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The Australian Institute of Company Directors is committed to excellence in governance. We make a positive
impact on society and the economy through govermnance education, director development and advocacy.
Our membership of more than 45,000 includes directors and senior leaders from business, government and
the not-for-profit sectors.

Executive Summary

In October 2019, the Ausiralian Institute of Company Directors {AICD) cammenced a review of the
gavernance activities and arrangements relating to the City of Melville.

Members of both the council and management for the City of Melville were sent an online survey to
complete, which included a set of governance statements {47 for the council member group and 53 for
the management group). In addition, oll survey participants were asked two supplementary questions
seeking suggestions for improving council effectiveness and proposed topics for discussion surrounding this
review.

Of the eighteen individuals (thirteen council members' and five members of management) invited to
participate in the survey, eleven council members {85%) and all five members of management (100%)
completed it. The results in this report have been distiled from their responses.

Breckdown of 9s3235ments

The ossessment scale ranges from 1 {being "underdeveloped”), to 5 {being "mature™}. COverall, 55% of the
aggregated individual assessments from both the council member and management groups were either
“mature” or “sound”. Council members ond management gave the same propertion of "mature”
assessments (23%) but management did afford a higher proportion of “sound” assessments (35%, as
apposed to council members' 30%). The average score based on all cauncil member assessments was
3.36 (in the “passable” range), while the comparable figure for management participants was 3.55 {in the
"sound” range}.?

Highasr and lywasl scoring siatemenis

Those statements that received the highest average cauncil member participant scores related to the
following:

+ Role of the Council (Statement #46) — {average score of 4.91).

s Indlvidual (Statement #1) = (average score of 4.73}.

s Council Meetings (Statement #45) —{average score of 4.34).

s Council Information (Statement #44) — {average score of 4.27).
s Risk {Statement #13) — faverage score of 4.18].

s Performance Focus (Statement #22) — {average score of 4.18).

! Council members are defined fo include the Mayor and the Deputy Mayar,
2 Unless otherwise stated, all scores referred ta in this report have been calculated out of 5.
3 These statements have been summoarised 1o aid the reader. To view the full staternent, see Appendix A,
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Those staternents that received the highest average management parficipant scores related fo the
following:

Role of the Council [Staterment #4) — {average score of 4.80}.
Councll Meetings (Statement #41) = {average score of 4.60}.
Council Meetings {Statement #45) — ([average score of 4.60).
Council Information (Statement #47) — {average score of 4.60).
Council Information (Statement #52) - (average score of 4.60).

Integrity Issues (Statement #40) — (average score of 4.60).

The statements that received the lowest scores from council members, related to the following:

Council Culture & Dynamics {Statement #33) - (average score of 2.09).
Integrity Issues {Sfafement #59) = {average score of 2,18).

Council Culture & Dynamics (Statement #40) —{average score of 2.27).
The Council & the CEO (Statement #15) ~ faverage score of 2.36/.
Individual (Statement #3) - {average score of 2.45).

Council Culture & Dynamics (Statement #36) - faverage score of 2.45).

Those statements that received the lowest management scores related to the following:

Council Culture & Dynamics (Statement #40) - (average score of 2.20).
Council Culture & Dynamics (Statement #33) - {(average score of 2.40).
Council Culture & Dynamics (Statement #434 — (average score of 2.40).
Council Culture & Dynamics (Statement #34) — {average score of 2.40).
Council Meetings (Statement #42} — (average score of 2.60),

Integrity 1ssues (Statement #59) — (average score of 2.60).

FOCUS Qreds

The following focus areas were identified where there was a “cluster” of participant feedback. The council
may consider it worthwhile exploring whether other council members share these views.

Council Dynamics (Culture; Relatianship with management; Role of governance versus
management and delegations of authority)

Role Clarity and council members representing the community as a whole

Council Effectiveness {Councillor preparedness; Meeting environment; Quality of information;
Effectiveness of deliberation; Decision making; Bias in decision making)

Accountability and Oversight of the Council (Strategic planning; Palicy and review implementation;
Financial reporting)

Page | 4
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Stakeholder Engagement (Communication of strategy to the community; The local government
‘image’ promoted to the community; Maintaining confidentiality).

The council may wish to consider exploring the extent to which there is room for improvement in these

daredas.

Participant suggesiions

Various suggestions by participants, whether in response to the statements we presented or the
supplementary guestions, included the following:

Strategic Planning - A team building program to help with strategic direction; Strategic
engagement of key stakeholders; Increase collaborative sessions between elected members and
management

Decision making = Discuss citizen centric decision making; Involvement of elected members earlier
in decision making processes; Improvement of processes around consultation

Council Dynamics = Team building opportunities could be useful; Mayors approach to meeting with
individual members regularly; Effective engagement between the elected members; Greater
fransparency in dealing of knowledge from Mayor fo Councillors

Council Meetings = Time limits for meetings; improvement of cumrent environment; potential
standards panel involvement; style of questioning from council members

Delegation of Authority - greater understanding of operational boundaries required {council
member suggestion)

Communication with the community = personal profiles for greater visibility in the public {council
member suggestion)

Possiblz starting poinds Far diszussion

Those topics identified by council members as their highest pricrity for a discussion surrounding this current
review included the following: {further discussion points are also outlined in the report).

How to best represent the Melville district as a whole;
Diversity of opinion, and how to have respectful discussions and maintain an open mind;

The community's ‘perspective’ and the improvement of engagement and the perception of this
engagement;

The ethics and bias within the council;

How to reduce the unforeseen circumstance of the decisions that council makes.

Those topics proposed by management as their highest priority included the following.

The role of Council versus the role of elected members;

Communication and Collaboration; How to contribute constructively to the running of an efficient
and effective councit meeting process;.

Appropriate decision-making processes for elected membaers;

Development of a stakeholder engagement plan.

Page |5
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Introduction

This report was written in the context of focusing on individual feedback from members of the City of
Melvile's council and management regarding its governance atiributes.

For the sake of clarity, we note:

s this report does not represent an external assessment — rather the approach is one of “guided”
seff-assessment, reflecting the views of the survey participants.

« this report should be read in conjunction with the “Ceonfidentiality, Disclaimer and Copyright
Nofice", located at the end of this report.

« this report concludes on page 34, and following on are Appendices A, B, C and D which are
included for completeness.

Approgach

Council members, and members of the management of the City of Melville were invited to participate in
an online governance survey focusing on various aspects of council performance. The council member
survey comprised two parts — the first containing a set of 67 “good governance” statements and the second
consisting of two supplementary questions with free text boxes. All good governance statements also
allowed for comments to be made in response to the statement.

The statements in the first part of the survey related to

¢ individual council « the Deputy Mayor/Deputy President

members . }
= council culture and dynamics

« role of the councll . .
¢ council meetings

* sirafegy ¢ council information

e risk .
» council and management

e the council and the CEC . o
integrity issues

= performance focus . .
¢ council committees

e council size and mix . . .
* induction and professional

e council competencies development
*» the Mayor/President « community.

The management group received 53 statements, as well as the same supplementary questions that
council members received. The reason for this difference in statements is because the management
group did not assess statements related to individual council members, the council and the CEO
relationship, and council member inductian and prafessional development.

Table 1 {next page) sets out the five maturity-based assessment categories that were used in the survey
{see Columns A and B). Participants were also given the alternative options ta respond with either “not
applicable" or "unable ta assess”, and the ability 1o provide camments in relation ta each statement. 4

4 Na maiter what respanse a participant gave, they were given the opportunity to provide cammenis in relation to each
statement. These comments were callated and examined with a view to the results providing insights into the strength and
directian of feedback by all participants in particular gavernance areas.

Page |6
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Council and Management Assessments

Ovearview

This section sets aut a more detailed analysis of the assessments provided by all participants than the
previous section. In particular, we outline:

* fhose statements attracting the highest participant assessments
o those statements attracting the lowest participant assessments

e ihose statements with the largest difference in average scores between the council and
management graups.

For a breakdown of highest and lowest average score by participant group, please see Appendix C.

Individual Stafemenis Altracting tha Highasi Scores

Those statements that had the highest scores based ¢n assessments made by cauncil members are listed
below.

s Role of the Council (Statement #6) - "l have a clear understanding of the role of the council and
how this differs frem the roles of the CEQ and management" (average score of 4.91).

s Individual (Statement #1) — "l am clear about my rale on the council, including with respect ta
representing the interests of electors, ratepayers and residents of the local government's district as
a whole" {average score of 4.73).

s« Council Meetings (Statement #45) - “A clear and accurate record of each council meeting's
proceedings and decisions is maintained" javerage score of 4.36].

s Council Information (Statement #44) — "Meeting papers provided fo the council by management
suggest that preparers understand the role, responsibilities and needs of council mermbers”
faverage score of 4.27).

s Risk (Statement #13) - “The council, with the assistance of an audit committee, maintains
apprepriate oversight of the risk arrangements that have been established for the local
government” (average score of 4.18).

s Performance Focus (Statement #22) - "The council has put in place appropriate reporting systems
whereby it is reqularly informed by management about how the local government is fracking
against its performance measures” {average score of 4.18/.

Those statements that received the highest average management participant scores related to the
fallowing:

s Role of the Council {Statement #6) — clarity araund understanding of the rale of the council and
how this differs from the roles of the CEO and management faverage score of 4.80).

s Council Meetings {Statement #41) — The frequency of council meetings is appropriate (average
score of 4.60].

e Council Meetings (Statement #45) — A clear and accurate record of each council meeting’s
proceedings and decisions is maintained [average score of 4.60).

Page | 11
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Focus Areas

This sectian explores further some of the core areas identified as potential areas for improvernent, or where
there was a "cluster" of participant feedback {or both}.

While these areas may not be representative of all participants’ opinions, it might be worthwhile for the
council to explore whether the views below are shared by other council members and managers. These
areas my help with identifying opportunities for improverment, alignment or refiection.

The areas highlighted are:
« Council Dynamics
o Culture
o Relationship with management
= Role Clarity
o Council members role in representing the community and conflicts of interest
o Therole of Governance Versus Management and delegations of authority
= Council Effectiveness
o Councillor Preparedness
o Meeling Environment
o Quality of Information
o FEffectiveness of Deliberation
o Decision making
o Bias in decision making
s Accountability and Oversight of the Council
o Sirategic planning
o Policy Review and Implementation
o Fnancial Reporting
» Siakeholder Engagement
o Communication of strategy to the community
o The Local Government 'image' prometed fo the community

o Maintaining Confidentiality

Please note, the comments from participants in this report have been copied over verbatim, so spelling
and grammar have not been modified and kept as written in the survey by the parficipant.

Page |17
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Council Culture and Dynamics

Council culture and group dynarmics impact the council's effectiveness. Relationships among people in o
group and the way they speak and interact with each other impacts the quality of their decisions. The
behaviour and conduct of council members in making decisions impacts council's culture because it
indicates priorities to the CEC and management, which in turn flows through the wider organisation.

The way individual council members act, including showing respect for others views and contributions,
creates a constructive and inclusive council culture. When these attributes are not displayed in individual
members, thisimpacts on the level of engagement by council members, which in turn will have a direct
bearing on their contribution.

Regarding the current council culture, work needs to be done 1o ensure that the council, as a team, bonds
and develops frust. This is particularly true when there is a range of counciliors with diverse backgrounds or
opinions represented around the table. In theory, if boards can harness and appreciate the diversity that is
brought fo the council; the more diversity, the more alternatives and insights can be generated to help the
decision-making process.

Wwith any diverse group, cultivating respect, frust and the necessary amount of collegidlity to funciion
collectively and draw diverse ideas together to form a decision, is paramount.

The statement relating to the coordination and cohesion of the council, with an effective working
relationship among its members was the lowest scoring staternent for council members and the second
lowest scoring statement for the management group.

It was evident from both the assessments and some parficipants’ comments that there is o key issue
around the council's culture and cohesion.

"The council is notf a feam they are a majority group of of members and their opposition. |
commend the resilience and cohesive parinership of those good lelected members.”

» “The councilis offen fractious with some members instiling conflict at every opportunity.”

» “There is a sphit in Council where several members are constantly "in opposition” to the Admin and
Council directions, which makes it somelimes difficul to be consensuai or diplomatic”

e "A couple of members are so foxic that if the public could witness their behaviour they would be
expected to stand down, [comment partially redacted as if identified participants and potentially
contains a confidential matter] and an embarrassment to the community and city.”

e ‘“Leek nefs of the communily ensure that the council operates in a threatening environmenf
despite the efforts of the Mayor's and Officers."
« "Often the complete opposite with threats, attacks, abuse, swearing. anger, storming out etc.”

. Threatening" has been the madus operandi...”

« "The City has a set of elected members who are committed to destroying the public image of the
ofher elected members. This makes life difficult for everyone. A good election result is the only
opportunity to relieve the City of their poor perfarmance.”

+ "The exact opposite; display intolerance and a lack of respect...”

¢ "There are several EMs who seem fo go out of their way to separate themselves from any form of
cooperation but for most part, Council is collegiate and respectful”

Page | 18
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s "The majority do, but there are a couple who's fives revolve around frying fo make every other
persons life a misery, both internally and extemally."

¢« “Asmall number of elected members are too aggressive and confrontational.”
Management olso commented on this clear division between elected members:

s "There is clear division within the Council with certain elected members consistently voting along
"their" group whiist others vote independently based on the facts placed before them."

s "There is opportunity for improvement in the operation of Council as a team”

» "The Council is not currently operating as a cohesive Board, largely as a result of personal
agendas and inability to consider long term strategic issues and agreed priorifies (refer also to
comments on previous guestions}”

Councillors need to strike the right balance between the need to express their individual thoughts and views
and maintaining the council's effectiveness as a group. They must bring their individual, independent
judgement and decision making inta the context of the group, while at the same time doing what they can
to ensure the group fulfils its role in representing the best interests of the community as a whole.

Relationship with management

Central to an effective council and management relationship is a clear mutuel understanding of roles,
delegations and boundaries which allows each party to respect the other’s responsibilities, contributions
and expectations. Mutudl trust and a courteous and respectful approach to the relationship between the
governing body and management is a crucial component of effective working relationships. The statement
relating to council members' tolerance and respect in relatianships at all levels in the organisation
{Statement #36), was amongst the lowest far both cauncil members and for management.

It was evident from participants’ comments that there is a key issue around the culture and cohesion
between council and management. Council Members commented:

» “Some elected members choose to attack staff and elected members if they don't get the answers
they wish to receive.”

« "“"There are some council members that demonstrate a disdain toward the management thus
making consfructive relationships very difficutt.”

+ “Relationships between management & independent Counciflors is poor”

s "Yes, elected members are keen to see staff held to accounf, sometimes blaming staff for decisions
they themselves are responsible for."

s “Whilst management fries it's best, it is often hard fo be forthright in presentation of bad news when
that information is likely fa be used against you.”

« “"Sometimes CoM staff have been freated poorly by a deliberafe inquisitorial manner by certain EMs
especially during the Agenda Briefing Forums."

¢« "Same councillors are rude, even abusive towards staff often accusing them of incompefence...."”

¢ "The majority do, a couple of others do not, | have witnessed their behaviour in pubic and it is just
embarrassing...”

On this topic, participants from the Management group commented the following:

Page |19
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“The majerity of elected members work constructively with the adminisiration whilst a number do
not due fo their distrust / disrespect or belief that staff are over paid public servants. The tactics used
by the disruptors diverts considerable resources away from the objective of putting agreed
strategies into effect.”

"But by doing so administration are sornetimes targeted as being the reason why things are unable
fo be done and a minority of the elected members use this to garner community support by vilifying
the officers."

"A small faction is very oppositional fo most proposals made by the Adminisirafion”

"On occosions Officers feel they are inferrogated and facing oppositional behaviour that is not
constructive by a smolf group of Elected Members"

“The majority of elected members do but a small number of them freat the administrafion as if they
are seeking to achieve different objectives to the Council and treat with disrespect and will discount
information or professional view points expressed by staff but show clear bias and favour fowards
information provided by members of the community or professionals engaged by them. They will
similarly show the same disrespect to extemal professionals engaged by the administration e.g. legal
advisors particularly when the advice dees not accord with their own view point.”

"Management have the maturity and composure to refain positive working relationships with all
Elected Members, including those with onerous requests or Elected Members that ofign with
opposifional groups established fo discredit and undermine Council and Management."

Role Clarity

Council members should be aware of their statutory role and possess an appropriate level of knowledge
regarding their individual roles and responsibilities as council members, in accordance with the Local
Government Act 1995. Although Statement #2 (that specifically related to council members'
understanding of their dufies and responsibilities) was not among the lowest scoring statement by
council members, there were several comments which together suggest a less than ideal level of
understanding of and adherence to the statutory duties by some council members.

“This quesfion can have different meanings to different people in the local government sector.
Someone can easily think they understand their role but in redlity are undligned with the frue roles
of Councitlors as prescribed by the Local Government Act 1995, perhaps not even by intention. This
is partly attribufable to the misleading information and indoctrination of Councillors that exists within
the sector by non-regulatory bodies such as WALGA and LG Professionals”,

“"However, | don't believe my interpretation of a Councillors' role is the same as that of the CEQ /
officers".

“Whilst most council members understand their duties and responsibilities there are sorne that seem
confused or complicit fo the level which they should comply to the Act and Regulations.... There
are ailso council members that do not agree to the prescribed local government model believing
that they should act more akin to a state or federal opposition rather than as a collegial body”.

"Councillors should not forced to like the oufcome of Council motions and it is an affront to
democracy. This is an area of the Act which needs amendment.”

Page | 20
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e “forseveral years Melville Council has been controlled by a faction who have no intenfion of acfing
out their frue duties and responsibilities. Their mission is to hide behind @ facade of pretending to
align with their duties and responsibilities..."”

s “We have several elected members who seem fo have inflated ideos about their roles and "power”
over the Administration and Council, which plays info the hands of certain self-inferest groups'.

s For some counciliors | would click ‘'mature’ and others 'underdeveloped™.

On the subject of councillors' knowledge of the Local Governments mandate, operatfions and affairs, two
council members commented.

s “Whilst most counciliors have a good appreciation of the local government's operations and affairs
there are differences of opinion as fo if's mandate. The mandate of the local government is offen
overridden by the personal mandate of the mayor or individual counciflors thus the interesfs of
disfrict as a whole and current and future residents is lost”.

« “Faction Counciflors befieve they're doing this brilliantly but in redlity are not. There are occasions
when the administration is not complying with the Local Government Act 1995 but the faction is
completely disinferested with rectifying such non-compliance. This alone demands that this question

can only be regarded as "under developed™.

Council members role in representing the community as a whole

Councillors represent the interests of all electors and residents. The representational role of a councillor does
not mean that he or she has a duty fo support all suggestions made. A councillor should consider the varying
views of the community and then make decisions in the best interests of the whole district.

Statement #59 relating to council members' representation of the interests of electors, ratepayers and
residents of the local government's district, and not their own interests or the interests of a sub-group. This
was among the lowest scoring statements for both the council members and management group, and in
addition there was several comments made which suggest some council members may not be acting in
the interest of the local government's district as a whole.

In regard to managing conflicts of interest, good governance practice would recommend that
councillors must not place themselves in a position in which there is an actual or substantial possibility of
conflict between either a personal interest or a duty owed elsewhere, either financial or non-financial and
appears fo conflict with their duty as a council member. The council should decide if a conflict of interest
exists, and if so, how to manage the conflict. It is therefore important that directors ensure their inferests
are appropriately and fully disclosed.

Council members commented the following:

s "A polifical faction has developed involving those associated with the Labor/green faction who
were supported in their election by the anti- Council minority groups. These groups continue to apply
pressure on Elelcted Members on items of crifical interest fo them.”

« “"Some members seem to be too overly influenced buy special interest or single interest groups.
Where the concems of the groups are important they often don't represent the interests of electors,
ratepayers and residents of the Jocal govemment's district as a whole yet this is sometimes hard to
see and thus can be reflective of some of the council deliberations.”

« "A minority of council are hopelessly conflicted because of polifical and financial support
afffiafions.”
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* "Certain EM's refer fo" the community has spoken " when the reolity is that the community in
question ore certain pressure groups..."

+ “There are definitely councillors who think it is their job to represent only those who approach them. "

» “There are few in the council thot represent a group of ratepayers and serve to antagonise the
other group that do that some.”

¢ “The majority do, but unforfunately there are those who cleorly are one issue individuals and should
not be on council.”

» ‘“There is a minority of EM's whose loyatties appear to dligned with certain pressure groups and their
spoke persons who are seeking to secure poliical control of the CoM Council by sponsoring
candidates af this current 2019 LG election.”

Management also commented:

« "The mgjority do but again the same mincrity as engage in disruptive behaviours simply do not and
are explicity in stating their oppositfion to this obiligation.”

*+ ‘"Localissues of a shorf term natfure appear to dominate discussions, with personal bias [rather than
common good in the longer term) demonstrated regulartfy™

e “"Most would have a mature level, however some obviously by behaviour champion the interests of
some minority community groups”

= "Certain elected members also have the view that the term community means the group of people
they happen to be listening fo and do not accept their responsibility to make their decisions based
on a the wishes of the broader community i.e. they are captured by special interest groups and
believe that these groups represent the broader community. "

The role of governance versus management and delegations of authority

The council ‘governs', and the management ‘manage’. There should be a clear division between the roles
and responsibilities of the council and management. The Council should take an active rale in considering
where this line is drawn and in reviewing whether the facus of their discussions is appropriate to make sure
they, and management, are making the most impactful contribufion to the district.

As mentioned earlier, an important aspect of defining this distinction is when assigning delegations of
authority, as it builds trust between the board and management, by making the distinction in roles clear,
and sa the management is empowered to perform their role. Although the council delegates responsibilities
or powers fo management, the cauncil is still ulfimately accountable for management, and its use of any
delegated authority. It appears from some of the comments that there is evidence of a division in the
apinion of councillars around management's delegated authority and may be worth exploring further.

Council members commented the following:

» “Afthough it suits the political positioning of some elected members to object fo the amount of
delegations, there is never any suggestions how this can be meaningfully reduced to the benefit of
the City."

¢ "Whilst sound there are some areas where the delegated authority could or should pass back fo
the council.”

» "The faction has granted an enormous amount of powers fo the administrafion, many of which
exceed policy outcomes. It is doubtful that many Counciltors will knaw of policy outcames.”
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« "Delegated authority, along with the abrogation of sfrategic responsibiliies from the Councillors to
the officers, has been take far too far. There is a urgent need o reduce the extent of delegated
authority powers. there are several councillors who seem aggrieved with any form of delegated
authority when it doesn't suit their agenda. but essentially, DA is sound and reviewed on a regular
basis”

» "Council should be regularly revising policy, strategy and direction rather than dealing with day to
day applications.”

» ‘"Delegated Authority has the right balance between effective operations and council
involvement.”

Council Effaciivenass

For a council fo be effective it must take a thoughtful, discipiined and professional approach to its work. This
can be done through careful forward planning of council business, efficient operation of council meetings,
regular performance assessments and effective Mayor/Deputy Mayor arrangements.

Councillor Preparedness

To effectively perform the duties and responsibilities of a cauncil member, sufficient fime must be devoted
to the role, including regular attendance at meetings, as well as being prepared for council meetings
by having read and understocd all meeting popers.

» "Certain elected members are an embarrassment fo the City and fail to adequately prepare for
meefings. They show little respect for the chair and frequently are dismissive of the professional
opinions of staff.”

s " some do, some do not. Sometimes councillors ask questions which make it clear they've not
read fthe agenda."

o fhisis clearly displayed in debate when either council officers or ofher elected members must point
out "that if is in the council item, written in front of yau™

« "Most council members arrive well prepared but some ask questions that are already clearly
addressed in the papers so it seems that they have not even been given a casudl flick through.
Often items are defered, not for exira information fo be obtained or for more work to be carried
out, but seemingly simply for the decision fo be puf off."

Setting aside enough fime to prepare for @ meeting, pursuing additional informatian and consulting with
stakeholders within the community is essential. It is recommended that for ordinary council meetings,
members allacate specific preparation time in their dicries once meeting dates have been set. Being
prepared is also an indication of acting in the best interests of the local government's district as a whole,
and not just on behalf af the individual interests a councillor may have.

Meeting Environment

The environment that council meetings operate within has a direct impact on the decisions that eccur
within them. The statement relating to open. non-threatening and constructive environment of council
meetings (Statement #34), was the third lowest scoring statement for the management group. Below is @
selection of comments in relation ta the meeting environment, which also relates back to the poor culture
and dynamics amongst council members.
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On this topic, council members commented the following:

*» "Given the history of Melville council since it hos been faction-conirofled Council, it remains
dangerous to be in the same room with some other Council members and adminisirators uniess
there are plenty of witnesses..."

e “CoM Council meetfing have been used by a vituperate minority fo used Question Time .
Deputations to push their own self serving agendas ond to verbally criticize CoM staff, Ems”

« "Enfirely the oppositel Atmosphere is aggressive & threatening with some Counciliors only rofe is fo
declare points of order against the independent Councillorst”

e ‘“Exceptfor a couple of council members who shout out when they do not like ihe speakers debate
and other usual toxic behaviour.”

Three members of management also commented on the disruptive environment of council meetings:

e “Due fo disruptive elements in the community and elected members who are aligned with those
elements Council meetings are often fractious and not constructive. Council officers certainly do
not relish attending Council meetings due to the threatening environment and manner in which
they are often questioned by elected members or portrayed by members of the community who
have opinions different to those being recommended by officers to the Council.”

e 'Iltis a concern that meeting procedures and profocols have been tested in this respect in the past
two - three years”

* "The sometimes dysfunctional performance of the Council, lack of collaborafion and prevalence
of deferrals in decision making has fuelled/empowered organised oppositional groups and led to
confronfational events at many Council meetings and ABFs. This style of governance places
exfreme pressure on the Presiding Member, CEQ, Execufive and support staff involved in meetings
and further fractures Council’s relationships amongst Elected Members. "

When respect evaporates at a council or committee meeting, respect for the whole local government
body is diminished. Debate and argument should not lead to canflict, grandstanding, bullying or
aggression. Everyone present at a council or committee meeting must show respect for others, whether
an elected member, employee or @ member of the public. A council must deal with any disorder of its
members. Elected members should take responsibility for their own behoviour and that of their colleagues
by way of not being intentionally disrespectful.

Quality of information

Management should accept that the council relies on them to share in a timely monner all material
information needed for decision making to allow the council to effectively fulfil its obligations. Itis the
responsibility of the council to constructively and respectfully challenge and question management if they
require further information to allow for effective deliberations and decision making.

whilst the majarity of participant comments relating to the quality of council information was in the “sound"
and “mature” range, there were a handful comments that pointed to a lateness in papers and overloading
of reports. The following comments were the result of three council members:

e« "Often there are administrative mistakes in the papers which is worying as they are either
complefely missed by members as those sections have not been read or they ignored by all.”
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“It is not often possible to be well prepared for meetings because officers offen deliberately delay
releasing reports & agenda to Council to ensure that Council debate is poorly presenfed and so
the officer recommendation inevitably prevails."

“Not generally. Depends on the objective of the officers - if they want to conceal aspects of an
issue they will often overload the report with useless information.”

"Impossible to use the meeting time effectively when there are a preponderance of late items and
reports pravided to Cauncil with only a few days available to read them."

“There is little Councillor confidence in the CEQC reports on critical issues; especially in terms of RAR
DAs."

"Absolutely not & more often imporfant issues are deliberately withheld from access for Councillors
to ensure that Councillors are in a poor position to ever attempt to challenge the reports.”

“Sometimes the information comes fate.”

Effectiveness of Deliberation

Council meetings need to be managed in such a way that maximum value can be achieved. Both the
structure and content of the agenda and meeting papers, together with the level of council member
engagement, can have a directimpact on the overall success of meetings. The council meetings need to
be strategic in focus and forward locking, not constantly focusing on past activity or only certain individual
areas of interest, otherwise decision making comes to a standstil. One factor that can affect the
effectiveness of council deliberations and decisions, is the duration of council meetings. Statement #42
relates to the appropriate duration of council meetings, and was the sixth lowest scoring statement by
management.

Five council members commented the following.

"Too much fime is spent asking questions and listening fa answers."

“Many council meetings are taken over with extensive gquestions and long deputations from
residents that do not add value to informing the council. Often imporfant items are being debated
and voted on late into the night.”

“The items that draw the most local community attention are dealt with first.”

“The magjority do, a couple of others fry to bring in oulside elements which can drag meetings on
due to personal self interest.”

"In debafe around the council chamber it is clear that some EM's play fo the public gallery
especidally to those from these so called action groups.”

“Some members seem to be too overly influenced buy special interest or single interest groups.
Where the concerns of the groups are important they offen don't represent the interests of electors,
ratepayers and residents of the local government's district as a whole yet this is sometimes hard to
see and thus can be reflective of some of the council deliberations.”

"some council members have performed little research to back up their debate which delivers
inadequate voting resulfs.”

Participants from the management group commented the following:

“The agendas are well consiructed, however there is limited priorifisation or fime allocation for issues

of significance with the lengfh of discussion being the main deferminant of priority.”
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¢ “Too much time is faken up by question time and deputafions which leaves insufficient fime for
proper debafe on matters and in council meetfings that run iate into the night. The time spent on
matters does nof equate fo the importance of the matter.”

» "Too much fime spent on question and deputations and notf enough on Council business. Some
meetings this last year have gone in excess of 5 hours, which inhibits the quality of decision making
vndertaken in the latter part of the meeting."”

Councils operate in a world that is inherently uncerfain, complex and dynamic, which means good,
collective decisions are always challenging. It is therefore important to be aware on an individual and group
level of the behaviours that can undermine good decision-making processes, such as an individual
councillor's level of self-awareness that they bring to their role. Much behaviour is subconscious, so self-
awareness is extremely important to develop as both an individual and as a collective group as to not fall
into unproductive patterns of behaviour.

Decision making

A decision of council is the result of democratic debate. The final decision — the resolution of council =is the
result of open votfing by the majority of elected members at the meeting. Once a collective decision is
made, all members must abide by the decision. Collective responsibility requires members of a council or
its cormmittees 1o support publicly all decisions made by the council even if they do not agree privately.
With the role of counciller comes community leadership responsibilities which may intrude upon an elected
member's freedom to express personal views,

The statement relating to support for council decisions by all council members, including those who had a
confrary view, was the lowest scoring statement for the management group and the third lowest for council
members.

Council members commented on this topic with the following:

* "Some councillors are not only unwilling o support hard decisions that sometimes have to be macdle
but af the same fime unable or unwilling to provide reasonable solutions fo problems. They feel that
their leadership role is to be opposifional rather than act collegially.”

»  “Absolutely not. Some Council decisions are so poor that to support them in public would be
ethically unacceptable.”

« "“This clearly does not happen as the decision is sometimes not the polifical outcome a couple of
members want, thus they denigrate the council to the public.”

Three members of the management group also commented on this topic:

s« “The majority do but the small minority cannot accept decisions made by the majority that do not
accord with their views or as they term if the communities views even when the evidence is fo the
contrary.”

+ "Many Nofices of Mofion have sought to reverse previous Council resolutfions that are being
implemented as selectfed Elected Members do not agree with the original decision.”

» "Aminonty continue fo be opposed fo key decisions even though the Councif has made a decision
- this is demonstrated in the way that they support some community groups and members”
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Bias In decision making

The statement relating to council members' demonstrable independent judgement during deliberations,
was one of the lowest scoring statements by council members. Each council member should exercise
independent judgement when deliberating, however there were comments made by several council
members which suggest that the council could be at risk of block voting on personal or ward-based
factional divisions. This again relates back to the topic of representing the interest of the local government's
district as a whole:

« "Melville Council is confrofled by a faction or voting bloc that possess no independence
whatsoever. A minority af other Counciflors are able to demonsirate these values but it amounis fo
naught”.

« "The CoM Council operates with a dominant cabal that uses its mgjority to impose decisions and
restrict open & transparent debate”,

= "We have several elected members who consfanfly vofe "en bloc" and are very populist in their
reasoning. There is a big difference between listening to the community and pandering fo self-
interest groups that might nof reflect the community as a whole™.

A member of management commented;

» 'The Council ends up making decisions but if the matter is somewhat coniroversial those who are
of a conirary view will continue fo crificise the decision made - there is no acceptonce of or
accountability taken for the majority council decision. There is also a group of four fo five of the 13
elected members who will nof make decisions on the facts but who group vote to make populist
decisions they believe will garner the support of the community”.
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Acecountability and Oversight of the Council

The general responsibilities of the council are voried, however some of the core responsibilities lie in setting
the strategic direction and risk frameworks; 1o moke informed and quality decisions in a timely manner; to
oversee and hold the CEO and management team to account {through the CEQ}; to determine the
appropriate polices; and to oversee the allocation of finances and resources.

Strategic planning

In conjunction with management, the council seis the strategic direction of the council in which it serves.
Accordingly, the sfrategic plan, and its continuing relevance, needs to be monitored, reviewed and
adapted to ensure its suitability as the “blueprint™ by which the council’s performance might be optimised
and its risks are effectively managed.

Comments were made to the effect that the council does not spend enough time focussing on strategy:

« "The adequacy of time is appropriate but the accounfability factor on behalf of elected
members is weak. There appears to be a reluctance to understond, accept and take
repsponsibily for the decisions that they make."”

= "Whilst the city has good strategic documenfation as prescribed by the Act, more fime needs to
be spent by the council in approving, monitoring and assessing the on-going appropriateness of
the local government's strategic direction but | feel that this is resisted by officers as it too often
enters info farcical conflict.”

»  “Whilst this is an important function of a Councii, the time taken is grossly insufficient. This is partly
atfributable to the enormous amounts of fime spent on frivolous matters and the fact important
information to the Council is withheld by the adminisiration.”

s "Inthe CoM any sfrategic development workshops/meelings are confrived to result in a minimum
time for discussion. Regardless of whatever is suggested by Councillors what ends up in the
strafegic documents & reports to Council is whatever the officers decide should be in the
policy/report. It is practically impossible for Councillors to amend such large documents in the
forum of a Council meetfing."

Management also commented of this lack of strategic facus

o “Itis difficulf to focus the Council on strategic issues or on long term planning. They are generally
more concerned about current issues,”

e ‘“There are instances where Council has opted to alter a previously agreed sirategic position.
Where this occurs as an unanticipafed action it can result in waste of resources and impact on
staff morale "

« “Flected Members are too focussed on operationdl issues and questioning the rationale of past
decision making. Very litfle sirategic conversafions are held at either Council meefings or Elected
Member Information Sessions”

Policy review and implementation

The role of @ counciller in policy making is to assess and evaluate the community’s needs, establish
priorities and consider the council’s resources, as well as to undertake reviews of the policies on cccasion.
This involves assessing whether a policy is fulfilling the community’s needs at any given time, and
examining the costs associated with the policy's implementation. To review activities effectively,
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councillors need to obtain relevant information from both community members and local government
staff through appropriate channels. Comments were made by the council regarding this:

“Minority groups have used their influence fo undermine and destroy aspects of the policies that
have been set in place to support good governance outcomes.”

“The city is fortunate to have a dedicated, professional and highly experienced leadership and
governance teams that develop comprehensive policies and processes. There are counciflors that
hold the view of interesf groups that say some poilicies are too resirictive”

"t is difficult for independent Councillors to produce comprehensive policies & processes because
of the disfunction of the [Comment partially redacted as it idenfifies participant] and overt
manipulation by officers ensures that nothing is adopted that isn't proposed by the officers.
Opposing or frying fo change the officers’ proposal is pointless since the [Comment parfially
redacted as it identifies parficipant] uses the guillotine fo terminate debate.”

A member of management commented:

“It is generally the local governments administration that ensures such policies are developed and
brought to Council for adoption. Certain elected members do not accept that there may be a
need to adopt policies that may be perceived to limit the extent to which vocal community
groups or individuais can consume the City's time and resources or ensure that their conduct
towards the elected member and administration is appropriate.”

Financial Reporting

Although the council's assets are managed by the local government’s adminisiration, council has
responsibility for making sure that the community gets the best passible value from its assets. It does this by
setting affordable and achievable priorities in the Corporate Business Plan, and by making sure that the
local government's Asset Management Strategy is developed and implemented, with appropriate
resources for that process. It is the responsibility of management to pravide the council with curent and
correct financial information in a timely manner, but it is also elected members' responsibility to
undersfand and apply due diligence to these financial reports, and to ask for mare information if needed.

Council members comments show that this may an area of development for the council:

“The council was supposed fo get fraining in long term financial planning and foliow up workshops
to utilise this fraining into a long term financial planning mode! but immediate concerns became
more significant...”

“Whilst the information received in sirategic planning is good, more needs fo be done in the area
of long term financial planning.”

“Involvement in Financial Planning by Councilflors is effectively prevenfed by the fact that
Councillors are not provided with any access to financial data/spreadsheefs efc. The ability to
check financial plans is thus reduced to very general perusal of gross figures devoid of any
significant deftails!”
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Stakeholder Engagement

The council sheuld help fo ensure that the organisation has an engaged relationship with {and positive
reputation within} the community which it serves. This will help to build trust between the organisation and
its stakeholders and ensure ongoing stakeholder support. People often look to their elected represeniatives
to provide leadership and guidance. This can be done by highiighting directions that could be followed,
putting forward options, and presenting arguments or possible solutions to a problem at community forums
and council meetings.

Communication of strategy to the community

Developing a vision for the community and deciding what needs to be deone o achieve that vision is an
important role for cauncil members. Convincing the community to endorse and follow that vision (and
associated plans) requires leadership.

One suggested approach to ensure a clear message around strategy is the development of a 'one page'
strategy document that can be communicated to all key stakeholders.

In response to Statement #11 relating to the clear arficulation and communication of the lacal
government’s sirategic vision to the community and other stakeholders.

Council members commented:

e 'The general community has litfle or no idea about the Cily's strategic position or the general role
elected members are fulfiling. They are not that interested to find out or understand.”

o “Whilst | feel that the officers do the best job they can in communicating the sirategic vision of the
city council itself struggles. It is a sfruggle made harder when some counciflors crificise much that
the city stands for because they hate the city and council.”

« "“..The above underlines that the Council and administration had a very poor, or perhaps non-
existent, understanding of strategic planning and direction prior to this episode in early 2018. To this
day the majority of the Council {and all of the faction] will not consider this significant. | sirongly
doubt they're offering commentary on questions such as these.”

¢« “"Despife extensive, lengthy and ongoing community consultation fro the early 2000's and element
within the communify claim that the Councilis not listening.”

» ‘“lLocal Govemment sirategic vision is cloaked in voluminous documents that are characterised by
mainly "motherhocod" statements that have very litile real meaning. The strategic vision document is
then quoted by officers against the Councillors and fthe against the objectives of the community
{"You adopted the strategic vision, Counciliors, we'er only giving effect fo those decisions" - rubbish!
The strategic vision is not the Councifiors’ decision but in fact the officers' document.”

* “The cify endeavours to communicate as effecfively as possible - via direct mail, community news
adverfisements, press releases, social media etc and yet we will always have many who complain
that they weren't informed or listened to.”

On this statement, members from the management grouped commented:

e "The Vision being "working together to achieve community wellbeing for today and tomomow" is
well established however communication is always a challenge - cutting through alt the noise to
get the message heard is difficuft.”

o "There is opportunity for improvement"
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s "The Flected Members do not undertake a role in this area, with Adminisiration working fowards
Qutcomes based reporting linked to the Strafegic Community Plan which is an innovafive and
forward thinking approach to cross funcfional delivery of services, products and facilifies.”

The local government 'image’ promoted to the community

Councils operate in complex environments and must consider a range of stakeholders. Good governance
includes balancing the interests of stakeholders and ensuring the delivery of the corporate objectives are
considered in the interests of the community as a whole. Cauncillors have a responsibility 1o honour the
community's trust bestowed upon them. Sustainably sound governance relies on the presence of an
underlying ethical culture that permeates the organisation, its operations, and impacts positively on the
image that is promoted to the community.

In response to the statement #67 relating to how council addresses the image of the local government it
wishes to promote to the cammunity, there were a number of low scoring responses by both council and
management.

Five council members commented the following:

s "A minority of elected members are committed fo destroying the image of the City and are
supported by the media in their quest to do so”

o "The conflict within the council makes it difficult to defermine what image it wishes 1o promote to
the community. Being more unified management has an easier task but it is difficult for the council
to hold management to account fro the previous reason.”

»  "Certain EMs have their own self serving agenda.”

» "The Council image or brand is largely based on ¢ false facade! They don't fool the public who see
right thraugh the facade.”

s "Thisis a loaded question and there are many variables, but essentially the City maintains consistent
information regarding projects, activiies and decisions of Councit on the different media for most
part."

Four members of the management group also commented on this statement:

+ “The disruptive elected members appear to have no concern whatsoever for the image of the City
and actlively seek to shed the City in a bad light in order to meet their political objectives.”

s “There is opportunity for improvement in the operation of Council as a feam otherwise there is
potential repufational risk"

+ “Some resefting of image/brand is required and Elected Members will be important fo engage with
the community as part of this process.”

e "The Council is not united in this matter and sends mixed messages to community”

Maintaining Confidentiality

There is an expectation of each individuol council member that they will maintain confidentiality in
respect to various council matters. The Mayor should be the primary spokesperson for the council. When
confidentiality isn’t maintained, trust is broken down right through the council and district. Good
stakeholder engagement is to ensure that the appropriate messaging is released to its relevant

stakeholders via an agreed methodology. The statement relating to council members maintaining
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confidentiality {Statement #58) had a high response of participant comments from both the council
members and the management group.

Seven council members commented the following.

s "Too offen elected members have chosen to make themselves the spokesperson by contacting
the press withouf provided their idenfity for publication.”

« “Confidential council maters and documents are offen distributed to members of the public. The
Mayor does remain the principal spokesperson.”

» "l do have evidence of an instance involving the leaking..."

= "...renowned for leaking damaging information about independent Councifiors fo...group of
Facebook frolls."

« "ltis obvious at times that confidentfial information has reached outside groups or individuals.”
« it seems information that is confidential is often shared by certain members of council”

¢« “The mgjorify do, there clearly is one or two who deliver confidential information to outside
interests."

Four members of the management group commented:

= “"Confidenfiality is not mainfained by a minority of the elecfed members - again used as a tool fo
stoke community angst against the Council and administration.”

s “There is opportunity for improvement”

» “"Working quite well, although some confidential matters have been leaked fo media by certain
Elected Members"

« "There are fimes when it is clear that some Council members have spoken of confidential matters
to community members or groups”
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Other Feedback

suggeastions for Improvameaint by Parficipanis’®

A selection of suggestions by parlicipants, whether in response to the statements we presented or the
supplementary questions, are listed below.

+ Shrategic Planning

o A team building program facussed on achieving consensus on the sfrategic direction
{monogement suggestion).

o Engagement of key stakeholder (key government agencies, politicians and other interest
groups) in @ much more sirategic way - to share ideas and discuss solutions fo issues
impacting the City. {[management suggestion).

o Increase the number of collaborative sessions between Elecied Members and
Management on strategic issues and magjor challenges, increased levels af trust and
respect (manogemenf suggestion).

+ Decision making

o Implement Citizen Centric decision making rather thon focusing on City's operational issues
{council member suggestfion).

o Administration could improve the understanding of elected members by involving them
earlier in the decision making process rather than only involving them when the final
decision needs to be made {management suggesticn).

o Management and Council need fo improve the processes around the way consultation is
used for major decisions sa thot they are not stopping projects after significant work hos
been completed (management suggestion).

» Council Dynamics

o Team building opporiunities may assist with identification of behaviours that are
constructive and helpful {management suggesfion).

o The mayormay need to take a more constructive approach and perhaps meet individually
with elected members on a regular basis to ascertain their objectives and frustrations
[council member suggestion).

¢ FElected members could aid the City to be more effective if they engaged more positively
with each other and redilised that when tearing each other apart (and showing disrespect
to each other, and in some cases the administration}, that they are damaging the brand
and the trust the community have in the City {management suggestion).

o Greater transparency in dealing of knowledge from Mayor to Councillors {council member
suggestion).

13 For a comprehensive list of participonts' cormments and suggestions, please refer to Appendix A and B.
Page | 33



59

AUSTRALIAN INSTITUTE )
of COMPANY DIRECTORS Confidential

Council Meetings

o A settimelimit should be imposed to ensure that council meetings do go over areasonable
time (council member suggestion).

o Improvement of the current difficult environment of councit meetings is paramount
(management suggestion).

o The standards panel may be needed to view council and other meetings to view council
members behaviour {council member suggestion).

o The style of questioning from council members could improve from the curent interogation
style {management suggestion).

Delegation of Authority ~ training is needed to ensure council members are aware of operational
boundaries {council member suggestion).

Communication with the community = council members should fill cut their personal profiles so
members of the public can know mare about their representatives fcouncit member suggestion).
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Possibie Starting Points for Discussion™

Both groups of porficipants were asked to propose three fopics to be considered for council discussion
surrounding this review. Those topics identified by council members which are their highest priority for
discussion {which have not previously been discussed in detail in this report), included the following:

Councillor standards regarding experience, and to govern for the whole community;

How to best represent the Melville district as a whole; Transparency on decision making and the
understanding that this is 1o serve the District 'as a whole';

Diversity of opinion, and how 1o have respectful discussions and maintain an open mind;

The community's ‘perspective’ and the improvement of engagement and the perception of this
engagement;

Holding Councillors, CEQ and mMayor to account for behaviour, breaches in code of conduct and
meeting stondard, and confidentiality;

The ethics and bias within the council;

How to reduce the unforeseen circumstance of the decisions that council makes;

Those topics proposed by management as their highest priority included the following:

The role of Council versus the role of elected members;

Communication and Collaborafion; Understanding the factors which enable a Counclil to work
cohesively towards a consensus in the strategic planning of the City; How to contribute
constructively to the running of an efficient and effective council meeting process.

Appropriote decision-making processes for elected members;
The model for community consultation on key City projects; Prioritisation of the key projects of the
City,

Development of a stakeholder engagement plan.

4 For a complete list of discussion topics proposed by participants, please refer to Appendix B.
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Additional Assistance

AlICD would be pleased fo offer additional assistance in the form of:

» furtherinterpretafion of the results, follow-up questions or the provision of background research
materials in areas of interest to the council!s;

« further reviews such as committee or peer to peer reviews;

» adocument review including policies and delegations of autharity;

« professional development for the council in the form of an in-house warkshop covering the role of
local government authorities within the context of the City of Melville;

« assisting the council to develop customised actians and plans designed to promote those
governance practices the council considers to be appropriate in the City of Melville 's

circumstances.

15 Depending on the nalure of the request, additional fees may apply.
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