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Part 1: Background
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serves as its constitution.

After several attempts at adopting a home rule city tbg in 1920 Minneapolis voters approved a

charter that wasot designed to establish a spéacifovernance structure; but rather, it included all

State special laws that applied to Minneapolis. This Charter was ambiguous as to who was granted

executive authoriy to run the City. The Mayor and City Council shaveztutive authority over all the

departments with the one exception being the police department, where the Mawasgranted

GO2YLX SGS LRSSNE 20SN) 0KS L2t A0S RSeWwablingegnid aiyy
an outlier among cities.

Over he past century there were many efts to change the charter. Mayors Humphrey, Naftalin and
CN} aSNE GKS [SIF3dzS 2F 22YSy +20SNES FyR GKS [/ AGAl
change.

In 20202021, the Charter Commission reviewed the modeliag@he commission:

Researched lagcity governments and learned that most have a balanced form of government
in which:
o The mayor or other professional administrators have executive authority
o The city counitserves as the legislative body
Consulted with:
o Our current and former mayors aruity council members
o Our current department heads
Held public hearings

In spring 2021, the commission drafted and proposed to vaidrarter Amendment 184: Government
Structure: Executive Mayor and Legislative Council

After a robust and contentious carajgn, the amendment passed by 52.4% (3%)Qo 47.6%
(67,228 on Nov. 2, 2021.

Thirty days following the vote, the Executive May@gislative Council amendment went into
effect on Dec. 3, 2021.

On Nov. 29, 2021, newtgelected Mayor Jacob Frey convertad Government Structure Work Group
(Work Group)with the chargeof advising him on the implementation of thikarter amendment. His
specific charges anmalir membership, work, and recommendations are included in thleviang report.
Additional informaton on Minneapolis City Charter history and the work of thar@r Commission also
is included in this report.



Part 2: Executiv€ummary
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an Executive Mayor system of government and designated Mayor ashe executive leader of théity
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responsibilities. It will require ganizational changes and severattiaical amendments to both the

Charterand Code of Ordances to implement the expressed will of the votéiee Mayor gave the

Government Structure Work Group these charges:

1: Recommend operating structure and appropriate resources that will enatble mayor to perform
the charter-prescribed leadership roles in municipal policy, executive management, and community
representation.

We recommend Mayor Frey establish an operating structure with the sy resources to ensure our
city government dlivers city services equitably to the people of Minneapolis and provides a city that is
safe, just, clean, healthy, and wellanaged.

Toachieve these objectives, we recommend the Mayor appoint:
A City Opeations Officer (COOQ) with relevant professioagbertise and experience to ensure
proficient dayto-day operations and performance of the city departmeritse COO must be
delegated the requisite responsibility and authority to be successflilbenheld acountable.
The COO focuses on enterprise opienas and would direct the department heads in the day
to-day operations of the city on behalf of the mayor. This new position, as a city officer, will
need to be appointed in the same process &g department heads, meaning the COO would be
nominated bythe mayor and with city council approval.

A Chief of Staff (COS) to the mayor with experience and expertise in inclusive detg&iog

and policy development and implementatiom ensure the Magr has accss to the people,
constituencies, elected leadg nonprofit and business organizations and the information to
assist in decisioamaking and the consistent operation of the Mayor's office. The COS focuses
on supporting the intrinsic functionsnty performed by the Mayor. As a member of the mayor's
staff, the COS would not require city council approval.

The COS and COO will work in alignment with and on behalf &k#woaitive Mayor. These roles assist

the Mayor in carrying out thduties and responsibiles of the office and getting the work of théc

done efficiently, effectively and equitably. The mayor as the City's Executive oversees the department
KSFRa® ¢KSe& 2LISNIiS G KA& 2N KSNWRIEdBOGA2Y | YR |
managenent is delegated to a City Operations Offidbg Mayor, depending on priority projects, policy

issues and operational needs, should engage directly with department head(s) when needed.

2: Provide informed options based on comparable jurisdictions, best practices, and the law as to how

systems can b implemented to foster and suppdran effective relationship between the Mayor and

the City Council in their of€ial capacities as the City's executive and which respect the separate and
RAAGAYOG NBfS& | yR NBALRY &legdhf fI AGIAAESE [ d2ydB/SON f (6K S GGNHEC

1 A graup of department heads orgared and convened by the mayor on a regular basis to discuss, plan, coordinate, and
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After reviewing systems in nitiple jurisdictions, best practices, and the law, we are presenting three informed opWasonsidered and ruled outGity
Manager Option. It is not consistent withe intent of Charter Ametment 184 that stipulatd an elected Executive Mayor.

Option 1- Not recommended Option 2- Consider Option 3- Consider
Mayor - Deputy Mayor Mayor - Chief Operating Officera | € 2 N Multiple Reports to the Mayor
Chief of Staff
l Mayor I —
Mayor I

Deputy
Mayor

I i ek AR TH I ﬂp:':r“::ing ITBD (Selected | TED {Selected
(o8 Officer (COO] Department) Dopartmant)
. )
Chief Operating
Officer (COO) Departments
N

Chief of
Departments Staff (COS)
Departments

Chief of Staff
(Cos)

Create a new position of Deputy Maywho: Create a new position of City Operai®Officer The mayor has multipleeports, includingCity
Reports to the mgor (COO0) who: Operations Officer (COQ)Chief of Staff (COSInd
Is responsible for both policy decision Reports to the mayor selected departments that the mayor believes mus
making and coordination and operation Oversees all department heafts be directreports for policy decisiomaking and
and management operations and management of all the coordination reasos
h@dSNESSa GKS al @2NIX operating departmentsMayor can still f Selected departments are part of the
YI@2NR&a RSLI NIYSydi:z interact with department heads on policy al @2NRa® / FoAySi
Anyone hired to be Deputy Mayor requires decisionmaking and coordination and 1 COQGassists the mayor in management of
city council approval. during crises. the selected departments

Anyone hied to be COO requires city COO and other administrative officials are subject
council approval. to city council approva

¢CKS YI&@2NRa / KA Bporttdrthe{ i
mayor (not the COQpssists the mayor in carrying
out policy decisiormaking and coatination duies,
and manages the may@r staff.

2 Option 1 is not recommended because oé thale and scope of the Executive Mayole in Minneapolis. We Hieve having all department heads reporting directly to the mayor is not viable.
3 A group of department heads orgaeid and convened by the mayor on a regular basis to discuss, pladjraerand generally manage the daflyLJIS NI A2y a 2F (GKS [/ Adeé

4 See details about this position in Option 2.
3
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3: Provide informed options for how the City's Adminisaition, under the Mgor's leadership, can
support and respond to the City Council with respect to its official legislative, petitaking and
oversight functions.

The Executive Maydregislative Council structure establishes a balanced form of govethmen
The mayor is responsible for the executive and strategic leadership of the city and the successful
operation of the City enterprise.
The council is responsiblerf
o Defining the legislative functions of City government.
o Representing the constituents their respective wards.
o Approving and authorizing critical funding actions (the annual operating and capital
budgets, authorizing debt, setting the tax levy).
o Providing oversight of financial and performance audits.

We recommend Mayor Frey establidarsdard procedures within City departments to:
Enable the city council to perform its duties and responsibilities.
Encourage collaboration among the elected leadership of the city.

As stated in the city charter, the mayor will provide the required fairesources and city department
information and expertise to support council members in fulfilling their duties and responsibilliges.
realize the full potential of the City of Minneapolis, it is critical that the mayor and city council sustain a
collaborative and productive working relationship.

To encourage a constructive dynamic between the two bodies, we recommend Mayor Frey appoint a

[ Ad@& [ 2dzyOAt [AlA&a2y ¢gK2 NBAARSAa Ay (KS al &2NHa
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Provide clear, ongoingbemmunications with council members and their staff.
Serve as a resource to ensure the mayor is knowledgeable about City council issues, concerns,
and opportunities.

Additionally, we recommend Mayor Frey &iger negotiating agreed upon ways of workinghwthe
city council to ensure the right level of engagement and mutual accountability.

In addition to the working relations with the city council, we believe it is important to present options

for how the eisting city attorney and city coordinator rolesight evolve in the new Executive Mayor
Legislative Council Government Structure.

See Part 3 for more detail
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Part 3: Government Structure Transition Wono@®: Report and
Recommendations
Section A: Work Group agenda/workapl

The Work Group met seven times in December and January for two to three hours each time. During
those meetings, we:
Reviewed the charges of Mayor Frey.
Created principles for our work
Reviewed the Minneapolis Charter Commission research and deiitnesab develop Charter
Amendment 184: Executive Mayctegislative Council.
Reviewed the amendment to the Minneapolis Charter specifically.
Reviewed alternative ways of structuring tbidy organization based on six cities.
Interviewed the key person (e@iformer) in three cities (Duluth, Saint Paul and San Diego) with
executive mayors.
Created best practices and a matrix for city government restructuring.
Developed three alternative omthsfor structuring Minneapolis City Government.

The Work Group fouhthat there are many subtleties to city government organizations. These
subtleties need to be matched with the uniqueness of Minneapolis city government. What works for
another jurisdicton may not work for Minneapolis. On the other hand, there are sowme @rinciples

like clarity of roles, responsiveness, proper delegation of duties, professionalisragcenantability that

are applicable to Minneapolis as it implements the ExecutivgdvlaLegislative Council charter change.
The Work Group also founddt while the amendment itself provided a framework, technical changes in

020K GKS /AGeQa OKFNISNIFYR AGa O2RSa gAff 0SS NBJ

achievethe new government structure.



Section B: Governce and executive decisiemaking

1. Responsibilities of the mayor under the charter amendment

As chief executive, the Mayor of Minneapolis is responsible for the direction of thgeirtgral
management of the city, and seeing that all laws and ordiearare followed and enforced. The mayor
should be held accountable for their strategic goals prayress toward reaching them. The mayor is
the primary voice of the city, setting therie, explaining direction, and supporting those responsible for
carrying out dayto-day services to the public.

2. Operationally focused responsibilities

a. Create, suport, and communicate key strategic goals for thg cit
¢KS YI&2NDa & ldsdisshendst visiKlSme@nk df propbsRdrIategy and new
initiatives to advance key priorities. Constant focus on a limited number of priorities will
improve succss in reaching strategic goals.

b. t N2PL2&S FtyR YlIyll3dS GKS OAGeQa o6dzRISG
The budget is an esastial policy and management tool because it provides resourceshiese
strategic and tactical goals.

c. Appoint, discipline and, if necessary, dismiss key cityutixes and staff.
¢ KS ORA G @ QdepaiiiantNdads Ngpdinted by &he mayor. Theseople advise the
mayor and have the collective responsibility to ieste strategic goals and provide high quality
and equitable services to residents, employers, gisdors to the city. The mayor should
regularly hold cabinet meetings of all the citypdetment heads. The mayor should receive
performance feedback on theskey executives. Feedback should include results from annual
work plans, participation in suppbof key strategic goals and initiatives, and adherence to city
policies.

3. Policy dedion-making and coordination responsibilities

a. Maintain relationship vth city council.
The mayor plays several important roles with the city council that require close and regular
communication with city council members and their leaders. In addition épgsing the annual
operating and capital budgets, the mayor may prep@olicy changehat support city goals
and improve how city services are delivered. Under our city charter, the mayor may also veto
city council actions as provided by the charter alifin the mayor and city council should agree
on the best means to pwide informationthe city council needs to fulfill its roles for in
policymaking and constituent services.
b. .S GKS /AG28Q& LINAYIFINE |R@20FGS YR Yol aal R2 N
The mayor represents the city mternational, national, state, and local levels. The mayor must
actively seek plas, times, and ways to promote the city as a place to live, work, and visit. The
YFE&2NJ YdA G fa2 NBALRYR (2 AydSedglbethdyy R SEG SNy
political, safety, economic, or health related.
c. Maintain key rehtionships with peple, institutions and communities that are critical to the
success of the city, including:
1) The city council, especially its leaders.
2) Other governments, including local fgaboard, school board, Hennepin County
especially), regionaliate, and federal agencies.



3) Key city institutions including the University of Minnesota.
4) City employers, including those associations that represent them.
5) Community organizations and leaders.

d. Build community and listen.
The mayor should seek opportunii¢o listen and hear from city residents whose great diversity
makes the city so vibrant. These opportunities should also be used by the mayor to explain
priorities and progress in reachingetipriorities.

nd hLIGA2y & F2N AYLX SYeéSgspohsipifitiesi KS Y 82NR& SESOdziA g

Current structure of Minneapolis City Government
Implemented by Charter Amendment 184 on December 3, 2021

Boards &
Commissions

Attorney Civil Rights
Police Public Works
Regulatory
Services

Coordinator

Coordinator (Management) Departments
311 911 Communications
Finance & Property Services Emergency Management Convention Center
Intergovernmental Relations Human Resources Information Technology
Neighborhood & Community
Relations
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outlined the strengtls and risks of each option.

Option 1: Mayor- Deputy Mayor

NMayor
|
Deputy
NMayor
I
Chief of
Departments Staff (COS)

This option creates a new position, Deputy Mayor, who is responsible for both the policy decision

making and coordination activits and the operations and management functions of Minneapdis ¢
I32BSNYYSYyldod ¢KS YI @2NRa / Ipdrttolthg Repulydayor. Bedadse RiS LI NIi Y S
position is a new officer of city government, it requires city cousggroval.

Strengths
Clear delegation of authority from the mayor.
Clear line of aawuntability for enterprise operations and clarity in reportiliges between the
mayor, deputy mayor and the operating departments.
Allows the mayor to concentrate on natelegated duties.

Risks
Having one individual (Deputy Mayor) doing everything martmwden that person and lead to
frequent burnout.
The title of Deputy Mayor may be perceived as qyoaditical in nature regardless of the
incumbent.
A deputy mayor may not practically bbleto balance the policy decisiemaking and
coordination rolewith the management role.



Option 2: Mayor-¢ Chief Operating Officerca I @ 2 NRa / KASF 2F {GF FF

Mayor

Chief of Staff
Chief Operating

(CcOs) Officer (COO)

Departments

This option creates a new position, City Operations Officer (COO), reporting to tioe andy

responsible for operations/management of all city depagtms. This position must be approved by the
city council. The COO oversees all the department heads for operations and management. The mayor
would interact with department heads on policy dgoitmaking and coordination and during crises.

¢ KS YI & 2oNIadf (COB) Al reports to the mayor, assists the mayor in carrying out policy

decisionYF {Ay3 FyR O22NRAYIGA2Y RdziAS&S yR YrFyl 384

Strengths
Gives the mayor the beffi¢ of both a professional administrator for internal operaticansd
management and an experienced chief for policy development and deeisading with strong
community connections focused on policy.
Provides delegation of authority to act on behalftlbé mayor for specific functiors whether
operation and managemeror policy decisionmaking and coordinatiom and clarity in the
charge/scope of responsibility for those delegated functions.
Provides adequate higlevel staff support to the mayor for botbperational/management
functions and the policy decisiamakingand coordination functions.
Reduces potential for bottlenecks and provides structured systems for reporting, monitoring,
ander f dzr A2y (2 & dzLILl2makingink&@h spherés2 NDa RSOAaAz2y

Risks
Potential for communication and operational issues betwéehe two chief positions, requiring
the mayor to resolve them.
Potential for one of the spheres (operations and managememodicy decisiormaking and
coordination) to predominate decisiamaking.
To minimize risk, the roles and responsibilities of the COO and COS must be clearly defined and
adopted by the mayar



Option 3: Multiple Reports to the Mayor

Chief of Staff City TBD (Selected TBD (Selected
Operating Department) Department)
(cos) Officer (COO) P g

Departments

In this option, the mayor has multiple reports, including the COO, &@Xelected department(s) that

the mayor believes need to have a direct reporting relationship for poladitipal reasons or during

crises. These department(s) are still partof¢ghé @ 2 NR& / F 0 AySi® ¢KS / hh g2dzZ R
management ofhie selected department(s). The COO and all the department heads are subject to

approval by the city council.

Strengths
Allows the mayor to identify key administrative roles that are necessary to support the
functioning of the Executive Mayor.
Broadens theénput and options presented to the mayor through a small team ofleye!
officials directly responsible tinem.
Supprts informed, timely attention for certain functions that are prioritized by the mayor or
the community; can elevate departments (furais) that are identified as top priorities.

Risks
Leadership is more diffuse and can establish a tierectira of cepartmental leadership with
some people reporting directly to the mayor and others report to the COO or COS.
The structure can create tamany direct relationships for the mayor and lead to a need for the
mayor to take on too many operational/magement isues.
Having multiple reports to the mayor could lead to communication and operational issues.
With too many reports, the mayor can egsdecome a bottleneck if they become too deeply
and directly involved in operations/management.

10



Section CRecommend#ons to the mayor

1. Structure

The increased scope and scale of mayoral responsibilities in the new Executivelldgigtaitive Council
government structure compels a careful examination of organization struciime goal is to ensure
strong,reliable management of city operations that will now report solely to the mayor, while ensuring
the mayor has the support needed to attend to themordinary and unpredictable public demands of
the office.

The Work Group recommends consideration of eit@ption 2 or Option 3. We believe that either of
these options would provide:
An effective, accountable reporting structure
Ensure effective gjtoperations
{ dzLILI2 NII G KS Yl &2Nna SESOdziAzy 2F LldzotAO T OAy3

Both options have at their core the e&lgshment of a professional COO position to handle the primarily

internal dayto-day operations of the city and the establishment of a petidgnted COS posin
RSRAOFGSR G2 &dzLJLi2 NI A y Faciagpblicy\ahdfichRespondiigs. YheNA f & S E
roles are intended to aid the mayor in carrying out elected duties as efficiently and effectively as

possible. The difference betweehé two hingeon the number of direct reports to the mayor.

Option 2 streamlines the operating structure tvihe mayor relying on two primary direct reports (COO

and @S ) to fulfill elected responsibilitiell city departments report to the maydrough the

COO.This option creates a tight core team supporting the mayor and empowers a professioral lead

6/ hho (G2 LINA2NRGATS RSLINIYSyidltf ySSRa 2y GKS YI @

Option 3 allows for as many as two to three addidbdirect rgoort(s) to the mayor. In addition to the
COO and COS, the mayor may choose to elevate other tdegai(s) in key priority areas. In this option
the responsibilities of the COS remain the same. The responsibility for city operations is didtribut
between he COO and more than one individual at the discretion of the mayor. The COO would still
work withthese direct reports of the mayor to ensure that city operations are well coordinated.

2. Key Considerations

¢ KS 22NJ] DNEPRdzLIQA ¢d00 therbYi$ of Rierlicity Dperathgistructures,
supplemented with interviews of principal city leadekgy considerations that figured into the
recommendation include:

a. Separation of operational and policy accountabilities below the mayor
Benchnarking reinbrced that it is important, as much as possible, to separate thetakaay to
day operations ofhe city from political affairs. & (G KS &l YS GAYSZ GKS Yl &2N
strong dedicated resource to support the policy decisiwaking and cordinationaspects of the
NEfSd ¢KSasS Gg2 NRfSa F2N¥Y GKS ol Oltes2y S 27F & dzL
1) Managing the city enterprise with excellence
2) Developing policy and engaging productively with external constituencies

11



b. Demands ofhe mayoral role

¢tKS YI@2NDRa 220 Aa adzoaSO0 (2 GKS dzy LINBRAOGI of
event, community trauma). Much of their time is typically public fackgy number of external
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For this reason, it is critical that dag-day city operations are delegated to a leader (COQ) wh
can act on behalf of the mayor to ensure the basic services our community members depend on
are delivered reliably, consistently, with minimatexal distraction.

Likewise, the mayor needs a leader (COS) who can provide policy support, commutidggela
support and direct community targeted outreach as the mayor responds to the crisis of the
moment.

c. Structural agility

Whether Option 2 oOption 3 is adofed, the mayor should reserve the right to prioritize
specific areas to the level of his teaship team as the needs of the city dictaidwe structure
beyond the two core supporting roles of COO and COS should remain fluidspaasiveo the
needs ofthe day.

d. Delegation of authority
Running a large city government requires responsiae rigorous delegation of authority to
individuals with the greatest knowledge, credibility, and experience to act on behalf of the
mayor. It is esential to:

1) Hirequalified individuals who will excel in their roles.

2) Establish clear job descriptions anjectives for the delegated roles.

3) Establish systems to review progress.

4) Allow leaders to carry out their assigned responsibilities with limitégfiarence.

3. Options considered but not recommended

a. Deputy Mayor
The Work Group explored the Deputy Maymtion in depth and ultimately concluded, based
on benchmarking, the sticture is suboptimallt features a single Deputy Mayor role into which
the Citydepartments and the COS report.
1) The primary challenge with this option is that it requires onalégao juggle dayto-
day operational concerns with policy decisimrakingand coordination.
2) There is also a challenge in the dynamic with the @@Swhich works almost
exclusively in direct support of the mayor, while reportthgpughthe Deputy
Mayor. While this would ensure alignment, it could create unnecessary tension
between the policy and operations/management duties.
3) Lastly, we receivede&dback that Option 1 creates a role (Deputy Mayor) that is
simply too big to be managed effectively by ag#nindividual, which can result in
burnout and decision bottlenecking.

12



b. dty Manager

The City Manager option was deemed definitionally wiatle under the new Executive Mayor
Legislative Council government structure. The chaateendment designatedie mayor as the
chief executive of the city. This designation is reserved for the cityager in the City Manager
Option).

c. All Department Heads &oorting Directly to the Mayor
The mayor is simply too busy with his other functions to manage the departdiesators daily.

2 AGK GKS Ydf GALX S NBaLRyaAoAfAGASE 2F GKS YI @2

manage the dayo-day operations bthe city. It's not a good magement practice to have this
many direct reports in such a complex enterprisder this option operations/management
would be compromised and Department Directomild be over influenced by political
implications.

13



Sectin D: Executive Mayor City Council relations and organizational considerations

Executive Mayor City Counit relations
1. Separation of responsibilities in the charter amendment

The Executive Maydregislative Council structure establishes a balanced bf government wit
the Executive Mayor with having responsibility to and accountability for achieving:

a.
a.
b.
c.
d.

the aspirations and strategic direction of the City of Minneapolis.
representing the entire city as an enterprise.

proposing the annual operatinghd capital budgets.

recruiting/ appointing/overseeing performance of department heads.
the successful opet@n of the city enterprise.

The City Council as Legislative Body with has responsibility for:

~o o0 oTw

approving city adinances and resolutions (defimgj city government).
representing the constituents of their respective wards.

approving department head appuments.

setting the tax levy and authorizing issuing debt/bonds.

approving the annual and capital budget.

the ovesight of financial and perfornmee audits by the /city auditor.

2. Maximizing Executive MayorCity Council collaboration

A key objectie for the Executive Mayor function is to ensure a smooth, collaborative, and
constructive working relationship wittne city council. The chartesdates that the mayor will provide
the required financial resources and city department information and eigeeto support the council
members in fulfilling their duties and responsibiliti&s. further enhance working rations, we
suggest consideratioof the following.

a.

Identify someone in the mayor's office to serve as a liaison to council members and their
staff. In addition to policy matters assigned by the mayor, this individual would:

1) Provide ongoing communication, access, and engagement withittheauncil.

2) Assisthe mayor in building strong relations with the city council.
Establish standard procetks to:

1) Enable the city council to perform its duties and responsibilities.

2) Encourage collaboration among the elected leadership of the city.
Holdregular meetings étween the mayor and council leadership.
Ensure communication between the mayor and coumzmbers.
Sponsor periodic study sessions on critical issues facing the city for the mayor and council to
learn together and jointly consider stiegies to addresthese issues.
Sponsor a goal setting workshop at the beginning of each term to deliberatiy
priorities and opportunities for shared learning. The goal here is to establish common
knowledge of the city's strengths and risks and depea shared agendand strategic goals
for the city.

14



Section E: Additional organizational consideration

As the Executive MayarLegislative Council structure is established, we believe the positiati/of

Attorney anddty Coordinator need to be assessed. We discussed both thoroughly and offer our

observationstd a3 A &0 al &2 NJ CNB & Qa-mdRibgas he Sthidtuiles thefclly I YR RS OA 3
administration.

1. City Attorney

a. Background
The auithority provided by the Charter to the "City Attorney and legal department” as the City's sole
source of legal advice and the professional obligations of the City Attorney makes the City Attorney
unique among Charter department headsis imposes gpecial responsibility on the City Attorney
to provide legal advice, judgment, and representation fairly and impatrtially in recognition that policy
makers will often have different policy perspectives and will seek legal advice to support their
objectives

b. Reporting relationship options
Under the new executive management structure, the cttpramey reports to the mayor.
However, with the creation of a COO it should be considered whether the city attorney should,
as withall other department heads, repbto the COO for dayo-day operations.We
considered the strengths and weaknesses of klmtions, outlined below. A critical success
factor to be weighed in this decision is that the lines of privilege, confidentalidydecision
making are clearlyeafined to all parties for which the city attorney provides legal advice.

1 City Attorney adirect report to Mayor
A direct reporting relationship to the mayor could facilitate the trust and confidence of
the mayor in he legal advice provided. It caldlso allow the city attorney to better
dzy RSNARUGI YR (KS YI &2 NDaovRldck& and cogsBtent legflR K2 ¢
advice. However, a direct reporting relationship to the mayor could have an impact on
the levd of trust that the city counciénd its members has in the city attorney.

1 City Attorney reports to COO

Reporting to the COO for dag day operations as all other department heads could:

1) Mitigate concerns of the city council and its members.

2) Increaseconfidence that the city attorneigs providing legal advice that balances th
policy perspectives and the objectives of the elected leaders.

3) Assist the COO in balancing legal advice with other considerations in managing city
operations.

However, it cou restrict the direct flow of legl advice to the mayor, particularly in

circumstancesvhen the city attorney must have direct, immediate and, on occasion,

exclusive, access to tmeayor.

c. Work Group recommendation

We believe that both options are viband forward them without recomendation. We
believeMayor Frey and future mayors will determine the requisite reporting relationship for the
city attorney based on the policy, operational, and governance needwedfity during their

term.
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2. CityCoordinator
a. Background
Sincethe 1960s when the city coordinator role was created, it has played a central role in
Minneapolis city government. City government grew as federal and state programs and funding
added o its functions and complexity. Hoagiand job training programs, fed# and state
revenue sharing, and grants programs all required operational alignment, cooperation and
management never imagined before in city government. These dramatic changesigbdltbe
diffuse executive leadership Minneapolis city governance.iivheapolis needed a professional
operations manager to utilize this new reality and opportunity. It created the city coordinator
role.

Since the role was created, many both inside aatside city hall have viewed the git

O22 NRAY Il 2 NJ | stratiiefofBicerdbwieter) the cityRao/diyiator, like the mayor

and city council did not have executive authority defined in the charter. Thus, the effectiveness
of the person in theale has waxed and waned dependingtba incumbent, elected leadership
and the assignments and support given to tfiky coordinator

b. Key considerations that support change
With the establishment of the Executive Mayloggislative Council gorrement structure, the
Gty Goordinator rok and responsibilities must be dfged.

We believe continuation of the title would add to confusion and detract from the clarity of the
roles and responsibilities of the elected and appointed city leaderStigprecommend
eliminating the title of ciy coordinator and reassigning tleeirrent duties and functions in its
portfolio. The two options that would achieve these objectives are explained below.

We want to make clear that our deliberations were NOT basethe current city coordinator

who we urderstand is a respected and valupafessional. We offer these options as

rationalizing city structure and operations to achieve the intent of the Executive Mayor

Legislative Council Charter amendment and toffuffi & KS LINAY OALX Sa adl G4SR
charge: clarity, durability, effiency and effectiveness, accountability, and transparency.

C. Current responsibilities of théity Coordinator

The city coordinator assists the mayor and city council in definity policy and establishing

priorities. They support the charter depar&y & KSI R& YR O22NRAY Il (2 NDa&
implementation and evaluation of the mayor and cou@gitiorities through direct

management of the internal administrative services.

TheGty @ 2 NR A \Office Bhdllided the iternal administrative services:riéince and Property
Services, Human Resources, Information Technology, Intergovernmental Relations,
Communication and Engagement services: 911, 311, Neighborhood and CommiatitynRe

It also directs Strategic Managenmnte Strategic Initiatives, the Mireapolis Convention Center,
chairs several internal committees, manages major projects, and represents the city on several
external committees.
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d. Optional roles for the city gordinator

With the implementation of thé&executive Mayot egislative Couiiicstructure, a change in the
titleof Gty @ 2 NRAY | 12NJ 62d2A R | 002YLI ye (G4KS OKIFy3S
two options.

9 City Coordinator as City Operations Officer
The city coordinator becomes the CQulaying a role like its former te, but with
considerably more authority delegated by the mayor for oversight oftdagay city
operations. The departments and officaww reporting to the city coordinator will
need to be reorganized so that the OMas fewer direct reports. Somanictions may
be assigned to other departments or newly created operating units. For example, a
director of administrative services positiooudd be created to manage the internal city
administrative services departmest

9 City Coordinator as Directasf Administrative Services
The city coordinator retains oversight of the internal city administrative services
department and reports to th€0OO0. The director of administrative services focuses on
delivering these intaral services to city departmentshe COO and the director of
administrative services consider retaining, transferring, or reorganizing the other roles
now held by the city cooidator, including strategic management, strategic initiatives
and roles represnting the city to external comnities.

e. Work Group recommendation

We believe both options are viable and forward them without recommendation. We advise
Mayor Frey to decideThis should be done during the transition, as he and the city council
deliberate on the potential consolidatioof city departments and as part of the process of
defining the structure and operation of the Executive Malegislative Council city goveremnt

17

%



Section F: Final advice

In addition to the principal recommendatis and options set forth above endiscussed other
organizational change options that could assist in implementindsteeutiveMayor a form of
government and enhance the effectivenesgity government. We did not delvato the details of
these optiors. They are offered for consideraih.

Creating the position of COO is a major change for City government, both structural and cultural.
a2NB20SNE (GKSasS OKFy3aSa | NB 2 0O0dzNMlynfficant ehdlledgesONR G A O
must be onfronted simultaneously. Itisind2 NI I y& GKF G aAyySFLRtAaQ FANRIG
and resources to be successful.

The COO will have to focus on a few critical issues and delegate many of the urgent andritripskiz
to others. Having too may direct reports will limit the #ectiveness of the COO and, consequently, the
effectiveness of the new executive management system.

Given that this is the first time the mayor will be recommending a structure for Mipoks City
Government under th&€harter Change of an Executive Mag Legislative Council, caution is advised.

Not only should one think about what is best for the current Mayor but what will be durable for years to
come. Also, the Charter Commission rbayasked to make changes to difly the recommendations

you propose to make Minneapolis city government more stable in future years.

2 KAETS Ol dziA2y A& AYLRNIFIYyGE a2 A& OGAy3a SELISRAGA
YSYOSNEY aAyySazial Qa dtRedi@izddsaf NUnneghdlis waltRriow iow thelzNB > | y
changes in Minneapolis City Government will be implemestedity business can get to the new

normal as quickly as possible.
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Part 4: Appendices
The followingappendices describe how veid our work and what we learned.

Appendix I: Work Group charge, principles, and ground rules

A. Work Goup charge from Mayor Frey
The Minneapolis Governance and Executive Decisiaking Work Group is charged as follows:

1. Recommend an operating structuamd appropriate resources that Ienable the Mayor to
perform the charterprescribed leadership roles in the areas of municipal policy, executive
management, and community representation.

2. Provide informed options based e comparable jurisdictions, beptactices, and the lawas to

how systems can be implemented to foster and support effective relationships between the Mayor
FYR [/ AGeé [/ 2dzyOAt Ay GKSANI 2FFAOALFE OF LIEMBAGASE

can include policies, rulepractices, tools, etc., whichemutually beneficial and which respect the

>
b,
C

ASLI NI GS YR RAAGAYOGH NBESE | YR NBRARWEMNGS { /A2idnysE

structure.

3. Provide informed options forhowthe A 1 @ Q& ! RYAY A afi RR2NDAY I SdzRB SIRIK A KB

suppotive of and responsive to the City Council with respect to its official legislative, policymaking,

and oversight functions.

B. Principles and Procedural Ground Rules (Accepted by Work izaibthe 11/29 meeting)

Consistat with the charge given by Mayéirey and his expressed priorities for the Government
Structure Work Group, members agree to adopt the following principles to guide its consideration of
proposals and formal recommendatiotigat it may submit with respedb the implementation of the

G 9 mtMayor] SIA A&t GADBS / 2dzy OAt é¢ aAGNHZOGdzZNE 2F I2O0SNYYS

C. Principles for Implementation of New Government Structure
The Government Structure Work Group is interested in an implementateomand organizational
designthatt

1. Provideclarity with respec to defining and delineating authority, roles, and responsibilities.

2. Isdurableand will be capable of serving the loteym interests of the City notwithstanding future
changes in electedfficials, issues of the day, dshortterm challenges or opportities.

3. Establishes linef-sightaccountabilityto the people of Minneapolis by providing direct ties from
voters to elected officials.

4. Achievesfficient andeffective City Government, whitis capable of reforming/improng itself.

5. lIsresponsiveto the needs of residents.

6. Promotestransparencyandaccessibilityto the community.

In conducting its work, the Government Structure Work Group shall be mindful that the Mayor tasked
members with providing recommendations thaiflect unity, but not necessarilynanimity.
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D. Procedural Ground Rules for Government Structure Work Group
TheGovernment Structure Work Group shall conduct its meetings according to the following Ground
Rules

1. All members are free to express themsel@ay and authentically in group eetings. Meetings will
include members, staff, and any invited guests to ensabrist conversation in alignment with this
value. Members agree not to record or report out on the meetings or comment or share on any
deliberations by the Work Group. To fatdte community outreach, a synopsis provided by the co
chairs aftereachmeegfid gAft 06S aKFINBR la Iy a2FFAOAIE YSaa
Group.

2. Members are encouraged to bring ideas, concerns, or conéeptsthe community to the Work
Group, but should make no commitments in receiving such commentary from the cortynu

3. The cechairs will speak on behalf of the Work Group to the extent necessary.

4. The Work Group will not have a public comment period utgtifinal report is submitted totte
Mayor.

5. The opportunity for meaningful public engagement on any recommendations will be when the
respective ordinances are brought forward to implement structural changes in government form.

6. Use of the Cigprovided grop email address should be limitéol communcations with and from
staff and for the distribution of agenda materials. The data exchanged through thprGitgled
group email address may be classified as public data, and members should therefore nat use th
City-provided group email addredor private discussions between themselves.
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NAME AFFILIATION

JJ Haywood, Pizza Luce, CEO

co-chair Hospitality Minnesota, boarthember

Formerly: Bright Water Mdessori, board; Minnesota Restaurant Associati
board; Columbia University, director of finance and business

YIGKE SSy
co-chair

University of Minnesota, retired vice president of University Services
former: Gty of Minneapolis, Council Membg€ity of Minneapolis, city
coordinator

Pat Born Former: City of Minneapolis, CFO; Metropolitan Council of the Twin Cities
regional administrator
Barry Clegg City of Minneapolis, charter commission (chair)

Lathrop GPI, counsel

Myron Frans

Universty of Minnesota, senior vice president for finance and operations
Former Commissioner of the Minnesota Management and Budge
Former Minnesota Revenue Commissioner

P. Jay Kiedrowski

Hubert H. Humphrey School of Public AHat the University of Minnesota
senior fellow

Former MN Finance Commissioner

Former Minneapolis Budget Officer

Robert Lilligren

Native American Community Development Institute, President and CEO
Metropolitan Council, member for District 7

Former: Litle Earth United Tribes, CEO

Forme; Minneapolis City Council, member and vjigesident

Tim Marx

Counsel at Winthrop & Weinstine, P.A.

Formerly: Catholic Charities, president enitess, Common Ground
Community, executive director; Minnesota Housing Finance Agency,
commissioner; Briggs driMorgan, shareholder; City of St. RaDeputy Mayor
and City Attorney

Kim Nelson

ColgatePalmolive Company, independent board director
Cummns, Inc., independent board director

Tate & Lyle, independent board director

Formerly: General Mills, senioicei resident

Toni Newborn

City of Mnneapolis, charter commission

City of St. Paul, chief equity officer and human resources director
University of St. Thomas Law School, adjunct professor
Formerly: City of Minneapolis, civil rights

Emily Piper

Hazetlen Betty Ford, executive director gesnment relations and contracting
Formerly: Minnesota Department of Health and Human Services,
commissioner; Office of Governor Mark Dayton, general counsel and dept
chief of staff

Pahoua Yang
Hoffman

Minnesota Fandation, senior vice president of camunity impact
Formerly: Citizens League, executive director

Peter Ebnet

Director of Policy and Government Affairs
al @2NR& hFTFAOS

Casey Joe Carl

City Clerk
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Appendix Ill: Learning about the city charter and gavwaent structure charter
amendment

Fram Barry Clegg, ChaMinneapolis Charter Commission

A. History

Minneapolis considered five Charters between 1900 and 19P0e voters rejected all of themSo,
finally in 1920, rather than redraft a new Chartell,of the State special laws that pited to the City of
Minneapolis were packaged together and puttbe ballot. That collection of discordant statutes
passed and became our Chartefhe 1920 Charter was not drafted with the intent that it would
becomethe constitution of our City.Rather, it was a bundle of laws on multiple topics that governed
our small City at the time.

The Charter was ambiguous on who was granted the executive authority to run theFoity/0 years,

the Council (and not #amayor) appointed, and could fire, 8 / A 1@ Qa RSLI NI YSy il KSI R:
exception being the Chief Police). ¢ KA & aeadSyYy gFa Y2RATASR Ay (KS wma
authority to the Executive Committee, on which the mayor had one vote outef 8o the Mayor and

the Council haghared executive authority over all departments, the one exceptiging the police

RSLI NIYSYylGz 20SNI 6KAOK (GKS ale&2NJ glka INIYISR a02Y

The Charter Commission looked at other large city governments \mhiehMayor/Council systems and
foundthat the Minneapolis system was uniquéther systems provide fexecutive authority to reside
with the mayor or with one or more professional administratorGity councils are generally legislative
in nature anddo not possess executive authority.

B. Process and rationale
¢KS / KIFNISNI / 2YYA dak arg riode fullyhd® QuSinits repagiGRveNhent
Structure: Form and FunctioAs it developed and considered its proposal for an executiveoMand
Legislative Council,theChaté / 2 YYA daA 2y Qad 3I2@SNYYSyid aidNHzOUGdz2NBE ¢
a. Reviewed and resealned government structures in other large city mayor/council systems
b. LYGSNIBASGESR my 2F GKS /A0G8Qad RSLINIYSyld KSIFRA
c. Interviewed the current Mayqr
d. Interviewed a group of current Council mbers
e. Interviewed former elected officials, including Mayors, Colukde&mbers and Council Presidents and
Vice Presidents
f. Interviewed officials of Duluth and St. Paul (the other cities of the first class in Minrteeadng
Mayor/Council systemsand
g. Cmducted 2 public hearings on the proposed amendment.

We found a system afovernment in which the Mayor had accountability but limited authority, and the

Council had authority but limited accountabilityVe found annefficient system that failed to prade

Of SI NJ RANBOGAZ2Y (G2 (G§KS Mefodn@K I LINRPITKSSarablagnyids 62 alaRY A y A
reality, not just a slogan.
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C. Effect of the amendment

The amendment addressed these problems by expresshiging that the Mayor is the chief exutive

of the City, having control over the administration of the Citgffie@m interference by the Council.
Department heads are appointed by, and serve at the pleasure of, the Mayor (subject to confirmation by
the Cancil). Departments heads serveudoyear terms, concurrent with the term of the Mayadrhere is

one boss, nbl4.

¢KS /2dzyOAf Aa (GKS OAdeqQa tS3aIrAatliAgdgS o2Reéex LI aas
reports to the Council and gports its legislative functions. ThedzRA 1 2 NR& 2FFAOS | faz2 N

Council and supports its oversidghinctions. The amendment also provides for a group of legislative and
L2t AOC8 ARSA (G2 &adzZlJl2 NI GKS /2dzy OAf Qa 62N)] @

After a 100 year wait, the vots gpproved the amendment on Novembgr 2021, and it became
effective on December 3, 2021.
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Appendix IV: Actual charter change language

OFFICIAL PUBLICATION
ELECTION NOTICE
(Published in Star Tribune October 16 and 23, 2021)
(Publishedn Finance & Commerce October 14 &1 2021)

Notice is hereby given that the following proposed amendment to the Minneapolis City Charter, Plain
Language Revision, relating to the modifigzagfi 2 F GKS / AdeéQa 3I2FSNYYSyil f
counci and an executive mayoral struecey will be submitted to the qualified voters of the City of
Minneapolis for adoption or rejection at the 2021 Municipal General Election to be held Nové&nbe

2021.

City Question 1

Government Structure: Executive Mar ¢ Legislative Council

Shall the Nhneapolis City Charter be amended to adopt a change in its form of government to an
Executive Mayotegislative Council structure to shift certain powets the Mayor, consolidating
administrative authority over allgerating departments under the Mayoand eliminating the Executive
Committee?

Yes

No

The following is the full text of the proposed amendment to Sections 4.1, 4.2, 4.4,4.5,7.1,7.2, 7.3, 7.4,
8.1, 8.2, and 8.4 of the Minneapolis City Charter:

§4.1.- Function

(a) GeverningLaiislative body. The geverhingleqislativebody is the CityCouncil, in which the City's
general legislativand, policymaking authorityand oversightesides.

(b) Scope.The Council may act on the City's behalf ig argter, except where

(1) this chater reserves the action for a different board, commission, or commjttedor the Mayor or

the administration for which article VII providesr

(2) the action is inconsistent with this charter or otherwise unlawful

(c) Council as statutoy board.

(1) Generally.Where the law provides for municipal action through a board or commission, and this
charter does not reserve that authority to a board or commission other than the Council, the Council
must either

(A) iselfserve as the boardracommissiorfor which the law provides, even if the board or commission
is a statutory rather than a municipal agency; or

(B) provide by ordinance for the board or commission, in whichtcase

(i) the board's or commission's memiséip may (but need notronsist party or wholly of Council
members, and

(ii) the Council may (but need not) organize the board or commission as a municipal department.

(2) Board of appeal and equalizatiol.he Council may provide under this section(d)for a board of
appealand equalizaon, in which case it may also provide that any such board must return to the
Council the assessment rolls that the board has revised, in which case the Council may confirm the
board's revisions or return the rolls the board for further revision.

(d) FranchisesThe Council may grant and regulate any lawful franchise.
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(e)LicensesThe Council may grant a license only if the license expires within one year.

(f) Liquor licensesSubject to any other applicable lawhe Council may grant kicense forthe sale of

liquor.

(1) Zoning.The Council may grant a liquor license only in an area zoned for commercial or industrial use,
not for residence or office use.

(2) Wine licensesThe Council may grant a license foe thn-sale of wine, whiclmay include he onsale

of intoxicating malt beverages, to a restaurant which otherwise qualifies for the license under each
applicable law or ordinance.

(3) Onssite consumption.The Council must by ordinance establish standaodsafestaurant holding a

liquor licerse.

(4) Other limits. The Council may by ordinance impose additional limits on granting a liquor license.

(5) Other laws and ordinances apphAll laws and ordinances that otherwise apply to a licensed site
remain aplicable after the Counthas grantedh liquor license.

§ 4.2.- Organization

(a) Composition.The Council comprises one Council member elected by and from each ward.

(b) Term; election.Each Council member's term is four years, unless otherwise dagwn section

3.2(d). Eah ward's voers elect their Council member in each year following a year whose number is
evenly divisible by four, unless otherwise provided in section 3.2(d).

(c)Council judges electiondg.he Council judges its members' elensgfor which purpose itnay compel

the testimony of any withess who may have relevant information, and may compel the production of
any relevant book, document, or thing.

(d) Vacancy.

(1) Early vacancyWhen a Council member vacates his or her officloteeMarch 1 in the year of the

next regular election, the Council must schedule a special election to fill the vacancy. The special
election must be held on a legal election day under Minnesota eleciantthat is more than 90 days

from the date of the acarcy.

(2) Late vacancyWhen a Couadl member vacates his or her office

(A) on or after March 1 in the year of the next regular election, and

(B) before filing opens for the election,

T the Council appoints a successor who serves until a membexcitee!

(3) Election after vacancyWhen a Council membership is vacant a time of an election, the elected
member takes office upon being elected and qualified,and serves out the unexpired term as well as the
term for which he or she was elected.

(e) Resaurces The City Council must prde for its own staff and the other reseces that the Council

and its committees and members need for the effective performance of their duties.

(1) Council staff The Council must provide for a nonpartisan administeastaff, in the classified
service, that supports the Council or a commitiegenerally and who cannot be assigned to any
individual member.¢ KS / A& /ftSN] KSIRa&a |YyR 6adza2aSO0Oid G2 GKS
directs and supervises, amaaydiscipline or discharge the staff

(2)a S Y 6 S NE.OhelChuRE &nayrovide for aides for each member. The Council may provide for
Fye &dzOK FARSQ& | LIRAYGYSYG Ay (GKS dzy Ot aaAFASR &
(ef) City clerk.

(1) Elestion Appointment. 3t A
net—apply The City Council appomts the Clty Clerk, W|thout reqard to section 8.4(b). The CIerk serves at
GKS /2dzyOAf Q& LJ SI &dz2NB> Ay (GKS dzyOfFaaAFASR &aASNDA
(2) Duties. TheGityClerk must

(A) keep the corporate seal and all mumial papers and records, including (but not limited to) igy
Council's proceedings (section 4.4(e));
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(B) administer each election under tlg&ity Council's direction (section.¢), and may administer an

electionfor the Minneapolis Public Schools Wdaf education if that board so authorizes;

(C) provide for each ordinance that theity Council adopts to be promptly codified, and generally

review the code of ordinances adstonce every five years; and

(D) perform any other duties for which thisharter or an ordinance provides, or that the Council

requests.

CKS [/ 2dzyOAf  Ydzad LINPOPARS FT2NJ G6§KS /EtSNJIQa adl¥F |
effective perbrmance of his or her duties.

(3) Oaths. TheGity Clerk may administer an oath or affirmation in any proceeding under this charter.

(q) City auditor.

(1) Function The City Council must establish, organize, and otherwise provide for an independent City
AuwditoND & 2FFAOS A ViceOfsritA/SA 2&F Q& dARAVII MENID | VR ¢2 LISNI G A 2
(A) performing rislbased independent, objective assurance and consulting services;

0.0 AYVOPSaiGAIFrGAY3I ffSIASR Isvesmar®Ey FNI dzZRE 2NJ 61 aa s
(C) monitoring and assug compliace with this charter, ordinances, and other applicable law;

(D) monitoring and assuring adherence to sound audit practices applicable to municipalities, which the

|l dZRAG2N) RSaA3IY Il 1S3& sapravil; aidKk S | dzZRAG O2YYAGGSSQ

(E) minimizing finanal, operatonal, reputational, strategic, and other risks.

(2) Organization

(A) Audit committee. The Council must establish an audit committee to oversee the office, and may
appoint or by ordinance provide for the apiptY Sy i 2F G KS O2 Y VYithoitireg®&daa Y SYo S
dSO0GA2Y yodndéo0d ! YI22NARGE 2F (GKS O2YYAiGdGSSQa YS
[ 2dzy OAf Yl & aSi GKS YSYOSNRQ GSNXYa&a gAGK2dzi NBII NR
(B)City Auditor. The audit committe gopoints the Auditor.

(Term The/ 2 dzy OAf  Ydzad o6& 2NRAYIYOS aSi GKS ! dzZRAG2NRA
Council may remove the Auditor under section 8.2(q)(3) only for cause, acting by a majority if its
membership.

(i) Staff. TheCourtil must provide for appropsite gaff and other resources. The Auditor heads the

staff.

(3) Audit charted ¢ KS | dzZRAG O2YYAGGSS Ydzad | R2LII Iy | dzRA
mission, authority, and independence.@hnual work plan The Aditor must annually recommend for

thel dzZRAG O2YYA(GGSSQa NBGASYS YR FTR2LIAZY | ¢g2NJ LI}
next fiscal year.

(5)Reportingb ¢ KS 1 dzZRAG2NI Aa a2ftSteé& NBalLRyaArofSveF2NI (KS
any such work product to the&Cound, the Mayor, and any other interested board, commission,
committee, department, or officer, for informational purposes.

(6) Access Notwithstanding anything in this charter to the contrary, the Auditor enpys

(A) urisdiction over the City Counaidover each board, commission, committee, department, officer,
employee, and other agency or agent, who must cooperate with any audit or inquiry and furnish any
information that the Auditor requests; and

(B) prompt andunrestricted access, without chge, © all records, property, and operations, unless an
applicable law or court order explicitly prohibits or limits such access.

8§ 4.4 - Proceedings

(a) Vote required.

(1) Rules.The Council at its organizational megtmay by simple majority adopt or and its rules of

order for the conduct of its own business. The Council may thereafter amend its rules by simple majority
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unless the rules themselves require a supermajority. Thancil may decide a question of orderder

its rules by simple majority.

(2) Acts. An act by the Council takes a simple majority, except as this charter or the law otherwise
provides. For this article IV's purposes, the noun "act"

(A) means any ordimee, resolution, appropriation, any ah lawful action, and any action ameing),
repealing, or otherwise affecting any such act; but

(B) does not include a rule or other vote that relates to the Council's internal organization or procedure.
(3) Absolutemajority required for certain actionsTheCouncil may take the following @n only with a
majority of its membership:

(A) adopt an ordinance or resolution;

(B)appointorremove-an-officerunder-section-8-4(b);

(€B) appropriate moneyand

(C) remee the City Auditor (section 4.2(g)®)()); and

(D) authorize an improvenm to a sidewalk subject to a special assessment (section 4.4(a)(5)).

(4) Supermajority required for certain actionsThe Council may take the following action only with the
prescribed supermajority:

(A) by twoethirds of its membership, authorize an imprement (other than a sidewalk) subject to a
special assessment (section 4.4(a)(5));

(B) by twethirds of its membership, regrade a graded street;

(C) by twethirds of its membeship, sell realty;

(D) by twethirds of its membership, vacate wholly or gly any public way or plat, which power the
Council enjoys exclusively;

(E) by twethirds of its membership, remit or discharge any judgment in the City's favor;

(F) by twethirds of its membership, pass an act ottee Mayor's veto (section 4.4(c));

(G) by twethirds of its membership, remove an elected officer (section 8.2(g)(3));

(G H) by threefourths of its membership, authorize a slaughterhouse within the City. No person may
operate a slaughterhouse within th@ity without such authorization; and

(H D) by threefourths of its membership, authorize an unbudgeted payment out of curfeinds
(section 9.2(a)(3)).

(5) Improvements. The Council may by a majority of its membership authorize a sidewalk, with or
without a special assessment. The Counmly, by twethirds of its membership, authorize any other
improvement subject to a sp&d assessment. The Council may by a majority of its membership act with
respect to an improvement already authorized or to a speassessment in connection with sueim
improvement.

(b) Ordinances.The Council may adopt an ordinance (including an actraling or repealing an
ordinance already adopted) only

(1) at least one week after its introduction at a meeting;

(2) after a eport from a committee to which the mter was referred at a Council meeting held at least
one week earlier; or

(3) by unanimus consent.

(c) Mayor's signature or vetoThe Council must present each act to the Mayor in the manner that this
charter prescihesfor giving notice. The act takedfect (subject to publication (section 4.4(d)), in the
case of an ordinance or resoloii)t

(1) when the Mayor signs it;

(2) five days after its presentation to the Mayor, if he or she neither signs nor vetoes it; or

(3) if the Mayor vetoes it by retuing it to the City Clerk with an objection within five days (excluding
Sundays) after its presentation, only if the Council at its next meeting bythinas of its membership
again passes the act over the Mayor's veto
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(d) Publication An ordinance or iolution takes effect upon publication in an official newspaper. At the
direction of the City Council, publication may be accomplished by publishing only the title and summary
of the ordinance or resolution. An act pablished

(1) is admissible as evidee,

(2) establishes a presumption that the act is valid, and

(3) is entitled to judicial notice.

(e) Record.The City Clerk must carefully and faithfully record the Council's and Council committee's
proceedings, ioluding each act adopted and each meents vote on each such act. The clerk must keep
the proceedings on file and available for inspection and copying during normal business hours at the
clerk's office.

Rrd all the

§ 7.1.- Mayor.

(a) Chief executiv® ¢ KS OKAST SESOdziA@S 2FFAOSNI Aa (GKS al ez
administrative authority resides.

(@ b) Term; election.The Mayor's term is fouyears. The Mayor is elected by the eo$ in a regular
election held in each year following a year whose number is evenly divisible by four.

(b ¢) Duties.The Mayor must

(1) take care that all laws and ordinances are faithfully observed and enfordeid thi¢ City;

(2) direct and supervesthe administration for which this article VII provides;

(2 3) take care that each other officer discharges his or her duties, fochyiirpose the Mayor may
seek a writ of mandamus or other appropriate action agaamy delinquent officer;

(34) recommend action in the City's interest by any other government;

(4 5) address the City Council annually on the state of the City, andnreend appropriate measures

for the City'sphysical-and-economieneral welfare, halth, safety, andlevelopment; and

(5 6) notify the City Council and any other interested board, commission, committee, or department of
any litigation against the City.

(e d) Delegation.The Mayor may appoint a proxy or other representative to servasior her place on

any board, commissn, committee, or other public body of which he or she is a member. Any such
appointment must expire not later than the Mayor's termpéres.

(d e) Vacancy.Whenever the Mayor vacates his or her office before theryefthe next regular
election, or inthat year before March 1, the City Council must provide for a special election to fill the
vacancy. The special election must be hetdadegal election day under Minnesota election law that is
more than 90 days frorthe date of the vacancy.

(ef) Succesion.

(1) Temporary vacancyWhenever the Mayor cannot discharge his or her duties, or the office is vacant
pending an election, thethe Council president (or, if the Council president cannot act, the Council vice
presicent) must act as Mayor until the &or (or the Council president, if the vipeesident is acting as
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Mayor) resumes his or her duties or a new Mayor takes office. Aignaaken by the Council president

or vicepresident, or any other successor, actias Mayor is as valid as if taken the Mayor. Any
successor acting as Mayor draws the Mayor's salary instead of the salary of the office by virtue of which
he or she isacting as Mayor.

(2) Succession planthe City Council must by resolution adopuacession plan, which must establish a

line of succession beyond the Council yitesident. The Council must review the plan at each
organizational meeting.

(f g) Resourcs. The City Council must provide for the staff and other resources that the Magalsfor

the effective performance dfis or her duties.

(1) Staff. For the Mayor's support, the Council must provide for at feast

(A) one administrative deputy,

(B) two administrative aides,

(C) one administrative assistant,

(D) one executive secraty, and

(E) any other appropriate sif.

The Mayor may appoint any such staff without regard to section 8.4(b). The Mayor's staff serves in the
unclassified serve

(2) Contingent fund.The Council must annually appropriate a fund of not less thad0B®0 for use at

the Mayor's discrabn. The Mayor may not contribute from this fund to any individual's political
campaign. The Mayor must report each expense fthism fund to the Council.

(h) Executive function

(1) Separation of powers Except as tis darter otherwise provides, neithahe City Council nor any

[ 2dzy OAf O2YYAGGSS 2NJ YSYOSNJ YI @& dzadzN1JEs Ay @l RSZ 2N
of the administration for which this article VII provides. The Council and its comméttesaembersc

(A) may seek informatior2 NJ | d&dAaGFyOSsy 2y GKSANI 24y 2N 2y
administration;

6.0 YlIes $FAGK GKS al Bef tNaD the oy &rBnfés, seekdinfaryiationh or Y I y
FaaAaialyOS Ay T dzNIeislatiNg avtiobry; BuF G KS / 2dzy OAf Q

(C) may ot publicly or privately, directly or indirectty

(i) issue an order to, seek information that is not public from, or otherwise attempt or purport to direct

or supervise, any employee; or

(i) outside the process ofoosenting to a nomination under sectin 8.4(b), advocate the hiring or
promotion, or advaate or threaten the removal, demotion, or discipline, of any employee, except by
communication with the Mayor or in a manner that the Mayor arranges.

(2) Legislativeoversight The Mayor must furnish tohe Council any information that the Council
requess for the exercise of its legislative function, including (but not limited to) the budget.

8§ 7.2.- Departments

(a) The departments generallyThe City Council muststablish, organize, and otherwise quide for
these departments:

(1) a City Coordinato

(2) a-City-Clerk(section4-2(e@) City Assesspr

(3) aCityAssessoa City Attorney and legal department

(4) a City Finance Officer and budget office, inicigd director;
5)ya-City-Attorneyad-legal-department;

(6 5) a civil rights departmd, including a director, and a civil rights commission (section 7.2(d));

(¥ 6) a department of community planning and economic development;
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(87) a fire departmen(sedion 7.4);

(9 8) a health departrant, headed by a health commissioner;

(209) a planning commission (section 7.2(e));

(32 10) a police department (section 7.3);

(3211) a publieworks department;

(33 12) a purchasing department;

(34 13) a reguladry-services departmnt; and

(35 14) any other department necessary or convenient for the efficient delivery of municipal services.

(b) Departmental organizationThe ordinance establishing each department must provide for an officer
or a board or commsonas its head, foany other necessy officer, and for appropriate staff and other
resources. The Mayor nominates anth the CityCeuneil 2 dzy OA f Q&

consent,appoints each department's head under section 8.4(b), except as this charter or any dpplicab
law er-erdinanceotherwise provides

(c)City attorney.

(1) Function. Except as this charter otherwise provides, the City Attorney and the legal department
under his or her direction

(A) serve as the attorneys and counselors at law to the MayorCilyeCouncil and & committees, and

the other boards, commissions, committees, departments, and officers for which this charter provides;
and

(B) counsels, and delivers an opinion on any legal question from, the Mayor, the City Council and its
committees, and the other boads, commissionsand committees for which this charter provides, who
must consult only the City Attorney (and must not employ or pay any other attorney) for any necessary
legal advice.

(2) Deputy City AttorneysThe City Attorney magippaint two deputies who serve in thainclassified
service, but with the same employee benefits (except as to hiring and removal) as an officer in the
classified service. If a deputy is appointed from the classified service, then he or she is treateidgas t

a leave of absnce while servings a deputy, after which he or she is entitled to return to his or her
permanent grade in the classified service. If no vacancy is available in that grade, then the least senior
employee so classified returns to hister grade before bing so classified

(3) Park and Recreation Board:his section 7.2(c) does not apply to the Park and Recreation Board,
except to the extent that the Board so requests.

(d) Civil rights commission.

(1) Appointment. The City Council ust provide by ordinance for the appdiment of a civil rights
commissbn, to which section 8.4(b) does not apply.

(2) Jurisdiction.For the purpose of enforcing civights legislation, the civil rights commission enjoys
jurisdiction over each board, oumission, committee, department, offer, and other agency or agent,
notwithstanding anything in this charter to the contrary. No board, commission, committee,
department, officer, or other agency or agent may limit the civil rights commission's jurisdicti

(e) Planning commission.

(1) Commission.The commission consistét

(A) the Mayor;

(B) a member elected by (but not necessarily from) the Board of County Commissioners;

(C) a member elected by and from the City Council;

(D) a member elected bynd from the Park and Recreation Board,

(E) a member elected by and fnathe Minneapolis Public Schools board of education;

(F) a member who is a resident, appointed by the City Council; and

(G) four members who are residents and are not members of aaydotherwise represented on the
commission, appointed under section&gb).
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(2) Function.The commission must

(A) prepare a comprehensive plan for the City's physical development and improvement, with particular
regard to public utility and conveniea@rd the general welfare;

(B) recomnend to any appropriate board, camission, committee, department, or officer specific plans

for public improvements, consistent with the comprehensive plan;

(C) recommend to the City Council ordinances regulatingztivang of buildings and other structes

with respect to their size, tmtion, and use; and

(D) perform any other duties for which an ordinance provides.

(3) Plans and platsNo public office may receive or record any plan, plat, or replat of any streaher

realty in the City, intendedor dedication to public use oof the benefit of the fronting or adjacent
property, unless the planning commission has endorsed its approval on the plan, plat, or replat. The
commission's disapproval rejects, andafgroval accepts, the proposed dedimmn on the City's behalf.

But acepting such a dedication does not subject the City to any duty to maintain the dedicated
property until the City has entered, used, or improved upon it.

(4) Public improvements.The @y may not authorize or incur debt foany public improvement,
including (but not limited to) any structure of permanent character intended for ornament or
commemoration, unless

(A) the planning commission approves the location and design;

(B) the comnssbn, within 30 days after receivirg plan for a proposed improvemegs location and
design, notifies the City Council of particular objections, and the Council approves over the commission's
objections; or

(C) the commission does not notify the Colin€particular objections within 30aj/s.

() Purchasing.The City Qancil may require that each officer, board, commission, or department buy
goods through the purchasing department, except as this charter otherwise provides.

§ 7.3.-Police

(a) Police cepartment. The Mayor has completpower over the establishment, maenance, and
command of the police department. The Mayor may make all rules and regulations and may promulgate
and enforce general and special orders necessary to operating the peli@ment. Except where the

law vestsan appointment in the departmeritself, the Mayor appoints and may discipline or discharge
any employee in the department (subject to the Civil Service Commission's rules, in the case of an
employee in the classifiesevice).

(1) Police chief.

(A) Appointment. The Mayor nominates anavith the CityCeuneil 2 dzy O A f Qappoitte &/ pdlise/ (i =
chief under section 8.4(b).

BYFerm-The chiefsterm-isthree years.

(€ B) Civil service.The chief serves in the unctified service, but with the same enggylee benefits
(except as to hiring and removal) as an officer in the classified service. If a chief is appointed from the
classified service, then he or she is treated as taking a lehabsence while serving as chiafter

which he or she is entitledtreturn to his or her permanent grade in the classified service. If no vacancy
is available in that grade, then the least senior employee so classified returns to his or her grade before
being so classified.

(2) Police officers Each peace officer appointed in the police department must be licensed as required
by law. Each suclhcénsed officer may exercise alayvful power that a peace officer emys at common
law or by general or special law, and may execute a warrant anywhere in the county.
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(b) Temporary police.The Mayor may, in case of riot or other emergency, appoint argeseary
temporary police officefor up to one week. Each such officaust be a licensed peace officer.

(c) Funding.The City Council must fund a police force of at least 0.0017 employees per resident, and
provide for those employees' compensation, fohish purpose it may tax the table property in the

City up to 0.3 pesent of its value annually. This tax is in addition to any other tax, and not subject to the
maximum set under section 9.3(a)(4).

§ 7.4.- Fire

(a) Fire department.

(1) Fire chief.

(A) Appointment. The Mayor norinates and with the CityCouncilCourOA f Q& ap@iyits Sfifell =
chief under section 8.4(b).

(B) Civil service.The chief serves in the unclassified service, but with the same employee benefits
(except as to hiring andigstharge) as an officer in tlobassified service. If a chief is appted from the
classified service, then he or she is treated as taking a leave of absence while serving as chief, after
which he or she is entitled to return to his or her permanent gradthe classified service.nb vacancy

is available in that gradéhen the least senior employee so classified returns to his or her grade before
being so classified.

(2) Senior management.

(A) Senior managersThe department's senior managers ar@s$e holding the titles (which ay ke held

by one or more employees)

(i) assistant chief,

(i) deputy chief,

(iii) fire marshal,

(iv) assistant chief of training, or

(v) engineering officer.

(B) Appointment. The fire chief appointsaxith-the-City Ceuncil's-assemjthout examinaton, a senior
manager from the departent's firefighters with the rank of captain or higher; and may discharge him
or her at will, without regard to the Civil Service CommissiorissruAn officer who accepts such an
appointment is treated as taking a k& d absence, retains his or her gednd seniority in the
classified service, and earns seniority in that grade while serving as a senior manager, after which he or
she is entitlel to return to his or her permanent grade in the classified service. Viagancy is available

in that grade, hen the least senior employee so classified returns to his or her grade before being so
classified.

(3) Officers and staff.

(A) Appointment. The fire chiefwith-theCity Council's—assergppoints (subject to the @l Service
Commission's rules) the dartment's other officers and other employees.

B) Layoffs.The fire chief may (subject to the Civil Service Commission's rules) discharg@lagesnin

the City's interest. If the City Council directs that the depeamt reduce its force, then the chiefust
recommend only such layoffs as will not impair the department's operations.

(b) Fire marshal.The fire marshal must take care that all and ordinances against danger from fire
are faithfully observed and enfoed, for which purpose the marshal manter and inspect any building
(including a dwelling) at any reasonable time. The marshal must examine and record the cause of any
fire.

(c) Fire police.The City Council may provide for fire police within eithiee fire department or the
police depatment. The fire department may command the police officers at any fire.
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(d) Fire emergenciedf necessary for the protection of life or property from an unusual fire, a riot, or a
like emergency, the fire chief may

(1) compel the attendance of any engyee in the fire department (including an aftity firefighter), for
which purpose the chief ay make any necessary or prudent rule; and

(2) appoint additional officers or other firefighters for temporary servicerdythe emergency, without
regard to tre Civil Service Commission's rules.

(e) Funding.The City Council must fund a fire departmémat can maintain adequate staffing.

(1) Operating expensesThe department's operating expenses are paid out of the garfend.

(2) Capital expensesThe dgoartment's capital expenses are paid out of the permaremprovement
fund, or the proceeds &m bonds issued for the purpose, or out of the general fund.

§ 8.1.- Definitions.

For this charter's purposes

(a) an officer" includes

(1) each electedfticer (section 8.3(a)(2)),

(2) each member or officer of a board or commission for which ¢harter providesand

(3) each employee listed in section 7.2 or appointed under section 8a{H)and

(4) the City @k (section 4.2(f)) and City Audit¢section 4.2(q)); and

(b) an "employee" includes

(1) everyone in the classified or uncldissi service who is not an officer, and

(2) each officer, other than a member of a board, commission, or committee, whot istherwise
classified as an emplogaunder this charterandanordinance, or a general or special law.

§ 8.2.- Officers generally

Except as this charter otherwise provides:

(a) Oath. Before taking office, each officer must sign and file with @it Clerk an oath in substantially
the following form: "I sweafor 'affirm’] that | will faithfully discharge the office of [title], and will
support the constitutions of the United States and of Minnesota."

(b) Bond. The City Clerk, the finance offic@nd any other officer that the Cit€ouncil requires, must
before taking office deliver an executed bond in whatever amount and form and on whatever conditions
the Council requires.

(c) Term. =
emeer—s—te.the-Me—year-sExceptas thls charter or a qeneral Iaw other\lee prowdes each offlcers term
O2AYOARSE gAlGK (GKS alé&2NDa G4SN¥Ye ! @I OkyoOoe Ay GKS
but any sucessa serving or acting as Mayor maysdpline or discharge an ppinted officer under

section 8.4(b)(4).

(d) Tenure.Each officer takes office, after having qualified and taking the required oath

(1) in the case of an elected officer other than a Guiunember, elected in a regular gerarelection,
on the first weekday in January that is not a holiday in the calendar year next following the election;
(2) in the case of Council members, elected in a regular general election, on the first Mondayairy Ja
in the calendar year next follang the election;

(3) in the case of an elected officer elected at a special election, when the results are certified;

(4) in the case of an offlcer appomted under section 8.4¢therthan-the—police—chief—on-thérst

arupon appomtment and
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(6 5) in the case of any o#r dffice, as any applicable ordinanpeovides, otherwie upon election or
appointment.
(e)Holding over.Each officer serves until his or her successor has qualified and takes office.
(f) Duties. Each officer must perform the duties that this charter any other applicable general or
specal law, ordinancegr rule, or the electing or appointing body, prescribes.
(g)Vacancy.
(1) Determination.
(A)Elected office Each board to which the voters elect an elected officer determines when that office is
vaant.
(B)Other office.The electng or appointing bdy determines when any other office is vacant.
(2) Resignation Any officer may resign
(A) by tendering a written resignation that the electing or appointing authority accepts; or
(B) in any othemanner prowded by Iaw
(3) Removal i .
Femmm—any—eiée#aﬂer—ngnee—and—heananhe electlnq or appomtlnq bodv (or in the case of an
elected office, the Cjt Cauncil, acting by twehirds of its membership) may remove any officer for
cause after notice and hearing. The City Council may, bythisgs o its membership, after notice and
hearing, remove an elected officer in a manner and for a reason allowddwyThe notice must
specify
(A) the cause for removal, and
(B) the hearing's time and place.
The electing or appointing body may compel thesstimony of any witness who may have relevant
mformatlon and may compel the productlon of any reIevant hoddrument or thlng This-section-is

A dimikection
8.2(g)3) is sub|ect to sectlon 8.4(b)(4), and does not require a notice of hearlnq for a removal under that
sectim.
(4) VacanciesThe electing or apgnting body may fill any vacancy that this charter does not provide
another method of filling. Where the vets are the electing body, the City Council may fill the vacancy.
A successor filling a vacartekes officeupon election or appointment, andenes only until an elected
successor takes office or for the unexpired term's remainder.

§ 8.4.- Other officers.

(a) Other offices.The City Council may establishprovide for the establishment @y other necess#

office, in which case the Councilust provide for its title,appeintment, term, compensation, and
duties.

(b) Appomtment by—Maye#epG%menWheﬁ%geFM—tavpspeem%N—erdmame—mb—epother

Thea | e2NJ \[2Y)\\/I uSa 5 VRZ z)\(]K GKS [/ AaGe /2d2\/0)\f Qa 02
this charteror a general or special law does not otherwise proviligs section 8.4(b) does not apply to

any appointmen for which another provision withinhis charter provides unless the other provision

explicitly refers to this section.
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(1) Nomination by Mayor.The Mayor enjoys the exclusive power of hominating the offieethefirst

(4 2) Failure of appointment.If an office has been vacant for at least 90 days (or 30 days in the case of
the police chiefpndthe Mayor has failed to nominatesuccessaror if the Mayor has nominated three
candidates that theExeeutive-Committee—orth€ourtil has rejected, then th&Exeeutive-Committee
Councilmay by a majority of its membership name three or more candislatem whom the Mayor
must nomlnate oe. If the Mayor has not after 20 days, nomlnated a candidate so named then the

Geunen—and—theCouncn may appomt theteeemmeqded eandrda{e offlcer Wlthout the Mayors

nomination.Fhis-processrecurs-until-an-officeris-appeinted.
(5 3) Suspension The%e@u%mee@emmﬁee ayor may suspend W|thout pay any offlcer appomted

under this section 8.4(bfny 3
(6 4) Removal. The@@—@euneﬂ—ma—y—net—reme\!dayor may d|SC|pI|ne and may, Wlth or Wlthout cause,

discharge an officer appointed under this section 8.4(kjpless—theExecutive—GCommittee- so
recommeds and but may not remove a Civil 8éce Commissioner except for cause.

(#5) Holding over.Any offier subject to appointment under this section 8.4(b) whose term has expired
but whose successor has not been appomted may continue in offlce for msetday-s 0 days unless
the Mayor dirests otheanse efe

) 3 v 3 3 l]'ddéled;ayor
may contlnue in offlce anyfficer subject to appomtment under tb section 8.4(b) whose term has

expired but whose successor hags heen appointed for up to 180 days, or for a longer period with the
[ 2dzy OAf Qa O2yasSyido

Severability If any part or provision of this amendment isidhévalid or unconstitutional by a desion
of a court of competent jurisdiction, the remainder of thisiendment shall not be affected thereby and
shall continue in full force and effect.
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Appendix V: Types of municipal executive structures

Submittedby Jay Kiedrowski, former City Budd@gitector and Charter Commissioner
By passing Charter Amendment 184, Minneapolis voters authorized a revised form of organization of the
City of Minneapolis. The following is a schematic representing thanag@oncharge:

Mayor City Council

Chiefo%ﬁxci?‘tive Legislative Body

Operating

Department City Clerk City Auditor Board & Commissions
Heads

The guestion isdw this change should be implemented. The following information and organization
charts describe six options (in alphabetical order) for Minneapolis for a manager reporting to the mayor
to assist in carryingud the Mag 2sNEKecutive Functions:

Chief Admirstrative Officergc Duluth
City Manager, Fresno

Chief of Staff Houston

City Coordinator; Minneapolis
Deputy Mayorg St. Paul

Chief Operating Officey San Diego

Each of these alternative organization sclenmavepf course, pros and cons.
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Duluth, MN

Chief Administraive Officer

The Chief Admistrative Oficer is appointed by the Mayor for an indefinite term and is the Mayor's
LINRYOALI t ladaradlyid ¢KS OAdeQa YIFylFr3ISNI Aad NBaLRy
boards, and investigations and stusliefthe internal organizabn and praedure of any office or

department within the City of Duluth. The Chief Administrative Officer supervises the heads of all City of

5dzf dzi K RSLI NI YSyiGa SEOSLII GKS ! GdG2Ny Sasthe hTFAOS d¢
management of theityoutsilS 2 ¥ G KS al&@2NRa 2FFAOS® LG YAIKEG RAL
Executive of the city. This approach shows clearly that the departments report to the Chief

Administrator. The Chief Administrator Officer apachseparates Policy frorthe Managenent of the

city.

CITY OF DULUTH ORGANIZATION CHART

The City, as authorized by City Charter, may have up to nine operating departments with divisions as
appropriate within those departments. Most city departments are within the General Fund, with a few
exceptions that cross fund lines.

City Attorney's Chief Administrative
Office Officer

Finance

City Council

Pukxic

e Planning & Buisi nra_ul?u Fire Police Public Works &
Administrathon Departrment Construction Economic Department Departrment Utilities
Services Development
Department Departrent P
H K Fire Admin | n
e Investigations
Resources I:l’flue
L Budget Fire
Safety & Operations | paprgl i Street
Tralning Malntenance
| purchasing ||  Services & warkforca L Life Safiety
L Information Inspection Development “ Parking - Engineering
Technology
L Treasurer Community
“ Developrment = Uitility
F ity clerk Operations
- Water
a Park
Maintenance
= Gas
|| Library
Services
- Sawar
a Facilities
Management
= Storm
|_ Energy EEY
Managemeant Solid = General Fund L Street
Pattern= Lighting
Bk Special Revenue
Recreation Entarprice
Fleat Internal Service
Sendices
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Fresno, CA

City Manager
In Fresno, theity manageiis a position appointed by the Mayor and serves as the professional
administrator for the City of Fresno to provide overall management andrsigm, coordinating all
day-to-day qerations. The City Manager appoints a professional staff to help manage the organization.
This team is responsible for intgovernmental relations and administration of city business including
managing budget resoues,carrying out policy imilgmentation providing analysis and
NEO2YYSYyRI(GA2Y A
O2YYdzyAOlF GA2yad LYy
in the implementatiorof programsand policies, ensuring accountability, community responsiveness,
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Councilg Manager form popular in many suburban commnities. The Mayor may firsdthat thee are
some management issues that are political in nature and may not be able to influence the City Manager
easily. The City Manager approach clearly separates Policy from the Management of the city.

CiTy ORGANIZATIONAL CHART

Citizens of Fresno

Councll City
Assistants Council

City AMtomey City Clerk

Parks, After School,
Recieation &
Commurity Services

Development &
Resous ce Meanage ment

Fnance

Weter Prouction | Quakly | Deivery
Wastewabar & Sosr Maragem e

SoRoWage Sesicas)

Froycting Progrm
Opees i Clesn Up

litter Contral
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Houston, TX
Chief of Staff
Houston has an organizat2 y
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Unfortunately, it may confuse thdepartment heads as to who is in chge: the Mayor or the Chief of
Staff. This alternative keeps any disputes between the Mayor and the Chief of Staff behind closed doors.
The Chief of Staff approach blurs the line between Policy and Management.

ORGANIZATION CHART

Citizens

, SR

—
!

City City
Council Mayor Controller
Administration City Convention and
and Aviation Secretary Entertainment Finance
Regulatory Affairs Facilities
. I | |
Fleet General Housing and Houston
Fire Management Services Community Emergency
L Development Center
P [ I
Houston Houston Houston Human
Health Department Information Public Works Resources
L Technology Services )
[ Municipal h
Legal Library Courts Neighborhoods
Department
. /
" Office of Parks Planning Solid Waste |
Business and and Police Management
Opportunity Recreation Development )
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Minneapolis,MN
City Coordinator

TheMinneapolis City Coordinator is the closest role that Minneapolis has to a chief manager. One could

dza S
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take the Ciy CordinatorQ a
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O dzNNEB y i indrtbeiCRyEaordingforR makagénent all of the
departments. It gives the impression that the mayor is the executive and the coordinator ensures that

KI &8

OAl &

everything is functioning well. The downside of simply changing ifumeof the Gty Coordinator is the
confusion with the prior role of the City Coordinator. The City Coordinator approach separates the Policy
from the Management of the city.

City Administration

—Coordinator (Management) Departments—

31 911 Communications Convention Center  Emergency Management
Finance & Property Services Human Resources  Information Technology

Intergovemmental Relations ~ Neighborhood & Community Relations

Legislative Department
Chief Executive Officer > MAYOR COUNCIL Council Aides
Mayor's Office Ciy Clerk
City Auditor
.............................................................. Boards &
Commissions
Assessor Attorney Civil Rights
CPED Fire Health
. <= Charter Departments
Police Public Works Regulatory Srvs,
COORDINATOR

<~ Coordinator Departments
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St. Paul, MN

Deputy Mayor

Jaime Tincher [who has political and manageitrexperience] manages the daily opations of Saint

Paul's government, including its fourteen departments, and more than 3,000 employees. As Deputy
Mayor, Tincher implements Mayor Carter's vision of a city that works for all of Saint Paul's 304,000
resicentsd ¢ y of/Sth Raul Websit@hisapproach is like the Chief of Staff but named differently. It
makes the Mayor seem like they are in charge of everything, when in reality the Deputy Mayor is
managing the city. Interestingly, the Deputy Mayor haseaprovedby the City Council in SRaul.
lfaz2z GKS aleé2NRa / KAST 2F {GFFF NBLRNIa G2 GKS
Chief, for example, thinks they report to the Mayor because the organizational chart indicates that, the
Deputy Mayor will have difficulty. It isncumbent on the Mayor to clarify who is in charge of what
functions. functions. This Deputy Mayor approach blurs the separation of Policy and

Management.

City of Saint Paul, Minnesota *

(Form of Government: “Strong” Mayor, with Seven Councilmembers Elected by Ward)

Electorate
Saint Paul Regional City Council
Waler Services HRA Board s
Library Board ~ [[777 77777 Tt yor
* Council Research !
Port Authority * City Clerk-Records :
1
____________________________ 4
RiverCentre Convention
and Visitors Authority
City Attorney’s Office Emergency Management Financial Services Fire and Safety Services Human Resources Human Rights and Equal
* Civil = Prevention * Accounting and = Executive Services = Administration Ernnomic Opportuntty
* (riminal * Response Business Support * Operations » Labor Relations & » Contract Analysis
* Litigation * Budget and Innovations * Fire Prevention Employee Benefits * Human Rights
* Real Estate * Risk Management Investigation
* Treasury * HR Consulting Services * Contract Compliance
» Payroll and River Print
Parks and Recreation Planning and Police Department Public Works Safety and Inspection Technology
» Administeation Economic Development » Chief's Office * Director's Ofiice » Oiiice i the Director » CIOs Office and
* Como Campus * Administration and * Pairol Operations * Bridpes & Code Enforcement and Marketing

* Design and
Construction

* Operations
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* Special Services
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* Economic Development
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* Support Services and
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* Street Engineering,
Construction, and
Surveying
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® Sewer Litility

» Trafiic and Lighting
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* Development, Licensing,
Permits and Customer
Service
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* Fire Inspactions

* Project Management

* Communicalions

o Application Development
& (islomer Service

# Inirastruciuse and

Operations
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San Diego, CA

Chief Operating Officer

Ly { Iy 5 kBaopfard of avexdngnt, the Mayaacts as the Chief Executive Officer of the

/| AGéd hyS 2F al@2NI Df2NAIFQa FANRG | LILRAYGYSyda 41
previously helped lead the City out of the Great Rem®sand into a peod of economic stabilityThe

COOmar@Sa Fff OAGE& RSLINILYSyiGa FyR NBLR2NIa (2 (GKS a
Operating Officer clarifies what is management and what is executive (Policy and Politics). It probably is

easer to operate in thé system. The Police Chief would gottee Mayor for emergency situations and to

the Chief Operating Officer for budgeting, space, vehicles, planning, technology, and so on. It separates

the Policy from the Management of the city.

The City of | | N
SAN DI EGO ) City of San Diego Organizational Structure

Todd Glaria

Mathew Gordon Jay Goldston - Halsa Kak Adrian Grand

Micole Darling Kim Desmaond

. . . Ik {
City Communications Office of Race & Equity il

Director of

Appointments Officer

! Office of Emergency
Palice Fire-Restue S X | Services
Chief David Nisleit Chiet Colin Stowel : & i Chris Heiser
|| City Treasurer Development Services | | Departmentof Real | | '“"“M& “”F“T:‘"'"
Elizabeth Correi N i I el
izabeth Correia Elyse Lowe o Estate & Airport iy
IManagement
Penny Maus .
Debt Management Engineering & Capital L library
T Lkshmikommi | [ Projeds Wity Jones
James Nagelvoart Public Utilities
| Shaunalorance
s | | Human Resources
U petsns chnal | | Transportation lulie Rasco
e Jorge Riveros
Stormwater
7 rsMckadden | [, Comeiance
Purchasing & Environmental Christiana Gauger
H Contracting L Servicas
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Renee Robertson || Atsa cuture
General Services Jonathan Glus
|| FiskManagement || | Planning Casey Smth
Julio Canizal Mike Hansen Special Events &
~ Filming
Natasha Collura
Expmonmic Sustainzbility and
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- Technology —  Child Services
lonathan Behnke Vacant

42



Appendix VI: Rolematrix
From City Clerk Casey Carl

This matrix helped the Work Group understand certain issues related to the key positions: Mayor, City
Council, City Operations Officer, and Deputy Mayor.

DECISION MATRIX

JUNCTIONS
Roles and Respansiblites

ALTHORITY

(HARTER
(00f

OTHER
efeypated Resporsdalibes

(OUNOL | cAOJOO | DEAUIVICOS

CURRINT | FUTURE | CURRINT | FUTURE | CURRENT | FUTURE
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Appendix VII: Best practices used by Wdmnoup

1. Executive Mayor: delegion of responsibilities

The mayor must always be respected as the CEO and have the authority to make decisions and
intervene.They are accountable to the people for all decisions and actions. Likewise, within the city
enterprise, there is ultimate accountdlty to the mayor.

a. The mayor delegates

The objective is to get the work of the city done, both internally (operational/daily functionality)
and externally (strategic direction, relationships, and commubitifding). The mayor delegates
operations andsystems to ensurgmplementation.

b. Authority must accompany the delegated responsibility

Alignment of responsibility and authority ensures results and is necessary to hold direct reports
accountable. What responslity/authority does mayor reserve ahwhat do they delegat®

How does the mayor hold those with delegated responsibility and authority accountable?

c. Develop best practice Human Resource appointment process

Define a consistent, thorough processréruit, assess, select, hire, and a&t the most
gualified,experienced, professional candidates for mayoral appointments (COOAO, Deputy
Mayor and Department Directors).

d. Limit number of direct reports
Best practice is to have fewer direct reportsefdY I € 0S G KA 3IK N al k KAIK LI
functions that themayor chooses to include as a direct report.

e. Communications and reporting

Regardless of the number of direct reports, the Executive Mayor structure should ensure the

mayor obtain the iformation needed to perform the rolef@xecutive leaderThe major

j dzSaGA2y A& K2g G2 olflyOS aoK2 &aK2dd RSNBLRANK

f. Biggest risk

The biggest risk is to create a system where the mayor is too involved maopthings. The
city needs a struare that ensures the mayor has trusted staff to whom responsibility can be
delegated to carry outthe mapea A2+ £ & YR LINA2NARGASEA D

H® 5SLI NIYSYyd RANBOUIUZ2NEQ FRYAYAAUGNI GABS € SIFRSNAKA

a. Roles and responsibilitse

The roles and responsibilities of éaposition must be clearly delineatddcluding how the
directorsinteract with others and who has de@simaking authority.The Executive structure
should ensure clear and regular communication between the maydrdagact reports and
between administative leaders and department heads. We recommend utilizing the RACI
model (Responsible, Accountable, Coteil Informed) for delineating roles and
responsibilities.
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b. Restructuring of city government

Consolidatimofa A Yy S| L12f A 4 Q O Aun@ionReBuldlraddit i Segtipractides/far
its operations, performance, and alignment. It is important ts@re consistent oversight of city
departments, including their performance reviews, annual work plansy laegotiations, and
annual operating ad capital budgetsThese core processes should advance alignment with
enterprise goals and the mayor's dirgmt and result in a more efficient, effective, and
accountable city government.

c. Professional manamert
Ensure that city services arefaeed and delivered by people with expertise and experience in
their area of responsibility. Department direcs should be expert in the city services they lead
and have the intellectual curiosity and commitment to:
1) continuously improve city services.
2) Add value, efficiency, and effectiveness.
3y 9y adaNB GKIFG aSNBWAOSa LINBPJARSR | OKAS@®S (KS
Ensure these professional leaders have demonstrated the:
1) ability to both listen, acknowledge, and understand tteeds of the people of
Minneapolis andespect the leadership of elected officials.
2) maturity/emotional 1Q to work with their colleagues and the people they lead in their
area of responsibility.

d. City enterprise change management and culture
1) CityCulture
The mayor, council and apmted officials should define and model the expectations of

K2g (2 2LISNIYGS S6AGKAY aAyySILRfAa /AdlGeé D2@S

Ethics policy.

Code of condct.

Personal behavior.

Professional standards.
2)Confict management
To the extent possibleghe administrator and department directors should resolve
personal conflicts and professional disagreements. They should not be elevated to the
mayor or council
3) Balanced form of Governmentvayor and Council
Egablish practices to ensure collaborah and cooperation between the mayor and
council, such as:

Strategic planning retreats

Regularly scheduled meetings

Assigned liaisons

Clear and regular communication
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Appendix VIII: Considerations regarding positiorGity Attorney

This background andasiderations of the City Attorney's role were drafted by Work Group members,
Tim Marx with the assistance of Emily Johnson Pipeyrdn Franslt informed the Work Group's
deliberations on the City Attorney's role.

Background

The City CharterestaBiliKk Sa GKS a/ Ade ! §G2NySe +FyR €S3lFf RSLI NI
2yS 2F UKS Mo &/ KI NISN) RSLKISNI WSyl a8 diél 2/Ng/ISNL S\INU D yT
nominated by the Mayor subg to the congnt of the City Councéind dischargeable by the Mayor with

or without cause under Charter 8§ 8.4 he City Attorney has the same term in office as the Mayor and

may serve until a successor is appointed and qualified. Charter 88 8.2 (&)and

The Ciy Charter specifies thieey functions of the City Attorney in 8 7.2 (c) (1) as follows:

Except as this charter otherwise provides, the City Attorney and the legal department under his or her
directiort

(A) serve as the attorneys ammbunselors ataw to the Mayor, the By Council and its committees, and
the other boards, commissions, committees, departments, and officers for which this charter
provides; and

(B) counsels, and delivers an opinion on any legal question from, the MhgdCity Concil and its
committeesand the other boards, commissions, and committees for which this charter provides
who must consult only the City Attorney (and must not employ or pay any other attorney) for any
necessary legal advicdEmphasis supied.)

The auhority provided bythe & F NI SNJ G2 GKS /AdGe ' Gd2NysSe a G4KS /.
the professional obligations of the City Attorney make the City Attorney unique among department

heads. The City Attorney serves as lawyer fier@ty as a nunicipal corporation angingle entity, and

not just individual policy and decision makers. This imposes a special responsibility on the City Attorney

to provide legal advice, judgment, and representation fairly and impartially in recogtti@rarious

representatives of the iy will often have different policy preferences and objectives and will seek legal

advice to support these varied objective3he City Attorney works to have policy and decision makers
understand the legal implicathsof their preferences and decisionsy R KI ¢S GKS / AG@& aLS|
f SAIf |@®RadtP té City Attorney has obligations under the Rules of Professional

Responsibility governing attorneys to respect the attorney/client privilege and presenfigentiality.

The procedures angrotocols the City Attorney utilizes to provide legal advice, maintain appropriate
confidences, while at the same time assuring that all policy makers have access to the legal advice

needed to make policy decisions amdtical to the successful operationf the City. These procedures

and protocols have been in place and relied on under the prior charter structure and, when used

consistently in a professional, common sense, and-trimmndly manner, build the trustecesary for a
4dz00SaaFdNYy GOEARNPGkEAGFAKAL 0SGsSSy GKS /AGeQa Lk
Attorney. This trust is necessary for effective working relationships and City operations regardless of

how the reporting relationship ahe City Attoney is structured withirCity government.
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Reporting Relationship Options

/| dZNNByGtezx a 6A0GK Fff &/ KFENISNI RSLINIYSyidazé GKS
new executive management structure this could continue. Elaay, with the recommendation for the
creation of a

City Operations Officer (COQ)slhould be considered whether the City Attorney should report to the
COO. The Work Group considered both options, and the strengths, risks, and critical succes®factors f
each as set forth below. The WorkadBp believes both options are viable but didtmeach consensus

on a recommendation.The Work Group suggests the Mayor review this analysis and seek additional
input before deciding. It will be important to mitigathe risk factors and implement theiscess factors
identified for the option sele&d.

1. Report Directly to the Mayor

Strengths
Under the new executive management structure, the Mayor is the executive responsible for all
city operations. Receivindegd advice directly from the City #arney is more likely to provide
the Mayor wih a fuller view of the legal ramifications of proposed actiomdearly all decisions
the Mayor makes require legal advice as risks and opportunities are assessed afidosiry
OF ft&aé¢ | NB Y HifySetatiohshiiRcbuniBabililate KB trugind confidence of the
al@2NJ Ay GKS £S3rt IROAOS LINRPGARSR yR Fft2g
objectives and how to best provide clear and consistegal advice.

Risks
A direct repoting relationship could have impact on the é&wf trust that the City Council has in
the City Attorney. This risk could be enhanced as a result of the implementation of the new
executive management structure, partiady during the initial stages whehe City Attorney
will be called upon to advigen the roles and responsibilities of the Mayor and the City
Council.
A direct relationship could negatively impact the effectiveness of the City Operations Officer
(COQ ifthere is not a strong working raionship between the COO and the City Attoyne
The COO and department heads will require legal advice to do their work and the Charter
obligates the City Attorney to represent the COO and departments, regardlegsanting
relationship. It could getery confusing and dysfunctional if the Maythrough a direct
reporting relationship to the City Attorney, gets involved in COO and department operational
matters, consciously or not, through the lens of overseddngl advice.
As an office that sengeall city departments and the City Coundilststructure could result in
GKS al@2NJ oSAy3 Lzt SR Ayid2 G§KS YAydziaAl 2F (KS
issues that do not require the attention di¢ Mayor.
A direct reporting relatiortsip could increase the potential for misundi&msding legal
considerations and the weight they should carry in making policy decisions and result in
decisions that are disjointed from the practical consequencesgblementation.
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Critical Success Fact
Clear protocols and procedures between the City Attorney and City policy makers and decision
makers, particularly the City Council, would be necessary to establish the trust referenced
above.
A close working reladnshp between and the Mayor, the CO&nd the City Attorney is
necessary to mitigate the risk of the Mayor and City Attorney, most likely inadvertently,
impacting the effectiveness of City operations.
The lines of privilege, confidentiality, and decisioaking are clearly defined for all gges to
which the City Attorney provides legal advice.

2. Report to City Operations Officer

Strengths
Reporting to the COO would help prevent the City Council from perceiving that the City Attorney
weighs legaladee iy FI @2 NJ 2 T (i K SereackstagdNijestivdsl2 f A O& LINB T
This option could better empower the COO to balance legal advice with othedeosit$bns in
managing City operations with ultimate accountability to the Mayor with City Council oversight.
Hanngthe City Attorney report to the G along with other department heads could enhance
the waorking relationship between the COO, departméetids, and the City Attorney as a
GiGSIYéE NBaLlRyaArAofS FT2N)/ AGeé 2LISNIFGA2yad

Risks
This could restrict the diredtow of legal advice to the Mayor.
A drect reporting relationship could have impact on the level of trust that the Mayor has in the
City Attomey. For example, it could prevent a close working relationship between the City
Attorney and the Mayor and hMa& 2 NQR & ¢ A f t A y 3 gd8ice incodsBtent vitidtBel JG S 3
al @2NRa& LRt AOobjadN&FSNBy O0Sa FyR
Similarly, this reporting rel&nship could prevent the City Attorney from understanding clearly
GKS al @2NRa 2062S0aAmmyspiond thaRcould Mdbievé thethSibiseekRE St 2 LIA
to mitigate legal risks.

Critical Success Factors
The Mayor and the City Attorney must demgla relationship based on professional trust and
have regular interaction.
¢tKS ale&2NE (KS / hisaff(CeSH and the GithNaARérnmeyskuhdsritand
that for the City Attorney to represent the City competently, there will be circumss(ideely
few but with significant potential risk or impact) when the City Attorney must have direct,
immediate and, on occasion also exclusive, accesthe Mayor.
The lines of privilege, confidentiality, and decisimaking are clearly defined for glarties to
which the City Attorney provides legal advice.
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Appendix IX: Interviews with representatives 8t Paul, Duluth, and San Diego

Atits December 12, 2021, meeting the Government Structure Work Group heard presentations from
representatives of three citiesDuluth, St. Paul, and San Diegbhese cities were selected because the

Work Group soughadvice on the structure, organizan, and operation in executive mayor citiegn

addition, Duluth, and St. Paul, as home rule cities of the first class in Minnesota, are governed by the MN
state constitution and statutes and both have operated as aetiee mayor cities for decades. SBiego

was selected because it became an executive mayor city relatively recently, in 2002, and the Work
DNRdzL) a2dz3KdG G2 fSFENY FNRY (KS SELISNASYOS 2F AVYLIH
structure.

The indviduals who the Work Group interviewdtbm the three cities served in chief

FRYAYAAGNI G2NKk2LISNI GA2ya 2 Fheyihevd kiibweyge and &pektigeN 2 TFA O
regarding these executive mayor cities and were direct, sincere, elpduihin their advice. Because

those inteniewed were candid and thorough in sharing their assessment of the strengths and risks of

the executive mayor structure, this section provides a Haylel summary and respects the

confidentiality of their remaks.

Primary advice included

A. Distinctiors in the Level of Delegation Among Cities

Although all three cities are executive mayor cities, there are major differences amongQ@eetainly,

the history of the city, its population and the complexitytsfaoperaiond KI @S A Y LI OG SR SI OK
govermment structure and operation. The Mayor must determine what level of responsibility and

authority to assign to the operations and policy/political roles of his/her office.

For example, St Paul went from a amissionform of government to an executive mayin 1970. St.

t I dzf Qad | RYAYAAUGNI GAGPS O2RS LINPQPARSaA ALISOAFAO | dzk €
duties as dayoday to- day supervision and coordination of administration under the btayhis

Exeutive Assistant positon hasbeén t f SR a5SLJdzié al @2NE FT2N YIye &St
appoints department heads and each department head has autonomy and authority in their functional
responsibilities. Conversely, San Diego went frontyancanager form of government to an executive

mayor in 2002The Mayor has delegated substantial responsibility and authority to the Chief Operating

Officer who hires department heads and oversees the day to day administration/operations.

B. Need forTwo Distinct Rokes

Both direction for dayto-day qoerations by a professional, nguolitical administrator (Chief Operations
OfficerCOOQO) and similar leadership for policy/political staff (Chief of-8@f$) was urged as essential to

the success of the exedué maya structure. It was stated that Mayoispend 60 to 80% of their time

addressing needs/issues external to the internal operations of city governmbate must be highly

jdzt t AFASRY SELISNASYOSR f SI RSNHK AMayoiiTheCOR@ ghd @Q6dzS G K S
must be able to balamcprofessional operations and policy/politics and work together.

***The Executive Mayor must advocate for a balance of the professional and policy/political

perspectives.
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C. Need for professional oversigbf city Operations

Professional expertisand influence over decision making was observed frequently to be weakened or
overwhelmed by policy direction and political expediendyhenever there is a key decision, the COO
must be included in the delibetians. Astrong professional voice of thalministration is critical to good
government. To ensure balance in decision making an experienced and highly qualified professional
must be appointed as COO.

D. Need for experienced policy/political leadership

TheMayor is the executive leader of thetg enterprise elected by the people of the citylo fulfill this

role, it is essential that the Mayor is in regular communication and contact with the people and all
constituenciegbusiness, educational and ngumofit organizations and the communitie$ faith. The

COS must provide experienced counsel with political savvy and knowledge of the people, constituencies,
and communities of the city.

E. Clear Delegation of Responsibility and Authority

To ensure ecourtability and the sound operation oftgi government, the Mayor must give

clear delegation of responsibility and authorilso there must be clarity between the roles

and duties of COO and CO$.achieve this objective, most organizations @ikzrocess to

define and document theroles and responsibilities of the COO and COS. This delegation of
responsibility and authority must be clear to the entire city enterprise. It must be clear who is giving
operational direction to ensure the impigentation of the Mayor and Council policggenda.

Department heads must know they report to COO for-ttagay operations and to

the Mayor for policy direction and as their hiring authority.

F. Communication and Relationships

For the work of the cityo get done, there must be respect,ust, and a willingness to work together.

The COO should have weekly meetings withNtegyor and with the COS. The COO and COS share
NEBaLRYyaArAoAtAGe FT2NJ GKS adz00Saa 27 (féfthe Mayod 2 NDa |

G. Mayor and City @incil Communication and Relationships

The people of the city legitimately believe thheir Mayor and City Council must cooperate and
collaborate to achieve the optimal city government. To do this, the Mayor agd3@incil should meet

to develop a shied agenda and prioritieg.hey should meet regularly and they should share their vision
to the people, constituenciebusiness, educational and ngmofit organizations and the faith
communities. They should establigte culture for the city governmentrad demonstrate it as one of
collaboration, results/getting the job done and sucagafilling its potential/promise.
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Appendix X: Implementation of the Executive Mayor Structure

A. Communtations plan

Draft and execute acompSE K Sy a8 A @S 02 YYdzy AOIF GA2y LX Fy G2 AydNRRd
Executive Mayor structure. The plan should:
Define next steps for transitions in the city structure, operations and culture that will occur the
yearsahead.
Usethe principles that Magr Frey outlined for the Work GroufSee Appendix 1)

1. Audience
The audience should be comprehensilieshould speak to the city council, department heads, city staff,
the people of the city and all constitueres.

2. Messages
The messages should explain the proposed operations/structural changes, including atldhimer
and code amendments. Even more, they should explain:
Culture Change
o How will implementation of theew structure serve Minneapolis antsipeople?
o What will the Executive Mayor Structure do for the people?
o How will it make city government better?
o 12¢ ¢gAff AG RSEAGSNI GI22R I2FSNYYSyiéK
Legislative Council
o How do the proposed structure and processghieve a balanced government with
solid working relationships between the mayor and city council?
o How does the Executive Mayor Structure support the work of the Legislative Council?
o How do the mayor and emcil work together to advance the cityd provide the city
government that seves the needs of its people?
al@2NJ CNBeQa NBYINJ]a akKkz2dzZ RY
o Set the standards and expectations @turable, accountable city governance.
o Explain how the Executive Mayor struc will make city government efficient,
effective, just, equitable and accouatile.

3. Vehicles/methods

The vehicles/methods for distributing this communication plan shoulddmeprehensive. They should
include standard news media, social media, and geais communication by Mayor Frejhe
implementation of the Executive Mayor stcture should be a primary platform of this his terrhle

should return to it and the objectives he intends to achieve and document the progress throughout his
term.

4. Timing
Delivery of the message should be timfed maximum impact.

5. Objective

Clealy and consistently communicate and engender a commitment by all parties that in our new system
of governance our mayor provides leadership, council collaborates, department heads support and staff
understands.
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B. Reorganization of City Govenment

Eventhough this was not in the Work Group charge from Mayor Frey, our study and deliberations
caused us to realize that establishing an Executive Maggislative Council government structure
involves a logical next stap the consideration othe organizatbn of Minneapolis city government.

In our review of city governments, we found that many cities have consolidated city departments based
on functional responsibilities and/or city goals. The benefits of this typear§anization ae:

Fewer direct repds

Optimized operations management

Instituting best management practices

Also, city departments could be organized into teams that are mobilized, aligned, and integrated to
FOKAS@S (KS ORI otbiicaly2ekilerdt, a weirdriigedhedithy ZahdfuSt Eity) SThe
goal would be to continuously improve and taadslish a city culture based on responsive service,
efficiency, effectiveness, equity, and accountability.

We believe such a reorganizatiandanessential component to fulfillinthe aspirations/objectives of the
Executive Mayctegislative Council anter amendment and advancing Minneapolis to achieving its full
potential. We recognize that this will undoubtedly require additional amendmdatggely of a technical
nature, to impgement fully the expressed will of the electorate in choosing this new fof government.

C. Delineation of roles and responsibilities
We recommend that the mayor clearly define roles and responsibilities in the goest structure
adopted, including

1. CQaD and COS scope and functions

2. Scale of delegation, reporting expectations.

For item #2, consider leveraging a best practice tomroémployed in complex organizations to define
roles and responsibilities and ensuckar lines of accountability and disionrmaking authority: the
RACI (Responsible, Accountable, Consulted, Informed) model.

There are many variations of this tool, but all essentially map the key actions taken in an area to the
individuals who play a rfevant role, defining whether a leadés responsible for doing the work,
accountable for the work being done, consulted orplyrinformed. This can help clarify decisioghts
and operating authority, creating the clarity needed to streamline and siynpbrk. Learn more about
RACI ahttps://www.consutantsmind.com/2015/05/18/whatis-raci/

The collaborative process of creating RACI documents can, itself, be a way of buddatpsimership

in ways of working witim a new organization structur&hese documents can be made public thus
providing tansparency to local decisianaking processes and authority for the broader
community.RACI documents do require discussion/negatiatietween the various parties. Theyea
not simply developed by the leader and handed down. There needs to be some ditekarmeams
must be educated on how to implement RACI tools.

D. Operational alignment

We recommend the mayor employ a best praetjgocess to ensure operational aligrent in the new
government structure. Any change of government structure presethe opportunity for more

effective operation and the risk of confusion and unclear accountabilities. As authority is delegated in
newways, the adoption of an operationalignment tool may be helpful.
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Specific areas to be addressed indud

1. Establishment and alignment of Annual Operating Plans (AOP) throughout city government

2. Establishment of Key Performance Indicators (KPIs) aaguéar cadence to review of progress
against objectives (Quarterly)

To address items #1 am@, the mayor nght consider leveraging a best practice tool often employed in
complex entities to ensure organizational alignmehe creation of annual OGSM§fedives, Goals,
Strategies and Meases) plans. Learn more about OGSM plans at
https://www.mindtools.com/pages/article/ogsnirameworks.htm

Department OGSMs are prepared bypdement heads and reviewed by the COO®his standardized
tool drives alignment and transparency on department objectives and strategies, and on the metrics
that will be used to assess success/fail@earterly reviewsvith the COO may be used to:

Holdthe department leader accountable f@rogress against objectives

Assess the ability of the leader to do the job

Understand roadblocks and obstacles and remove them

Provide coaching, guidance, and support to the department leader
OGSM documents are not gifiy developed and rubber stamped. Thequire the COO to review them
carefully and make sure the goals established are the mayor's goals and the measures recodhmende
are the right ones. OGSMs provide that most essential of commodities: focus. It fopa#nuents to
articulate what they arérying to accomplish in the coming year and to decide what KPIs best measure
their performance. This process drives deep owhgr®f goalsOGSM documents can be made public
thus providing transparency into what eadapatment is accountable for and hoperformance will be
measured, to the broader community.
Department heads must be educated on how to create their OGSMmdit ihard, but it must be
learned; a coach can be helpful. Perhaps the business comnwmitigl lend resources to help. They
gererally have individuals who serve as coaches within their own organizations.

E. Recruiting and selection of COO
Weexpecii KS / AdeQa 1 dzyYly wS&a2dz2NOS& 5SLI NIYSyd G2 dz
depatment heads. We offer in this section:

A highlevel overview of roles and responsibilities for the COO, COS, and department heads.
An executive hiring process outline to facilitate the essential next steps to implement the
Executive Mayor structure.

TheCOp 2dzf R 0SS Iy S g cludddhiksé mateyiads torassist e mayof in a timely
recruitment and selection process andratt/retain the requisite professional experience and

expertise. Also, the implementation of the Executive Mayor structuterequire updates. The Human
Resouces Department will need to update the job roles and duties of the COS and Department Heads.

We understand the mayor may utilize a less public process in the selection of the COO who would have
an internal operatios cus; unlike, for example the ragtment of the police chief.In addition, we

urge the mayor to consider using an assessmentgse to enhance the selection of the COO. The
executive assessment will provide a comprehensive profile of the candidatesssist the mayor with

both the sédection decision and coaching and oversight of the appointed COO. It also would be prudent
to hire a local recruiting firm that has a focus on diversity, equity, and inclusion.
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