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SAN MIGUEL COMMUNITY SERVICES DISTRICT
BOARD OF DIRECTORS

APRIL 30, 2016 SPECIAL MEETING MINUTES

MEETING HELD AT DISTRICT OFFICES
1150 MISSION STREET
SAN MIGUEL, CA 93451

Meeting Called to Order by President Green—1010 a
Pledge of Allegiance: lead by Director Buckman
Roll Call: Directors Present: Buckman, @awGreen, Kalvans and Reuck

Adoption of Special Meeting Agenda: Moved by Bigr Kalvans, Seconded by
Director Reuck

Public Comment and Communications: None

BOARD WORKSHOP —Board Training Workshop by BHI Consulting, Inc.

General Manager Gentry introduced the Workshoplikgor, Mr. David Aranda of BHI
Consulting, who would be leading the session ingiior the Board. GM reviewed Mr.
Aranda’s 20+ years experience and qualificatiaa &pecial District Trainer specialist,
Board Member of CSDA Risk Management Authority Bbaf Directors, District
General Manager for Water and Wastewater Ageratidsas well as BHI Consultant.

The purpose of this training workshop was examamal discuss a Board Self-
Assessment and developing useful techniques feadeérship, Teamwork, Conflict
Management, Communication between Board and &a#rd-Employee Relationships,
Sound Governance Practices, and Productivity

Mr. Aranda began the workshop outlining some gtmalse realized in the discussion and
presentation of workshop topics. He also proviaede information about his
professional background, experience and qualifinatserving as a CSDA (California
Special District Association) Risk Management Auity Board Member, a Water and
Wastewater District General Manager for variouBligtagencies and as a consultant for
BHI Consulting, Inc. He also provided informatiabout the BHI Consulting firm, its
history and other clients served.
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He briefly spoke about his professional acquaicgamith General Manager from
association with CSDA events and General Manadenser water and wastewater
agency.

Before beginning his presentation, Mr. Aranda spaliout how the Assessment surveys
inconclusive, but that there were markedly impatrtapics identified for discussions
today that came out from all the personal intewgie As a result, he would focus some of
his remarks and discussion points to include disicun on Board-Employee relationships
and interactions, Communication techniques as@blmbers, importance of strategic
planning, understanding of Board roles and etlideseloping team membership within
the CSD agency.

GM asked Mr. Aranda to clarify the time scheduleended for today session. Mr.
Aranda indicated that the length is up to Boardr¥ers but can be whatever the Board
wants. GM stated that a lunch break is plannedcan be done, along with any other
break at the pleasure of Board.

Mr. Aranda proceeded with his presentation begignvith a discussion of a model
organization structure for a public agency. Hessted that this is a model example only.
Director Buckman asked a question about whetheobthe graphic was intended to
represent a recommendation for SMCSD. Mr. Arastdted that the graphic does not
represent SMCSD. Mr. Aranda encouraged additiquaktions during his presentation
by other Board members.

The topics to be covered in training session et Board Role, Position and
Obligation. There was a review of Mission Statatisepurpose and specifically,
SMCSD’s Mission Statement. He commented thagdbas his review of minutes,
agendas and other resources show that SMCSDas 1&f years of existence, only now
fundamentally creating an agency structure androrgtion that is based on current
practices for public agencies. This 16 year lag tresulted in creating barriers,
confusion, and mis-communication in general anstmst, specifically.

A more representative Mission Statement definegptiblic mission (need or purpose),
contains some statements that can be measured/séa bloodline of the community”,
who is represented, identifies management, spetl®perational components, such as
fire protection, water, etc. and lastly, the seevof Mission Statement to the public. Mr.
Aranda next spoke about the specific SMCSD MisSitatement.

Mr. Aranda began the next topic on Board Relatigpsand Authority. Board should
retain oversight responsibility and role that agles: Service to the Mission Statement,
Making Policy, Setting Direction, Keeping effic@nupmost in mind, and providing
clarity.

Mr. Aranda next spoke about the essential stofift (as a candidate for office) to WE
(as an office holder) as an important evolutiorstgp for elected officials.
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Director Green raised a point about an individuamber’s own agenda have a lot to do
with changes to or in the culture or norm for edddBoards. Mr. Aranda stated that
individual agenda’s have more to do with Candisléte Office than Office holders.
Teams change either by Board Member or staffirrqnghs. What is useful to think
about here are what are the norms and culturénéofuture, not the past.

Mr. Aranda spoke briefly about what is the Boaldgacy and what is your personal
vision for service, what is it that you can idénsupports the overall mission of the
District and what are your achievements. OfteainDistrict will use a General
Manager’s Annual Report to the Board as a toottitcr assessment.

He described Board Governance topic by askingiassef questions about what is the
primary role of Board, what is not your role, wahould the individual commitment be
and who counts on you as a Board member.

The Directors made some comments and remarks #imuperceived roles as Board
Members. Director Green commented that these gowdrnance questions could be
used as a framework for a Board handbook, whietBitard does not have at this time.

Next the discussion turned to “who do you repré&samd “respect of the process”. Mr.
Aranda pointed out each member is a part of tbegss, what has been created or being
created. His assessment of SMCSD was that thedDis now creating much needed
administrative and Board policy procedures an@@sees that have been missing or out
of date.

Several Directors made comments about need férelicted officials to work together
and that the people presently are working togetligr no private agendas. Director
Green stated that BHI could do a return visitrfew elected Board members as will
develop a Board handbook.

In such a handbook, Mr. Aranda pointed out thedrtgnce of incorporating a respect
statement in the governance handbook and to aseaitnew Board member orientation
tool.

Director Dawes made a comment about the “pabieipast” and dwelling on the past
happens too much, especially continued discusshont what did or did not happen in
the past. He believes it is important that thafdind a way to stop that practice.

Mr. Aranda pointed out the importance of keepingeav from 10,000 feet elevation, to
make policy, not administer it, understand/créatmdational and directional statements,
represent the PUBLIC as steward, and managinGémeral Manager and General
Counsel. All with efficiency, since it is expedtef the Board.

Make good policy, as your Board role requires,dperations, administration, Board
procedures, personnel and budget/finance.
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Learn to be listeners, have a voice with your pecsve but be committed to teamwork
that realizes and practices decisions are a toketeam process, not an individual.

Set clear visions, direction and planning thattchaourse and don't leave the public,
staff, or stakeholders guessing about where tea@gis going. Lastly, filter everything
through an ethical lens, nothing above what isroomy available to the public.

What is not the Board’s role: anything unilaterapresents a single interest or one
faction, spending a lot of time with means instebdnds, meddling with operations in a
unilateral way, practicing your skills rather tHaarning and applying good Board skills,
delving into staff-level working relationshipsclnding manager to staff or representing
staff.

Director Green announced a lunch break at 11:47 AM
Director Green called members back to order tomesthe training session at 12:17 PM.

Mr. Aranda resumed with topic of Board Member Cammication and the importance of
clarity, inside and outside communication, up dodn within the District organization,
need to not let inappropriate expectations rutaroanication and/or the Board'’s culture.

He next discussed the importance of strategicrtgnand the role of the Board which is
to develop ends, not means. Board should set alédaomes for professional staff and
then let them get it done with the means and hows.

This concept is based on the fact that the Baathld policymaking body, not the
professional staff.

What are efficient Board dynamics was discussellbyAranda. He stated that you
cannot get anything done by yourself. YOU haveinitateral authority, both by District
Board Policy or by law. The general public seésard, not individuals. Adopta lto
WE mentality in all processes and actions by tharB. Public policy setting, visioning,
management is a team effort, even if you doné tike outcome.

Directors Buckman & Green left for a fire emerggpall check at 12:32pm and returned
at 12:36pm.

Mr. Aranda resumed with a discussion on Boardiaiahips, use of Committees for
input to Board, optimizing such committees by adding purpose, structure and
charters. He spoke about the alternative to Catees being the Committee of the
Whole, which is the entire Board having a worksagsion meeting to review all items in
more detail. This type of Committee can be mdiieient than producing 3-4 agenda
packet each month and provide all Board membédtstive same information for study
session discussion.
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What are good Board Communications was the last for Mr. Aranda’s presentation.
The root cause for so many internal issues is poommunications. The process for
communications to the Board must involve all Boaxembers. All communications
must be clear and at times, documented.

Board Communication areas include: Board to Mandganager to Board,
Communication of District direction and policy @adprotocols. Board to staff or
manager can be one of the most difficult area8t@@mrd members. Board members have
to be very deliberate in how and when they comiatri especially with District staff.
Board members should look at it as “not about dpéked or being friends.

Mr. Aranda spelled out that there are many stafdsgal liability where Board
members inappropriately communicated with Distteiff getting themselves and the
District into serious legal and often financialubles.

He spoke about the need to develop relationskapsdon trust, not social interactions.
The General Manager should always be the prim&actnlf a Board member contacts a
staff level person, then Board member shouldhletGeneral Manager know about the
contact and nature of communication.

Equally, Mr. Aranda stressed, is the importancstaff being aware of how and when
they should or should not communicate with therBoda here are just as many stories of
staff inappropriately communicating with individigoard members or the entire Board.

Both situations should be avoided, always.

Board to General Manager communications is orte@Mmost critical areas for CLEAR
communications. Clarity of expectations is keyp&rformance, expectations of
performance and direction.

Clarity at a Board meeting is often needed to pl@the overall direction, spell out
vision and strategic direction. The Manager’s oamication to Board is to be clear with
the Board what is needed.

Finally, the need for a clear strategic plan talMio communication because it defines the
agency vision, goals, and objectives for the sexeral years and provides the public
with an understanding what is being attemptedveimat direction the Board is working
toward.

The communication policies should include: a Bladandbook of policies and
procedures, a long term strategic plan and newdoomamber orientation materials.

Mr. Aranda provided a final look back on trainisgssion and indicated that the highest
concern for this Board is identifying a sense wfgose that defines its culture and norms.
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Board members discussed the recent GM evaluatidm@ections given to GM. They
agreed that a Board Member Handbook would proveeta useful tool.

Director Dawes asked about any follow-up to beedoy BHI. Mr. Aranda replied that
there is a scheduled follow-up in approximatel Bronths. He thanked the Board for
their participation.

VII. BOARD COMMENTS:

This section is intended as an opportunity for Baaembers to make brief announcements, request
information from staff, request future agenda itehand/or report on their own activities relatedistrict
business. No action is to be taken until an iteplaced on a future agenda.

VIIl. ADJOURNMENT Time: 1:45pm

Attest:

Darrell W. Gentry

Darrell W. Gentry,

General Manager and

Secretary to the Board of Directors
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