload job time hours
 First change the image of Village work environment
 Positive work environment

Performance Plans and Performance Management

 Standardized performance evaluations
 Fair work rules
 Implement employee upper mobility
 Respect employees expertise, experience and education
 Need a good career ladder
 True job descriptions and expectations
 Better defined job descriptions
 Make Staff feel secure while making them accountable and responsible
 Use errors to correct problems and build a strong knowledge base
 A true employee evaluation system tied to merit increases in salary
 Mandatory employee development plans for salary employees
 Individual personal development should be required

Employee Recognition and Rewards

 Incentives for exceeding Council goals
 Recognition – extra vacation, bonus, etc
 Reward for good performance
 Salary incentives
 Employee recognition/Reward program – simple as a certificate or dinner
 Employee recognition program
 Recognition program
 Employee of the Month, incentives and pay
 Bonuses for efforts and achievement “above and beyond” the call of duty
 Incentive
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Miscellaneous

 Council should take responsibility for policy
 Less direct attacks from public
 Try not to state “OR ELSE” if person doesn’t do X job on TV, especially before

position is filled (Ex. Grant writer)
 Job security

How To Conduct More Efficient &
Effective Council Meetings

Honor Time Contracts

 Start meetings on time
 Start meetings at 3:00 p.m. or earlier
 Breaks of 10 minutes, not 30-40 minutes
 Start meeting on time
 Stick to 5 or 10 minute breaks
 Stick to the exact time break
 Keep breaks to the time announced

Agenda Management

 Stick to agenda items
 Add On’s kept to a minimum
 Agendas should be less time consuming
 Balance agendas between meetings
 Have planning department items at a separate meeting
 More on consent agenda
 More items on consent agenda
 Allow more routine items on consent
 Increase Managers $ authority

Speaker Time Management

 Don’t encourage public comment
 When public comments is closed, do not reopen it
 Don’t invite more public comment
 Public comment kept to 3 minutes
 Turn off podium mic after 3 minutes
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 Stick to 3 minute limit and don’t recall unless major exception
 Limit public comment to 3 minutes
 Strictly follow time limits for public comment
 Reduce (legally and respectfully) public comment
 Speakers that attack Staff and Council should be thanked and not debated

with
 Reconsider public comment policy that allows comment on every item
 “One bite of the apple” Public Comment
 Don’t have speakers speak or say the same things over and over again
 Respectful of person speaking

Consult with Staff before Meetings

 Get info prior to Agenda item if necessary – allow Staff time to prepare for
questions

 Go over questions/problems with Staff prior to meetings whenever possible
 Ask questions about agenda before mtg – allow Staff to obtain answers and/or

fix
 Council needs to do their homework
 Seek out the answers ahead of time with the Staff to define the problem
 Seek answers from Staff BEFORE the meeting

Concise and Accurate Staff Work

 Contracts should be right and possible hard to interpret areas should be
clarified.

 Staff should try and anticipate questions and have answers ready
 Concise answers to questions

Council Stay on Topic

 Don’t talk just to hear yourself talk
 No interrupting each other
 Address the topic and comment specific to result instead of getting off track
 No discussion domination
 Don’t talk and drill Staff just to show the viewers how smart you are
 Make speakers stay on topic
 Say positive things to Staff and Council
 Stay on task
 Stay on task
 Stick to the issue
 Make a statement once – not repeatedly
 Focused discussion
 Stay on task
 Don’t talk over each other and let other Councilmember finish statement
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 NO Staff bashing
 Don’t problem solve – direct the Staff
 Respect the person speaking

Miscellaneous

 Make decisions and stick to it
 Short Staff reports

RACI Charting
In the pre-reading package, the Council was presented with a strawmodel roles and
responsibility chart.  During the workshop, the Council indicated they accept the chart
and know it now. However, they indicated they did not fully understand the roles
when first elected, and felt it would be a good on-boarding document for new
Councilmembers.
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Respectfully Submitted:

This was the neatest thank you ever –
Although I know Michael’s intention was to erect underground in the
Doggy Park or below sea level in a polluted canal.  Ha
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Exhibit 1:

Our Mission Is To:

 Protect the Residents’ Right to Quiet Enjoyment of
Life

 Plan for Enhancing Our Village Character
 Preserve Our Community: Its People, Natural

Resources, and Pride
 Provide Basic Services to Support our Quality of

Life

Our Basic Beliefs:
Customers: We are here to serve our customers. Our customers include
individual citizens, neighborhood groups, commercial enterprises/developers,
other government agencies, contractors, the environment, elected officials,
citizen advisory committees, and all those requesting the services of the
Village.

Our strategy will remain customer-driven.  We strive to deliver not only
consistent, predictable services, but also fast results for our customers.  We
define customer success as mutual respect.  We deliver more than we promise
and only promise what we can deliver.
Staff Members: Our Staff must be technically excellent and much more. Staff
must be trusting, team oriented, positive and hard working.  We must put
customers ahead of all else, honor commitments and deadlines, and value
differences in others.
Trust: We will build and sustain our Village through a foundation of trust and
communication.  Trust occurs when a person believes another will consistently
do what he/she says they will do.
Innovation: Through successful operational performance, we will invest in our
training, technologies and processes to ensure we reach and keep our vision
for the long-term.
Quality of Work Life: A balance of professional and personal goals, physical
and emotional health, a sense of accomplishment and appreciation lead to a
quality work life.
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CUSTOMERS:

- Do the right thing for every customer.  Our customers always come first.
- Don’t hesitate to ask for help to better serve your customer.
- Treat customers as you would like them to treat you.  Take the time to

fully explain what is behind your decisions.
- Listen assertively.  Do not assume. (For example, ask “What is behind

your question?”)
- Conduct business with your customers in an open and fully honest

manner.
- Be technically correct when advising customers.
- Return all customer phone calls or emails within two (2) working days.
- Report any sign of customer dissatisfaction immediately and TEAM

correct.
- Through behavior and communications (internal and external), cultivate

a supportive, respectful and professional relationship with all customers.

STAFF MEMBERS:

- Speak about what you like about an idea before sharing your concerns.
- Stay in touch with each other using technology and face-to-face

meetings.
- Communicate in a timely, accurate and forthright manner.  Be an active

listener.
- Be honest and have integrity; it is essential to success.
- Be a team member.  Teams are heroes - not individuals. Enjoy giving

others credit.
- Value diversity.
- Demonstrate integrity, dependability and a strong work ethic.
- Be prepared to do whatever needs to be done and wear many hats.
- Once a decision has been made - fully support it.
- Mediocrity is unacceptable - strive for excellence in everything we/you

do.
- Don’t hesitate to share your concerns directly with senior management.

Achieving our vision requires open, unfiltered resolution of your
concerns.

- Spend our budget and taxpayers’ money as if it were yours - be fiscally
responsible.

- Forever be a student – anxious to learn and attend training
opportunities.
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- Take responsibility for your own professional development.
- Be gracious and humble.
- Have a sense of humor; be able to laugh at yourself.
- Enjoy achievement and appreciate a sense of satisfaction by helping

customers.
- Be constructively candid.  Be open and secure in communications.
- Be proactive.
- Be thick-skinned.  Get back up when knocked down and continue to

take the initiative.
- Be passionate about doing your best for customers and colleagues.
- Be a confidence builder.
- Treat others as they want to be treated.
- Demonstrate consistently professional behavior and ethics.
- Celebrate your own, co-workers’ and customers’ successes as a

prerequisite to repeating successes.

TRUST:

- Each Staff member must go more than half the way toward an objective,
ensuring team success.

- Meet/exceed promised dates to our customers and team members; i.e.,
return calls, project reporting, meeting start times, etc.  Do what we
commit (small and big commitments) to each other.

- Proactively and often, give and receive 360-degree feedback.  Feedback
should be constructive and clear.

- Embrace differences in others.  Recognize and promote strengths rather
than dwell on each other’s shortcomings.

- Talk with people not about them.
- Communicate in a straightforward, yet respectful manner.
- There is no “They” or “I” but rather only “We” within our vocabulary.
- Earn our customers’ trust, never assume it.
- Focus our energy on overcoming barriers to improving as a Village and

as Staff members – not competing with each other or protecting
personal turf.

INNOVATION

- Utilize new technologies and capabilities to develop our Staff members
and meet identified customer needs.

- Constantly focus on how to do more for our customers at less cost.
- Be thirsty for knowledge and quick to share knowledge with colleagues.
- Be an expert or strive to be an expert in one or more areas.
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QUALITY OF WORK LIFE:

- Embrace work with a sense of adventure. Allow for creativity.
- Respect each other’s evenings and days off.
- Exercise and eat properly. Stay physically fit. Plan and take all of your

vacation time each year.
- Don’t take yourself too seriously.  Laugh and smile.
- Help others succeed and celebrate everyone’s success.
- Share.  Collaborate with associates.
- Lead by example.
- Listen and expect to be listened to.  Care for each other.  Be

empathetic.
- A great way to bring quality to your life is to have fun and laugh.  Help

others have fun and laugh while they help you do the same.
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Exhibit 2

June 25, 2006

The Three R’s of Government Leadership:

Roles, Responsibilities and Respect
The Village Charter provides information on the roles and responsibilities of
Councilmembers, the Vice Mayor, and the Mayor; however, it does not spell out a
Code of Conduct and Roles/Responsibilities for elected officials.
This Code of Conduct is designed to describe the manner in which Councilmembers
should treat one another, Village Staff, constituents, and others they come into
contact with in representing Islamorada, Village of Islands.

It reflects the work of the Village Council in defining more clearly the
behavior, manners, and courtesies that are suitable for various occasions.

The contents of this Code of Conduct includes:

Overview of Roles & Responsibilities
Policies & Protocol Related to Conduct
Council Conduct with One Another
Council Conduct with Village Staff
Council Conduct with the Public
Council Conduct with Other Public Agencies
Council Conduct with Boards and Committees
Council Conduct with the Media
Sanctions
Principles of Proper Conduct
Checklist for Monitoring Conduct
Glossary of Terms
The constant and consistent theme through all of the conduct guidelines is
"respect." Councilmembers experience huge workloads and tremendous stress in
making decisions that could impact thousands of lives.  Despite these pressures,
elected officials are called upon to exhibit appropriate behavior at all times.
Demonstrating respect for each individual through words and actions is the
touchstone that can help guide Councilmembers to do the right thing in even the
most difficult situations.
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Overview of Roles & Responsibilities

MAYOR
• Acts as the official head of the Village for all ceremonial purposes
• Chairs Council meetings
• Calls for special meetings
• Recognized as spokesperson for the Village
• Responsible to find a substitute for Village representation when Mayor cannot

attend
• Leads the Council into an effective, cohesive working team
• Signs documents on behalf of the Village

VICE MAYOR
• Serves at the pleasure of the Council
• Performs the duties of the Mayor if the Mayor is absent or disabled
• Chairs Council meetings at the request of the Mayor
• Represents the Village at ceremonial functions at the request of the Mayor

ALL COUNCILMEMBERS
All members of the Village Council, including those serving as Mayor and Vice
Mayor, have equal votes.  No Councilmember has more power than any other
Councilmember and all should be treated with equal respect.

All Councilmembers should:
• Fully participate in Village Council meetings and other public forums while
demonstrating respect, kindness, consideration, and courtesy to others
• Prepare in advance for Council meetings and be familiar with issues on the
agenda
• Represent the Village at ceremonial functions at the request of the Mayor
• Be respectful of other people’s time.  Stay focused and act efficiently during public

meetings
• Serve as a model of leadership and civility to the community
• Inspire public confidence in Islamorada government
• Provide contact information with the Village Clerk in case of an emergency
or urgent situation arises while the Councilmember is out of town
•Demonstrate honesty and integrity in every action and statement
• Participate in scheduled activities to increase team effectiveness and review
Council procedures, such as this Code of Conduct

MEETING CHAIR
The Mayor will chair official meetings of the Village Council, unless the Vice Mayor
or another Councilmember is designated as Chair of a specific meeting.
•Maintains order, decorum, and the fair and equitable treatment of all
speakers
• Keeps discussion and questions focused on specific agenda item under

consideration
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Policies & Protocol Related To Conduct

Ceremonial Events
Requests for a Village representative at ceremonial events will be handled by
Village Staff.  The Mayor will serve as the designated Village representative. If the
Mayor is unavailable, then Village Staff will determine if event organizers would like
another representative from the Council.
If yes, then the Mayor will recommend which Councilmember should be asked to
serve as a substitute. Invitations received at Village Hall are presumed to be for
official Village representation.  Invitations addressed to Councilmembers at their
homes are presumed to be for unofficial, personal consideration.

Correspondence Signatures
Councilmembers do not need to acknowledge the receipt of correspondence, or
copies of correspondence, during Council meetings.  Village Staff will prepare
official letters in response to public inquiries and concerns.  These letters will carry
the signature of the Mayor unless the Mayor requests that another Councilmember
or Village Staff sign them.  A copy of the direct response to the citizen shall be
provided to the Village Council.
If correspondence is addressed only to one Councilmember that Councilmember
may check with Staff on the best way to respond to the sender.

Written communication requesting an appearance before the Village Council is to
be referred to the Village Clerk for:
• Forwarding to the Council with their agenda packet, or
• Placement on an agenda with or without a Staff report

Endorsement of Candidates
Councilmembers shall not actively endorse or campaign for other candidates for
Village Council seats.

Intergovernmental Relations
Each year during a Council meeting, Village Councilmembers will agree on which
liaison assignments shall be assigned to them.

Non-agenda Items
If Council deems appropriate, during a designated period of the workshop and
regular meeting agenda, citizens, Councilmembers and Staff may bring forth issues
or questions that are not on the meeting agenda if it is considered an emergency or
informational in nature.  Each individual speaker will be limited to three (3)
minutes; however, an individual representing an organization will have a time limit
of up to five (5) minutes.  The Village Council should keep in mind that the purpose
of the notice requirement is to apprise the public of the pendency of matters that
might affect their rights, afford them the opportunity to appear and present their
views, and afford them a reasonable time to make an appearance if they wish.
Whenever possible, the Council will vote on matters after they have been noticed to
the public through the agenda posting process.

Public Announcements in Council Meetings
Councilmembers who want to speak first during the Public Announcement portion
of the Council meeting should notify the Chair in advance. Otherwise,
Councilmembers will be recognized when the Chair notices a hand is raised.
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Councilmembers, like members of the public, who use this portion of the agenda to
recognize achievements or promote an event, will be limited to three (3) minutes
each, and should keep the focus on matters of community-wide interest.

Public Meeting Hearing Protocol
The applicant or appellant shall have the right to speak first, subsequent to any
Staff presentation that may be applicable.  The Chair will determine the length of
time allowed for this presentation.

Speakers representing either pro or con points of view will be allowed to follow.
The Chair will allow three (3) minutes to each speaker.  The applicant or appellant
will be allowed to make closing comments.
The Mayor has the responsibility to run an efficient public meeting and has the
discretion to modify the public hearing process in order to make the meeting run
smoothly. Councilmembers will not express opinions during the public hearing
portion of the meeting except to ask pertinent questions of the speaker or Staff.  "I
think" and "I feel" comments by Councilmembers are not appropriate until after the
close of the public hearing. Councilmembers should refrain from arguing or
debating with the public during a public hearing and shall always show respect for
different points of view.  Main motions may be followed by amendments, followed
by substitute motions.  Any Councilmember can call for a point of order.  The
Council formulates a written record of their decision which can be a resolution or an
ordinance.  First, the Council adopts “Findings of Fact” and “Conclusions” based on
the evidence presented at the hearing, in order to provide a written justification for
their decision.

Although Staff usually provides a draft resolution to the Council before the hearing,
the Council may sometimes find it necessary to prepare additional or different
“Findings of Fact” and Conclusions.”  If this occurs, it can take additional time
because Council or Staff often must write complex statements.  Once “Findings of
Fact” and “Conclusions” have been adopted, the Council makes its decision(s) on
the matter.

Travel Expenses
All Council travel, with the exception of liaison assignments, in which the
Councilmember expects to officially represent the Village and/or be reimbursed by
the Village for travel costs, must be approved in advance by the Council. Council
will find the procedures for traveling in the Village Council Orientation Book.

Council Conduct with One Another

Councils are composed of individuals with a wide variety of backgrounds,
personalities, values, opinions, and goals.  Despite this diversity, all have chosen to
serve in public office in order to preserve and protect the present and the future of
the community. In all cases, this common goal should be acknowledged even as
Council may "agree to disagree" on contentious issues.

IN PUBLIC MEETINGS

Practice civility and decorum in discussions and debate
Difficult questions, tough challenges to a particular point of view, and criticism of
ideas and information are legitimate elements of a free democracy in action.
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This does not allow, however, Councilmembers to make belligerent, personal,
impertinent, slanderous, threatening, abusive, or disparaging comments.  No
shouting or physical actions that could be construed as threatening will be
tolerated. Councilmembers should actively listen to each other and avoid
interrupting each other.

Honor the role of the Mayor in maintaining order
It is the responsibility of the Chair to keep the comments of Councilmembers on
track during public meetings. Councilmembers should honor efforts by the Chair to
focus discussion on current agenda items.  If there is disagreement about the
agenda or the Chair’s actions, those objections should be voiced politely and with
reason, following procedures outlined in parliamentary procedure.

Avoid personal comments that could offend other Councilmembers
If a Councilmember is personally offended by the remarks of another
Councilmember, the offended Councilmember should make notes of the actual
words used and call for a "point of personal privilege" that challenges the other
Councilmember to justify or apologize for the language used.  The Chair will
maintain control of this discussion.

Demonstrate effective problem-solving approaches
Councilmembers have a public stage to show how individuals with disparate points
of view can find common ground and seek a compromise that benefits the
community as a whole. However, the Council should not use Council meetings to
problem solve for the Staff.

SOCIAL ENCOUNTERS

The Florida Open Meetings Law will prevail on any social gatherings
involving Councilmembers

Members of a public board or commission are not prohibited under the Sunshine
Law from meeting together socially, provided that matters which may come before
the board or commission or Council are not discussed at such gatherings.  Thus,
when two or more members of a public board are attending or participating in
meetings or other functions unconnected with their board, they must refrain from
discussing matters on which foreseeable action may be taken by the board but are
not otherwise restricted in their actions. A luncheon meeting held by a private
organization for members of a public board or commission at which there is no
discussion among such officials on matters relating to public business would not be
subject to the Sunshine Law merely because of the presence of two or more
members of a covered board or commission.

Councilmembers should avoid situations in which they may be perceived by the
general public as discussing matters, which may come before the board or
commission.  Elected officials are always on display – people around them that they
may not know monitor their actions, mannerisms, and language.  Lunch table
conversations will be eavesdropped upon, parking lot debates will be watched, and
casual comments between individuals before and after public meetings noted.
Council should notify the Village Clerk if the social encounter will be addressing
issues that will brought up at a future Council meeting.  The Village Clerk will post
a Public Notice in case other Councilmembers attend the same meeting; otherwise,
it could be a violation of the Sunshine Law.
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Continue respectful behavior in social gatherings
The same level of respect and consideration of differing points of view that is
deemed appropriate for public discussions should be maintained in social
conversations.

Be aware of the insecurity of written notes, voicemail messages, and e-
mail
Technology allows words written or said without much forethought to be distributed
wide and far.  Would you feel comfortable to have this note faxed to others? How
would you feel if this voicemail message was played on a speakerphone in a full
office?  What would happen if this e-mail message were forwarded to others?

Written notes, voicemail messages and e-mail should be treated as potentially
"public" communication.  The Sunshine Law applies to the deliberations and
discussions between two or more members of the Village Council on some matter,
which foreseeably will come before the Council for action.  The use of a telephone
to conduct such discussions does not remove the conversation from the
requirements of s. 286.011, F.S. Section 286.011, F.S., applies to meetings of "two
or more members" of the same board or commission when discussing some matter
which will foreseeably come before the board or commission.

Emails are public records.  A Sunshine Law violation can occur if a Councilmember
tells another Councilmember of his/her opinion, and/or how he/she will vote
through an email. Council should refrain from emailing each other their opinions
regarding any Village issue.  Even after an item has been voted on and decided by
the Council, it could be appealed, which may bring the item back to Council in the
future.

Written Correspondence between Councilmembers
The use of a written report by one Councilmember to inform other Councilmembers
of a subject which will be discussed at a public meeting is not a violation of the
Sunshine Law if prior to the meeting, there is no interaction related to the report
among the Councilmembers.

In such cases, the report, this is subject to disclosure under the Public Records Act,
is not being used as a substitute for action at a public meeting as there is no
response from or interaction among the Councilmembers prior
to the meeting. AGO 89-23. And see, AGO 01-20 (e-mail communication of factual
background information from one Village Council member to another is a public
record and should be maintained by the Village Clerk for public inspection and
copying; however, such communication of information, when it does not result in
the exchange of Council members' comments or responses on subjects requiring
Council action, does not constitute a meeting subject to the Sunshine Law).

If, however, the report is circulated among Councilmembers for comments with
such comments being provided to other members, there is interaction among the
Councilmembers which is subject to s. 286.011, F.S. AGO 90-03.

See also, AGO 96-35, stating that a school board member may prepare and
circulate an informational memorandum or position paper to other board members;
however, the use of a memorandum to solicit comments from other board
members or the circulation of responsive memoranda by other board members
would violate the Sunshine Law. Thus, if a memorandum reflecting the views of a
board member on a pending board issue is circulated among the board members
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with each indicating his or her approval or disapproval and, upon completion of the
signatures, the memorandum
has the effect of becoming the official action of the board, there is a violation of the
Sunshine Law. Inf. Op. to Blair, June 29, 1973. And see, AGO 01-21, noting that a
process whereby Village Council members distribute their own position papers to
other Council members is "problematical" and would violate the Sunshine Law to
the extent that any such communication is a response to another Council member's
statement.

Thus, the Village Council's discussions and deliberations on matters coming before
the Council must occur at a duly noticed Village Council meeting and the circulation
of position statements must not be used to circumvent the requirements of the
statute. Id. Similarly, a board that is responsible for assessing the performance of
its Chief Administration Officer (CAO) should conduct the review and appraisal
process in a proceeding open to the public as prescribed by s. 286.011, F.S.,
instead of using a review procedure in which individual Councilmembers evaluate
the CAO's performance and send their individual written comments to the board
chairman for compilation and subsequent discussion with the CAO. AGO 93-90.

Handling of Litigation and Other Confidential Information

All written materials and verbal information provided to Council members on
matters that are confidential under State law shall be kept in complete confidence
to ensure that the Village's position is not compromised.

No disclosure, photocopies, or mention of any information in these materials may
be made to anyone other than Council members, the Village Attorney, or Village
Manager, and Village Clerk when applicable. Confidential materials provided in
preparation for and during closed sessions must be returned to Staff at the
conclusion of the closed session. Confidential materials provided to Council
members outside of closed sessions must be returned to Staff within ten (10) days
of their receipt. Council members may not request confidential written information
from Staff that has not been provided to all Council members.

Quasi-Judicial Role/Ex Parte Contacts
The Village Council has a number of roles. It legislates and makes administrative
and executive decisions. The Council also acts in a quasi-judicial or "like a judge"
when it rules on various permits, licenses and land use entitlements.  In this last,
quasi-judicial, the Council holds a hearing, takes evidence, determines what the
evidence shows and exercises its discretion in applying the facts to the law shown
by the evidence. It is to these proceedings that the rule relative to ex parte
contacts applies.  Ex Parte Contacts/Fair Hearings.
The Council shall refrain from receiving information and evidence on any quasi-
judicial matter while such matter is pending before the Village Council or any
agency, board or commission, thereof, except at the public hearing.  As an elected
official, it is often impossible to avoid such contacts and exposure to information.

Therefore, if any member is exposed to information or evidence about a pending
matter outside of the public hearing, through contacts by constituents, the
applicant or through site visits, the member shall disclose all such information
and/or evidence acquired from such contacts, which is not otherwise included in
the written or oral Staff report, during the public hearing and before the public
comments period is opened. Councilmembers must state every person they have
discussed the case with when asked.  If they give generalities, during a potential
appeal it will be difficult for the Village Attorney to defend if all names are not
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supplied for the record.  Matters are "pending" when an application has been filed.
Information and evidence gained by members via their attendance at noticed public
hearings before subordinate boards and Committees are not subject to this rule.

No Attorney-Client Relationship
Council members who consult the Village Attorney, his or her Staff and/or
attorney(s) contracted to work on behalf of the Village cannot enjoy or establish an
attorney-client relationship with said attorney(s) by consulting with or speaking to
same.  Any attorney-client relationship established belongs to the Village, acting
through the Village Council and as may be allowed in State law for purposes of
defending the Village and/or the Village Council in the course of litigation and/or
administrative procedures, etc.

Council Conduct with Village Staff

Governance of a Village relies on the cooperative efforts of elected officials, who set
policy, and Village Staff, who implements and administers the Council’s policies.
Therefore, every effort should be made to be cooperative and show mutual respect
for the contributions made by each individual for the good of the community.

Treat all Staff as professionals
Clear, honest communication that respects the abilities, experience, and dignity of
each individual is expected.  Disrespectful behavior toward Staff is not acceptable.

Limit contact to specific Village Staff
Questions of Village Staff and/or requests for additional background information
should be directed only to the Village Manager, Village Attorney, or Department
Heads. The Office of the Village Manager should be copied on any request.
Requests for follow-up or directions to Staff should be made only through the
Village Manager or the Village Attorney when appropriate. When in doubt about
what Staff contact is appropriate; Councilmembers should ask the Village Manger
for direction. Materials supplied to a Councilmember in response to a request will
be made available to all members of the Council so that all have equal access to
information.

Do not disrupt Village Staff from their jobs
Councilmembers should not disrupt Village Staff while they are in meetings, on the
phone, or engrossed in performing their job functions in order to have their
individual needs met.  Never publicly criticize an individual employee.
Councilmembers should never express concerns about the performance of a Village
employee in public, to the employee directly, or to the employee’s manager.  Never
second guess Village Staff. Comments about Staff performance should only be
made to the Village Manager through correspondence or conversation.

Do not get involved in administrative functions
Councilmembers must not attempt to influence Village Staff on items that are
within the jurisdiction of the Village Manager, such as the making of appointments,
awarding of contracts, selecting of consultants, processing of development
applications, or granting of Village licenses and permits.

Check with Village Staff on correspondence before taking action
Before sending correspondence, Council members should check with Village Staff to
see if an official Village response has already been sent or is in progress.
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Do not attend meetings with Village Staff unless directed by Council.
Even if the Councilmember does not say anything, the Councilmember’s presence
implies support, shows partiality, intimidates Staff, and hampers Staff’s ability to
do their job objectively.

Limit requests for Staff support
Routine secretarial support will be provided to all Councilmembers. All mail for
Councilmembers is opened by the Village Clerk or designee, unless other
arrangements are requested by a Councilmember.  Mail addressed to the Mayor is
reviewed first by the Village Manager who notes suggested action and/or follow-up
items.  Requests for additional Staff support – even high priority or emergency
situations should be made to the Village Manager who is responsible for allocating
Village resources in order to maintain a professional, well-run Village government.

Do not solicit political support from Staff
Councilmembers should not solicit any type of political support (financial
contributions, display of posters or lawn signs, name on support list, etc.) from
Village Staff.

Prior to Council Meetings
When preparing for Council meetings, Councilmembers should direct questions
ahead of time to the Village Manager/Sr Staff Managers so that Staff can provide
the desired information at the Council meeting and/or be as prepared as possible to
anticipate and answer questions.

Council Conduct with the Public

IN PUBLIC MEETINGS
Making the public feel welcome is an important part of the democratic process. No
signs of partiality, prejudice or disrespect should be evident on the part of
individual
Councilmembers toward an individual participating in a public forum. Every effort
should be made to be fair and impartial in listening to public testimony.

Be welcoming to speakers and treat them with care and gentleness
For example ---- "I give many public presentations so standing up in front of a
group and using a microphone is not new to me. But I found that speaking in front
of Council was an entirely different experience. I was incredibly nervous and my
voice was shaking. I think the reason was because the issue was so personal to
me. The Council was going to take a vote that would affect my family’s daily life
and my home.  I was feeling a lot of emotion.”  The way that Council treats people
during public hearings can do a lot to make them relax or to push their emotions to
a higher level of intensity.

Be fair and equitable in allocating public hearing time to individual
speakers
"The first thing the Mayor said to me was to be brief because the meeting was
running late and the Council was eager to go home.

That shouldn’t be my problem. I’m sorry my item was at the end of the agenda
and that there were a lot of speakers, but it is critically important to me and I
should be allowed to say what I have to say and believe that the Council is
listening to me."  The Chair will determine and announce limits on speakers at the
start of the public hearing process. Generally, each speaker will be allocated five



Council and Senior Staff Objectives and Alignment Workshop – June 24, 2006

35

(5) minutes with applicants and appellants or their designated representatives
allowed more time.

If many speakers are anticipated, the Chair may shorten the time limit and/or ask
speakers to limit themselves to new information and points of view not already
covered by previous speakers.  No speaker will be turned away unless he or she
exhibits inappropriate behavior.  Each speaker may only speak once during the
public hearing unless the Council requests additional clarification later in the
process. After the close of the public hearing, no more public testimony will be
accepted unless the Mayor reopens the public hearing for a limited and specific
purpose.

Give the appearance of active listening
It is disconcerting to speakers to have Councilmembers not look at them when they
are speaking or talking when they are speaking. It is fine to look down at
documents or to make notes, but reading for a long period gazing around the room
gives the appearance of disinterest.

Ask for clarification, but avoid debate and argument with the public
Only the Chair – not individual Councilmembers -- can interrupt a speaker during a
presentation. However, a Councilmember can ask the Chair for a point of order if
the speaker is off the topic or exhibiting behavior or language the Councilmember
finds disturbing.  If speakers become flustered or defensive by Council questions, it
is the responsibility of the Mayor to calm and focus the speaker and to maintain the
order and decorum of the meeting.  Questions by Councilmembers to members of
the public testifying should seek to clarify or expand information. It is never
appropriate to belligerently challenge or belittle the speaker. Councilmembers’
personal opinions or inclinations about upcoming votes should not be revealed until
after the public hearing is closed.

No personal attacks of any kind, under any circumstance
Councilmembers should be aware that their body language and tone of voice, as
well as the words they use, can appear to be intimidating or aggressive.

Follow established procedures in conducting public meetings
The Village Attorney serves as advisor for the Village and is available to answer
questions or interpret situations according to established procedures.  The Mayor,
subject to the appeal of the full Council, makes final rulings on established
procedure.

IN UNOFFICIAL SETTINGS

Make no promises on behalf of the Council
Councilmembers will frequently be asked to explain a Council action or to give their
opinion about an issue as they meet and talk with constituents in the community.
It is appropriate to give a brief overview of Village policy and to refer to Village
Staff for further information. It is inappropriate to overtly or implicitly promise
Council action, or to promise Village Staff will do something specific (fix a pothole,
remove a library book, plant new flowers in the median, etc.).

Make no personal comments about other Councilmembers
It is acceptable to publicly disagree about an issue, but it is unacceptable to make
derogatory comments about other Councilmembers, their opinions and actions.
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Remember that Islamorada will always be a small town at heart
Councilmembers are constantly being observed by the community every day that
they serve in office.  Their behaviors and comments serve as models for proper
deportment in the Village of Islamorada. Honesty and respect for the dignity of
each individual should be reflected in every word and action taken by
Councilmembers, 24 hours a day, seven days a week.  It is a serious and
continuous responsibility.

Council Conduct with Other Public Agencies

Be clear about representing the Village or personal interests
If a Councilmember appears before another governmental agency or organization
to give a statement on an issue, the Councilmember must clearly state: 1) if his or
her statement reflects personal opinion or is the official stance of the Village; 2)
whether this is the majority or minority opinion of the Council.

If the Councilmember is representing the Village, the Councilmember must support
and advocate the official Village position on an issue, not a personal viewpoint. If
the Councilmember is representing another organization whose position is different
from the Village, the Councilmember should withdraw from voting on the issue if it
significantly impacts or is detrimental to the Village’s interest. Councilmembers
should be clear about which organizations they represent and inform the Mayor and
Council of their involvement.

Correspondence also should be equally clear about representation
Village letterhead may be used when the Councilmember is representing the Village
and the Village’s official position.  A copy of official correspondence should be given
to the Village Clerk to be filed as part of the permanent public record. Village
letterhead shall not be used for correspondence of Councilmembers representing a
personal point of view, or a dissenting point of view from an official Council
position.

Council Conduct with Boards and Committees

The Village has established several Boards and Committees as a means of
gathering more community input. Citizens who serve on Boards and Committees
become more involved in government and serve as advisors to the Village Council.
They are a valuable resource to the Village’s leadership and should be treated with
appreciation and respect.

If attending a Board or Committee meeting, be careful to only express
personal opinions

Councilmembers may attend any Board or Commission meeting, which are always
open to any member of the public. However, they should be sensitive to the way
their participation – especially if it is on behalf of an individual, business or
developer -- could be viewed as unfairly affecting the process.  Any public
comments by a Councilmember at a Board or Committee meeting should be clearly
made as individual opinion and not a representation of the feelings of the Village
Council.

Limit contact with Board and Commission members to questions of
Clarification
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It is inappropriate for a Councilmember to contact a Board or Commission member
to lobby on behalf of an individual, business, or developer.
It is acceptable for Councilmembers to contact Board or Commission members in
order to clarify a position taken by the Board or Commission.

Remember that Boards and Committees serve the community, not
individual Councilmembers
The Village Council appoints individuals to serve on Boards and Committees, and it
is the responsibility of Boards and Committees to follow policy established by the
Council.  However, Board and Commission members do not report to individual
Councilmembers, nor should Councilmembers feel they have the power or right to
threaten Board and Commission members with removal if they disagree about an
issue.  Appointment and re-appointment to a Board or Commission should be based
on such criteria as expertise, ability to work with Staff and the public, and
commitment to fulfilling official duties.  A Board or Commission appointment should
not be used as a political "reward."

Be respectful of diverse opinions
A primary role of Boards and Committees is to represent many points of view in the
community and to provide the Council with advice based on a full spectrum of
concerns and perspectives. Councilmembers may have a closer working
relationship with some individuals serving on Boards and Committees, but must be
fair and respectful of all citizens serving on Boards and Committees.

Keep political support away from public forums
Board and Commission members may offer political support to a Councilmember,
but not in a public forum while conducting official duties. Conversely,
Councilmembers may support Board and Commission members who are running for
office, but not in an official forum as a Councilmember.

Inappropriate behavior can lead to removal
Inappropriate behavior by a Board or Committee member should be noted to the
Village Manager, and the Village Manager should counsel the offending member. If
inappropriate behavior continues, the Village Manager should bring the situation to
the attention of the Council, and the individual is subject to removal from the
Board or Committee.

Council Conduct with the Media

Councilmembers are frequently contacted by the media for background and
quotes.

The best advice for dealing with the media is to never go "off the record."
Most members of the media represent the highest levels of journalistic integrity
and ethics, and can be trusted to keep their word.  Nevertheless, one bad
experience can be catastrophic.  Words that are not said cannot be quoted.

The Mayor is the official spokesperson for the representative on Village
position.
The Mayor is the designated representative of the Council to present and speak on
the official Village position. If an individual Councilmember is contacted by the
media, the Councilmember should be clear about whether their comments
represent the official Village position or a personal viewpoint.
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Choose words carefully and cautiously
Comments taken out of context can cause problems. Be especially cautious about
humor, sardonic asides, sarcasm, or word play. It is never appropriate to use
personal slurs or swear words when talking with the media.

Sanctions

Public Decorum
Members of the public who do not follow proper conduct after a warning in a public
hearing may be barred from further testimony at that meeting or removed from the
Council Chambers.  Clear, honest communication that respects the abilities,
experience, and dignity of each Staff individual is expected. Disrespectful behavior
toward Staff is not acceptable. The same behavior is expected toward guest
speakers of the Village Council.

It is disconcerting to speakers to have members of the public audience screaming,
mumbling, booing, or trying to speak at the same time. Treat all speakers the way
you would expect to be treated. Be respectful of diverse opinions from other
members of the public. Members of the public who insist on unacceptable behavior
after a warning may be barred from the meeting or removed from the Council
Chambers.  The Village Council requests that all concerns or complaints be
discussed with the Village Manager/Staff prior to addressing Village Council.
Questions and or requests for additional information during a Village Council
meeting should be directed to the Chairman.  All persons wishing to address the
Village Council will be asked to limit their comments to the specific subject being
addressed.  Public opinions and input are valued by the Council.  However, it is
requested that comments are directed at specific issues rather than personal
comments directed toward the Council members or Staff in order to foster mutual
respect between Council members and the public.

Inappropriate Staff Behavior
Councilmembers should refer to the Village Manager when Staff does not follow
proper conduct in their dealings with Councilmembers, other Village Staff, or the
public.  These employees may be disciplined in accordance with standard Village
procedures for such actions. (Please refer to the section on Council Conduct with
Village Staff for more details on interaction with Staff.)

Councilmembers Behavior and Conduct
Principles of Proper Conduct

Proper conduct IS …
• Keeping promises
• Being dependable
• Building a solid reputation
• Participating and being available
•Demonstrating patience
• Showing empathy
• Holding onto ethical principles under stress
• Listening attentively
• Studying thoroughly
• Keeping integrity intact
•Overcoming discouragement
•Going above and beyond, time and time again
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•Modeling a professional manner

Proper conduct IS NOT …
• Showing antagonism or hostility
•Deliberately lying or misleading
• Speaking recklessly
• Spreading rumors
• Stirring up bad feelings, divisiveness
• Acting in a self-righteous manner or grandstanding

It all comes down to respect
Respect for one another as individuals, respect for the validity of different opinions
respect for the democratic process . . . respect for the community that we serve.

Checklist for Monitoring Conduct

•Will my decision/statement/action violate the trust, rights or good will of
others?
•What are my interior motives and the spirit behind my actions?
• If I have to justify my conduct in public tomorrow, will I do so with pride or
shame?
• How would my conduct be evaluated by people whose integrity and
character I respect?
• Even if my conduct is not illegal or unethical, is it done at someone else’s
painful expense?
•Will it destroy their trust in me? Will it harm their reputation?
• Is my conduct fair? Just? Morally right?
• If I were on the receiving end of my conduct, would I approve and agree, or
would I take offense?
•Does my conduct give others reason to trust or distrust me?
• Am I willing to take an ethical stand when it is called for? Am I willing to
make my ethical beliefs public in a way that makes it clear what I stand
for?
• Can I take legitimate pride in the way I conduct myself and the example I
set?
•Do I listen and understand the views of others?
•Do I question and confront different points of view in a constructive
manner?
•Do I work to resolve differences and come to mutual agreement?
•Do I support others and show respect for their ideas?
•Will my conduct cause public embarrassment to someone else?

Glossary of Terms:
attitude - The manner in which one shows one’s dispositions, opinions, and
feelings
behavior - External appearance or action; manner of behaving; carriage of oneself
civility - Politeness, consideration, courtesy
conduct - The way one acts; personal behavior
courtesy - Politeness connected with kindness
decorum - Suitable; proper; good taste in behavior
manners - A way of acting; a style, method, or form
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point of order - An interruption of a meeting to question whether rules or bylaws
are being broken, such as the speaker has strayed from the motion currently under
consideration
point of personal privilege - A challenge to a speaker to defend or apologize for
comments that a Councilmember considers offensive
policy – A set of decisions which are oriented towards a long-term purpose or to a
particular problem.
propriety - Conforming to acceptable standards of behavior
protocol - The courtesies that are established as proper and correct
respect - The act of noticing with attention; holding in esteem; courteous regard

I affirm that I have read and understand this Islamorada, Village of Islands Code
of Conduct.

____________________________
Printed Name Councilmember

___________________________    __________________________
Councilmember Signature                  Date
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