Del Mar City Council
Special Meeting Agenda
VIA TELECONFERENCE ONLY
1050 Camino del Mar, Del Mar, California

Civility Works: The Del Mar Code of Civil Discourse: Together we will promote inclusion;
listen to understand; show respect; be clear and fair; and focus on the issue.
Pursuant to the State of California Executive Order N-25-20, and in the interest of
public health, the City of Del Mar is temporarily taking actions to mitigate the
COVID-19 pandemic by holding City Council Meetings electronically or by
teleconference. The Town Hall will not be open to the public for this meeting.
Members of the public may listen to the public portion of the meeting by logging on to the
City’s website at: https://delmar.12milesout.com/video/live-virtual

NOTICE AND CALL OF
SPECIAL MEETING OF THE DEL MAR
CITY COUNCIL

Terry Gaasterland
Mayor
Dwight Worden
Deputy Mayor

SATURDAY, JANUARY 23, 2021, 10:00 A.M.
City of Del Mar, VIA TELECONFERENCE ONLY
1050 Camino del Mar, Del Mar, California

Dave Druker
Council Member
Tracy Martinez
Council Member
Daniel Quirk
Council Member
CJ Johnson
City Manager
Leslie E. Devaney
City Attorney

*********************************************
NOTICE IS HEREBY GIVEN that the Mayor of the City of Del
Mar has called a Special Meeting at the time and place listed
above to consider the following: Please refer to the attached
agenda.
CERTIFICATION
I, Ashley Jones, Administrative Services Director/City Clerk of
the City of Del Mar, hereby certify that a copy of this notice was
posted at City Hall and distributed to the City Council on January
20, 2021, at approximately 5:10 p.m.

Ashley Jones
Administrative
Services Director

Ashley Jones, Administrative Services
Director/City Clerk
Special Needs: In compliance with the Americans with Disabilities Act, if you need special assistance to
participate remotely in this meeting, please contact the Administrative Services Department via email at
cityclerk@delmar.ca.us or by calling (858) 755-9313, preferably at least 48 hours in advance of the meeting
if possible.

1050 Camino del Mar, Del Mar, CA 92014

www.delmar.ca.us

Del Mar City Council
Special Meeting Agenda

January 23, 2021

I.

CALL TO ORDER/ROLL CALL

II.

PUBLIC COMMUNICATIONS
Public comment is restricted to only items listed on the Special Meeting Agenda.
Members of the public can participate in the meeting by either submitting a written
red dot comment via email to cityclerk@delmar.ca.us or submitting a tele-comment
request form to speak during the meeting. The subject line of your email or telecomment request should clearly state the item number you would like to comment
on. Due to the early start time for this meeting, the deadline to submit written
comments and/or tele-comment requests is 1 p.m. on Friday, January 22, 2021.
For more information please visit: www.delmar.ca.us/publiccomment.

III.

COUNCIL BUSINESS

1.

City Council Vision & Values
Recommended Action: City Council discussion regarding the Council’s individual and
collective vision and values for Del Mar over the next four years.
Reference: Clerk’s File No. 307-2, 401-1

2.

Facilitating a Successful Council/Manager Form of Government in Del Mar
Recommended Action: City Council discussion about the Council/Manager form of
government, and how the City Council interacts with each other; the City Manager;
the City Attorney; and City Advisory Committees.
Reference: Clerk’s File No. 401-1

3.

Review of the 2019 Del Mar Core Values & Value Statements
Recommended Action: City Council to review and discuss the Del Mar Core Values
& Value Statements that were established in early 2019, and reaffirm or identify any
desired changes.
Reference: Clerk’s File No. 401-1

4.

Workshop Report Out at Future Meeting
Recommended Action: City Council discussion about information to be reported out
on the outcomes of the workshop and any actions to be taken at a future regular City
Council meeting.

IV.

ADJOURNMENT
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City of Del Mar
Memorandum
TO:

Deputy Mayor Worden and City Council Members

FROM:

Mayor Terry Gaasterland

DATE:

January 20, 2021

RE:

City Council Vision & Values Workshop Overview – January 23, 2021

The Vision and Values Workshop will proceed in four parts, as further described below.
Items 1-3, may take up to an hour each, followed by a brief discussion of what to report
out or future actions in a regular Council meeting. If discussion goes long, we may take
a 15-minute break at some point.
Item 1. City Council Vision & Values (1 hour)
Discussion Prompts:
•
•
•
•
•
•

What does each of us want to accomplish in the next 4 years?
What drives us as we make decisions?
What are our guiding principles?
What do we each bring to the table?
How can each of us facilitate a good working team while maintaining independent
perspectives and ideas?
What is our vision for Del Mar as we come out of the COVID crisis?

Please think about the questions above in advance. If you wish, please come prepared
with a Prompt of your own.

Item 2. Facilitating a Successful Council/Manager Form of Government in Del Mar
(1 hour)
•
•
•
•

How does the Council interact with each other?
How does the Council work with the City Manager?
How does the Council work with the City Attorney?
How does the Council work with the Advisory Committees?

Goal: Discuss each question above and develop a shared understanding of roles.
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Item 3. Review of the 2019 Del Mar Core Values & Value Statements (1 hour)
•
•

Any edits or changes?
Add a COVID section?

Refer to Attachment F for this item

Item 4. Workshop Report Out at Future Meeting
Brief discussion about reporting the outcomes of the workshop and any needed formal
actions at an upcoming regular meeting of the City Council

Relevant Reading Materials:
Attachment A - Del Mar Municipal Code Sections: 2.20 (City Council); 2.24 City
Council
Attachment B – City Manager Employment Contract – Sections 2 & 5
Attachment C - City Council Policies: 102 – Direction to the City Manager; 305 – Council
Questions regarding Agenda Items
Attachment D - ICMA Handouts: Key Roles in Council-Manager Form of Government;
A Key Ingredient for Success: An Effective City Council/City Manager
Relationship
Attachment E – Council Policies 200 & 202; Standard Operating Principles for
Advisory Committees & Boards
Attachment F – Del Mar Core Values and Value Statements
Attachment G – League of CA Cities Handouts: City Attorney Responsibilities;
Ethical Principles for City Attorneys
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Del Mar, CA Municipal Code

Page 1 of 5
ATTACHMENT A

Chapter 2.20 - CITY COUNCIL
2.20.010 - Election and Tenure.
The electors of the City of Del Mar shall elect Councilmembers at the General Municipal
Election held every two years. The General Municipal Election shall be consolidated with the
Statewide General Election held in November of even numbered years. Councilmembers shall
serve a term of four years, staggered to result in two seats being open at one election and three
seats being open at the next election.
(Ord. No. 322; Ord. No. 371; Ord. No. 680)
2.20.020 - Presiding Officer.
A. City Council shall meet at their usual place of meeting on the first Tuesday in December
after the General Municipal Election, provided that the Elections Official has certified
the election, and shall pass a resolution reciting the fact of the election, shall install the
newly elected officers and shall choose one of its members as Mayor and one of its
members as Deputy Mayor.
B. The Mayor, and the Deputy Mayor, shall serve a term of one year, or until a successor
for each position is chosen. Three affirmative votes shall be required to choose or
change the Mayor or Deputy Mayor.
C. In addition to the powers and duties of a Councilmember, the Mayor, or in the Mayor's
absence, the Deputy Mayor, shall be the presiding officer of the City Council.
(Ord. No. 680)
2.20.030 - Compensation.
A. Councilmembers shall receive a salary of $300.00 per month. (Adopted by a vote of the
people 4/12/1988.)
B. Upon the submission of an itemized account, any Councilmember may be reimbursed
for the actual and necessary expenses incurred in the performance of official duty.
2.20.040 - Regular Meetings.
A.
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Regular meetings of the City Council shall be held on the first and third Monday of each
month, commencing at 4:30 p.m. in the Town Hall, 1050 Camino del Mar. If a regular
meeting falls on a holiday, the regular meeting shall be held on the next business day.
B. The City Council may, by resolution, designate another date, time, and location for a
regular meeting.
(Ord. No. 951 , § 1, 8-5-2019)
2.20.050 - Rules of Procedure.
The City Council may, from time to time, adopt by resolution, rules of procedure for the
conduct of meetings. These resolutions shall be compiled and maintained by the City Clerk and
made available to the public and to the City Council during every meeting.
2.20.060 - Orderly Conduct.
A. Any person who fails to comply with a direction given by the presiding officer for the
purpose of maintaining order at a City Council meeting shall be guilty of a
misdemeanor.
B. All persons shall comply with the meeting procedures announced by resolution of the
City Council and no person shall interfere with or interrupt a City Council meeting.
C. The presiding officer may designate a member of the County Sheriff's Department as
Sergeant at Arms who shall carry out the directions of the presiding officer, to include
making arrests as directed by the presiding officer.
Chapter 2.24 - CITY MANAGER
2.24.010 - Office of City Manager Created.
A. The office of City Manager is hereby created and established.
B. The City Manager shall be the administrative head of the municipal government under
the direction and control of the City Council and shall exercise those general powers
necessary for the efficient administration of the City as well as those powers set forth
in this Chapter.
C. The City Council and its members shall deal with the administration of the City only
through the City Manager. Except for purposes of inquiry, neither the City Council nor a
member of the City Council shall give orders to subordinates of the City Manager.
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(Ord. No. 391)
2.24.020 - Appointment.
A. The City Manager shall be appointed by the City Council wholly on the basis of the City
Manager's executive and administrative qualifications and ability.
B. The residence of the City Manager shall be located so as to allow for the effective and
timely performance of the duties and responsibilities of the position.
C. No person elected or appointed as a Council-member of the City shall, subsequent to
such election or appointment, be eligible for appointment as City Manager until one
year has elapsed since such person has held the position of City Councilmember.
D. The City Manager may appoint a City officer or employee to serve as temporary City
Manager. If required, failing such an appointment, the City Council may designate a
temporary City Manager.
2.24.030 - Removal.
A. The City Manager shall hold the office at the pleasure of the City Council.
B. To remove the City Manager, at least three members of the City Council must approve
a written notice of removal with an effective date no sooner than 30 days after the
giving of such notice.
C. Upon the giving of written notice for removal, the City Council may suspend the City
Manager from duty with pay until the effective date of removal.
D. In no event shall the City Manager be served with a notice of removal within a period of
90 days from a municipal election in which an individual is newly elected as a member
of the City Council.
2.24.040 - Full-time Position.
The City Manager shall expend full time on the performance of the duties enumerated herein
and shall not take on additional employment without the consent of the City Council.
2.24.050 - Compensation.
A. The City Manager shall receive such compensation and expense allowances as the City
Council shall, from time to time, determine and fix by resolution.
B.
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The City Manager shall be reimbursed for all sums necessarily incurred or paid by the
City Manager in the performance of the City Manager's duties to include travel on City
business.
2.24.060 - Bond.
The City Manager shall furnish a corporate surety bond from a surety and in an amount
approved by the City Council for the faithful performance of the duties imposed upon the City
Manager. The premium for such bond shall be a proper charge against the City.
2.24.070 - Duties, Responsibilities and Authority.
The duties, responsibilities, and authority of the City Manager shall include, without limitation,
the following:
A. To enforce all laws and ordinances of the City;
B. To enforce all franchises, permits, and privileges granted by the City;
C. To appoint, remove, promote, and demote all department heads serving at the
pleasure of the City Manager;
D. To control, order, and give directions to all department heads;
E. To attend all meetings of the City Council, unless excused therefrom;
F. To attend Commission meetings upon the City Manager's own volition or upon the
direction of the City Council;
G. To recommend to the City Council the adoption of such measures and ordinances
as the City Manager deems necessary;
H. To keep the City Council fully advised at all times as to the financial conditions and
needs of the City and to furnish quarterly financial reports to the City Council;
I. To control the purchases of all supplies for all departments or divisions of the City
to include submitting or recommending expenditures to the City Council;
J. To prepare and submit a proposed annual budget and a proposed salary plan to
the City Council by June 1st of each year;
K. To investigate into the affairs of the City and any department or division thereof,
and into the proper performance of any contract or other obligation pertaining to
the City;
L. To investigate all complaints in relation to matters concerning the administration of

6

about:blank

January 23, 2021

1/19/2021

Del Mar, CA Municipal Code

Page 5 of 5

the City to include services maintained by public utilities in the City;
M. To supervise the use of all public buildings, public parks, and all other public
property which are under the control and jurisdiction of the City;
N. To perform such other duties and exercise such other powers and authority as may
be delegated to the City Manager from time to time by action of the City Council.
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ATTACHMENT C1

CITY OF DEL MAR
CITY COUNCIL POLICY BOOK
102

DIRECTION TO THE CITY MANAGER

DATE REVISED:
BY RESOLUTION:
PAGES:

9-15-2014
2014-70
1 OF 1

POLICY:
The City Council shall give orders and instruction to the City Manager only when sitting in a
duly held meeting of the Council. Orders and instructions to the City Manager shall be given
only after a motion and vote supported by a majority of the City Council. No individual
Councilmember shall give orders or instructions to the City Manager or his/her subordinates.
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ATTACHMENT C2

CITY OF DEL MAR
CITY COUNCIL POLICY BOOK
305

CITY COUNCIL QUESTIONS OF
STAFF REGARDING AGENDA ITEMS

DATE REVISED:
BY RESOLUTION:
PAGES:

9-15-2014
2014-70
1 OF 1

POLICY:
Prior to the meeting, Councilmembers should contact the City Manager or appropriate staff with
questions on items on the agenda.
DISCUSSION:
This policy is intended to assist in the production of accurate and timely staff responses to City
Council questions asked during the meeting. It allows staff to understand and be better prepared
to address the issues that arise with agenda items during a meeting. This policy is designed to
avoid some of the causes for having to continue agenda items and to assume that there are no
surprises in Council requests or staff responses.
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Key Roles in Council-Manager Government

ATTACHMENT D1

Council-Manager
Form of Government

City of Tampa, Florida

THE ROLE OF THE MAYOR OR CHIEF ELECTED
OFFICIAL
Typically, the mayor or board chairperson in a councilmanager community is a voting member of the governing
body who may be either directly elected, as in 69 percent of
council-manager communities, or who is selected by and from
among their colleagues on the governing body. The mayor or
chairperson is the public face of the community who presides
at meetings, assigns agenda items to committees, facilitates
communication and understanding between elected and
appointed officials, and assists the governing body in setting
goals and advocating policy decisions.

For more information, contact

THE ROLE OF ELECTED OFFICIALS
Under the council-manager form, the elected officials (e.g. the
council or board) are the legislative body and the community’s
policy makers. Power is centralized in this body, which approves
the budget and adopts local laws and regulations, for example.
The elected officials also focus on the community’s big-picture
goals, such as community growth and sustainability.
The elected officials hire a professional city, town, or county
manager based on that person’s education, experience, skills,
and abilities and NOT on their political allegiances. The elected
officials supervise the manager’s performance, and if that
person is not responsive and effective in their role, the elected
officials have the authority to remove her or him at any time.

icma.org/contactus
@ICMA

ICMAorg

To lean more about professional
local government management, visit
icma.org/professional-local-government-management

City of Cedar Park, Texas

THE MANAGER’S ROLE

WHAT ROLE DO RESIDENTS PLAY?

The manager is an at-will employee who can be fired by a
majority of the elected officials, consistent with local laws or
any employment agreements. This person

Under council-manager government, local governments often
actively engage and involve their residents in community
decision making. Residents can guide their community by
serving on boards and commissions, participating in visioning
and strategic planning sessions, and designing communityoriented local government services.

• Prepares a budget for the governing body’s consideration.
• Recruits, hires, supervises, and terminates government staff.
• Serves as the governing body’s chief advisor by providing
complete and objective information about local
operations, discussing options, offering an assessment
of the long-term consequences of decisions, and making
policy recommendations.
• Carries out the policies established by the governing body.
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777 N. Capitol St NE, Ste. 500, Washington, DC 20002
202.962.3680 | 202.962.3500 (f) | icma.org

What it is, how it works, and
the benefits to your community

What is the council-manager form of government?
The council-manager form is the most popular structure of
government in the United States among municipalities with
populations of 2,500 or more. It is one of several ways in
which U.S. municipalities and counties can organize.
Under this form, residents elect a governing body—
including a chief elected official, such as a mayor or board
chairperson—to adopt legislation and set policy. The
governing body then hires a manager or administrator with
broad executive authority to carry out those policies and
oversee the local government’s day-to-day operations.

The Council-Manager Form
VOTERS
GOVERNING BODY
MANAGER
DEPARTMENT HEADS
What’s so special about the council-manager form
of government?
Born out of the U.S. progressive reform movement at the
turn of the 20th century, the council-manager form was
created to combat corruption and unethical activity within
local government by promoting nonpolitical management
that is effective, transparent, responsive, and accountable.
The council-manager form of government recognizes
the critical role of elected officials as policy makers, who
focus on mapping out a collective vision for the community
and establishing the policies that govern it. The form also
recognizes the need for a highly-qualified individual who is
devoted exclusively to the delivery of services to residents.
Think about the structure used by many corporations, in
which the board of directors hires an experienced CEO, who
is granted broad, executive authority to run the organization.
While these boards establish the company’s overall policy
direction, the CEO oversees implementation of that policy.
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What types of communities use the council-manager
form of government?
Today more than 120 million people in the U.S. live in
municipalities that operate under the council-manager form.
Fifty-four percent of the more than 4,300 U.S. municipalities
with populations of 10,000 or more use the form, as do
59 percent of the 347 municipalities with populations greater
than 100,000. More than 800 counties also employ a
similar system.

How can council-manager government benefit
my community?
• Flexibility—The council-manager form can adapt to local
needs and demands. While governing bodies in some
council-manager communities are elected at large, for
example, others are elected by district or by a combination of
an at-large-and-by-district system to respond to local needs.
• Clearly Defined Roles—Under the council-manager form,
there is a clear distinction between the administrative
role of the manager and the political and policy roles of
the governing body, lead by the mayor. The day-to-day
operations of the local government organization reside
with the appointed manager, allowing elected officials
to devote their time and energy to policy development
and the assessment of the effectiveness of those policies
within the community.
• A Roadmap for Success—The council-manager form is
the system of local government under which professional
management is most likely to succeed. Under this system,
professional managers can focus on service delivery, policy
implementation, and performance management and can
align the local government’s services with the values,
mission, and policy goals defined by the community and
elected officials.

How do we know that council-manager
government works?
• The Equipt to Innovate Initiative—a framework of
seven essential elements that define high-performance
government and empower innovation—found in 2017 that
top-performing cities in all but one element employed the
council-manager form of government. In 2018, the study’s
overall top performer was also council-manager.

• Two-thirds of Moody’s Aaa-bond-rated communities are
run by professional local government managers, and many
operate under the council-manager form of government.
• An IBM Global Business Services report titled “Smarter,
Faster, Cheaper” found that cities that operate under
the council-manager form of government are nearly 10
percent more efficient than those that operate under the
mayor-council form.
• The National Civic League, America's oldest advocate for
community democracy, has endorsed council-manager
government through its Model City Charter since 1915.
• The majority of communities recognized since 2013 with
the National Civic League’s coveted All-America City Award
have been council-manager.

Does it cost more for a community to adopt the
council-manager form and hire a professional
manager?
Many local governments have reduced their overall costs
after hiring a professional manager. Savings can come
from decreased operating costs, increased efficiency and
productivity, improved revenue collection, and effective use
of technology. The economic health of the community may
also benefit from the implementation of improved business
development and retention strategies.

How can my community adopt the council-manager
form of government?
Methods vary from state to state, but most communities
can adopt council-manager government through a charter,
local ordinance, state enabling law, or by voter referendum.
For information on how your community can adopt councilmanager government, contact your state municipal league,
state and local government association, or association
of counties. You can find contact information for these
organizations at icma.org/state-localgovassns or ncl.org/
state-municipal-leagues.

Once my community adopts council-manager
government, how do we hire a professional manager?
The vacancy is often announced in Leadership Matters,
ICMA’s weekly e-newsletter; through the ICMA Job Center at
icma.org/job-center; and through state league publications,
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and qualified candidates are invited to apply. Elected officials
may also hire an executive recruitment firm to assist them
with the selection process. Interested parties may apply
directly to the governing body or to the recruitment firm,
which reviews the applications and interviews qualified
candidates. ICMA makes no recommendations regarding
candidates. Additional information on hiring a professional
local government manager is available in ICMA’s Recruitment
Guidelines Handbook. Visit icma.org/documents/recruitmentguidelines to download a copy.

What kind of educational and on-the-job experience do
professional local government managers generally have?
Sixty-five percent of managers surveyed by ICMA
indicated that they had earned a master’s (usually in public
administration, business, or public policy), or other advanced
degree. Survey respondents also said that they had spent
an average of more than 20 years working in the local
government management profession.

What is ICMA and why is membership in that
organization important?
ICMA, the International City/County Management Association,
is the professional and educational “home” for more than
12,000 appointed managers and administrators serving cities,
towns, counties, other local governments, and regional entities
in 40 countries throughout the world.
In addition to gaining access to valuable resources and
lifelong professional development opportunities, appointed
local government managers who are members of ICMA are
bound by its Code of Ethics, which commits members to a set
of ethical standards of honesty and integrity that go beyond
those required by the law. This stringently enforced code
specifies 12 ethical principles of personal and professional
conduct, including dedication to good government. For more
information, visit icma.org/ethics.
Finally, through its Voluntary Credentialing Program,
ICMA recognizes individual members who are qualified by
a combination of education and experience, adherence to
high standards of integrity, and an assessed commitment
to lifelong learning and professional development. ICMA
members who meet these requirements may earn designation
as an ICMA Credentialed Manager. For more information
on ICMA’s Voluntary Credentialing Program, visit icma.org/
voluntary-credentialing-program-overview.

ATTACHMENT D2

A Key Ingredient for Success: An Effective City Council/City Manager Relationship
Kevin C. Duggan
ICMA West Coast Regional Director
International City/County Management Association
Introduction
Mayors and councilmembers need to have effective working relationships with a
number of key audiences in order to successfully undertake their responsibilities. These
audiences include citizens/voters, community groups, the press, other governmental
agencies, other elected officials, nonprofit organizations and many more. However,
critical to a successful and satisfying career on the city council in a city council/city
manager form of government is a successful and effective working relationship with the
city manager. This article suggests the necessary ingredients for a mutually successful
council/manager working relationship.
The City Council/City Manager Form of Local Government:
The "Council/Manager Form of Government" is designed for the elected city council to
set policy direction as the direct representatives of the community with the city
manager providing the professional expertise to manage the organization and carry out
the council's direction. Policy direction is provided in a variety of ways, including
through local laws/ordinances, planning policies (general plan and zoning), financial
policies, the annual budget and capital improvement plan, the adoption of city council
policies and through numerous other program directives.
The city manager is responsible for carrying out the council's policy direction through
the day-to-day management of city functions, including the oversight of city operating
departments. Key tasks associated with this role include the hiring and supervision of
department heads, the recommendation and implementation of the annual budget and
the assurance of quality service delivery. This form of government is predicated on
the philosophy that elected representatives are better able to make community value
judgments on behalf of residents and translate these values into policy direction—the
"what" in city government. It is also based on the belief that professional staff are best
able to determine the "how" of implementing policies and delivering day-to-day
services due to their experience and training. Since both roles are closely related, it is
the city manager's responsibility to coordinate between both realms to assure the
effective delivery of services consistent with city council direction.
This is often referred to as the policy/administration dichotomy (the separation of these
responsibilities)—which, oftentimes, has a good deal of "gray" on the boundaries.
When it works most effectively, the elected officials focus on big picture of policy
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development and minimize their role relating to administrative implementation while
the staff works to avoid an undue influence on policy development while focusing on
policy implementation and service delivery. While the line between the two can
become blurred, the city council/city manager system is subject to failure if the line is
disregarded.
If the city council and the city manager have an effective and mutually supportive
working relationship, the likelihood of the policy and administrative roles being
effectively coordinated increases significantly, resulting in a more successful city
governance and management.
Among the issues to consider in trying to establish the best possible city council/city
manager working relationship are the following:
•

The relationship cannot be taken for granted and requires attention and work to
establish and maintain. If not diligently pursued, it will not be accomplished.

•

The work of city councils is not easy! Not only do you confront the typical
challenges of group decision-making, but the "group" in this case may not have a
great deal in common. Also, the issues can be weighty and controversial. The
decision-making is also done in public, often on TV or the Web, scrutinized by the
public and press, and anyone can join in on the deliberations.

•

Among the factors that can get in the way of an effective relationship include:

•

—

Not understanding/appreciating/respecting each other's roles.

—

Differing philosophies.

—

Differing personalities.

—

Challenging issues.

—

External pressures from the media, community groups, employee
organizations, etc.

Fully appreciate that you need to establish a good working relationship with your
fellow councilmembers and the city manager in order to maximize:
—

Organizational performance.

—

Organizational reputation.

—

Value to the community.
-2-
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•

—

Personal reputation.

—

Community pride and confidence.

Don't underestimate how important it is to a city manager to have a good working
relationship with the city council. It has been reported that the relationship with
the city council is the primary factor impacting a city manager's job satisfaction.
Among the reasons for this are the following:
—

City councils are the source of formal performance feedback. Like almost
everyone, positive feedback from supervisor(s) is very important.

—

City councils control the city manager's job security.

—

City councils determine the city manager's compensation.

—

City councils establish the city manager's "parameters of success."

—

City council support for the city manager, particularly during tough times, is
of tremendous value.

Recommended Practices:
So while the stakes are high and the challenges significant, there are a variety of "best
practices" and techniques that can improve the odds of your individual success as a
mayor or councilmember, as well as the success of the city council and city as a whole.
The following are offered as ideas to consider in your efforts to establish and maintain a
strong and effective working relationship with your city manager:
•

Recognize that you are now "different" than before you were elected (and more
than you may realize):
You are now viewed as a community/city leader and what you do and say can
have a much greater impact. Your comments will now be viewed as representing
"the city." What you do and say will also be more closely scrutinized. You should
be aware that the city staff will view you much differently now that you are one of
the organization's leaders. Even an offhand comment can be viewed as a directive
for action. So even though you may not view yourself any differently than before
you were elected, don't underestimate to what degree others are viewing you
differently.
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•

Understand and respect the city council/city manager plan of governance:
It is critical for you to understand why your city is organized under this plan of
governance and how it should operate. It is important to understand and
appreciate- ate the distinction between policymaking and implementation and the
different roles played by individual councilmembers, the city council as a whole,
the city manager and the city staff.

•

Allow time for you and the city manager to get to know each other and develop
a working relationship:
Try not to overly rely on what you have heard from others regarding what it will
be like to work with the manager—others' views may or may not be accurate.
Most city managers understand the need to work very hard to adjust to the issues,
concerns and priorities of the new city council. Try to be open-minded to your
ability to establish a productive and effective working relationship with the
manager.

•

City managers will do their best to carry out the policy direction of the city
council (even when there is a major change in policy direction):
Professional city managers are committed to carry out the policy direction of the
city council regardless if they personally agree or disagree with the policy as long
as what they are asked to implement is:
—

Legal.

—

Ethical.

—

Within their/the city's authority.

It is often misunderstood that when a city manager effectively implements a city
council's policy, the manager personally agrees with the policy or can only
implement city services consistent with that policy. City managers can change the
organization's approach to an issue as may be directed by a new city council.
Avoid overly associating the city manager with the policies that the city has
previously implemented at the direction of the previous council.
•

Take your role seriously, but not yourself:
This common advice is particularly important for mayors and councilmembers.
While you are doing important and serious work on behalf of the community, you
will do it better and more effectively if you keep the normal "ups and downs" and
"wins and losses" in perspective. You were elected to make tough decisions on
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oftentimes controversial issues. It's a given that you will be criticized and there
will be those who vehemently disagree with your decisions. That is unavoidable.
Develop a thick skin and do your best to not take personally the conflicts and
disagreements that are a normal part of your new role. If you don't develop a
thick skin, you will overreact to criticism.
Additionally, you are now part of an organization and will be blamed/criticized
for the actions of the organization that you had nothing to do with. That is the
reality of your new role and you should keep that in mind.
And remember, the city manager is not always to blame when things go wrong,
though he/she should take appropriate responsibility for the organization's
actions. It can be easy to focus your frustration on the city manager. You will be
happier and more effective if you can experience the normal "ups and downs" of
city life without needing to always find someone at fault.
Whatever the issue or encounter, try not to take it personally. Try to keep personal
likes and dislikes out of the equation. Your fellow councilmembers and the city
manager are not your family or personal friends; they are your "professional
colleagues," and you need to work effectively with them even if you would not
select them as friends.
Lastly, always "live to fight another day." There are always future issues to decide;
focus on those versus the votes already taken. And always remember not to burn
bridges due to a difficult defeat; you will need those "bridges" for future votes!
•

Appreciate the legitimate difference between the "community perspective" and
the "professional/technical" perspective:
While you will primarily view issues from your perspective as a resident/citizen in
a manner similar to the other residents of the community, the city staff will often
have a more "technical/professional" perspective. What might make a great deal of
sense to the staff looking at an issue from a purely "business" point of view may not
be the right answer based on community perspectives and values. While the city
manager will do his or her best to bridge the gap between the two points of view, it
is very helpful for councilmembers to understand that while the staff should be
sensitive to community values, they will often raise issues based on their
professional training that can differ from a purely community values point of view.
An appreciation for these varied perspectives is critical to the council-staff
relationship. That does not mean the one perspective is "right" while the other is
"wrong"; but both parties should try to understand and appreciate the views of the
other.
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•

Don't fall into the trap of feeling you are VERY special:
While being elected to a city council is an honor bestowed upon you by the voters,
keep that "honor" in perspective. Citizens view electing you as showing trust in
your judgment in representing their interests in community decision-making.
They did not elect you because they felt you were personally deserving of special
rights and privileges. Don't expect the city manager or staff to be able to assist you
in ways outside your formal role on the city council. By and large, they will be
required to treat you just the same as any other citizen on matters outside the
realm of your official duties. Any compensation and "perks" of office should be
visible and public.

•

Professional city managers will not "play favorites":
Professional city managers will strive to have a positive working relationship with
all the members of the city council regardless of personality, philosophy or
positions on specific issues. They will also not let personal likes or dislikes affect
how he or she interacts with councilmembers, and you should not expect the
manager to act otherwise.

•

It is critical to city managers to have clear policy direction:
The city manager and the city organization cannot carry out the policy direction of
the city council if that direction is not clearly established. The clearer the direction,
the more effectively the manager and staff can implement. Even when the council
is split on an issue, the majority's will needs to be clearly stated. The manager
should seek clarification from the city council when necessary.

•

Be sensitive to the need for city managers to sometimes tell you "what you don't
want to hear":
One of the least favorite tasks for a city manager is to tell an individual councilmember or the council as a whole something they don't want to hear. This could
range from a mistake the organization has made to informing a councilmember
that something they want done (or want to do) cannot be done or is not
appropriate. While city managers try to be as flexible as possible in meeting the
needs of the city council, you will not be well served by a manager who will not
tell you when something is not appropriate or cannot be achieved simply to avoid
appearing uncooperative. While the manager needs to be clear why the request
cannot be fulfilled, it is very helpful for you to understand that the manager has a
professional obligation to give you advice contrary to what you would like to hear
when he/she is so required.
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•

Why managers can't always do what you want them to do:
The manager can often be confronted with a situation of an individual councilmember wanting something done that is not consistent with the wishes of the city
council. The manager needs to respond to the direction of the city council as a
whole. While managers try to be as responsive as possible to the needs/desires of
individual members, on matters of any consequence, the direction of the city
council will often be required.

•

Take your role to evaluate your city manager's performance seriously:
Like any other employee, the city manager benefits from regular and thoughtful
performance evaluations. Performance evaluations are an important
communication tool between the manager and council. Working for multiple
individuals is challenging enough without clear and consistent feedback on
performance. At least annual evaluations should be conducted. This provides the
opportunity to communicate how the council views the manager's performance,
including areas of strength and areas for potential additional emphasis. This is
also the only opportunity for the council as a whole to provide this input in
private. Also, due to the inherent challenge of multiple individuals attempting to
evaluate an individual who works for them as a group, the use of a consultant to
facilitate the evaluation can be very helpful. If done right, evaluations can be a
very valuable communication mechanism for the council and manager.

•

Tolerance for organizational imperfection (mistakes!):
While no one likes mistakes, they are unavoidable in the context of organizational
life. Cities are complex organizations dealing with a wide variety of services with
unique and sometimes challenging clientele. It is not a matter of whether mistakes
will be made, but when. It is critical as a leader of your city that you react to
mistakes appropriately. While mistakes should be avoided to the greatest extent
possible, overreacting can cause further damage. You should expect that mistakes
will be addressed promptly, fully disclosed and that steps will be taken to avoid
repeating the same mistakes again. You will need to trust the manager to follow
up and effectively address the situation when organizational miscues occur. Have
high expectations but recognize that mistakes will occur, even in the best
organizations, and try not to overreact when they do.

•

Support of reasonable risk-taking:
High-performing organizations will occasionally need to take "reasonable risks" in
order to achieve community objectives. Sometimes these endeavors will not be
successful. However, organizations that avoid ANY unnecessary risk are not
likely to accomplish a great deal. While city councils need to be informed and
concur that the risk being taken is reasonable for the potential benefit being
-7-
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gained, councils should also be understanding that projects and initiatives that
have inherent unknowns may not always turn out as hoped. Intolerance for any
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mistakes/risk will breed an overly conservative organization and will stifle
creativity and flexibility and the benefits these values can bring.
•

Try to focus feedback on service quality, not individuals:
An ongoing challenge is the difficulty of reconciling the ultimate responsibility of
the city council for city service quality versus the need to avoid interfering in the
daily management of the organization. It is much better for the city council to
communicate service level or quality concerns to the city manager versus
performance judgments regarding individual staff members. It is particularly
inappropriate for individual members or the council as a whole to try to direct the
manager to hire, fire, or promote members of the city staff.

•

Don't expect managers to take sides in councilmember disputes:
Regardless of how they may personally feel, most city managers will avoid, at all
costs, "taking sides" in disputes between councilmembers. While on occasion the
manager might try to help reconcile councilmembers, don't expect the manager to
take your side in a dispute with a fellow member. Even if they may agree with
you, most managers will avoid taking part in public or private criticism of councilmembers unless professionally required to do so in extreme cases.

•

Don't jump to conclusions regarding citizen/customer feedback:
While it is your responsibility to be available to listen to citizen and customer
feedback regarding the city organization, be careful not to jump to conclusions
based on what you are told. Oftentimes an individual may sound completely
sincere and credible while providing you an inaccurate account of their experience
with the city organization. It is best to not jump to conclusions, one way or the
other, until the manager is able to provide you a response to the concern. It is
embarrassing to criticize staff for poor performance only to find out that the
information you relied on was not accurate. At the same time, the manager needs
to not be overly defensive regarding staff performance until he or she also has
heard "both sides of the story."

•

Don't expect the manager to exercise "political leadership":
While managers are inherently leaders of their organizations and, to varying
degrees, in their communities, their role is not to be political leaders. That is, it is
not intended for the manager to be "out front" on community policy issues. Sometimes city councils want managers to take leadership (advocate publicly) on
controversial issues to avoid potential political consequences to themselves. While
tempting, this is contrary to the intent of the council/manager form of government
under which the elected officials are to take the lead on purely policy matters.
-9-
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•

Disagree with the recommendation/don't attack the "messenger":
When dealing with a difficult issue at a council meeting, it can be tempting to not
only disagree with the recommendation being presented, but also to challenge/
discredit the manager or staff member presenting the recommendation. The best
practice is to focus your comments on the recommendation, not the individual.
Having a policy discussion devolve into a personal attack is uncomfortable and
embarrassing to everyone involved. Even if you are frustrated by the
recommendation, it is poor form to attack the presenter. If you do have concerns
regarding how a recommendation was developed or presented, that should be
provided privately to the manager.
P.S.: Don't play "stump the staff" by trying to ask questions at the meeting that you
think staff will have difficulty answering on the spot. It doesn't really make you
look smarter, nor is it helpful to the deliberations to ask a question that cannot be
answered. While staff members should work diligently to anticipate questions, it
is not possible to anticipate all possible questions. If you really want the answer,
get the question answered before the meeting or provide a heads up regarding
what you will be asking.

•

Conduct yourself at council meetings in a professional/businesslike manner:
Even on very controversial topics with greatly varying opinions, the council
deliberation can be and should be "businesslike" and professional. While it may be
more entertaining (possibly from a reality TV perspective) to see councilmembers
and citizens yelling and having temper tantrums, it gets in the way of thoughtful
deliberations and only tends to lower the respect for the council and city in the eyes
of your constituents.

•

Consider the use of council team-building and goal-setting workshops:
Recognizing the importance of both effective councilmember/councilmember and
council/city manager working relationships, often an investment of time in teambuilding workshops is very worthwhile. These workshops allow for a thoughtful
conversation of working relationships outside the context of discussing specific
issues. These discussions can help create a better understanding of work styles
and perspectives.
Additionally, recognizing that clear direction and priorities are critical for effective
council/manager relations, goal-setting workshops can be very effective forums
for establishing city council and organizational priorities.
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•

Have a clear understanding with the manager of the type and frequency of
communication you prefer:
While a fundamental value of city managers is to provide regular and complete
information equally to each councilmember, councilmembers can vary significantly
regarding the type and frequency of contact with the manager they desire. While
the manager will use written reports in one form or another as a base line of
information to all the members, it is important for the manager to understand your
preference for how information should be communicated, including the frequency
of personal contact. While some members prefer regular "face-to-face" contact with
the city manager, others prefer less time-intensive information-sharing methods.
While sharing the same information among all councilmembers, it is helpful for
you and the manager to understand how much and what type of contact you
prefer.

•

Do your homework:
It takes time and effort to be a successful councilmember. It makes the manager's
and staff's job a lot easier if you have reviewed the reports and related materials
provided to you prior to the city council meeting. This facilitates efficient
meetings, accelerates decision-making and gives the impression that staff and
council are working well as a team. Additionally, it will avoid you appearing
unprepared to your fellow councilmembers, the staff and your constituents.

•

Trust above all:
As in all relationships, an effective city council/manager relationship must be based
on trust. Other potential obstacles such as differing personalities, styles,
philosophies, etc., can be overcome if there is mutual trust. Without trust, little else
will be successful. Both parties need to treat each other with respect and be truthful
and forthcoming in their dealings.

•

No Surprises:

Both the manager and council should do their best to make sure that important
information is not first learned from others. While in this age of instant
communication this is more difficult, and in some cases impossible, the parties
should do their best to make sure that noteworthy information to which they are
privy is not communicated to other organizational leaders by third parties
(particularly the media). The manager needs to work hard to make sure that the
council is not taken off guard while councilmembers should keep the city manager
in the loop as well. "Surprises" can have a very negative impact on the working
relationship in that it speaks directly to the trust issue.
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•

Work through the city manager to get things done:
While practice and philosophy can vary to some degree between cities, councilmembers should generally work through the city manager to obtain action by staff.
Individual councilmembers are not authorized to direct staff, though routine
referral of citizen requests (or to simply request information) is sometimes
appropriate depending on local practice. Coordinating through the manager will
make sure the issue is sent to the right staff person for action and will allow the
manager to confirm timely follow-up. This also helps the manager stay informed
regarding issues of community concern.

•

Council/Mayor Role:
It is also important to make sure there is clarity between the council, the manager
and the mayor on respective roles. At times there can be a conflict between the
role the mayor views themselves as playing and the expectations of the remainder
of the council. It is difficult if the manager gets caught in a dispute over these
respective roles. In particular, how the city manager relates to the mayor versus
the other councilmembers needs to be clear.

•

Don't blame the manager or staff for carrying out the direction of the city
council:
The city manager and staff are required to faithfully carry out the direction of the
city council, regardless if they did or did not recommend it and regardless if some
councilmembers oppose it. Respect the staff for faithfully carrying out the will of
the council, whether or not you share the view of the council majority.

•

If the council/manager relationship is not going well:
If you or the council are having difficulty with the city manager, try your best to
resolve the issue. First of all, find an appropriate way to communicate the
concerns. The manager can't respond if he/she is not aware of the concern. As
noted earlier, try to obtain clear council consensus for the expectations for the
manager and communicate those expectations clearly. Try to be optimistic
regarding the possibility of the manager making adjustments to satisfy the
concerns of the council and give sufficient time to do so. Additionally, provide
the manager opportunities to respond to the feedback and communicate how
he/she will address the concerns.

•

If all else fails and there needs to be a "parting of the ways":
A forced separation of the manager is not a good experience for the council, the
manager or the city. It can be costly, controversial and can cast everyone in a
negative light. It can also erode citizen confidence in the city. Assuming all
- 12 -
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reasonable steps have been taken to avoid a forced transition and recognizing a
parting based on "irreconcilable differences" is always better than an "ugly,
contested divorce" (in an "ugly divorce," both parties end up looking bad), keep
the following in mind:
—

Keep it professional.

—

Don't unnecessarily damage the manager's reputation—it is not needed to
make a change.

—

Provide a reasonable period of time for the manager to find another position
or provide reasonable severance—it takes time to find a manager's job.

—

Remember, how you handle the transition of the current manager will have
an impact on the quality of the candidate pool for the next manager.

Summary/Concluding Thoughts:
An unstable council/manager relationship has negative consequences for the city
council, the manager, the organization and the community. A positive and mutually
supportive relationship will increase the odds of having a high-performing and
successful city. Councilmembers and the manager need to make creating, supporting
and sustaining the relationship a high priority. If made a high priority, the odds of
success are great.
Remember that your service on the city council is a unique honor that has been
bestowed on you by your fellow citizens. While it is often a challenge, with inherent
difficulties, someone needs to do it and your community has selected you for that
responsibility. You have been selected to serve in a professional and honorable manner,
during good times and bad. Your service on the city council will be over soon enough.
Conduct yourself in a manner that will allow you to look back with pride—not only for
what you accomplished, but also the way in which you conducted yourself (which will
likely be remembered the longest).

January 2017
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POLICY:
It is the City Council policy to advertise vacancies of the City Council Advisory Committees,
Boards, and Commissions on the City website and the City Hall bulletin board for a minimum of
10 calendar days. Upcoming vacancies may also be announced by the City Manager or Council
Members at City Council meetings.
It is policy that the deadline for interested citizens to file a Citizen Interest Form (application) by
the close of business on a Friday.
A. Council Appointments to the Design Review Board and Planning Commission
1. It shall be the policy of the City Council to hold interviews for appointments to the Planning
Commission and Design Review Board only when applications received for such
commission or board exceed the number of vacancies.
2. These interviews shall be public and televised as part of the City Council meeting.
3. If, by the application deadline, the number of applications received by the City for such
board or commission equals or is less than the number of vacancies, then there shall be an
automatic extension of time to accept applications.
B. Council Appointments to City Council Advisory Committees
1. It shall be the policy of the City Council to direct its liaisons to each Council Advisory
Committee to make recommendations to the full Council regarding appointments to City
Council Advisory Committees.
2. If by the application deadline, the number of applications received by the City for such
committees is equal to the number of vacancies, or less than the number of vacancies when
recruiting for multiple vacancies, then the Council liaisons to the specific committee shall
determine whether to extend the deadline or review the applicant(s) Citizen Interest
Form(s) and/or interview the applicant, and make a recommendation to Council that the
applicant(s) be appointed to serve on the committee.
3. If by the application deadline, the number of applications received by the City for such
committees is more than the number of vacancies, then the Council liaisons to the specific
committee shall review the applicants’ Citizen Interest Forms and/or interview the
applicants. Council liaisons shall then make a recommendation to Council as to which
applicant(s) should be appointed to serve on the committee. If the Council Liaisons
determine the applicants are not qualified or do not meet the needs of the committee, the
application period may be reopened in order to solicit additional interest.
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4. Applicants nominated to serve on a Council Advisory Committee are encouraged to attend
the City Council meeting when the City Council is scheduled to consider their appointment
to serve on the Committee. This gives the applicant an opportunity to introduce themselves
to the City Council and the community in a public forum.
5. In the event that there is only one council liaison to an advisory committee, the Mayor will
act as the second council liaison for the purposes of reviewing Citizen Interest Forms to
recommend to the City Council for appointment.
6. Prior to the City Council meeting where the Council will vote on an appointment, an unredacted copy of all qualified Citizen Interest Forms will be provided to the full City
Council in order to allow the full Council to review applicant information and contact
interested applicant(s) prior to the meeting if so desired.
C. Concurrent Committee Assignments, Term Limits, and Rotation of Chair and Vice Chair
1. It shall be the policy of the City Council to limit the number of concurrent appointments
that any one individual has to City Council Advisory Committees, Boards, and
Commissions. The limit of concurrent appointments shall be two. If an individual has two
concurrent appointments then they will not be eligible to serve on ad hoc committees,
except in special circumstances as determined by the Council or Council liaisons.
2. The number of consecutive terms that an individual may serve on a committee is two.
However, the City Council has the flexibility to make an exception if they feel it is to the
benefit of the committee to re-appoint an individual for a third term. Committee members,
who would like to continue to serve another term once their appointed term has expired,
must re-apply by filing a Citizen Interest Form prior to the advertised deadline for
applications.
3. In order to ensure terms remain appropriately staggered, individuals appointed to fill an
unexpired vacancy shall finish the remainder of the term of the member that resigned from
the Committee.
4. It shall be the policy of the City Council that the members of each committee appoint a
Chair and a Vice Chair at the last meeting of the calendar year with the new chair serving
at the first meeting of the new year and that the positions rotate annually among all the
committee members. It is recommended that committees also appoint a co-chair to assist
with committee responsibilities and provide for a succession plan for chairing the
committee. However, if the committee does not have volunteers to serve as Chair and Vice
Chair, then the committee has the flexibility to allow the consecutive appointment to the
Chair/Vice Chair positions.
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D. Incumbents to Serve Until New Appointments Confirmed
It shall be the policy of the City Council to allow an incumbent on a City Council Advisory
Committee, Design Review Board, or Planning Commission, whose term has expired to
continue to officially serve on the committee until the vacancy is filled or three months has
passed, whichever occurs sooner.
E. Voting on Committee Vacancies
1. In accordance with Del Mar Municipal Code, Chapter 2.30, it shall be the City Council’s
policy to select those candidates which receive three affirmative votes of City Council. In
the case where a candidate does not receive three votes, the City Council shall direct the
City Clerk to re-advertise for the vacancy that was not filled.
2. When there are advertised vacancies for Planning Commission (PC) or Design Review
Board (DRB), the City Clerk will bring forward to the City Council the names of the
candidates and the number of vacancies. After interviewing candidates in a public forum,
the City Council will then vote on the candidates to fill the vacancies. The interviews for
PC and DRB will be televised. The City Clerk will read aloud the vote of the Council.
3. When there are advertised vacancies for City Council Advisory Committees, other than PC
or DRB, the City Clerk will bring forward to the City Council the names of the candidates
and the number of vacancies and the recommendation for appointment as determined by
the City Council liaisons to the Advisory Committee in a report format. Council will then
vote on the recommendation to fill the vacancies.
4.

If the spouse or significant other of a City Council Member is an applicant to fill a vacancy
on an advisory committee, the Planning Commission or the Design Review Board, a City
Council Member must recuse themselves from voting on that appointment.

F. Attendance Policy for Boards, Commissions, and Committees
In accordance with Del Mar Municipal Code, Chapter 2.30, if a member of a commission,
board, or committee is absent from three regular, adjourned, or special meetings within a 12month period without cause, the term of said member is automatically vacated. Council
liaisons to the commission, board, or committee shall determine whether the absence was for
cause. If the commission, board or committee does not have two Council liaisons, then the
Mayor and the Deputy Mayor shall act as liaisons to that commission, board, or committee for
this purpose.
G. Formation and Dissolution of Boards, Commissions, and Committees
1. New committees must be formed by Resolution of the City Council and must include a
committee charter detailing, at a minimum, the committee mission/purpose, the type of
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committee (standing or ad-hoc), membership requirements, conflict of interest
requirements, and open meeting requirements.
2. If the newly formed committee is an ad-hoc committee, the Resolution and charter should
include a sunset date. The sunset date can be extended by Council action, if necessary.
3. Committees must be dissolved by Resolution of the City Council or during the annual
review of the City Council Local Appointments.
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POLICY:
The following are guidelines to assist council members in performing their duties as liaisons to
city advisory committees, Del Mar Community Connections (DMCC), Del Mar Village
Association (DMVA), various Del Mar non-profits, and as Del Mar representatives to outside
agencies. These guidelines also apply to the appointed of community representatives to outside
agencies, including the Del Mar Representative to the San Diego County Water Authority Board.
A. City Advisory Committees
1. Council Liaison primary responsibilities include:
a. Assist with the recruitment of qualified volunteers and encourage them to apply
to serve on the committee when vacancies occur, recognizing that the city’s
goal is to have at least two qualified applicants for each position.
b. Recruit another Council member to attend meetings in their place when the
liaison is unable to attend.
c. Assist Committee Chairs with the following:
i. How to run a meeting;
ii. How to accommodate public testimony and input;
iii. How to prepare and distribute agendas, including review of draft
agendas with the chair (A sample agenda is attached to use as a
template);
iv. Clarifying the process for committee members and the public to get
something on the committee agenda;
v. Ensuring that the committee stays on task;
vi. Knowing when city staff should, and should not, be asked for assistance.
Generally, simple requests for information from staff can be made
directly by the chair or committee members while requests for staff
work should go through the Liaison(s) who can carry them to the City
Manager and staff for response;
vii. Establishing goals and a work plan for the committee each March in
conjunction with the City’s budget and goal setting process.
d. Inform and assist the committee as a whole including:
i. Understanding the city’s system of advisory committees including:

31

January 23, 2021

CITY OF DEL MAR
CITY COUNCIL POLICY BOOK

202

RESPONSIBILITIES AND EXPECTATIONS OF DATE REVISED:
BY RESOLUTION:
COUNCIL LIASIONS TO CITY ADVISORY
PAGES:
COMMITTEES AND OF COUNCIL
REPRESENTATIVES TO OUTSIDE
AGENCIES

11-19-2018
2018-82
2 OF 4

1. Understanding the role of a committee member;
2. Understanding the scope of the committee’s charge;
3. Understanding the relationship between the committee, council,
public, and city staff; and
4. Understanding any budgetary constraints applicable to the
committee’s work.
e. Ensuring the committee stays on task and within the scope of its charter and
mission, adopted council goals, and any direction provided by council.
f. Ensuring the committee understands its role is advisory only.
g. Assisting the committee in completing its advisory recommendations to
Council in a timely manner.
h. Effectively communicating committee advisory recommendations to Council.
i. Facilitating transition to a successor liaison when there is change.
j. Where appropriate, advocating for committee recommendation.
2. Reporting:
a. To the committee. The liaison(s) to a committee should give a brief report to
the committee at the beginning of each meeting covering:
i. Any recent actions of the City Council or upcoming Council agenda
items relevant to the committee’s work; and
ii. Any recent actions of outside entities or governments, of which the
liaison has knowledge, relevant to the committee’s work.
b. To the Council, staff, and public. The liaison(s) should give a report, in public
session, at council meetings covering:
i. Updates on the committee’s work;
ii. Identification, and discussion as appropriate, of any difficulties the
committee is experiencing and recommendations for how assistance can
be provided;
iii. Any committee actions/recommendations;
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iv. Any specific requests from the committee for assistance, guidance, or
other support; and
v. In addition to providing oral updates to the Council, written reports are
encouraged for matters of importance as a written report can be included
in the public agenda packet and accessible following the Council
meeting. A sample form for such reports is attached.
3. Attendance:
a. Council Liaison attendance. It shall be the policy of the City Council that
Council Liaison(s) assigned to Council advisory committees make it their goal
to attend the advisory committee meetings. The liaison(s), in communication
with the committee chair and each other, may determine whether one, both, or
neither of the committee liaison(s) are needed at a particular committee
meeting. It is also the goal of the City Council to promote the continued
progress of the advisory committees and not require that a Council liaison be in
attendance in order for that committee to meet.
b. Committee member attendance. Del Mar Municipal Code, Chapter 2.30 states
that if a member of a commission, board, or committee is absent from three
meetings within a 12-month period without cause, the term of said member is
automatically vacated. Council liaison(s) shall work with committee chairs to
determine whether absences are for cause and will notify the Administrative
Services Department when a committee member has three or more absences
without cause within a 12-month period.
B. Council or Council Appointed Representatives to Outside Agencies
1. Responsibilities:
a. Represent Del Mar to the outside agency, its staff, and to the public in
conformance with the city’s goals, priorities, and objectives in a manner
consistent with the city’s adopted policies and priorities and with any direction
from council as a whole.
b. Attend meetings of the outside agency to which the Council member or
appointee serves as a representative, securing the services of an alternate where
possible on those occasions where the primary Council member or appointee is
unable to attend.
c. Be diligent in reviewing agenda materials and preparing for meetings.
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d. Speak up, orally or in writing, to the outside agency to represent Del Mar’s
positions on issues relevant to Del Mar and be an advocate for Del Mar’s
positions.
4. Reporting: The Council representative or appointee should report to the Council, staff,
and public at council meetings as follows:
a. A summary of the outside agency’s activities since the prior report.
b. Any specific actions, polices, or directions of the outside agency that affect Del
Mar.
c. Any significant upcoming activities of the outside agency of potential interest
to Del Mar.
d. On any outside agency committee or subcommittee changes affecting Del Mar.
e. In addition to providing oral updates to the Council, written reports are
encouraged for matters of importance as a written report can be included in the
public agenda packet and accessible following the Council meeting. A sample
form for such reports is attached.
5. Arranging Presentations. From time to time it may be appropriate for a Council
liaison or appointee to an outside agency to arrange for a presentation by the agency to
the full Council in a public meeting. When this seems appropriate, the following
guidelines can be followed:
a. Bring the request to Council for discussion and concurrence before taking it up
with the outside agency;
b. Work with the Mayor and staff to put the presentation on a Council meeting
agenda; and
c. Work with the outside agency to assist them in preparing their presentation.
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ATTACHMENT E3

City of Del Mar
Adopted by Resolution 2014-08; Amended by Resolution 2018-81

Standard Operating Principles for Advisory Committees and Boards
Del Mar relies on a robust and important system of advisory committees and ad hoc task forces
staffed by appointed volunteers to help the city achieve its goals, to engage the community in city
affairs, and to take advantage of the deep bench of talent in the Del Mar community.
The following standard operating principles are provided for all City of Del Mar advisory
committees and boards to help guide committees and boards on best practices for common
areas, in accordance with Del Mar Municipal Code Chapter 2.30 (see attached).
I.

Membership
a. The membership composition of Del Mar Advisory Committees and Boards shall
be adopted for each committee and board by resolution of the City Council.
b. All Del Mar Advisory Committee members and Board members will be residents
of the City of Del Mar, unless otherwise specified.
c. All Del Mar Advisory Committees and Boards will consist of voting members
selected by a majority of the City Council except where non-voting, ex-officio
members are allowed.
d. One or two City Council members, as appointed by a majority of the City Council,
will act as Council Liaison(s) to each Del Mar Advisory Committees or Boards.
e. The City Council confirms that City staff support shall be allocated based upon
overall workload pursuant to the City Manager’s management of staff resources or
by formal City Council action.

II.

Agendas
a. The Committee Chair should prepare the agenda with the assistance of designated
City staff and Council Liaison(s). The Chair will submit the agenda to the
Administrative Services Department and Council Liaison(s) at least five (5) days in
advance of the regularly scheduled meeting. This will ensure the agenda is posted
timely in accordance with California’s Open Meetings Law (the Ralph M. Brown
Act, Gov. Code § 54950 et seq.) and to schedule the appropriate staff to attend. In
some circumstances, the Council Liaison(s) will direct staff to prepare an advisory
committee agenda on a one time or ongoing bases.
b. The agenda shall include the following:
i. The name of the committee or board;
ii. The date, time and place of the meeting;
iii. A general description of each agenda item that will be discussed, including
a time set aside for oral communications as described in Section IVg.
iv. Any other information that may be required by law.
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c. Items can be placed on a committee agenda in one or more of the following
ways:
i. City staff;
ii. Council Liaison(s);
iii. By committee direction, or the committee can agree to let the committee
chair place an item on the agenda;
iv. If a member of the public or a committee member other than the chair
requests an agenda item, it should go the chair, City staff, or Council
Liaison(s) for approval to place it on the agenda;
III.

Public Communication on Agenda Items
Del Mar Advisory Committees do not follow the red dot process. Instead, they can
receive communications from the public on agenda items. These communications
should be sent to the staff liaison, or City Council Liaison(s) where no staff liaison
is assigned, and will be distributed via email to the committee prior to the meeting.
The communications will not be posted on the City’s website.

IV.

Conduct of Meetings
a. Regular Meetings. Advisory committees should establish monthly regular
meetings in accordance with the Brown Act. Long-term standing committees have
pre-established regular meeting times. Newly formed committees should establish
regular meeting times at their first meeting. The first meeting will be set by the
Council Liaison(s) and staff.
b. Changing Regular Meetings. Committee members can propose a new regular
meeting time by having the item placed on an agenda, with the majority of the
members voting in favor of changing the regular meeting time. Council and staff
liaisons availability should be considered when changing the regular meeting time.
c. All established Del Mar Advisory Committees and Boards will have an agenda item
to select a Chair and a Vice Chair from among its members at the last meeting of
the calendar year with the new chair serving at the first meeting of the new year; it
is encouraged that these positions rotate annually among the committee members
according to City Council Policy.
d. A quorum (1/2 or more of the committee membership) of voting membership
must be present to transact business. If less than a quorum is present, the
committee may still discuss matters, but may not take formal action, form a
subcommittee, or conclude on an item going to the City Council.
e. All Del Mar Advisory Committees and Boards will select a Secretary from among
its members. The Secretary will prepare action minutes of the committee or board
meetings for the committee or board’s approval and file a copy of the approved
minutes with the Administrative Services Department within ten (10) days of the
meeting when the minutes were approved.
f.
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All Del Mar Advisory Committees and Boards will conduct their affairs in full
compliance with California’s Open Meetings Law (the Ralph M. Brown Act, Gov.
Code § 54950 et seq.). A copy of the Open Meetings Law will be provided to all
new committee and board members. Members of the public can communicate with
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the committee prior to the meeting through the process described in Section III
“Communication on Agenda Items.”.
g. Only matters listed on the posted agenda for a regular or special committee or
board meeting may be discussed at that meeting. An opportunity for the public to
speak will be provided at all Del Mar Advisory Committee and Board meetings
through a time set aside for oral communications and also during each agenda
item before action is taken. Advisory committees and boards are not required to
use speaker slips; however, they may use speaker slips if there are large number
of speakers for a given item. The Committee or Board Chair should remind public
speakers to state their name and address for the record. Advisory committee
meetings are not typically recorded or televised. Council Liaison(s) can
recommend that the full City Council approve an advisory committee meeting be
televised. Committees can work with City staff to audio record a meeting through
the Town Hall dais recording system.
h. All Del Mar Advisory Committees and Boards will also encourage the public to offer
ideas and suggestions that contribute to the mission/scope of the committee or
board. Working closely with their Council Liaison(s), committees/boards will
determine if any suggestions or ideas should be brought forward to the City
Council.
i.

All Del Mar Advisory Committee and Board members will make every attempt to
attend all regular and special meetings of the committee and/or board, according
to the Del Mar Municipal Code Section 2.30.020 (see attached) on attendance.

j.

There are special procedures for continuing meetings. Committees should work
with the Council Liaison(s) and City staff to properly notice and continue meetings.

k. There are special procedures for patching in absent members by phone.
Participation by phone should be approved by a Council Liaison and should only
be used for special circumstances. Participation by phone is not the City’s
standard practice. Participation by phone should be coordinated with City staff in
advance of the agenda going out;
l.

If uncertain what Brown Act requirements might apply to particular situations,
please ask the Administrative Services Department or the Council Liaison(s) for
help, in advance.

m. All committee or sub-committee meetings that have staff attending should be
held at the Civic Center either at City Hall or in the Town Hall. Subcommittee
meetings where staff are not attending can be held at a location other than the
Civic Center or City Hall, provided that, if the committee is subject to the Brown
Act, the location is in compliance with Brown Act requirements.
Helpful Tips for Running a Good Meeting
The job of the Committee Chair is to keep things on track and ensure the following:
a. Make everyone feel welcome;
b. Make sure everyone is treated with respect, committee members, public, and
staff;
37
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c. When taking public testimony announce in advance any time limits and
procedures to be followed;
d. Make sure everyone is heard once before anyone is heard twice.
e. Absent unusual circumstances the following process for running a meeting are
recommended:
i. Staff or sub-committee report to present the item;
ii. Take questions from committee members—this is for questions,
not stating opinions;
iii. Take public testimony; and
iv. Committee discussion and action—this is the time for committee
members to express opinions. Generally, the chair will speak last.
V.

Work Tasks and Taking Actions

Taking action on an item is one of the most important things an Advisory Committee/Board
does. The following guidelines should be followed:
a. Make sure the proposed action item has been properly noticed and placed on the
agenda;
b. Make sure it falls within the scope of the committee’s mission and any applicable City
goals and priorities;
c. Recognize that normally all committee actions seeking City action or commitments will
be in the form of a recommendation to Council;
d. Review the proposed action with City staff and Council Liaison(s) in advance,
especially if it requires a commitment of City staff time or resources;
e. Remember that the committee/board is advisory to the City Council and should not
undertake to act independently;
f. If there is a new item the committee/board would like to work on, send a request to the
Council through the Council Liaisons(s) for approval before starting work;
g. If the Committee wants to comment to an outside agency or person, for example on
an environmental document, send the committee’s draft comments via the Council
Liaison(s) to the City Council for approval recognizing only the City Council can speak
for the City.
h. Advisory Committee/Board requests to staff or outside agencies should be submitted
directly to the Council Liaison(s).
i. If an advisory committee receives a request from an outside organization, the request
should be forwarded to the Council Liaison(s). The advisory committee should not
respond directly to the requestor without authorization from the Council Liaison(s).
VI.
Reporting/Records
A. Records
Committees shall record actions taken at their meetings by producing meeting minutes, which
should include the following:
a.
b.
c.
d.
e.
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The name of the committee or board;
The date, time and place of the meeting;
The time the meeting began;
The names of those committee or board members in attendance;
The names of those Council Liaison(s) and staff liaison(s) in attendance;
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f. Approval of the previous meeting minutes;
g. A description of the actions taken by and recommendations of the committee or board;
and
h. The hour of adjournment.
i. Names of public speakers, address and a brief summary of their input
The Secretary will submit the final, approved minutes to the Administrative Services
Department for the City’s official record. The minutes, records, reports, and documents of
the committee are public record.
B. Reporting
a. All Advisory Committees and Boards will briefly report on their activities to the City
Council annually..
b. All Del Mar Advisory Committees and Boards will use their missions/purposes
statements as defined by the City Council as a guide in developing a work plan and
schedule. At the conclusion of work, a summary report will be submitted by the Chair
to document the findings or rationale of the concluded work. The summary report may
be presented to the liaison(s), or to the full Council, and will be filed with the
Administrative Services Department for the City’s official record.
c. Only designated Del Mar Advisory Committee members and Boards members will file
Conflict of Interest Statements with the Administrative Services Department in
accordance with the regulations of the California Fair Political Practices Commission
and the Del Mar Conflict of Interest Code.
VII.

Working With Council Liaisons
Council Liaison(s) are there to assist committees by:
a.
b.
c.
d.

39

Providing a communication channel between the committee and the Council;
Advocating to Council in support of committee recommendations;
Helping committees to interface with City staff; and
Assisting and advising on proper meeting procedures, answering questions, and in
other respects as the committee carries on its work.
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ATTACHMENT F
DEL MAR CORE VALUES & VALUE STATEMENTS
1) Fiscal Soundness
 We value working within our financial means.
 We value effective and efficient use of our resources
 Select work efficiently
 Monitor and make sure we are using resources effectively
 Evaluate the quality of outcomes
 Revise as-needed
 Maintain adequate reserves
2) Communication & Transparency
 Provide effective and transparent communication to garner community
awareness, engagement, and support.
3) Respect & Empathy
 We treat each other and the public with respect, dignity and fairness,
based on mutual trust and communication; and encourage that for the
community as a whole.
4) Environmental Stewardship & Sustainability
 Pursue opportunities to protect and restore natural resources.
 Do “our part” to address and adapt to climate change.
5) Leadership
 Intrinsic: We defend and pursue community values to set and adopt goals
that ensure that which is important to the community.
 Extrinsic: We provide leadership on behalf of the community to influence
regional, state, and federal decisions that impact us.
6) Serve the Community
 We listen and are responsive to the changing needs of our community.
 Implement the Community Plan.
 Provide government services in an efficient and equitable manner.

City Council Retreat, January 26 & 31, 2019
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ATTACHMENT G1

Specific Responsibilities of the City Attorney
(compiled from various sources)
•
•
•
•

•
•
•
•
•
•
•
•
•
•
•

Prepares or reviews ordinances, resolutions, contracts, agreements, deeds, leases,
pleadings and other legal documents
Reviews all claims and serving as a board member or alternate to the joint risk authority
and assisting with the various risk management functions
Represents the City in court in civil matters or oversees outside attorneys representing the
City and criminal matters such as Pitchess motions to protect the confidentiality of the
personnel files of our police officers
Provides advice to the City Council, Commissions, Boards and staff on the Brown Act,
Public Records Acts, conflicts of interest, public contracting, insurance, financing and
Proposition 218 (tax) issues, land use and environmental laws, employment and other
municipal matters.
Renders legal opinions to the City Council, City Manager, and City Staff as requested.
Attends all City Council meetings and meetings of other boards and commissions as
required and renders legal advice on matters on the agenda.
Confers with and renders assistance to the City Manager and City Staff in establishing
departmental policies by developing and applying legal points and procedures.
Recommends changes in policies and procedures in order to meet legal requirements.
Monitors and analyzes legislation affecting the City.
Assists in resolving code enforcement issues and securing compliance.
Assists in the conduct of legislative and administrative hearings conducted by the Council
and Commissions.
Prepares election documents for general and special municipal elections.
Prepares, justifies, and administers the City Attorney’s budget.
Supervises and reviews the work of legal and clerical support staff.
Assists with negotiations involving contracts, zoning issues and property transactions.
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ATTACHMENT G2

Ethical Principles for City Attorneys1
Adopted October 6, 2005
City Attorneys Department Business Session

Preamble
A city attorney occupies an important position of trust and responsibility within city government.
Central to that trust is an expectation and commitment that city attorneys will hold themselves to
the highest ethical standards. Every effort should be made to earn the trust and respect of those
advised, as well as the community served.
The City Attorneys Department of the League of California Cities has therefore adopted these
ethical principles to:


Serve as an aspirational guide to city attorneys in making decisions in difficult situations,



Provide guidance to clients and the public on the ethical standards to which city attorneys
aspire, and



Promote integrity of the city and city attorney office.

City attorneys are also subject to the State Bar’s Rules of Professional Conduct. For an
explanation of how the rules apply to city attorneys, please see Practicing Ethics published by
the League of California Cities in 2014, available at www.cacities.org/attorneys. These
aspirational ethical principles are not an effort to duplicate or interpret the State Bar’s
requirements or create additional regulatory standards.
The role of the city attorney and the client city varies. Some city attorneys are full-time public
employees appointed by a city council; some are members of a private law firm, who serve under
contract at the pleasure of a city council. A few are directly elected by the voters; some are
governed by a charter. When reflecting on the following principles, the city attorney should take
these variations into account.
The city attorney should be mindful of his or her unique role in public service and take steps to
ensure his or her words and deeds will assist in furthering the underlying intent of these
principles.

1

When used in this document, the term “city attorney” refers to all persons engaged in the practice of municipal
law. This includes attorneys in firms that provide legal services to cities on an ongoing basis that are the functional
equivalent to services provided by assistant or deputy city attorneys (for example, on redevelopment and personnel
issues).
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City Attorney Ethical Principles
Adopted October 6, 2005
Page 2

Fundamental Principles (There is no significance to the order of the list.)
Principle 1 (Rule of Law). As an officer of the courts and local government, the city attorney
should strive to defend, promote and exemplify the law’s purpose and intent, as determined from
constitutional and statutory language, the case law interpreting it, and evidence of legislative
intent. As an attorney representing a public agency, the city attorney should promote the rule of
law and the public's trust in city government by providing representation that helps create a
culture of compliance with ethical and legal obligations.
Explanation. The city attorney’s advice and actions should always proceed from the
goal of promoting the rule of law in a free, democratic society. Because the public's
business is involved, within the city organization the city attorney should consistently
point out clear legal constraints in an unambiguous manner, help the city to observe such
constraints, identify to responsible city officials known legal improprieties and remedies
to cure them, and if necessary, report up the chain of command to the highest level of the
organization that can act on the client city's behalf.
Examples
1.
The city attorney should give advice consistent with the law and the policy
objectives underlying those laws, but may consider and explain good faith arguments for
the extension or change of a legal principle.
2.
The city attorney should not attempt to justify a course of action that is clearly
unlawful. Where the city attorney’s good faith legal assessment is that an act or omission
would be clearly unlawful, the city attorney should resist pressure to be “creative” to
come up with questionable legal conclusions that will provide cover for the elected or
appointed public officials to take actions which are objectively unlikely to be in
conformance with the legal constraints on the city’s actions.
3.
The city attorney’s guiding principle in providing advice and services should be
sound legal analysis. The city attorney should not advise that a course of action is legal
solely because it is a common practice (“everyone else does it that way”), a past practice
(“we have always done it that way”), or because the risk of suit or other consequence for
action is considered low.
4.

The city attorney’s advice should reflect respect for the legal system.

5.
If the city has made a decision that the city attorney believes may be legally
harmful to the city, the city attorney should encourage the city to take any necessary
corrective action but do so in a way that minimizes any damage to the city’s interests.
6.
The city attorney should be willing to give unpopular legal advice that meets the
law’s purpose and intent even when the advice is not sought but the legal problem is
evident to the attorney.
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7.
The city attorney should not only explain and advise the city on the law, but
should encourage the city to comply with the law’s purpose and intent.
Principle 2 (Client Trust). The city attorney should earn client trust through quality legal advice
and the manner in which the attorney represents the city’s interests.
Explanation. It is difficult for the city attorney to effectively represent the city if public
officials do not trust the city attorney’s competence and professionalism.
Examples
1.
The city attorney should use available resources to maximize his or her ability to
advise knowledgeably on issues of municipal law.
2.
The city attorney should be clear with individual council members and staff on
the extent to which their communications with the city attorney can and will be kept
confidential. The city attorney should be especially clear when confidentiality cannot be
lawfully maintained.
3.
Sometimes the city attorney will be asked a question during a public or private
meeting and the city attorney is unsure of the answer. When time permits, the city
attorney should advise that additional time is needed to research the matter and provide
an appropriate response. If extra time is not available, then the city attorney should be
candid regarding any uncertainty he or she feels about the answer given.
4.
When a question is posed and the city attorney knows there is no definitive, clear
conclusion, the city attorney should describe the competing legal considerations, as well
as inform the city of the legally supportable courses of action, together with an evaluation
of the course that is most likely to be upheld.
5.
In the event the city attorney is asked in a public forum to provide advice that
could undermine the city’s ultimate position, the city attorney should seek to meet in
closed session, if legally permissible, or, if time permits, provide his or her opinion in a
confidential memorandum. If the advice must be given during an open session, then the
city attorney must be mindful of the impact that advice given in public may have on the
city’s ultimate position.
6.
When the city attorney has a duty to provide documents or other information to
outside law enforcement authorities, he or she should do so in a way to minimize harm to
the city consistent with that duty.
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Principle 3 (No Politicization). The city attorney should provide legal advice in a manner that
avoids the appearance that the advice is based on political alignment or partisanship, which can
undermine client trust.
Explanation. The city attorney and the city attorney’s advice needs to be trusted as
impartial by the entire council, staff and community.
Examples
1.
The city attorney should provide consistent advice with the city’s overall legal
interests in mind to all members of the city team regardless of their individual views on
the issue.
2.
Each city council member, irrespective of political affiliation, should have equal
access to legal advice from the city attorney, while legal work on a matter consuming
significant legal resources should require direction from a council majority.
3.
The city attorney or persons seeking to become city attorney should not make
campaign contributions to or participate in the campaigns of that city’s officials,
including candidates running for that city’s offices or city officers running for other
offices. For private law firms serving as city attorney or seeking to become city attorney,
this restriction should apply to the law firm’s attorneys.
4.
When considering whether to become involved in policy advocacy on an issue
that may potentially come before the city, the city attorney should evaluate whether such
involvement might compromise the attorney’s ability to give unbiased advice or create
the appearance of bias.
Principle 4 (No Self Aggrandizement). The city attorney should discharge his or her duties in a
manner that consistently places the city’s interests above self-advancement or enrichment.
Explanation. The city attorney, by his or her acts and deeds, should demonstrate that his
or her highest professional priority is to serve the city’s needs.
Examples
1.
The city attorney’s operating and legal services budget requests should be based
on the goal of efficiently serving the client city’s realistic legal needs (i.e. avoid “empire
building”).
2.
The city attorney should provide advice without a focus on garnering personal
support or avoiding personal criticism.
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3.
While it is appropriate for a city attorneys to provide both advisory and litigation
services, a city attorney should give the city a full range of reasonable options including
alternatives to litigation for resolving issues.
Principle 5 (Professionalism and Courtesy). The city attorney should conduct himself/herself
at all times in a professional and dignified manner, interacting with all elected officials, city staff.
members of the public, and the media with courtesy and respect.
Explanation. The city attorney should be a role model of decorum and composure.
Examples
1.
The city attorney should provide advice and information to the council and
individual council members in an evenhanded manner consistent with city policy
governing the provision of legal services to the city.
2.
The city attorney should communicate in a way that is sensitive to both the
context and audience, explaining the law in a way that is understandable.
3.
In interactions with the public, the city attorney’s role is to explain procedures and
the law, but not engage in debate.
4.
The city attorney should show professional respect for city staff, colleagues, the
legal system and opponents. The city attorney should not personally attack or denigrate
individuals, particularly in public forums.
5.
The city attorney should not seem to endorse, by silence or otherwise, offensive
comments made to him/her about others.
6.
Sometimes the city attorney will provide advice in public, either because of a
city’s approved practices or as necessitated during a public meeting. Such advice should
be provided in a low-key, dispassionate and non-confrontational manner.
7.
The tone of the city attorney’s advice and representation should not give the
appearance of a personal attack on an individual, even when it is necessary to explain that
a particular official’s action is unlawful.
8.

The city attorney should be open to constructive feedback and criticism.

Principle 6 (Policy versus Law). The city attorney’s obligation is to understand the city’s
policy objectives and provide objective legal advice that outlines the legally defensible options
available to the city for achieving those objectives.
Explanation. The city attorney must respect policymakers’ right to make policy
decisions.
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Examples
1.
The city attorney may offer input on policy matters, but should make clear when
an opinion is legal advice and when it is practical advice.
2.
The city attorney should not let his or her policy preferences influence his or her
legal advice.
3.
If a city attorney finds it necessary to advise the city that a particular course of
action would be unlawful, the city attorney should strive to identify alternative
approaches that would lawfully advance the city’s goals.
Principle 7 (Consistency). The city attorney should conduct his or her practice in a way that
consistently furthers the legitimate interests of cities.
Explanation. Consistency in the legal positions taken by city attorneys is vital to city
attorneys’ credibility with the courts, clients, and the public.
Examples
1.
The city attorney should not represent a private client if that representation will
necessitate advancing legal principles adverse to cities’ clearly recognized and accepted
interests.
2.
When providing advice, the city attorney should inform his or her city of any farreaching negative impacts a position may have on the city’s own potential future interests
as well as cities’ interests in general, particularly when establishing legal precedent.
3.
The city attorney should carefully consider whether to hire or recommend a firm
that advances legal principles adverse to city interests on behalf of private clients.
Principle 8 (Personal Financial Gain). The city attorney’s primary responsibility is to serve
the city’s interest without reference to personal financial gain.
Explanation. An important aspect of the city attorney profession is public service.
Examples
1.
The city attorney should provide the highest possible quality work regardless of
the remuneration received.
2.
The city attorney’s representation should be based on a realistic understanding of
the city’s needs in light of the city’s fiscal and other constraints. However the city
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attorney should advise the city when additional resources are necessary to provide the
level of legal services the city requires.
3.
The city attorney should refrain from providing unnecessary or redundant services
to the city.
4.
The city attorney should never use the power, resources or prestige of the office
for personal gain.

Principle 9 (Hiring by and of City Attorneys). The selection and retention of the city attorney
and city attorney staff should be based on a fair process that emphasizes professional competence
and experience. The process should not include inappropriate considerations such as political,
personal or financial ties.
Explanation. The public’s trust in the quality of the city’s legal services is undermined if
it appears that considerations other than competence affected the decision to hire
someone.
Examples
1.
The city attorney should engage staff and vendors based on objective standards
relating to professional competence and experience.
2.
The city attorney should avoid providing gratuities to decision-makers during the
pendency of decisions relating to the city attorney’s employment.
3.
City attorneys must keep employment negotiations separate from the city
attorney’s role as the city’s legal advisor.
4.
The city attorney should not undermine the employment of an incumbent city
attorney. The city attorney may respond to unsolicited inquiries from a potential client
about future representation.
5.
The city attorney should maintain an office that is open to employees from
diverse backgrounds and remove unnecessary barriers to success in his or her office and
in the legal profession.
6.
The city attorney should not award or recommend award of litigation or legal
services-related contracts if the public could question whether the contract was awarded
for reasons other than merit, such as the contractor (or member of the contractor)
providing gifts to or participating in political campaigns of (including making campaign
contributions to) officials with the power to award the contracts.
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7.
The city attorney should hire or recommend staff and consultants who adhere to
these ethical principles and encourage existing staff and consultants to do likewise.
8.
The city attorney should seriously consider refusing to represent cities that do not
support the city attorney’s adherence to these principles
Principle 10 (Professional Development). The city attorney should contribute to the
profession’s development by improving his or her own knowledge and training and by assisting
other public agency attorneys and colleagues in their professional development.
Explanation. For city attorneys to remain a vital, positive part of municipal government,
members of the profession should take affirmative actions to advance respect for and
proficiency by its practitioners.
Examples
1.
City attorneys have a strong tradition of assisting their colleagues through formal
or informal sharing of their knowledge and expertise, including active participation in the
League of California Cities, the State Bar and a local municipal attorney group or bar
association. This tradition also includes sharing of research and opinions when consistent
with protecting client confidences.
2.
The city attorney should continually strive to improve his or her substantive
knowledge of the law affecting municipalities through presenting or attending appropriate
educational programs.
3.
The city attorney should keep in mind the dynamic nature of municipal law and
update his or her understanding of the law on an issue, rather than relying on past
knowledge.
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