
Building a better 
board
Presented by:   Marty Rehbein, City Clerk

CITY OF MISSOULA BOARD MEMBER TRAINING 
PROGRAM



Thanks for your service!



Board Member 
Handbook/Resources
http://www.ci.missoula.mt.us/430/Board-Member-Handbook

http://www.ci.missoula.mt.us/430/Board-Member-Handbook


Areas we'll cover:
Governance

Developing a productive board environment

Conducting effective meetings



Governance
N EV E R  D O U BT  T H AT  A  S M A L L  G RO U P  O F  T H O U G H T F U L ,  CO M M I T T E D  
C I T I Z E N S  C A N  C H A N G E  T H E  WO R L D.  I N D E E D,  I T  I S  T H E  O N LY  T H I N G  
T H AT  EV E R  H A S .   MA RG A R E T  MEA D



Mission
What is your board's mission?  

How do you use it?

Tools:

Goal setting

Periodic self-evaluation 

Presenter
Presentation Notes
Where to look for guidance--state laws, local ordinances, plans, founding documents
Successful boards spend time at regular intervals focusing on their mission and goals, where the board is headed, how to get there, monitoring their progress, evaluating outcomes—strategic planning.




Roles
With the elected officials

With Staff
◦ Is there a clear and broadly 

understood distinction 
between where the board's 
role ends and staff role 
begins?



Board Responsibilities
Ordinance/resolution

Statute

Bylaws

Directives from the governing 
body/appointing official

Presenter
Presentation Notes
Ordinance/resolution
Establishing the board
Planning document directives




Bylaws and rules
Know your bylaws

Available during your meetings

When the going gets tough…

Robert's Rules and Bylaws 
Resources—
◦ Your Staff
◦ City Attorney
◦ City Clerk
◦ Robert’s Rules cheat sheet

http://www.ci.missoula.mt.us/DocumentCenter/View/33686


Accountability
Self-evaluation

Reporting to governing 
body/Mayor

Appointment process



Ethics
INTEGRITY IS DOING THE RIGHT THING EVEN 
WHEN NO ONE IS WATCHING. C . S .  L E WI S



Ethics
Represent

Public Benefit

Collaboration

Trust

Transparency

Presenter
Presentation Notes
Represent
Take into account the interests of all people served by your board.
Public benefit
Avoid using the board or service on it for personal advantage or for the individual advantage of your friends or supporters.
Collaboration
Approach issues with an open mind, a willingness to collaborate to address issues, and be prepared to make the best decision for Missoula.
Trust
-Do nothing to violate the trust of the City's elected officials, citizens, fellow board members or staff
Transparency
Conduct board business in the sunshine.



Conflict of interest
Legal
◦ When there is personal or business 

financial influence, benefit or 
detriment at stake

◦ When the action adversely affects a 
competitor.

◦ See Legal Opinions in Board 
Handbook online

Perceived

Presenter
Presentation Notes
Legal--
2-2-205
	 (4) When a public employee who is a member of a quasi-judicial board or commission or of a board, commission, or committee with rulemaking authority is required to take official action on a matter as to which the public employee has a conflict created by a personal or private interest that would directly give rise to an appearance of impropriety as to the public employee's influence, benefit, or detriment in regard to the matter, the public employee shall disclose the interest creating the conflict prior to participating in the official action. �     (5) A public officer or public employee may not perform an official act directly and substantially affecting a business or other undertaking to its economic detriment when the officer or employee has a substantial personal interest in a competing firm or undertaking.



Conflict of interest
What to do (legal)
◦ Disclose conflict publically prior to 

official action

What to do (perceived)
◦ Disclose
◦ Abstain from vote/participating in 

debate

ABSTAIN!



Special rules for land use 
matters
When private property rights are 
at stake on subdivisions, zoning 
and/or other land use projects, 
board members assume a quasi-
judicial role:
◦ Board members must maintain an 

appearance of fairness (See Legal 
Opinion Board Member Handbook 
online)

◦ Avoid ex parte communications 
(See Legal Opinion Board Member 
Handbook online)

Ex 
Parte

http://www.ci.missoula.mt.us/ArchiveCenter/ViewFile/Item/1772
http://www.ci.missoula.mt.us/ArchiveCenter/ViewFile/Item/505


Ethics and Conflicts of Interest
Resources for advice/help:
◦ Legal Opinion
◦ City Attorney's office
◦ Montana Code Annotated--Title 2, 

Chapter 2, Part 1
◦ Missoula Municipal Code--Chapter 

2.88

http://leg.mt.gov/bills/mca_toc/2_2_1.htm
http://www.ci.missoula.mt.us/DocumentCenter/Home/View/1025


Developing a 
Productive Board 
Environment

T H E  T R U E  C I V I L I Z AT I O N  I S  W H E R E  EV E RY  M A N  G I V E S  TO  EV E RY  OT H E R  
EV E RY  R I G H T  T H AT  H E  C L A I M S  F O R  H I M S E L F.    RO B E RT  I N G E RS O L L



Build Trust/Respect
Attend meetings and request to be 
absent if you have a conflicting 
obligation

Arrive on time and be prepared

Professional demeanor

Active listening

Constructive debate

Respectful dissent

Joy, humor and satisfaction



Develop a productive 
environment
Personal strategies for civility
 Wait to be recognized by the chair before 

speaking
 Separate people from the problem
 Obtain the facts
 Limit personal misunderstandings
 Use fair processes
 Be open for opportunities to understand, 

compromise, persuade, or be persuaded

You must be the change 
you wish to see in the 
world.
Mahatma Gandhi



Develop a productive 
environment
Presiding officer's role:
◦ Set the tone of civility up front
◦ Be fair and impartial
◦ Polite reminders urging civility
◦ Recognize speakers

Board/staff role:
◦ Model civil behavior
◦ Support the chair's efforts to 

maintain civility
◦ Wait to speak until recognized by 

the presiding officer

Introduce the item:  We have an agenda item that has 
generated a great deal of interest.  I'd like to start the 
meeting by saying that we want to hear from 
everyone, and the board members would like the 
meeting to proceed in a thoughtful, respectful, 
productive manner.

Presenter
Presentation Notes
Good practice:  The presiding officer can keep a running list of requests to be recognized and periodically update the board on the order.   “We have Ms. Jones next, Mr. Smith I have you next, then Ms. Brown and Mr. Johnson.  Ms. Jones, you have the floor.”  

Direct questions to staff and the public through the chair:    
Ms. Jones:  “I have a question for Sally Staff person. What did we spend on this last year?”
Presiding officer:  “Sally?”
Sally Staff person:  “Thanks, the dollar amount listed on the proposal is the same as what we spent last year.”
Presiding officer:  “Ms. Jones, do you have anything else? No.  Okay,  Mr. Smith.”
Mr. Smith:  “….”




Develop a productive 
environment

Promote civil dissension
◦ Model civil behavior when you 

discuss issues
◦ Speak to the issue directly 
◦ Avoid interrupting a speaker
◦ Avoid emphatic language (always, 

never)
◦ Avoid escalating uncivil dissension 

(loud talk, non-verbal cues, 
sarcasm, zingers)

◦ Avoid monopolizing the debate
◦ Avoid personalizing the debate 

(you must be crazy to think….)
◦ Seek points of agreement and 

build compromise.



Develop a productive 
environment
Establishing ad hoc groups, task 
forces, working groups, 
subcommittees, etc
◦ Purpose
◦ Scope
◦ Membership/voting privileges
◦ Timeframe
◦ Decision-making structure
◦ Public notice/agenda/minutes 

rules apply



Effective meetings

Develop an agenda

Provide public notice

Ensure participation for members 
of the public

Maintain a respectful atmosphere 
and keep the discussion on topic



Effective meetings
Rights and responsibilities at stake 
in a public meeting
◦ Open meeting—liberal 

construction
◦ Right to know
◦ Public notice
◦ Right to participate
◦ E-mails/web 2.0, social media, oh 

my!  
◦ Legal Opinions—Board member 

handbook:
◦ Open meeting, public participation
◦ E-mail, e-mail voting, etc.

http://www.ci.missoula.mt.us/ArchiveCenter/ViewFile/Item/2500
http://www.ci.missoula.mt.us/ArchiveCenter/ViewFile/Item/5961


Effective meetings
Develop the agenda with your 
staff.

◦ Identify topics
◦ Talk with staff, other 

board members, and 
interested parties

◦ Meeting logistics/notice
◦ Time management
Presentations 
Issue complexity
Public interest
Agenda order



Effective Meetings
Suggested order to take a matter 
up:
1. Staff presentation or other 

introduction to the agenda 
item (if necessary)

2. Other presentation 
(Developer, applicant, 
appellant, etc.)

3. Board questions
4. Public Comment
5. Parliamentary debate (if 

necessary)
6. Vote (if necessary)



Effective meetings
Public comment
◦ Public comment on items not 

on the agenda (state law)
◦ When to invite public comment 

during the meeting
◦ After a motion & before 

debate
◦ Reasonable speaking limits are 

permitted.
◦ Have speakers queue up for 

larger meetings
◦ Put people at ease
◦ Thank you



Effective meetings

Motions—a great tool to focus 
discussion of an issue
◦ Affirmative motions are 

easier—A yes vote means yes 
and a no vote means no.

Chair may call for a motion & a 
second then call for public 
comment.



Effective Meetings



Effective meetings
Chair participation
◦ A little participation is okay
◦ Chair may consider passing the 

baton to participate 
extensively.



Effective meetings
Debate
◦ Staff and citizens may be called 

on during debate to answer a 
question or offer a clarification. 

◦ Tips to encourage the pace of 
debate

◦ Tips to focus debate on the 
motion



Effective meetings
Voting
◦ Bringing debate to a close
◦ Voice vote
◦ Roll call vote

Announce the results

The motion 
carries.



Questions?
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