
 
 

 

CITY COUNCIL STUDY SESSION AGENDA 

               Meetings: 8:00 AM 

Saturday, February 5, 2022 

  

City Council Chambers ♦ Second Floor ♦ 112 West Cass Street ♦ Albion, MI  49224 

   

___________________________________________________________________
__  

  

PLEASE TURN OFF CELL PHONES DURING MEETING 

   
Page 

 
 I. CALL TO ORDER 

 
 II. PLEDGE OF ALLEGIANCE 

 
 III. ROLL CALL 

 
 IV. ITEMS FOR INDIVIDUAL DISCUSSION 

 
2 - 14  A. MML COACH WORK SESSION 

 
Report of generated ideas from 12.04.2021 

 
 V. PUBLIC COMMENTS 

(Persons addressing the City Council shall limit their comments to no more than three (3) 
minutes. Proper decorum is required.) 

 
 VI. CITY MANAGER REPORT 

 
 VII. MAYOR AND COUNCIL MEMBER COMMENTS 

 
 VIII. ADJOURN 
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City Council Team Building Session 

Becoming a High-Functioning Leadership Team 

December 4, 2021 

Report of Generated Ideas 

 

 

 

OVERVIEW OF PLANNING PROCESS 

 

The Albion City Council, Mayor, and City Manager scheduled a study session to 

focus on their continued growth as a team, capable of serving the City as a 

collaborative, high-functioning team. 

I commend the Council for deciding and taking action to focus on their 

effectiveness as a team and their partnership with the City Staff. This investment in 

team development supports growth in becoming a high-functioning City 

Leadership Team.  I also commend the focus and work in covering a lot of 

ground and having productive conversations in a short, one-day session.   

Work led the council to: 

 Understand of the phases of team development  

 Review behaviors of individuals and groups as they develop into a team, 

navigating the rough waters of each stage, progressing toward results    

 Understand the dangers of falling into the common dysfunctions of teams 

 Increased clarity about roles and responsibilities: WHAT IS and WHAT IS NOT  

The importance of STAYING IN YOUR LANE, based on the City Charter 

 Establish and commit to a Standard of Excellence (operating guidelines) 

 An increased understanding of what is expected and needed from each 

other to work at high capacity 

 The benefits of being a collaborative unit in partnership with the City 

Manager and Staff 

 The importance of intentionally creating a culture that will encourage civil 

debate, welcome diverse opinions, solve problems, achieve results,  and 

leave a legacy 

 The importance of problem solving rather than arguing because of diverse 

opinions, making decisions based on data 

 Commitment to implement lessons learned 

 Clarity about the best next steps 
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This document contains the essence of the productive conversations and the 

captured Council’s generated ideas.  

 

The design of the day’s conversations based on these premises:  

 

 The city council, working together effectively with the staff and city 

manager, will better meet the best interests of the municipality.  
 

 Being a member of the council means assumption of greater and different 

responsibilities than that of an individual citizen AND being a member of a 

leadership team requires a different skill set than being an individual leader. 

  

 Being a member of the city council means creating and implementing 

policies that will impact the real day-to-day lives of residents in the  

immediate and future direction of the City.  

 

 The culture (intentional or unintentional) created by the city council will 

leave a legacy that will last decades beyond their service. 

 

 High-performing results are achieved when a high-performing team works 

together effectively, with an understanding of: 

 parameters of their city charter 

 roles and responsibilities  

 standards of behavior 

 expectations of each other 

 

 

 

Objectives / Anticipated Outcomes (establish and agreed upon) 

  

 Who are we? What is our job? What is our role, our responsibilities, the work 

we are responsible for and where we’re “out of our lane” according to our 

City Charter. 

 What are our ground rules (or Standards of Excellence) so we intentionally 

lead together, modelling effective behaviors for our citizens. 

 How do we handle conflict? What is working and what isn’t. 

Review a problem solving model: a structure to collectively solve 

problems rather than engage in arguments based on conflicting opinions. 
 What are our expectations of each other? What do we need and expect 

from each other to work together, effective, in the best interest of the City? 

 What are our next steps? What do we need to dig into deeper before 

scheduling a work session with the City Staff to further discuss our ability to 
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effectively continue our growth as the City Leadership Team (City Council, 

Mayor, City Manager, and Staff).  

INTRODUCTIONS 

 

“Why I chose to serve” was asked as the first question in the introductions. Reviewing 

the responses below it is clear that common ground among the council members is: 

as life-long residents, all share their love, passion, and commitment for the City.  

 

I chose to serve because . . .  

 I love this city and the people I with work here  

 I’m a lifelong resident who loves this City and it’s my time to contribute 

 I’m a lifelong resident who raised my family here. I’ve always wanted to be 

civically engaged. Now that my children are no longer at home I have to time 

to focus on serving  

 As a lifelong resident I’ve seen the City’s highs and lows and want to be a part 

of the community that presses our City forward 

 I come from a strong family history of public service commitment. I want to be 

a part of making the City a wonderful city and shepherd the City forward 

 The community has helped me become who I am and in what I’m passionate 

about 

 I’m a lifelong citizen, raised my children here, and have great compassion for 

the City 

 I perceived people not receiving needed information, like how to lower their 

taxes, so I chose to serve to get the information needed and share it 

 As a lifelong member of the Albion community I’m a product of “It takes a 

village to raise a child” and giving back is important to me 

 I grew up in the City during integration. I had a bad experience with a City 

project that damaged my property and my response was to run for the 

council and have that fixed. I try to make a positive contribution 

 

INTRODUCTIONS continued 

The next question answered in the introduction:  

ONE critical attribute of an effective member of a high-functioning leadership 

team: 

 Ability to listen, really listen, without interruption, judgment of what is being 

said, assumptions, or investing thinking in one’s response rather than fully 

investing in what the speaker is saying.  

 Can’t listen and create response in one’s head at the same time. Listen as a 

learner to truly absorb what the person is saying 

 Ability to empathize and understand 

 Understand how the system works before trying to change it 

 Understand people. Speak with them and work with them from where THEY 

are, including the language we use with them. 

 Be curious. Always ask “why” especially to find inefficiencies. “Why” to get 

to root cause of a problem, the reason for an opinion, what might be 

“underneath” what’s being stated. 
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 Honesty and integrity 

 Communication, which is the best way to share knowledge 

EXPECTATIONS: Today, my time, energy, and intelligence will be invested wisely if: 

 

 We leave with a better understanding of working together 

 We can achieve some unification of the board 

 We understand our role and responsibilities and collaborate better as a 

council 

 Identify times and ways we currently have created an ineffective, 

dysfunctional working environment and relationships that makes it feel 

“unsafe” rather than “welcoming/encouraging” to share  

 DO NOT WANT to leave with COLLECTIVE AMNESIA, meaning we leave 

today with a sense of “cumbia” only to return to our previous state of 

dysfunction, not leaving behind that which doesn’t serve us or the City, and 

not moving forward with new standards, new expectations - not 

implementing what we’ve discussed, learned, and agreed to.  

 To leave today and hold ourselves accountable 

 Self-correction to better understand and communicate 

 Tools to have effective and productive sessions; problem solving 

mechanisms 

 Be receptive and open to what is being said 

 At future meetings: that we remember to HEAR each other, with healthy 

respect 

 

Five Dysfunctions of a Team    - Patrick Lencioni    (handout provided) 

The true measure of a team is that it accomplishes the results it sets out to 

achieve. To do that on a consistent, ongoing basis, a team must overcome 

dysfunctions by embodying the behaviors described for each one. 

 

Understand the 5 dysfunctions and work to build upon trust that will allow civil and 

respectful debate, leading to collaborative commitment, including the 

commitment to hold self and others accountable . . . the path to results.  

 

#1:  Absence of Trust 
Members of great teams trust one another on a fundamental, emotional level, and they are 

comfortable being vulnerable with each other about their weaknesses, mistakes, fears, and 

behaviors.  They get to a point where they can be completely open with one another without 

filters. This is essential because . . . 

 

#2:  Fear of Conflict . . .  
Teams that trust one another are not afraid to engage in passionate dialogue around issues and 

decisions that are key to the organization’s success.  They do not hesitate to disagree with, 

challenge and question one another, all in the spirit of finding the best answers, discovering the 

truth, and making great decisions.  This is important because . . . 
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#3:  Lack of Commitment . . .  
Teams that engage in unfiltered conflict are able to achieve genuine buy-in around important 

decisions, even when various members of the team initially disagree.  That’s because they ensure 

all opinions and ideas are put on the table and considered, giving confidence to team members 

that no stone has been left unturned. This is critical because . . .  

 

#4:  Avoidance of Accountability . . .  
Teams that commit to decisions and standards of performance do not hesitate to hold one 

another accountable for adhering to those decisions and standards.  What is more, they don’t 

rely on the team leader as the primary source of accountability. They go directly to their peers.  

This matters because . . . 

 

#5:  Inattention to Results . . .  
Teams that trust one another, engage in conflict, commit to decisions, and hold one another 

accountable are very likely to set aside their individual needs and agendas and focus almost 

exclusively on what is best for the higher cause.  They do not give in to the temptation to place 

their department, career aspirations, or ego-driven status ahead of the collective results that 

define success. 

 

 

Five Stages of Team Development  (handout provided) 

 

Unrelated group of people comes to together and passes through phases to 

become an effective company, organization or working unit.  All relationships, 

therefore teams, run through this process, including municipal governing teams.  

The “FORM” framework is commonly used to examine the behavior of groups of 

individuals as they develop into a team.  The forming theory states that regardless 

of the length of time together, the group will progress through these five stages: 

Forming, Storming, Norming, Performing, Adjourning.  Groups become successful 

teams because they effectively navigate the rough waters of each stage 

progressing toward results.       

 

As we move through the stages of building a high performing team, we must 

constantly guard against the most inhibiting dysfunctions.  Living within a 

defective environment will hinder forward progress, success and prosperity. 
 

A. Forming 

This is the orientation period, where there may be some anxiety and confusion.  People 

are feeling each other out, asking questions, Who Are We?  How Do We Do the Work?  

How will I fit, Can  we do the job?  A strong focus on trying to define the goal/the reason 

we are in the room together and how tasks are allocated.  People begin to think about 

the role they will be playing in this group.  

 

For the team to move through this phase well it is critical that roles and responsibilities are 

intentionally called out and agreed to together. 

 

Group Characteristics  

 Limited awareness or knowledge of task   
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 May not have all the skills required   

 Not much risk-taking 

 Hesitant to propose new ideas 

 Individual positioning 

 

B. Storming 

Conflict occurs in this stage.  It is inevitable and unavoidable.  Issues of leadership, 

power, influence and control are at hand.  Group members compete for status and idea 

ownership.  They may disagree with each other, leading to frustration and conflict.  

Questions are, “How much influence do I have?” and “How much power does s/he 

have?”  The ability to manage group conflict and learning how to solve problems must 

be tackled to move forward effectively.  

 

The ability to listen and be respectful must be learned and enforced and a way for all 

members to be heard must be found. 

 

Teams who cannot get through this stage will find it nearly impossible to complete 

projects; morale and motivation will suffer.   

 

Group Characteristics 

 Hidden agendas start to surface   

 Different interpretation of facts  

 Questioning of decisions   

 Absenteeism 

 Little progress on desired outcomes 

 

C. Norming 

The group begins to function more as a team.  Norms of behavior are established and 

functional relationships develop.  When disagreements occur, negotiation resolves them.  

Group members understand individual strengths and weaknesses and are moving 

toward interdependence. 

 

The team has agreed on team rules and processes and can focus on getting the job 

done.  Significant progress begins. 

 

Group Characteristics 

 Group is coalescing     

 Group begins to focus on the desired outcomes 

 Members encourage each other, recognize and respect differences  

 Open communication increases, effective feedback given 

 Members express feelings of satisfaction  

 

D. Performing 

The group is maturing and working as a cohesive unit at the highest level.  Not every 

team makes it here. At this stage the group can accomplish big hairy audacious goals! 

Achieve changes in culture and move on to Strategic Visioning! 

 

 They are focused on results and achieving the highest productivity possible.  Conflicts 

are resolved based on clearly established norms.  Interdependence has grown.  

Members trust each other and are highly motivated to reach goals. 
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Team can revert back to the forming stage if a new member joins or the storming stage if 

a member goes rouge.   

 

Group Characteristics 

 Group members continue to work within each other’s strengths and 

weaknesses 

 Low turnover, good attendance 

 Group works without guidance    

 Open communication with high degree of support even when opinions differ 

 

E. Adjourning 

The meeting is over, the project is completed.  The original group may break up.  Time 

should be taken to recognize the work that has been accomplished and the 

contributions that each individual has made.  Also time to recognize the group’s 

performance.  Capture learnings so that future groups may benefit from the experience 

of this one. 

 

Group Characteristics 

 Reluctance to leave 

 Desire to do more 

 Interested in celebrating accomplishments 

 

 

 

APPLYING THE FIVE STAGES OF TEAM DEVELOPMENT 

 

FORMING:  Roles and Responsibilities 

To successfully deliver services to citizens, the leadership team must work together 

as an effective partnership. To get there, everyone needs to understand their 

unique, critical role & responsibilities, including what IS NOT included in your lane.   

 

 

Participant’s responses to: 

 

Role & Responsibilities of the City Council 

RESPONSIBLE FOR THE: WHAT AND WHY 
 

 Hear and represent our constituents 

 Legislation and policy; set direction  

 Liaisons of information throughout the City (boards and committees) 

 Inform the public 

 Champions of initiatives, goodwill, and hope 

 Problem solving, assist / conduit of information 

 Set vision that represents the community 

 Ratify the budget 

 Evaluate City Manager and City Attorney 

 Appointment of Boards 
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The Role and Responsibilities of the City Manager 

LEADS the who, how, when and at what cost 

 

 Runs City operations (staff, etc) 

 Attends board meetings 

 Works with individuals on a government level 

 Works with public 

 Receives information to give City Council to make informed decisions 

 Works on preparing a budget to provide for council 

 Policy recommendations 

 Safety issues 

 Enforcement of city ordinances 

 Appoints emergency preparedness coordinator 

 Any orders provided by council 

 City manager and council: partnership 

 

 

Role and Responsibilities of the Staff  

RESPONSIBLE for the who, how, when and at what cost 

 

 Uphold and follow all City policies and procedures 

 Perform their assigned duties, the role of their specific position 

 Follow direction of city manager 

 Ambassadors of the City 

 Report irregularities in internal controls, following reporting guidelines 

 

STORMING 

Conflict typically surfaces in this phase of team development. The ability to listen 

and be respectful must be learned and enforced. A way for all members to be 

heard must be found. 

 

Disagreement is a part of life. Civil, healthy disagreement can lead to a solution 

that may not have been discovered by a singular thought process, no matter 

how informed any one person is. Working through disagreements is one of the 

most important and classic signposts of a high-performing team. 

 

Out-right conflict causes communication to weaken, exacerbating already 

complicated and difficult problems leading to even greater stalemate.  Conflict 

is often loud and disruptive, insulting and demeaning.  (No wonder it has a bad 

name.) The Truth is: Loud is only loud, rude is only rude, and your citizens never 

confuse it with right. 

 

Page 9 of 14



Page 9 of 13 
 

Teams who cannot get through this stage will find it nearly impossible to complete 

projects; morale and motivation will suffer.   

 

PROBLEM SOLVING Rather Than CONFLICT in the Face of Differing Opinions 
 

All good problem-solving crews move through similar five (5) basic steps (handout provided) 

At first, it takes a conscious effort to walk through the process; however, eventually, teams no 

longer have to define the steps because they have been doing it so long: 

1. Define the problem  

 What is the real issue 

 Hidden Agendas/unspoken value may play a role; don’t dismiss this step  

 Determine the yardstick against which to measure possible solutions, like  

 Affordability 

 Doable, practical 

 Time sensitivity:  immediacy or flexible deadlines 

 Reminder of overriding values 

2. Brainstorm possible options 

 Everyone speaks without debate 

 All ideas are welcome 

3.  Test the options against the yardstick (strengths and weaknesses of options) 

 Furthering collateral goals/objectives 

 Resource costs 

 Time 

 Practicality 

 Negative impact(s) 

 Inter-relationships 

4. Build consensus around the best possible option 

 Learning to build consensus is a trained skill 

 It is the “art of getting to yes 

 Not bargaining 

 Not compromise 

 Not a simple majority wins 

 Reduce the brainstormed list 

 Merging and edits are accepted 

 Multi-voting, clarifying, nominal choices can help 

 Creation of a “3rd” alternative from 2 existing 

 Get consent to best possible option that people can agree on and get behind 

 Does not require unanimity  

 Best for most 

 One that everyone can live with knowing everyone has been heard 

and options analyzed 

 One everyone can get behind and move forward at least “for now” 

5. Debrief and Evaluate (Continual Evaluation is a team process.)  Here’s what 

evaluation looks like 

 Here’s what we agreed we would do: restatement of issue and solution  

 Here’s what happened: measurable outcomes 

 Here’s what we could have done better 

Page 10 of 14



Page 10 of 13 
 

 

 

Remember the importance of in-advance-preparation for regular Council meetings, 

specific to the enumerated action items on the Council agenda. Before the meeting, 

ask questions and interact with the staff to address concerns before the meeting, so 

the meeting can be devoted to deliberation and debate of a proposal. The meeting 

is not the time to gather questions. There will be times when questions come up; 

however, the standard needs to be to exhaust your questions and to raise your 

concerns in advance of the meeting.  To be prepared, consider study sessions 

before appropriate regular Council meetings.  

 

When we address issues directly as they arise by communicating clearly and 

respectfully conflict/disagreement can play a constructive role in problem solving.  

 

 

NORMING 

In this stage of development the group can begin to function more as a team.   

This stage of team development is about creating NORMS of Behavior:  Acceptable 

standards of behavior that every high-functioning team adopts to help them move 

through any chaos or confusion and become more effective and productive. 

 

When the team has agreed upon team rules and processes and can focus on 

getting the job done, significant progress begins.  Participants established, agreed 

upon, and committed to (signed-on for) the following: 

 

City of Albion Council STANDARDS of EXCELLENCE:  How We Behave 

 

We will use these behaviors                                    We will NOT use these behaviors 

 

Listen with no interruptions                                        Interrupt other; talk over people  

Offer undivided attention                                         Distracted – phone usage, etc                                 

Remain curious & open minded                              Shout, bang on table 

Ask questions for clarity, inquire                               Use a tone that creates negative 

Body language that welcomes                               Body language that dismisses 

- Eye contact                                                           - Rolling eyes 

- Nodding                                                                 - “Hurry up” nodding 

- Smile                                                                       - Inappropriate smiling 

- Open body language                                         - Closed body language 

Respect, honor                                                         Disrespect 

Be prepared                                                              Come to meetings unprepared 

Language / choice of words                                  Language / choice of words 

- Use understandable language                         - Profanity, threats, name calling 

Be receptive to feedback                                       Not holding ourselves and each   

Take notes to remember & “honor” speaker          other accountable 

Remain silent when not public comment 

Honesty in our language, specific & neutral 
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Point of order 

 

PERFORMING 

 

In the performing stage, teams are functioning at a very high level. The focus is on 

reaching the goal as a group. The team members have gotten to know, trust, and 

rely on each other. 

 

Not every team makes it to this level of team growth; some teams stop at Stage 3: 

Norming.  

 

Performing Teams are highly motivated to get the job done. They can make 

decisions and problem solve quickly and effectively.  When they disagree, the team 

members can work through it and come to agreement without interrupting the 

project's progress.  

 

Even in this stage, there is a possibility that the team may revert back to another 

stage. For example, it is possible for the team to revert back to the "storming" stage if 

one of the members starts working independently or goes rogue.  Or, the team 

could revert back to the "forming" stage if a new member joins the team.  

 

How do you know when you have reached this stage?  One of the guideposts is that 

members are regularly meeting each other expectations and/or standards of 

performance.  YOU CANNOT EVALUATE PERFORMANCE IF YOU ARE NOT CLEAR 

ABOUT WHAT THAT PERFORMANCE SHOULD LOOK LIKE!   

 

APPLYING the Move Toward Performing: What do we expect/need from each other? 

 

Council members to Council Members - This is what we do exceptionally well: 

 

 Show concern for our citizens 

 Attendance 

 Take responsibility seriously 

 Bring in feedback 

 Our willingness to improve 

 

What I need / expect from my fellow Council Members: 

 

 Share more information 

 Increased two-way communication 

 Increased respect (both groups reported this need/expectation) 

 Grace 

 Come to meetings prepared; ask questions, get informed before meetings 

 Council members seek out City Manager meetings for I on 1 time 
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 Honesty 

 Integrity 

What does our City Manager do exceptionally well? 

 Good relationship with staff 

 Empowers staff 

 Good public relations with stake holders 

 Well prepared for meetings 

 Preparing the budget 

 Responding to inquiries 

 

What we need/expect from our City Manager to do our jobs even better: 

 More feedback from community relations 

 Conduct public “coffee with city manager” sessions 

 More proactive about orientation, including written instructions for roles and 

responsibilities  

 Provide hardcopy, written information to those who need it; ALL AGES, 

accessibility and audio 

 

 

ONE THING I WILL DO DIFFERENTLY AS A RESULT OF TODAY 

 

 Work to give effective feedback 

 Ask more questions 

 Work on my solid “center” 

 “Mine” for conflict: How are my colleagues thinking? 

 Come to meetings even more prepared: Review the packet & call City 

Manager 

 Continue to work on one-on-one relationships 

 I’ll be a bit more pointed with my legal advice 

 Stay positive and improve where I’m not positive 

 

 

NEST STEPS 

 

 Council to hold themselves accountable for living the agreed upon Standards 

of Excellence they all signed-on for in the December 4 session, especially 

during Council meetings. 

 

 Council to schedule study session(s) to briefly reflect on their behaviors in 

alignment with their agreed upon Standards of Excellence and if necessary, 

give each other productive feedback on needed changes for improvement.   

 

 REMEMBER: feedback is not critical!  Feedback is helping another look into 

their mirror to see what could make them even more effective.  Think solutions, 
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offered with respect and “grace,” not criticism offered with judgment . . . all 

based on adherence to the agreed upon Standard of Excellence. 

 

 Schedule a City Council half day session for early January. Council members 

and City Manager will review this document to be prepared for our next 

session. 

 

 Schedule a City Leadership Team in late January to share work done and 

progress made (and attempting to be made) by the Council to become a 

high-functioning team with the City Staff and gracefully invite them to work 

together in the process. 

 

 Goal Setting: Discuss the creation of a Blueprint for productive City Council 

annual goal setting in partnership with the City Manager and Department 

Heads (City Council, City Manager, and Department Heads comprise the City 

Leadership Team). 
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