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A. Background and Purpose 

The Common Council created the Task Force on the Structure of City 
Government (also known as the Task Force on Government Structure or 
"TFOGS") (RES-17000714, Legistar File 47707) ("Resolution") to consider issues 
related to governance and government structure, such as the powers and duties 
of the Common Council, the powers and duties of the Mayor's Office, and the 
scope and nature of powers of the City's Boards, Commissions, and Committees 
("BCC"). The Common Council also charged the Task Force with considering the 
effects of the government structure on efforts to increase racial equity and social 
justice and create multiple avenues for resident participation in government without 
privileging decision-making based on the time and ability to attend meetings. 
Finally, the Common Council required that part of the TFOGS process include 
extensive public outreach to get resident input on issues the TFOGS considers. 
The Resolution creating the TFOGS and detailing the issues to be examined is 
attached to this Interim Report as Exhibit A. 

B. Compos ition1 and Subcommittees 

The TFOGS is comprised of eleven (11) members: 

• Alder Syed Abbas (4/30/19-Present) 
• Justice M. Castaneda (2/1/18-Present) 
• Alder Keith Furman (4/16/19-Present) 
• Roger Goodwin (2/5/2019-Present) 
• Eileen Harrington, Chair (2/1/18-Present) 
• Alder Rebecca Kemble (2/1/18-Present) 
• Maggie Northrop 2/1/2018-Present) 
• John E. Rothschild (2/1/18-Present) 
• Alder Paul Skidmore (2/1/18-Present) 
• Ronald Trachtenberg (10/16/18-Present) 
• Eric S. Upchurch (2/1/18-Present) 

I Th is is a list of current TFOGS mem bers. The following individuals have also served as members of TFOGS: Alder 
David Ahrens (8/17/18-4/16/19 ), Alder Sheri Carter (2/1/18-4116119 ), Alder Sa ra Eskrlch (2/1/19-8/18/18), Cathy 
Patton (2/1/18-10/16/18) and Jerry Va ng (2/1/ 18-2/5/19). 
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To help it complete its work, the TFOGS created the following five 
subcommittees comprised of various members of the TFOGS. 

• Executive Subcommittee 
• Communications Subcommittee 
• Common Council Subcommittee 
• Boards, Commissions, and Committees Subcommittee 
• Government Officials Subcommittee (disbanded after completion of 

the government officials survey and interviews) 

C. Current Work Status 

The TFOGS has met twenty-three (23) times since February 22, 2018. It 
used the first several months of meetings to become familiar with issues raised by 
the Resolution. This involved several staff presentations. During this time, TFOGS 
also decided to seek input from current and former government officials, including 
former Mayors, Common Council Members, and Chairs of BCCs. To do so, the 
TFOGS created the Government Officials Subcommittee, which gathered 
information from government officials by distributing a written survey and inviting 
them to speak at meetings. They distributed the survey to current and former 
mayors, current and former alders elected on or after April 2003, and chairs of 
BCCs during the two-year period January 1, 2009-December 31, 2010 and the 
two-year period January 1, 2016-December 31,2017. A number of current and 
former government officials agreed to attend meetings and provide their opinion 
on the issues facing the TFOGS, including Satya Rhodes-Conway, Lucas Dailey, 
Keith Furman, Scott Resnick, Chris Schmidt, and Nan Fey. Their opinions are 
documented in the Governement Officials Subcommittee meetings they attended. 
In addition, former Mayors Bauman, Cieslewicz, Sensenbrenner, Skornicka, and 
then current Mayor Soglin also spoke to the TFOGS. City Channel recorded the 
meeting of former mayors: 

https:llmedia.cityofmadison.com/Mediasite/Showcase/madison-city
channeliPresentation/af66d 575d Of4487f917bbb6b44e9d4 7 d 1 d. 

Mayor Bauman's testimony, provided at a separate meeting, was captured in the 
minutes attached as Exhibit B. 

On October 26, 2018, near the end of its information gathering stage, the 
TFOGS discussed and voted on what, if any, recommendations to make to the 
Common Council regarding four of the issues raised by the Resolution. First, the 
TFOGS voted unanimously to recommend that the City retain the current mayoral 
form of government instead of switching to a city manager or commission form of 
government as allowed by state statute. Second, the TFOGS extensively 
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discussed whether city ordinances should be changed to have the president of the 
Common Council chair Common Council meetings instead of the Mayor. Noting 
that then Mayor Soglin had recently introduced an ordinance that would have 
created this change, the TFOGS voted unanimously not to make a 
recommendation at this time. Since then, the Common Council Executive 
Committee placed the proposed ordinance on file . Third , the TFOGS voted 
unanimously to retain the current form the mayor's veto power instead of 
expanding or restricting it. Finally, the TFOGS voted unanimously to recommend 
against pursuing first class city status but that the TFOGS should be mindful that 
there are certain aspects of first class cities that could benefit the City of Madison 
and that it could recommend exploring alternative ways to achieve the positive 
aspects of being a first class city. Minutes from this meeting are attached as 
Exhibit C. Importantly, in discussing and voting on these issues, the TFOGS 
noted that these decisions were not necessarily final and that TFOGS could revisit 
them prior to issuance of a final report to the Common Council. 

Around this same time, the TFOGS recognized that the issues raised by the 
Resolution with regard to the structure of the Common Council and the City's BCCs 
required and deserved a significant amount of time and exploration. Therefore, 
the TFOGS created two subcommittees consisting of five members each to 
explore these issues. The Common Council Subcommittee and the BCC 
Subcommittee then met extensively between November 2018 and March 2019, 
with their work culminating in Final Reports submitted to the TFOGS on March 12, 
2019. Those Reports are attached as Exhibits D and E. 

After receiving the Subcommittee Reports, the TFOGS discussed the 
reports and then set a meeting for purposes of formerly discussing and voting on 
issues related to the Common Council and Boards, Commissions, and 
Committees. At that meeting, members raised concern regarding whether the 
TFOGS was ready to make these decisions, noting that the TFOGS had not yet 
conducted public engagement and that the make-up of the TFOGS itself, due to 
resignations and replacements, was becoming less and less diverse. At that 
meeting, the TFOGS decided not to vote on these issues until after conducting an 
extensive public engagement process. Having previously assigned public 
outreach to the Communications Subcommittee, the TFOGS asked that the 
Communications Subcommittee discuss its ideas and plans for public outreach at 
the next TFOGS meeting. While the TFOGS decided not to discuss and vote on 
possible recommendations at this meeting , it has recognized there is general 
consensus regarding five issues raised by the Resolution and Subcommittee 
Reports: 

• Common Council members should have 4-year terms. 
• Common Council members should not have term limits. 
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• Common Council members should not chair BCCs. 
• The City should pursue the creation of some form of Office of 

Resident Engagement and Neighborhood Services ("ORENS") . 
• The City should consider restructuring the City's BCC structure to 

include some form of "lead committees" as discussed in the BCC 
Subcommittee Report. 

See Exhibit F. 

Since then , the Communications Subcommittee, with some delay due to the 
mayoral and Common Council president transition , has been working on a public 
engagement process that is likely to last until August 2019. The current public 
engagement work plan is attached at Exhibit G. 

The Communications Subcommittee also recently created and issued a 
brief staff survey to get staffs' perspective on what it is like to work with the City's 
Boards, Commissions, and Committees. The Subcommittee sent the survey to 
Department Heads (with a request to forward the survey to all members of their 
Department who have contact with City BCCs) and to the Committee Staff List 
(maintained by the mayor's office). In total , 90 of the 239 staff members who 
received the survey provided responses (38%). The TFOGS will continue discuss 
the survey results upcoming meetings. In addition, it intends to invite interested 
staff to future meetings to share their experiences in person. 

D. Future Work and Final Report 

Currently, the TFOGS has meetings set through the end of June and is in 
the process of scheduling meetings through the middle of October, including those 
for the purpose of public engagement. The Resolution currently requires that the 
TFOGS submit a final report to the Common Council by December 31 , 2019. The 
TFOGS current work plan for completion of its work is attached at Exhibit H. 

This Interim Report was approved by the Task Force on Government 
Structure on May 15, 2019. 
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EXHIBIT A 



City of Madison 

Legislation Text 

File #: 47707, Version : 5 

City of Madison 
Madison, WI 53703 

www.cltyormadlson.com 

The proposed resolution authorizes the crealion of a Task Force to examine the Cily of Madison's governance 
slructure. The work of the Task Force wil l culminate with their recommendations by December 31 ", 2018. 
Operating costs associated with Ihe Task Force are anlicipaled 10 be $30,000; these costs may include public 
engagement, language interpretat ion and translation, facililies rental and any olher research-relaled costs . 
Funding for these costs are subject 10 appropriation in the 2018 Operating Budget. 
AMENDED 3rd SUBSTITUTE - Creating a speciallask force on city governance to exarnine aRG-make 
resemmeAGatien!HlR-eleGte4-elliGiaI&i the structure and powers of the Cornman Council and ils committees 
and Ihe structure and powers of the Mayor's office. 

WHEREAS, increases in the size and diversity of Madison's populalion over Ihe past three decades have 
brought new challenges and opportunilies for the City; and, 

WHEREAS, the City of Madison places a high value on democralic civic engagement wi th a long Iradil ion of 
resident participalion in City government through ils committees, commissions, and boards as well as planning 
councils, neig hborhood and business associations; and, 

WHEREAS, the City of Madison has made a commitment to and has invested resources In the Racial Equity 
and Social Justice Inilialive, which aims to eliminate racial and social inequities in municipal government; and, 

WHEREAS, Ihe City of Madison has not had a formal committee to examine and report on the best structure 
of Cily government since the 1980's when the populalion of Madison was much lower and less diverse; and, 

WHEREAS, the impending challenges of legislalive redistricting based on the upcoming 2020 census and the 
annexation of the Town of Madison in 2022 provide further impetus to review the structure of City government, 

NOW, THEREFORE, BE IT RESOLVED, that Ihe Common Council create a Task Force on Structu re of City 
Government with a tolal of # 42 eleven (11) members, .,maae-up-Gf Five (5)members, includ ing two (2) 
Council members,,illll to be appointed by the Mayor anEi-GGAfil'med-9y..IRe-Gemmen.Gel>ffGil, five (51 members 
. including Iwo (2) Common Council members, are to be appointed by the President of the Common Council, 
IG-inGlHse-;!-GeuAE;il-memaefS-aAEi-GGAfil'med-9y-lhe-GemmeA-GeHnGiI; and a Chair i§. to be jointly appointed by 
the Mayor and the President of the Common Counci l. All appoinlments are subject to confirmalion ana 
GGnfifmea by the Common Counci l,...anEl-the-Mayer-ar-a-Qe~HIy-MayeHls-aA ex effiGie,-n0n-vel in!j-memaer-; 
and, 

BE IT FURTH ER RESOLVED, that the Task Force appoinlments, as much as practicable, represent the Ci ty 
based on geographic inlerests, and reflect the ethnic and racia l makeup of the populalion of the Ci ty as well as 
varying business, social, and economic viewpoints; and, 

BE IT FURTHER RESOLVED that the Task Force be staffed by Ihe City Atiorney's office wilh the assistance of 
other city staff as determined by the City Attorney's office and the Council President; and, 

BE IT FURTH ER RESOLVED that the Task Force examine and report on the following issues, and such other 
relevant topics that become visible in the course of the review as they relate to our current form of governance 
and models for reform: 
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BE IT STILL FURTHER RESOLVED that the Task Force examine and report on the fo llowing issues and such 
relevant topics that become visible in the course of the review as they relate to our current form of governance 
and models for reform: 

General: 
· The state statutes that impact the operation of local government, as they may affect iAeh;Eiif\€l the 

function of the charter, ordinances and rules for program operations; 
· Governance models and practices of similar cities In the population range of 250,000-500,000 from 

states with similar statutory municipal requirements as Wisconsin and the efficacy of such 
models; 

· +he-ways-iA-WAiGR-eq<li\V-8Ad-aGGeHfllaGilily-faeter-iAtG-diff6l'8Rt-§avSFAaAGe-ffiooels; Effects of 
governance models on efforts to increase racial equity and social justice; 

· Gptimai-m~ees Best practices for ensuring municipal decision makers are representative of, 
connected to and accountable to all members of the community; 

· Other systems/methods for creating multiple avenues for resident participation in government 
without privileging decision-making based on the time and ability to attend meetings. 

Common Council: 

Mayor: 

· The powers and duties of the Common Council; 
· Powers of Council members to chair meetings of the Common Council, Finance Committee and 

other committees, commissions and boards; 
· The attributes of councils with full-time members, part-time members, and those considered to be 

volunteer councils performing duties for a nominal salary or honorarium; 
· Number of Council members and the Impact on effec tive representation of residents in general and 

peop le of color and those living with lower incomes in particular, functionality of the body, and city 
governmental services; 

, District vs. at large elections for Council members; 
· Remuneration of Council members including a process for a change in pay; 
· The size and cost of Council staff. 

· The powers and duties of the mayor including the hiring and firing of department and division heads, 
veto, line item veto and emergency managemenl powers; 

· The size and cost of Mayoral staff; 
· Powers of the Mayor to chair meetings of the Common Council and Finance committee; 
· Powers of the Mayor to appoint members of the Common Council to Council committees: 
· Powers of the Mayor to appoint members to City Committees. 

Committees, Commissions and Boards: 
· The committee system, and the use of resident, Common Council and staff members; 
· The scope and nature of the powers of committees, commissions and boards, including how they 

report to the Common Council and how their recommendalions are received; 
· PaweAS-te-aPf3aiAl-GGIffieii-memgeAS-aAs-fesieeflis-lG..Gity sommitlees,eeFAmissieAS-8AEi-saaf9&; 
· The frequency and time of day of both Council and committee meetings. 

BE IT FURTHER RESOLVED that the Task Force shall hold public hearings, obtain written reports, and 
conducl research as the Task Force determines to be useful and necessary to prepare its report to the Mayor 
and the Common Council; and 

BE IT FURTHER RESOLVED that the Task Force cooperate with the Ci ty's RESJ I Core Team 10 design and 
implement an innovative public input process to learn about residents' perceptions of and experiences with 
governance in Madison, and their opinions about different structural options, including results in the final 
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report ; and , 

BE IT FURTHER RESOLVED that in addition to the public engagement process developed by the Task Force 
as described above, the Task Force intentionally seek input from the following stakeholder groups: 

Members of the Effective Government Guidance Team; 
Current and former Committee, Commission and Board members and Chairs; 
Neighborhood Associations; 
Current and former Alders; 
Current and former Mayors. 

BE IT FURTHER RESOLVED that the final report describe the impact on people of color and those living with 
lower incomes of any potential changes as well as the optimal opportunities for the timing of such changes; 
and, 

BE IT FURTHER RESOLVED funding for Task Force will be considered for inclusion in the 201 8 Operatin g 
Budget; potential uses for this funding may include public engagement , language Interpretation and 
translation, facilities rental and any other research-related costs; and, 

BE IT FINALLY RESOLVED that the Task Force dissolve~ upon the issuance of its recommendations on any 
potential structural changes to city government and the presentation of recommendations to the Mayor and 
Common Council by December 31, 2018. 
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City of Madison 

Minutes - Approved 

City of MadIson 
MadIson, WI 53703 

WW\v.cllyofmadlson.com 

Task Force on Structure of City Government 
Executive Subcommittee 

Monday, Octob~r 8,2018 2:00 p.m. City-County Building, Room GR·27 
210 Martin Luthor King, Jr. Blvd . 

NOTE: POSSIBLE QUORUM OF THE COMMON COUNCIL 
EXISTS AT THIS MEETING. 

If you need an Interpreter, translator, materials in allernate formats or other accommodations to access this service, 
activIty or program, please call the phone number below at least th ree business days prior to the meeting. 

SI necesita un Interprete, un traductor, materiaies en farmatas alternativos u alras arreglos para acceder a esle 
servicio, actividad a programa, comunlquese al numero de tehMano que figura a conlinuaci6n tres dlas Mbiles como 
minIma antes de la reuni6n. 

Vag hars lias koj xav lau ib tug neeg Ixhais Ius, Ib lug neeg txhals ntollN, coy nlawv ua lwm hom ntaW\' los sis Iwm 
coy key pab korn siv tau coy key pab, coy key ua ub no (activity) los sIs qhov key pab cuam, thov hu rau Ius xov looj 
haw qab yam tsawg peb hnub ua hauj Iwm ua ntej yuav tu aj sib tham. 

Office of the City Attomey (608) 266-4511 

Legislative File No 50732 - DOCUMENTS RELATED TO THE TASK FORCE 

1. CALL TO ORDER I ROLL CALL 

Meeting Called to Order at 2:00 p.m. 
Present: Harrington. Rolhschild. Castaneda. Northrop 
Absent: Upchurch (arrived at 2:08 p.m.) 
Also Present: Alder Carter. City Attorney May. Council Chief of Staff Obeng. Assistant City 
Attorney Strange 

2. APPROVAL OF MINUTES 

Motion by Rothschild. second by Castaneda. to approve minutes of July 27 . 2018 meeting. 
Approved by voice vo te. 

3. PUBLIC COMMENT 

There was no public comment at this meeting. 

4. DISCLOSURES AND RECUSALS 

There were no disclosures or recusals from the members present. 

5. TESTIMONY FROM FORMER MAYOR SUE BAUMAN 

Former Mayor Sue Bauman provided comments to the Subcommittee. Among her topics were: 

First. Mayor Bauman stated that she supported making the council smalier. but not making It a 
full-time profess ional council. She suggested that when the council was redu ced from 22 to 20 
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members the idea was t hat seve ral years later it would be red uced again to 16-18 members. 
She believes a 16-18 members, wh ile st ill large, would be more m anageable, and not keep 

Madison out of line compared w ith the Cou ncils in other ci ti es of comparable size. 
Mayor Bauman also voiced her support for reducing the overall number of Boards, Commissions, 
and Comm ittees and creating a structure that consisted of aldermanic committees and citizen 
subcommittees that reported to the aldermanic committees. She emphasized the importance of 
making Board , Commission, and Committee service more accessible to the average resident , 
noting that it is a tremendous challenge for a single mother of three children to make the time 
necessary to serve within the current Board , Commission, Committee structure. As a result, she 
noted, public participation on Boards, Commissions, and Committees tends to come from 
ind ividuals who have the time and resources to participate, and that this often means the same or 
similar voices are heard over and over again. 

Fina lly, Mayor Bauman noted that the City has a tendency to plan too much and implement too 
little. She suggested that the City take a look at its planning process so that it Is positioned to 
plan and implement those plans, rather than plan and let them then si t on the shelf. 

6. QUESTIONS FROM THE TASK FORCE 

After her initial comments! Mayor Bauman answered numerous questions from the Task Force, 
Including questions related to the challenges of school and city boundaries not being 
coterminous, historical housing segregation, the pros and cons of neighborhood vs. SAGE 
schools, and the cha llenge and opportunities associa ted with rethinking the way the City 

engages residents for purposes of public participat ion. 

A recording of Mayor Bauman's commenls and answers to Subcommittee questions will be 
available soon on the Task Force website: 

https:IIW1Nw.cityofmadison.com/task-force-on-government-structure 

7. DISCUSSION OR ORGANIZATION AND PLAN FOR FUTURE MEETINGS OFTHE FULL TASK FORCE 

ON STRUCTURE OF CITY GOVERNMENT AND ITS SUBCOMMITIEES 

Chair Harrington noted that this Item Is on the agenda for the full Task Force meeting on 

October 12 and therefore the subcommittee did not discuss this Item. 

8. FUTURE AGENDA ITEMS 

No Discussion. 

9. ADJOURNMENT 

Mot ion by Castaneda, second by Rothschild, to adjourn. Passed on voice vote. The meeting 

adjourned at 3:00 p.m. 
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City of Madison 

Meeting Minutes - Approved 

TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

City of Madison 
Madison, \NI 53703 

www.cllyofmadlson.com 

Friday. October 261 2018 6:00 PM Urban Loaguo of Greater Madison 
2222 S. Park Stree t, Room Evjue A (101) 

NOTE: POSSIBLE QUORUM OF THE COMMON COUNCIL EXISTS AT THIS 
MEETING 

50732 Documents related to the Task Force on the Structure o f Ci ty Governm ent. 

THE TASK FORCE MAY SUSPEND THE RULES TO STAND INFORMALLY 
AND ALLOW FOR PUBLIC DISCUSSION AND ENGAGEMENT OF ANY 
AGENDA ITEM 

1 CALL TO ORDER I ROLL CALL 

The Chair called the meeting to order at 6:00 p.m. 

Present: 7 - Paul E. Skidmore; David Ahrens; Ronald M. Trachtenberg; John E. 
Rothschild; Maggie Nor1hrop; Eric S, Upchurch and Eileen Harrington 

Absent: 3 - Sheri Carter: Rebecca Kemble and Justice M. Castaneda 

Kemble arrived at 6:02 p.m ,j Carter arrived at 6:09 p.m. 

Also present: City Attorney Michae l May and Ass istant City Attornoy John 
Strange 

2 APPROVAL OF MINUTES 

Motion by Rothschild, second by Ahrens to approve the minutes of October 12, 
2018. Motion passed by unanimous volco voto. . 

3 APPROVE GOVERNMENT OFFICIALS SUBCOMMITTEE MINUTES FROM OCTOBER 
11 , 2018 AND DISBAND THE GOVERNMENT OFFICIAL SUBCOMMITTEE 

This item Wll S referred to the next agenda bocause swff did not provide the 
Task Force with the minutes from the las t government officials subcommittee 
meeting. 

4 PUBLIC COMMENT 

There was no public comment at th is meeting. 

5 DISCLOSURES AND RECUSALS 

There w ere no Disc losures or Recusals at this meeting. 
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TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

Meeting Minutes· Approved October 26, 2018 

6 CONSIDERATION OF POSSIBLE RECOMMENDATIONS TO BE MADE TO THE 
COMMON COUNCIL 

City of Mad/son 

a. The Task Force fi rst discussed whether it should recommend that the City 
retain tho mayoral form of exec utlvo or switch to tho c ity manager or 
commission form of govornment. Member Trachtenberg stated his support (or 
retaining the mayoral form of executive power becauso, among other things, It 
is appropriate fo r tho oxocutive of the city to be elected at largo by tho people. 
Member Northrop sla ted that sho has soon nothin9 in tho information received 
from tho Task Force thus far Indica ting a need to change the current structure 
of execu tive power. Member Skidmore ag reed that he saw no reason to 
change and noted that vesting executive power in an elected mayor helps to 
ensure an appropriate balance or power between the executive and legislative 
branches of local government. Member Skidmore made a motion, seconded 
by Rothschild, to recommend retaining the current form or mayoral exocutlve 
power. Tho chair took a roll ca ll vote, which resulted in the unanimo us 
approva l or the motion. 

b. The Task Forco next discussed what, ir any, recommendations It should 
make regarding whether the mayor or the president of the Common Council 
should chair meetings or the Common Council . Member Kemble noted that the 
mayor recently sponsored an ordinance that, ir enacted, would allow the 
mayor to delegate tho responsibility of chai ring Common Council meetings to 
the presidont or the Common CounciL The Task Force discussed at length how 
such a delegation would impact the relative powers or the mayor and 
pres ident, including who would v ote in the event of a tie ::Ind who could 
pa rticipate in discussion. Member Upchurch suggested that any 
recommendation the Task Force make on this topic he accompanied by an 
explanation of how power might shift depending on who Is chairing the 
mooring, Including how th is might affoct tho Mayor's ability to vote In tho event 
of a tie. A motion was made by Member Kemble, seconded by Rothsc hild, for 
the Task Force to make no recommendation on th is topic butto includo In Its 
roport to the Common Council tho concerns expressed about how power shifts 
if the mayo r delegatos the duty of presiding over the comlllon courfcll to the 
council pres ident. The Chair took a roll ca ll vote, which resulted In the 
unanimous approval of the motion. 

c. Third, the Task Force discussed what, if any , recommendations It should 
ma ko to the Common Council rega rd ing whethor the mayor's veto power 
should he expanded, rostri cted, or re rnain the same. Member Trachtenberg 
stated his opin ion that the mayor's veto power s hould not bo expanded or 
res tricted. Membor Rothschild and Carter agreed. Membor SkIdmore noted 
that the Task Force had thus rar recelvod no indication f rom former 
governmont officia ls or the public that the mayor's voto power should be 
changed. A motion was made by Upchurch, seconded by Carter, ror the Task 
Force to recommend to the Common Council that the mayor's current fo rm of 
veto power be retained. The Chai r took a roll ca ll vote, which resulted In tho 
unanimous approval or the motion. 

d. Finally, the Task Force discussed what, if any recommendations the Task 
Force should make to the Common Council regarding whether Madison should 
pu rs ue becoming a fi rst-class city. Members Trachtenberg and Skidmore 
ag reed that, given the challenges of becoming a first-class c ity as ou tlined by 
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TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

Meeting Minutes· Approved October 26, 2018 

the informatJon reco ived by the Task Force, Madison should not pursue 
first-class city status. However, Mernber Kemble and others noted that while 
they agree Madison should not pursuo first-class sta tus as currentiy defined in 
the state sta tutes, there are some charactoristics of first-class cities that would 
be helpful to the city of Madison. Member Kemble suggested thai the Task 
Force Report should note those characteristics of first-class ciUes that would be 
beneficial to the city. rhus, a motion wns mado by Member rrachtenberg, 
seconded by Member Upchurch, to recornmend that Madison not pursue 
first-class city status but that tho rask Force Report should reflect the 
characteristics of first-cla ss cities that could be helpful to Madison. The Chair 
took a roll ca ll vote, which resulted In the unanimous approval of the motion. 

7 UPDATE ON STATUS OF EXECUTIVE SUBCOMMITTEE, COMMUNICATIONS 
SUBCOMMITTEE, AND BOARD, COMMISSIONS, AND COMMITTEES 
SUBCOMMITTEE 

The Task Force received an update on the work of each subcommittee. 

8 UPDATE ON TASK FORCE FUTURE MEETINGS, SCHEDULES, AND MEETING 
LOCATIONS 

Staff noted that the November 19, 2018 Task Force meeting will be held In 
Room 260 of the Madison Municipal Building. 

9 OUTSTANDING QUESTIONS FOR FUTURE CONSIDERATION 

No discussion. 

10 ITEMS FOR FUTURE AGENDAS 

11 ADJOURNMENT 

City o f Madison 

No discussion. 

Motion by Rothschild, sElco'nded by Carter, to adjourn. Passed on voice vote. 
The meeting was adjournod at 7:25 p.m. 
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Common Council Subcommittee Report to the Task Force on 

Government Structure 

March 12, 2019 

I. Introduction 

The Reso lution (RES-17-00714; Legistar File 47707) creating the Task Force on 

Government Structure ("TFOGS") specifica lly charged the TFOGS with considering the fo llowing 

issues with regard to the stru cture of the Mad ison Common Council ("CC"): 

• Th e powers and duties of the Common Council; 

• The powers of Counci l members to chair meetings of the Common Council, Finance 

Committee, and other boards, commissions, and committees ("BCCs" ); 

• The attributes of counci ls with fu ll-time members, part-time members, and those 
considered to be volunteer counci ls performing du ties for a nominal sala ry or 

honorarium; 

• The number of Counci l members and the impact on effective representation of 

res idents in general and people of co lor and those living with lower incomes in 

particular, functiona l of the body, and city governm ent services; 

• Di strict vs. at large elections for Counci l members; 

• Remuneration of Cou ncil members include a process for a change In pay; 

• The size and cost of Council sta ff; 

• Best practices for ensuring municipal decision makers are representative of, 

connected to and accountab le to all members of the community; and 

• Other methods for creating multiple aven ues for resident participation in government 

without privileging decision-making based on the t ime and ability to attend meetings. 

The Task Force created the Common Council Subcommittee ("Subcommittee" ) to help to 

assist in the consideration of these issues. The Subcommittee consisted of John Rothsch ild 

(chair), Justice Castalieda, Eric Upchurch, Alder David Ahrens, Ronald Trachtenberg, and Magg ie 

North rop (alternate). The Subcommittee met t en (10) t imes between November and the writing 

of this Report. Materials considered by the Subcommittee can be found in legistar fil e 50732, 

including agendas, detai led minutes of each meet ing, and cop ies of documents discussed by the 

Subcommittee.' Additional ly, Madison resident and former alder Brenda Konkel attended, 

I https://m.dlson.legistor.com/Legislotionoetoll .aspx? I 0=3 712917& GU I 0=19073190-C3 B4-4 2 0 1-BA B2-
BA9442FoF39o&optlons=10 I &Search=S3673 
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participated in, and recorded most of the Subcommittee's meetings. The recordings can be 

viewed on Ms. I<onkel's website.' 

Th is Report will describe the process used by the Subcommittee to consider the Issues 

listed above, ident ify the key issues and themes that arose out of the Subcom mittee's 

discussions, and highl ight the posi tive and negative aspects of altern atives considered by the 

Subcommittee. 

It is not the inten t of this Report to recommend tha t the TFOGS take a specific course of 

action, but rather, to identify the key considerations of changing anyone component of the 

Common Counci l structure. The Report also identifies some tangible actions the Ci ty cou ld take 

to improve resident engagement and Common Council decision-making even if no structural 

changes are made to the Common Council. 

II. The Subcommittee created a detailed work plan to discuss each issue listed in the 

Resolution. 

The Subcommittee used the issues ident ified in the Resolution to inform the top ics and issues 

it wou ld discuss: 

1. Full vs. part t ime alders or hybrid; 

2. Alder terms (2 v 4 years); 

3. Number of alders/districts; 

4. Staggered terms; 
5. At-large vs. geographic districts or hybrid or numbered districts; 

6. Term limits; 

7. Redistrict ing considerations including diversity representation; 

8. Compensation levels; 

9. Compensation and term of Council President and Vice President; 

10. Support staffi ng leve ls and training for Council members; 

11. Alders serving on BCCs; 

12. Appointment of alders to BCCs; 

13. Appointment of residents to BCCs; 

14·. Alders as chairs of BCCs; and 

15. Structural and proce dural issues relating to equity and meaningful 

engagemen t of residents in council decision-making, including time, place and 

length of Council meetings, budget development, barriers to resident 

participation and accountability.' 

1. https:/Iwww.youtube.com/user/BrendaKonkel/vldeos. These recordings were not done by the CIty and are not 
part of the Offfclal Record of the proceedings. However, they could be useful to anyone wishing to learn more about 
the Subcommittee and its work. 
' In discussing these Issues below, they are rearranged to group them by subject area. 
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The Subcommittee worked through this plan twice. In doing so, it observed that whi le the 

Resolu tion posed these issues sepa rately, they are very much intertwined. For example, the 

Subcommittee noted that switching to a Common Council compri sed of fu ll-time alders (Topic 

Area 1) would req uire a reduction in the number of districts/a lders (Topic Area 3) and, very likely, 

the provision of additional staff for alders (Topic 10). 

Despite this interre latedness, the Subcommittee believes that any overa ll recommendations 

the fu ll Task Force makes should take into account the pros and cons of making changes to each 

speci fic issue or top ic area so that the Ta sk Fo rce can be aware of the overall impact of any 

decision. Thus, for each issue, the Subcommittee comp iled a list of pros and cons to making 

changes in each top ic area. 

When considering these issues, the Subcommittee urges the Task Force to also address 

underlying philosoph ica l issues that relate to the purpose and function of city government. For 

example, when considering whether to have full-time alders or increase alder pay, the Task Force 

should consider more basic questions, such as whether membership on the Common Council 

should be viewed as a "government job" or a "volunteer public service." 

III. The Subcommittee identified the posit ive and negative aspects ofthe various issues 

raise d by the Resolution and, in a few instances, reached consensus regarding which 

alternative may be best for the City. 

a. Full-time vs. part-time alders. 

The choice between ful l-time or part-time alders is a critica l decision that probably should 

be the first decision made. Some very significant issues are effective ly decided by the choice 

made here . . 

The Subcommittee noted that moving to a Common Council with full -time alders could 

have the following positive effects: 

• Having alders who are ab le to dedicate all of their professional t ime to the work of 

the city instead of balancing multiple jobs and responsibilities; 

• Making the position of alder more attractive to ca ndidates who may otherwise be 

unable to participate on a part-t ime counci l with part-time pay; 

• Having alders who wou ld likely have larger districts, making Madison's residents per 

council member closer to other , ities, thus possibly changing the level of influence a 

smal l group of residents can have on a single alder (could also be viewed as a 

negative); and 

• Having alders who may be better posi ti oned to consider the best interest of the entire 

city and not necessarily just their individual districts. 

The Subcommittee also noted possible negative effects of moving to a full-time council, 

incl uding: 
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• Professionalizing the position of alder, resu lting in bigger ca mpaigns, more money, 

and more influence from moneyed interests; 

• Crea ting alders who may be less connected to their coristituents and more removed 

from local or distri ct issues; 

• Discou raging individuals from runnin g for alder for fear of leaving a curren t job and 

then losing re-election two years later; and 

• Risk losing the varied backgrounds and j ob experiences often found on a larger part

time Common Council. 

In addi tion, the Subcommit tee noted it was unsure whether moving to a fU ll-time Counci l 

would have a tangible impact on representation or part icipation by communit ies of color and low 
income. 

Ultimately, the Subcommittee did not reach consensus On whether the TFOGS should 

recommend moving to full-time alders. However, as noted above, any decision made by TFOGS 

on this issue would likely drive the decisions on other issues listed below. Accord ingly, the 

Subcommittee recommends that TFOGS strongly consider deciding this issue firs t. 

b. 2-year vs. 4-year terms for alders. 

The Subcommittee noted that the cu rrent 2-year t erm requires more frequent campaigns 

and, thus, more direct alder-constituent con tact. However, the more frequent ca mpaigns also 

end up requi ring new alders to run for reelection just as they are becoming familiar with the 

position and, potentially, has the effect of driving up overall campaign costs (for both the alder 

and the ci ty) by requ iring more frequent elections. 

The Subcommittee noted that 4-year terms may also have some negative effects, 

including professionalizing campaigns, discouraging candidates who may not know whether they 

will be living in a district for longer than two years, and creating the possibility that vacancies 

would result in aldermanic seats being fi lled for longer periods of t ime by politica l appointees 

rather than by elected officials. 

The Subcommittee reached consensus that moving to 4-year terms was likely in the best 

interest of the City and t hat some of the negatives associated with a 4-year term could be 

addressed by new rules such as, for example, requiring special elections (or, election s at the next 

general election) for vacant seats. The Subcommittee noted that this change wou ld be especially 

crit ical if the TFOGS recommends moving to fu ll-time alders, as discussed above. 

c. Term limits f or alders. 

The Subcommittee noted that term limits may result in fresh cand idates and new ideas. 

Moving to term limits may also result in more competitive elections and, perhaps, less influence 

from outside groups. At the same time, the Subcommittee noted that imposing term limits wou ld 

deprive the Council of experienced leaders, infringe on the democratic process, increase the 
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influence outside professionals or staff may have on short-time alders, and impact the ability of 

alders to follow through on long term projects or funding. 

The Subcommittee also noted that the part-time council tends to term limit itself, with 

most alders li kely t o spend 6-8 years or less on the Common Council. Thus, while term limits may 

be a good idea if the City moves to a full -time Counci l by discouraging "career" politicians, it likely 

is not necessary for the current part-time structure. According ly, the Subcommittee reached 

consensus that it is not in the best interest of the City to impose term limits unless, perhaps, the 

City moves to full -time alders. 

d. Length of Council president and vice-president terms. 

The current i -year term of the Council president and vice-president results in frequen t 

turnover of the positions. As a result, the Subcommittee noted that by the time the Council 

president becomes comfortab le in the role of Counci l President their term is almost over. 

Increasing the term to two (2) years wou ld alleviate this potential problem. However, increasing 

the term to 2 years (the length of a current Common Council term) would mean that some 

members on ly serve under one President. Moreover, it would reduce by ha lf the number of 

members who are allowed to cycle through the posit ion and become familiar with the role. 

During the time period that the Subcommittee met, an ordinance was introduce d and 

referred to the TFOGS that would increase the Council President's t erm to two years. The TFOGS 

noted that the Subcommittee had not reached consensus on the issue and the fu ll TFOGS had 

not yet addressed it and, therefore, chose to recommend to place the ordinance on file without 

prejudice. 

On Tuesday, March 5, 2019, the Common Council voted to pl ace the proposed ordinance 

on file without prejudice. 

e. Total number of alders/districts. 

The Su bcommittee noted that reducing the number of alders and districts was 

intertwined with the issue of whether to have ful l- or part-time alders. For example, if the TFOGS 

recommends moving to ful l-time alders, then it would likely, for finan cia l rea sons, need to reduce 

the number of alders and districts. Thus, many of the positive and negative effects noted for 

moving to fu ll-time alders would app ly to a potential reduction of alders and districts as well : 

Positive Effects of Full-Time Council (and larger districts): 

• Having alders who are ab le to dedicate all of their professional time to the work of 

the city instead of possibility ba lancing two jobs and any other responsibilities they 

may have; 

• Mal<ing the position of alder more attractive to candidates who may have otherwise 

been unable to participate on a part-t ime council with part-time pay; 
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• Having alders who would likely have larger districts, making Madison's residents per 

council member closer to other cities, thus possibly changing the level of influence a 

small group of residents can have on a single alder (cou ld also be viewed as a 

nega tive); and 

• Having alders who may be better positioned to consider the best interest of the ent ire 

city and not necessa ri ly just the ir ind ividua l districts. 

Negative Effects of Full-Time Council (and larger districts): 

• Professiona lizing the position of alder, resul ting in bigger campaigns, more money, 

and more influence from moneyed interests; 

• Crea ting alders who may be less connected to their constituents and more removed 

from loca l or district issues; 

• Discouraging individua ls from running fo r alder for fear of leaving a current job and 

then losing re-election two years later; and 

• Risk losing the varied backgrounds and job experiences often found on a larger part

time Common Council. 

The Subcommittee revisited this discussion in a later meeting. After much discussion, the 

consensus of the Subcommittee was that reducing the size of the council wou ld not necessarily 

result in better representation. In fact, they noted that larger districts cou ld reduce the like lihood 

of electing a person of color by eliminating districts (like District 14) that were drawn to give 

people of color a greater chance of being elected. 

The Subcommittee also explored the philosophical underpinnings of the Job of alder and 

indicated support for the resident-alder "volunteer" focused on service rather than professional 

polit ics. This cou ld be impacted by moving to a smaller council with la rger districts. 

Finally, the Subcommittee discussed the possibility of increasing the size of the Councilor 

keep ing the size of the Council the same (20 alders) but having 10 larger districts (with two alders 

per district) . Neither possible change ga ined much momentum. 

Ultimately, the Subcommittee did not reach consensus that changing the size of the 

Council was the best way to address issues li ke representation. Furthermore, they noted that 

70% of the Government Official survey and nearly all former Mayors opposed reducing the size 

of the Council. Subcommittee members noted, however, that such a response isn't necessa ri ly 

a reason to maintain the status quo, which has historically worked well for some, but not all, 

Madison residents. 

f . At-large vs. geographic districts. 

The Subcommittee noted that having geography in and of itse lf as a basis for distri ct 

delineation ca n be an inherent problem that promotes parochialism and strengthens the impact 

a neighborhood association or other loca l interest group can have on a particular alder. Thu s, 
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the Subcommittee noted that moving from geographic to at-large districts could have the 

posi tive effect of requiring alders to consider issues In relation to what is good for the entire city, 

not just their district or the individuals who are able to participate in the discussion. The 

Subcommittee noted that, though unknown for sure, moving to at-large districts may increase 

representation with more peop le of color being elected. 

These potential posit ive effec ts of at-large districts cou ld, the Subcom.mittee noted, come 

at the cost of forgoing some of the positive effects of geograph ic distri cts, including 1) promoting 

a greater awareness of distri ct specif ic issues, 2) giving residents a direct connection to their 

geographic alder and making reSident engagement easier, 3) making it easier for alders to directly 

interface wi th part icular neighborhood groups or associations. Moreover, the Subcommittee 

noted that while moving to at-large districts could increase representa tion, it could also have the 

opposite effect, citing Janesville as an example of a city with at-large distri ct s with all members 

hailing from the wea lthy side of town. 

The Subcommittee also discussed the possibility of moving to a hybrid system of both at

large and geographic districts. This would make it possible to combine some of the positive 

aspects of both . However, the Subcommittee noted that many cities using a hybrid system have 

a City-Manager form of governm ent where the mayor Is the only at-large member of the 

Common Council. The Subcommittee noted that were their more than one at-large member, this 

could result in an unequal power dynamic where the at-large members have (or at least claim) 

more influence than geograph ic members. It may also create a slate of potential contenders to 

the mayor because at-large alders are elected city-wide. 

When the Subcommittee revisited this issue, some members grew more comfortable with 

the idea of moving to at-large districts, citing the long history of Madison having an under

representative Common Counci l (compared to the history of the Madison School Board), thus 

quest ioning whether there could be any rea l downsi de to trying an altern ative form. Ultimately, 

the Subcommittee did not rea ch consensus whether the City should change the numbers of 

alders/di stricts. 

g. Compensation levels for alders. 

One of the core issues facing the Common Council is the amount of time required for 

se rvice, which raises, among other issues, wh ether alders are being properly compensated for 

their tim e. The time alders spend on city business depends on the alder, with some working 10-

20 hours per week and others upwards of 30-50 hours per week. Their time is spent attending 

BCC and Common Council meetings and completing the general work of an alder (addressing 

constituent concerns, pursuing policy objectives, and commun icating with City staff) . Thus, the 

Subcommittee considered whether increasing the compensa tion level for alders would 1) 

properly compensate alders for t ime spent on city business, 2) attract more cand idates to run for 

alder, or 3) make it more feas ible for low-income individu als to serve on the Common Council. 
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The Subcommittee agreed that they generally view the position of alder as being one of 

service, not profession -- thus affirming the traditional Madison view of the Council -- suggesting 

that pay shou ld not be the primary feature of the position. Also, Subcommittee members 

questioned whether, as a matter of principle, alders should be paid more than the living wage 

set by the City un less and until the Ci ty ra ises the living wage. Other members noted, however, 

noted that the current sa lary (rough ly $13,000 per year) may discourage certain residents, 

including those of low income, from running for alder because of the significant time 

commitment and lack of compensa ti on or other resources (chi ldcare, parking, etc.) to make the 

job more feasible. Thus, the Subcommi ttee noted a quandary: pay alders too little and you risk 

discouraging participation and making the j ob of alder more difficu lt given the significant time 

requ irements; pay alders too much and you ri sk professionalizing the position and using money 

for alder compensation that could be used for resident se rvices. Brenda Konke l pOinted out that, 

in add ition, some low-income residents may actual ly be dissuaded from becoming an alder if the 

sa lary was too high that it ri sk other benefits, although, under state law, elected officia ls may 
decl ine all or part of their sa lary. 

The Subcommittee did not reach consensus on whether the sa lary should be raised, but 

suggested the TFOGS should obtain rough estimates of what certain increases may cost. Further, 

and as det ailed below, the Subcommittee noted that the TFOGS could recommend initiatives 

other than a bump in sa lary (such as providing child care, providing more sta ff assistance and 

reducing the level of required service to BCCs) that may help alleviate some of the stresses of 

being alder. These alternative initiatives may reduce the hours required of alders, effectively 

giving them an increase in pay. 

h. Support stoff for alders. 

The Subcommittee noted that adding staff support for Common Counci l members, ei ther 

through direct staffing in the Common Council office or t hrough support provided by an Office of 

Resident Engagement and Neighborhood Services (ORENS), wou ld reduce time pressure on 

alders and effectively be an increase in compensation. 

i. Alders service to BCCs. 

The Su bcommittee deferred thi s issue to the BCC Subcommittee but noted that BCC se rvi ces 

is one of the major draws on alder time, and, as noted above, redu ction of t ime spent on BCCs 

related to alder compensation. 

j . Staggered alder terms. 

The Subcommittee reached consensus that the TFOGS should recommend aga inst moving to 

staggered terms. It saw no real advantages to moving to staggered terms, even if the City were 

to increase Common the Common Counci l to 4-year terms, make it fu ll-time, or change the 

characterize of district representati on (i.e., at-large versus geographic). One specifi c nega tive 
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aspect of moving to staggered terms wou ld be to potentially end up with low turnout for 
elections staggered opposite the mayoral election. 

k. Redistricting considerations and diversity representation after the 2020 
Census. 

The Subcommittee does not bel ieve the TFOGS is in a position to make any 

recommendation on this issue. It no ted the limitations of the federal census in ident ifying all 

residents, the complex nature of Madison's historica l housing patterns, and how these two 

combine to make "districting" a difficult marker for representation. The Subcommittee suggests 

that an expert be consu lted after the 2020 census to consider this issue in a way that takes into 

account these two cha llenges. 

I. Power to appoint alders to BCCs. 

This power now resides with the Mayor, except for the Common Council Executive 

Committee (CCEC). Madison's decision to grant to the executive the authority to appoint alders 

as members of all committees, including legislative committees, is very unusual. For example, 

ne ither in Congress nor in the Wisconsin Legislature does the executive appoint members of the 

legislature to the legislative committees. 

The doctrine of separation of powers suggests changing t his process. A good argument 

can be made that the appointments of alders to committees ought to be made by the Council 

President, perhaps with inpu t from the CCEC. The current system concentrates authori ty and 

power in the Mayor. Moving this power to the Council President wou ld be more congruent with 

the separation of powers between the executive and legislative branches. 

The Subcommittee noted that Madison (and pe rh aps other municipa lities ) differs from 

the state and federal models in that some of Madison's BCCs serve both administrative and 

legislative roles. As such, the Subcommittee suggested that th is argument may have less force 

for those BCCs that are more admin istrative or operational in nature, compared to BCCs that are 

legislative or policy making. 

m. Power to appoint residents to BCCs. 

Many of the arguments about separation of powers for alder appointments could also be 

made for resident appointments, si nce the residents also serve on many legisla tive committees. 

However, the Subcommittee noted some key differences that may argue against transferring the 

power to appoint residents to the Council President. Fo r example, the Mayor remains the on ly 

offi ce elected ci tywide and, as such, the Mayor deserves the right to appoint those who are likely 

to understand Mayoral policy initiatives. Additiona lly, appOintment of residents is not as invasive 

of separation of powers as appointment of members of the legislative body becau se it does not 

Invo lve the executive branch exercising ~ower over the legislative branch. Fina lly, there is a very 

practica l problem with the Council President having the t ime, even assuming some expanded 

staff assistance, to make and maintain some 700 BCC appo intments. 
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The Subcommittee discussed an alternative where the Mayor would retain the appointive 

authority, but the City would codify a consultative process with the Council President on 

appointments. The Council partici pation might provide a broader perspective of potential 

appointees, with a wider range of potential appointees . A similar idea is discussed in Section VI. 

c. of the BCC Subcommittee Report. 

The Subcommittee suggested that if the Ci ty moves to full -time alders, the above analysis 

could change. 

n. Alders serving as chairs of BCCs. 

The Subcommittee deferred this issue to the BCC Subcommittee. 

o. Structural and procedural issues relating to equity and meaningful 
engagement of residents in council decision-making. 

The Subcommittee noted severa l structural and procedural aspects of the current 

Common Council structure that discourage or inhibit resident engagement. Currently, Common 

Council meetings are held at 6:30 p.m. every other Tuesday. Members of the public are allowed 

to speak at Common Council meetings for five (S) minutes at public hearings and three (3) 

minutes fo r other agenda items. Meetings are run according to Robert's Ru les, which ass ist the 

Common Counci l to run an ord erly meeting. Fina lly, the Common Council utilizes the consent 

agenda to quickly move through non-cont roversial items. 

Despite these known characteristi cs, the Subcommittee noted many challenges to the 

current structure of Common Council meetings, including: 

• Mee tings continue into the night and sometimes into the early morning because there is 

no t ime limit for debate. Also, meet ings often begin with lengthy proclamations that delay 

the more substantive work of the Common Council. Finally, Madison is, relatively 

speaking, unique in that It allows extensive public input at each meeting. Meetings may 

become lengthy because there Is no limit to the number of pub lic attendees who may 

test ify. The Subcommittee noted that late meetings can be a major barrier to residents 

who work early the next day, take public t ransportation that stops operating after a 

certain hour, or have other even ing commitments. Furthermore, late meet ings tax older 

members and residents as we ll as anyone who tends not to function we ll late at night or 

on li tt le sleep. Yet, many very Important decis ions are made late at night or early in the 

morning, such as the budget. 

• It Is good to allow public comment, but this may be less impactful than it should be 

because the cu rrent structure requires physical presence at a downtown location, a 

limited about of t ime to speak, and the uncertainty of knowing when a specific item will 

be called to the floor. Thus, public engagement in this form tends to be anecdota l rather 

than empirical and objective, and policy decisions can be manifestation of input received 

by those few who are able to attend and express their personal opin ions. 
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• It is good to have a known time and place for meetings, but this may serve as a permanent 

barrier to entry to those who ca nnot trave l downtown or work at night. Moreover, a lack 

of parking downtown and lack of ch ild ca re may further inhibit participation by privilegin& 

those who can afford to pay for chi ldcare and parking so that they can attend a Council 
meeting. 

• Robert's Rules provide some structure, but other rules are often enforced unevenly or 

not at all . For example, there is a ru le regarding how long alders can talk on anyone item, 

but it is not enforced. 

• Robert's Rules themselves can be problematic becau se few know and understand them 

and they may be intimidating or confusing to anyone who is not familiar with them. 

• The physica l set up of the Council chambers is, In and of itself, not conducive to public 
engagement because the public is pushed off to the side. 

The Subcommittee also noted many challenges surrounding other aspects of the 

Com mon Council decision-making process, inc lud ing primarily that Legistar is ve ry difficult to use 
and, therefore, information regarding upcoming Council decisions is diffi cult to obtain . 

IV. The Subcommittee identified a range of possible solutions to address any negative 

aspects of the current structure of the Common Council. 

The Subcommittee generally agreed on a ra nge of possible actions the City cou ld take 

cou ld improve resident engagement even if not changes are made to government structu re: 

• Provide day care for peop le attending meetings. 

• Va lidate parking for peop le attending meet ings. 

• Do proclamations at another time, possibly at 5:30 p.m. before the legislative 
business begins at 6:30 p.m. 

• Allow videos to be submitted for testimony. 

• Allow live public participation at Counci l meetings by electronic means such as 

the internet or from remote centers of the city. 

• Allow public comments on agenda items to be considered In advance of a 

meet ing by allowing individuals to reg ister in favor or opposed through a 

system that notifies residents of decis ions to be made and asks for input. 

• Separate Public testimony from legislative debate and action by allowing 

individuals to provide input at the beginn ing of Counci l meetings regardl ess of 

when the item on which they wish to speak is taken up by the Counci l. This 

may prevent residents from leaving the meeting when their item is not taken 

up until late at night. 

• Vary meeting locations. 

• Make written comments avai lable to the public and Council members at the 

time of the meeting. 

• Avoid late-night meetings. Reduce overa ll length of meetings. 
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• Adhere to and/or change current rules regarding th e length of alder 
statements at Common Council meetings. 

• Improve accessibility of Legistar. 

• Create way for people to provide inpu t in Legistar or some other appropriate 

platform. 

• Prov ide classes for the public to lea rn how to use Legista r. 

• On city website, allow option for having a chat with a city employee who can 

direct a residen t in the right direction shou ld they have an issue or question 

about government services. 

• Continue worki ng towards having 311 number for city services. 

• Maintain subscription lists fo r Common Council and BCC items so that 

residents can be made aware of issues coming before a body through an emai l 

blast or text message. 

• Review customer re lat ion software options that may create better processes 

for residen ts to navigate city services, such as th rough t icketing system where 

issues are t icketed, followed up on my staff, and then the results reported back 

to the person requesting the service. 

• Consider the option of bifurca ting publ ic test imony and legis lat ive sessions. 

• Add more than just the name of meetings to the city calenda r so that more 

informa tion can be obtained with 1 click, instead of requiring multiple cli cks to 

get relevant and substantive information about a meeting. 

• Consider the possibil ity of crea ting an Office of Residen t Engagement and 

Neighborhood Support (ORE NS). 

• Consider incorporating specific recom mendations from the Aust in (TX) 2016 

Engagement Study, whi ch focuses on five major themes: 1) Make inform ation 

clear, releva nt and easily accessib le; 2) Make it easier for peop le to give input 

in ways that are convenient, accessible and appropria te fo r them; 3) Explain 

how input wil l be used and show how that input had an impact on the decision 

made; 4) Ensure that everyone who ca res about an issue or is impacted has an 

opportunity to engage; and 5) Ensure that City staff has the support, t raining, 

too ls and resources to do engagement wel l. For a complete Jist of specific 

recommendations consider reviewing Austin's engagement report.' 

, https:/ /madlson. legistar.com/Vlew .ashx?M=F&ID=6955161&GUI D=Al77 A6EB-EE87 -4A04-9F61-627040D223BF 
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V. The Subcommittee further exp lored the current state of City Technology and what 

changes are necessary to increase resident engagement through technology. 

As noted above, one of the major cha llenges fa ci ng the Common Council, regard less of 

the structure it ultimate ly takes, is the Inability to facilitate resident engagement and 

participation through technology. The Subcommittee received a presentation from Ci ty IT 

Director Sa rah Edgerton and IT Media Leadworker Boyce Johnson to discuss the City's existing 

and future capab ilities. 

A memorandum prepared by City IT is attached to this Report summa rizing their 

presen tation. The Subcommittee came away from the presentation believing that the City 

needed to invest in and prioritize those technologica l advancements that would address this 

problem, including the ability to 1) broadcast or strea m Common Cou ncil meetings from a 

variety of locations in the City, 2) facili tate remote resident and member engagement, and 3) 

facilitate other forms of residen t engagement through the use of technology. 

The Subcommittee acknowledged the City's current limitations, but noted that other 

City's have been doing some of th ese things for quite some time and questioned why the City 

has not invested the resources to do it as well. The Subcommittee thus requested that City 

IT to prepare an estimate of the cost of the technologica l advancements discussed that would 

al low the City greater ability to hold meetings in remote locations and allow residents to 

part iCipate from remote locations. The Subcommittee wil l provide this Report to the TFOGS 

as soon as it is received. 

VI. Conclusion 

The individual structure issues addressed by the Subcommittee are, in most cases, very 

intertwined. Thus, the Subcommit tee pointed out the positive and negative aspects of each 

changes so that the TFOGS can ana lyze to potential impact of any recommendation it makes. 

The Subcommittee strongly believes that, even if no structura l changes are made, the TFOGS 

can make recommendations about specific actions that cou ld greatly improve resident 

participation and engagement and, hopefully, resu lt a more inclusive and representative 

Common Counci l decision-making process. 

This Report was accepted and approved by the Common Council Subcommittee on March 

8,2019. 
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CORRESPONDENCE 

~ATE: Fe bruary 1, 20~ 

Task Force on t he Structure of City Government ("TFOGS") 

Sa rah Edgerton, IT Director 
Boyce Johnson, Digit al Media Manager 

Information Technology Presentation to TFOGS Subcommittee on existing and 
futu re ca pabiliti es t o hold meetings or t ake public t estimony from remote 
locations 

Background 
One of the most significant deterrents to publi c participation In loca l government, Identified by 
TFOGS, is attending meetings downtown. Therefore, TFOGS wou ld li ke to pursue the idea of 
offe r'ing remote locations for meetin gs. 

The TFOGS Task Force asked Information Technology (IT) staff to prepare a memo to discuss w hat 
it would take to hold meetings or take public testimony from remote locations. They also as l<ed 
IT to discuss what capab ilities the City currently has t o do these t hings now, and what it would 
take In terms of Investment, such as, the costs of such a system, staffing, and/or what alternatives 
might exist to provide these se rvices to our residents. 

The Current State and Future State: Madison City Channe l Coverage by 
the M edia Tea m 
The Media Team currently covers regu lar meetings of eight bodies for an average of Just under 
12 meetings a month. In addit ion to 137 s\;ch meetings covered In 2018, we covered 55 specia l 
meetin gs, including presentat ions before the Common Council, Department/Division Head 
Meetings, and meetings of bodi es such as the Oscar Mayer Advisory Committee, Police Po licy 
Review Committee, Work Group on Surveill ance Po li cies, and Task Force on Governm ent 
Structure. We also covered 56 non-meeting events Including press conferences, award 
ceremonies, and panel discussions. Add it ionally, there were 77 studio productions, 85 f ield 
productions for video projects, and 56 Monona Terrace productions. 
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Future State: Testimony Vi a Video Recording 
Allowing publ ic testimony via vi deo recordin g could mea n one of two things: It could mean 
submitting some kind of pre-reco rd ed video file to a body or it could mean using some kind of 
videoconferenclng t ech nology to present live testimony to a body from a remote location. 

If It's the former, th e video recording could ei ther be accepted by the body as a communication 
or co rrespondence or it cou ld be treated as testimony. In ei th er case, there would have to be 
rules about what formats are acceptab le and submissions would have to be rece ived with ample 
time allowed to be reviewed by staff and transcoded into a form at that wou ld be accessible to 
mem bers of the body. This would likely mean pub lishing them as streaming lil es t hat could be 
accesse d via a link. If It's t reated as co rrespondence, a lin k could be provided along with other 
letters, email messages, etc. received by t he body. Presumab ly, open records laws would apply 
in the same way for any of these fo rmats. If it's t reated as testimony, the meeting would have t o 
be held In a room with video playback equipment that would allow it to be seen and heard by 
members of the body and any staff or members of the pub lic in attendance . If th e meeting was 
covered for Madison City Channel, It would need to be In a room In which that content can be 
captured so that it can be seen and hea rd by t he t elevision and/or streaming audience . People 
who testify in person have to fill out a form to ve rify th eir identifi ca tion and add ress and identify 
affil ia tions or lobbying activity. Th ere wou ld have to be an online process to gather that 
information and match it to submitted video t estimony. Video co rrespondence or t estimony has 
the same drawback as written co rrespondence in t hat it affo rd s no opportuni ty l or members of 
the body to ask questions. It's also potentia ll y problematic in that not everybody has access to 
techno logy to record testimony, and t here could be a la rge range in quali ty among submissions 
based on the kind oltechnology and expertise accessib le to various use rs. 

If It' s the latter, videoconferencing methods identified fo r use by members of t he body co uld also 
be employed by the public. In ei ther case, equipment wou ld need to be ava ilable in the room to 
ensure that members of the body cou ld see an d hearthe person on the far end of the conference, 
and that the person on the far end of t he conference could see and hear all members of the body 
and any presentat ion materials that are visible and audible In th e room. Madison City Channe l 
cove rage would req uire the person on t he far end of t he conference to be seen and heard by th e 
te levision and/or streaming audience, as well. There are cllfrently no room s that allow th is 
functional ity. One of the rooms In t he remodeled Madison Municipal Building wa s des igned for 
Integrat ed videoconferencing and Madison City Channel coverage, but the videoconferencing 
features have not been added yet. 
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Boards, Commissions, and Committees Subcommittee Report to the 

Task Force on Government Structure 

March 12, 2019 

I. Introduction 

The Resolution (RES-17-00714; Legista r File 47707) creating the Task Force on 

Government Structure ("TFOGS") specifica lly charged the TFOGS with considering the fo llowing 

issues with regard to the City's Boards, Commissions, and Committees ("BCC") Structure: 

• The use of resident, Common Council and staff members in the City's BCC System; 

• The scope and nature of the powers of t he City's BCCs, including how they report to 

the Common Cou ncil and how their recommendations are received; 

• The frequency and time of day of both Council and BCC meetings; 

• The extent to wh ich state statutes impact the City's BCC structure; 

• The efficacy of BCC models and practices of cities similar to Madison; 

• The effects of the City's BCC st ructure on efforts to increase racia l equity and socia l 

justice; 

• Best practices for ensuring municipa l decision makers are representative of, 

connected to and accountab le to all members of the community; and 

• Other methods for creating multiple avenues for resident participation in government 

without privileging deCision-making based on t he time and abi lity to attend meetings. 

The Task Force created the Boards, Commissions, and Committees Subcommittee 

("Subcommittee") to help to assist in the consideration of these issues. The Subcommittee 

consisted of Justice Castaneda (Cha ir). Eric Upchurch, Maggie Northrop, Alder Rebecca Kemb le, 

and John Rothschild. The Subcommittee met eleven (11) times between October and the writ ing 

of this Report. Materials considered by the Subcommittee can be found in Legistar file 50732, 

includ ing agendas, detailed minutes of each meeting, and copies of documents discussed by the 

Subcommittee.' Additiona lly, Madison resident and former alder Brenda Konkel attended, 

participated in, and recorded most of the Subcommittee's meetings. The recordings can be 

viewed on Ms. Konkel's website.' 

This Report wi ll describe the process used by the Subcommittee to consider the issues 

listed above, identify the key issues and themes that arose out of the Subcomm ittees discussions, 
and identify alternatives meri ting further discussion by the full TFOGS. It is not t he intent of th is 

1 h ttps:!! ma d Iso n.1 egis tar .com/legls I a tl on Detail. aspx?1 D=3 712890& G U I D= EOCFS 6 D3 -53AF-4 C5 B-B 261-
C88E7EOCE1AF&Optlons=ID I &Search=53672 
z https://www.youtube.com/user/BrendaKonkel/videos. Th ese recordings were not done by the Ci ty and are not 
part of the Official Record of the proceedings. However, they could be useful to anyone wishing to learn more 
about the Su bcommittee and its work. 
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Report to recommend that the TFOGS take a specific course of action, bu t rather, to li ft up major 

issues for further discussion by the Task Force and highlight a range of possible actions that could 

address those issues. 

II . The Subcommittee created a work plan to discuss the issues identified in the 

Reso lution . 

Th e Subcommittee developed a work plan that requ ired it to : 1) discuss the current st ructu re 

of the City's BCCs, 2) identify the strengths and potential of the current structure, 3) identi fy the 

challenges of and potential alte rnatives to the current structure; and 4) issues related to 

appointment to and servi ce on BCCs. The Subcommittee discussed each of th ese items through 

the lens of equity, representation, accountability, and participation. 

III. The City's current BCC structure was intended to serve as a robust forum for 

resident participation. 

The Subcommittee began by discussing Madison's history as a progress ive city that values 

resident input and a robust participatory democracy. It noted that the City's BCC structure was 

likely conceived to typify these notions. For example, the Subcommittee noted that the cu rrent 

BCC structure contains nearly 100 BCCs which create numerous avenues for res ident 

participation on issues and decisions faci ng t he City. In addition, the BCCs can se rve as a way to 

educate residents about local government and the various ways they may be able to participate 

In it, thus encou raging future involvement, perhaps even Inspiring some to chair a committee or 

run for elected offi ce. Also, because the current structure requires alders to se rve on the BCCs, 

the Subcommittee noted that the BCCs provide a forum in wh ich residents can have direct and 

substantive interaction with their al ders on issues facing the City. 

The Subcommittee further recognized that residents aren't the only ones who potentially 

benefit from this la rge structu re. As a city that has 20 part-time alders, the large BCC structure 

provides a tangible way for alders to gain resident perspective and ana lysis that supplement their 

own perspective and analysis and assist in Common Council deliberations. 

Finally, the Subcommittee noted that the cllrrent BCC stru cture cou ld benefit the 

st ructu re as a whole by diluting the influence of anyone alder or BCC by spreading alders and 

issues out of over many BCCs. 

IV. Though well intended, the City's BCC structure is challenged by Inadequate 

representation, lack of defined purpose and accountability, low levels of 

resident participation, and Inequitable distribution of staffing and resources. 

Desp ite these potentia l positive characteris ti cs, the Subcommittee discussed how, in 

practice, the current BCC structure faces se riou s challenges w ith respect to core issues of 

accountability, effectiveness, representation, and resident participation. Thus, the 

Subcommittee fea rs that the current BCC structure, though perhaps initially intended to serve as 
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a robust forum for resident democracy, may, in fact, serve as little more than a veneer of 

representation and participation . 

Th e Subcommittee noted these key challenges: 

a. The high number of BCCs results in a drain on resident, staff, and alder time. 

The Subcomm ittee noted it is very likely there are simply too many BCCs and that, as a result, 

they create a significant drain on city resources. 

The City's current BCC stru cture includes nearly 100 separate BCCS3 with approximately 700 

membership positions. Of those 700 membership posit ions, approximately 126 of them Inust be 

fil led by alders. Additionally, city staff provides support to all of these BCCs. Each BCC has city 

staff dedicated to administrative matters such as arranging meetings, creating agendas, taking 

notes, generating minutes, and acting as liaison between the BCC, chair, staff, and alders. 

Additionally, other city staff often must attend BCC meetings to provide substantive information 

relative to issues or topics that come before the BCC. Finally, the City must provide the 

infrastructure for th ese meetings, which comes at a f inancial cost. 

The Subcommittee noted that all of this (many BCCs requiring much time and resources) is 

not, in and of itself, a bad thing, unless It fal ls to produce a quality product that is representative 

of the entire city. Other indicators suggest the current BCC structure lacks effectiveness and is 

not representative of the entire city. 

b. The current BCC structure appears to lack diversity. 

The current BCC structure appears to lack diversity of members with respect to the 

aldermanic districts in wh ich members live, the number of BCCs on which each alder serves, and 

race. For example, 38% of members (268/699) come from Ald ermanic Districts 4, 6, 11, 13, and 

19 while 12.5% of members (88/699) come from Alderman ic Districts 1, 7, 8, 9, and 16. Also, the 

number of BCCs se rved by each alder varies depending on the alder. Of th e twenty (20) alders, 

six (6) alders serve on as many as 9-14 BCCs wh ile five (5) alders serve on as few as 2-4 BCCs. 

Fina lly, of the current BCC members, 21%% are pe op le of co lor. Although the Subcommittee 

does not have data pertaining to the socioeconomic status (SES) levels of BCC members, it also 

noted the possibility that individua ls with lower SES leve ls are underrepresented on the City'S 

BCCs. 

The Subcommittee noted that this suggests the current composition of the City's BCCs 

lack diversity in a number of ways, potentially making it unrepresentative of the entire City. 

Thus, whi le the BCC system is supposed to create a robust forum for resident democracy, the 

9 City staff conducted a survey of cities similar to Madison, Most citi es of similar size ("'250,000) generally have 
between 25 and 50 BCCs. Other state ca pital cities with flagship universities have between 12 and 33 BCCs, except 
Salt Lake City, which has 77. Other Big ten cities have belween 11 and 50 BCes, Moreover, the nearly 100 Bees 
cited in this Report Me only those BCes that are listed in legistar. Other BCes, like Subcommittees and some ad 
hoc committees, are not listed In leglstar. Therefore, the true number of Bees In the City likely exceeds 100. 
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oppos ite may well be true, provid ing only a forum fo r those with the time and resources to work 

with in it. As a resu lt, the decisions and recommendations made by the BCCs are likely being 

informed by just a subset of the city's popu lation . 

c. Th e current BCC structure lacks consistent accountability. 

The Subcommittee noted that the current BCC structu re does not promote accountability. 

Some BCCs appear to operate on their own with li ttle or no accountabil ity to another BCC or the 

Common Counci l. For example, some BCCs appea r to take on issues that are not within their 

stated purpose or jurisdiction . Moreover, there is no system in place for the City to periodica lly 

evaluate whether a BCC remains necessary. Finally, there is no formal system in place to ensure 

that BCC members and chairs are educa ted on the purview of their BCC and trained on matters 

related to BCC work. Th is lack of accountabil ity results in an unevenness in how BCCs funct ion 

within the BCC structure. 

d. BCCs vary in levels of authority and influence. 

The Subcommit tee noted that the level of authority of BCCs varies widely. Some BCCs are 

required by state statute and have final authority on certain decisions. Other BCCs are crea tures 

of city ordinance or resolution . These BCCs have varying levels of authority ranging from final 

authority subject to appeal to the Common Council to strictly advisory recommendations to the 

Common Council. Wh ile the Subcommittee recognizes the need for BCCs to have varying levels 

of authority, it does not believe that these levels necessarily indicate the level of influence the 

BCCs have on City decision making. In other words, some BCCs with only advisory authority may 

have varying levels of influence on the Common Council. This disparity in authority may also 

have an impact on a resident's desire to serve on a BCC if they bel ieve their t ime w ill be wast ed 

because the BCC on which they serve has little to no authority or influence. 

e. Some BCCs lack a well-defined purpose, have appeared to outlive their stated 
purpose, or have a purpose that overlaps the purpose of other BCCs or city stoff. 

The Subcommittee noted that some BCCs lack a well-defined purpose in the ordinance or 

resolution crea ting t hem. These BCCs are more likely to venture into areas or considerations that 

are outside of their topic area . Moreover, these BCCs tend to become more akin to discussion 

groups with, perhaps, agendas that contain few, if any, action items. As a result, the work of 

these BCCs mayor may not end up having any discernable effect on City government yet remain 

a significant draw down of resident, staff, and alder t ime. 

The Subcommittee also noted that some BCCs may have outlived the stated purpose. As a 

result, there may be some BCCs that could be eliminated with little or no impact on city decision

making, thus making the overa ll BCC structure more streamlined and easier to support. 

Fina ll y, the Subcommittee noted that numerou s BCCs appear to have a purpose that either 

overlaps with other BCCs or are topics or issues that are or could be handled by staff or Non-
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Governmental Organizations (NGOs). Again, the Subcommittee noted that eliminating or 

combin ing some of these BCCs could further serve the purpose of streamlining the BCC structure. 

The Subcommittee th inks it is beyond the capability of the Subcommittee to identify 

individual BCCs that should be recreated with a more defined purpose, eliminated because no 

longer necessa ry, or combined because of redundancy, the TFOGS may be able to do so or to at 

least recommend that the Common Counci l consider reducing the size of the BCC structure, in 

part, by looking at these three recurring factors among current BCCs. The Subcommittee noted 

that one of the al ternative organizational structures discussed in Section Vl.a. of this Report and 

developed by the Office of the City Attorney does attempt to eliminate and/or combine certa in 

BCCs using this method. 

f. The high number of BCCs with varying and sometimes overlapping purposes can 
result in multiple referrals that slow down City processes and frustrate residents. 

The Subcommittee noted that it is not the role of government to be "efficient." At the 

same time, the Subcommittee noted that the current BCC structure can result in a single action 

item being referred to multiple BCCs with overlapping jurisdiction . At times th is not only slows 

down Ci ty processes but makes processes unclear and decisions elusive. 

g. The logistical processes (m eeting times, locations, rules, and infrastructure) used by 
the current BCC structure may notfacilitate member or resident participation. 

The Subcommittee noted that as public bodies the City's BeCs are subject to state open 

meetings and public records rules and Robert's Rules of Order. With these rules as a foundation, 

the City's BCC system encourages (and In many ways requires) an individual's physical presence 

in order to participate in a meeting, either as a member of the BCC or an Interested resident. 

Moreover, the BCC meetings are often held at night in a downtown location where parking is 

limited. Meetings tend to run long and the public Is genera lly restricted, by ru le, from speaking 

longer than three (3) or f ive (5) minutes. 

The Subcommi ttee also noted that the City's legislative information system (Legistar) is 

diffi cult to use, thus inhibiting the public's abi lity to lea rn about meetings, find agendas, review 

minutes, or look at documents related to decision making. 

Fin al ly, t he Subcommittee believes that the City lacks the technology and resources to 

record or livestream all BCC meetings or to faCilitate any remote pa rticipation by BCC members 

or the general public. 

The Subcommittee noted that these logistical processes and infrastructure challenges 

inherent in BCC meetings make the cu rrent structure uninviting and, therefore, difficult for all 

residents to access. In one meeting, the Subcommittee noted the reluctance of people to se rve 

on BCCs either because it Is a "waste of t ime" or that they had a more va luab le use for their t ime, 

such as working or caring for the ir children. The Subcommittee suspected t his may be particularly 

true for those wi th a lower socioeconomic status (SES). 
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h. Staffing, training, and resources provided within the current Bee structure tends to 
be inadequate and uneven. 

Th e Subcommittee noted that the level of support for BCCs in the current structure varies 

widely. Some BCCs are supported by highly trained and knowledgeable staff, some are not. 

Some BCCs are run by highly trained and experi enced chairs, some are not. Some BCCs are 

comprised of members wh o have been trained on or otherwise understand the purview of the 

BCC on whi ch they serve, some are not. Some BCCs are afford ed and or demand more city 

resources, some struggle to get staff input or resources. 

The Subcommittee noted that this is not necessari ly the faul t of the BCC or indiViduals 

involved, but is likely a symptom of t rying to support such a large BCC structure. Nevertheless, 

it tends to have the result of producing mixed results depending on which BCC is involved. 

i. The appointment process within the current structure could contribute to the lack of 
diversity and /righ vacancy rate on Bees. 

In addition to the possible lack of diversity of members noted above, the Subcommittee also 

noted the high vacancy rate. Of the almost 700 BCC pOSitions, there are currently approximately 

200 vacan cies . 

Under the current structure, the Mayor appoints all members (alder and resident) to BCCs 

subject to confirmation by the Common Council. This system affords power to the chief executive 

to determine the policy direction of the BCCs. Yet, it also rests all of the responsibility for 

supporting the BCC members in one office. The Subcommittee noted that other cities split the 

appointment powers up between the executive and legislative branches and that, whil e some of 

Madison's BCCs serve dual executive and legislative functions, dividing up appointment powers 

could impact the City's abi lity to fill the BCCs w ith more diverse candidates. 

In discussing th is issue the Subcommittee noted the pros and cons of allocating some 

appointment power away from the mayor's office. Pros included having more hands on deck to 

address vacancies and find more diverse applicants. Cons included shifting the power of the 

Mayor, the city's chief execu tive elected ci ty-wide, to a Council that is elected by geographic 

district. The Subcommittee noted that similar issues were addressed and discussed in Sections 

IV. i. and VI. c. and in Sections IV.i. and IV.d. of the Report. Add itionally, further discussion of 

appointment powers and potential issues involving the separation of powers doctrine is 

contained in the Common Council Subcommit tee Report. 

j . Alder service on BCes and as chairs of Bees 

The Subcommittee noted severa l times in this Report that service on BCCs is one of the major 

duties that consumes alder time. The Subcommittee also noted how some individual alders serve 

on significantly more BCCs than other alders. Th ese issues could be addressed by reducing the 
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overa ll number of BCCs in the structure, reducing the obligation of alders to serve on current 

BCCs, and/or limi ting the number of BCCs on which one alder could serve. 

Additionally, the Subcommittee discussed whether alders should be allowed to serve as 

chairs of BCCs, something that is currently prohibited by City ordinance. The Subcommittee saw 

no reason to change this ru le. 

V. Th e Subcommittee identified potential actions that could address some of the 

issues list ed above. 

After discussing the above challenges to the City's current BCC system, the Subcommittee 

iden ti f ied some actions that could address them: 

• Reorgani ze the BCC structure to increase accounta bility and require annual review of 

BCCs relevance and usefu lness. 

• Combine BCCs that work on the same or similar subject areas. 

• Eliminate BCCs that have outlived their usefuln~ss. 

• Eliminate BCCs that perform work that would better be performed by staff or a non

government organizati on. 

• Provide better clarity of purpose for BCCs either throu gh ordinance amendments or 

otherwise . 

• Provide better training for cha irs, members, and staff on· the role of each BCC and the 

rules and procedures f or running an effective meeting and achieving a meaningful 

result. 

• Change the time, place, rules, and procedures of BCC meetings to crea te a greater 

likelihood of achieving diversity in part icipation and representation. 

• Explore alternative forums of resident partici pation that mayor may not take the form 

of a trad itional BCC, including greater use of technology. 

• Consider creating an Office of Resident Engagement and Neighborhood Support that 

would be responsible for, among other things, staffing, t rai ning, minutes/reporting 

for BCC meetings and for engaging residents on key issues coming before the City's 

BCCs. 

• Employa greater use of ad-hoc committees, with cl ea rly defined mission, authori ties, 

oversight, staffing and reporting requ irements. Dissolve the ad-hoc committee once 

it completed its task. 

• Increase represen tation and partici pation by conducting impact ana lysis for ci ty 

decisions to determine which residents wil l be most highly impacted by a decision and 

put processes in place to reach out to those residents. 

• Consider alternatives to the curren t BCC member appointment process such as 

spl itt ing up appointment responsib ilities between the Mayor and Common Council. 
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VI. The Subcommittee further developed some of these potential actions. 

The Subcommittee further developed some of the potential action items it identified 

above for the TFOGS consideration. 

a. Reorganize current Bee structure around "lead committeesJ /I require alders 
to on ly serve on those committees, and have all other resident committees 
organized to report to one leod committee. 

Throughout its discuss ions, the Subcommittee consider alternative ways to organize the 

current BCC system that may alleviate the t ime req uired by alders to se rve on committees and 

to increase the usefulness and accountability of all BCCs. 

Poss ible alternatives centered on the idea of designa ting lead committees and resident 

commit tees . Alders wou ld serve on lead committees wh ich wou ld oversee the resident 

committees grouped beneath it. The resident committees wou ld be grouped, generally by topic 

area, under each lead committee and would be required to report to the lead committees. 

Each year, all committees would be responsible for conducting a se lf-evaluation t o 

consider its continued relevance and usefulness . These ideas are represented in both Option A 

developed by John Rothschild and B developed by the Office of the City Attorney, attached. 

Fu rther, Option B considers the possibil ity of eliminating or combin ing some existing BCCs that 

have perhaps outlived their usefu lness or have jurisdict ions overlapping other BCCs. The 

Subcommittee noted that these are just two examples of possible structures that could be 

considered. Other possibilities were also suggested, including organizing the BCCs around the key 

components identified in the Comprehensive Plan and by Department/Topic area. Th e 

Subcommittee encourages the Task Force to discuss and consider various alternat ives and 

concepts. 

b. Consider the creation of an Office of Resident Engagement and 
Neighborhood Support (OR ENS). 

The Subcommittee noted that some of its concerns related to diversity, representation, 

staffing, resident engagement, and logistics cou ld be addressed by a new office of staff dedicated 

to resident engagement and neighborhood support. The mission of this department wou ld be to 

work toward better representation on BCCs and the Common Council of people of co lor and those 

living with low income. 

The Subcommitt ee discussed that such an office cou ld be responsible for the conducting 

the administrative funct ions associated with BCCs (agendas, minutes, etc.), assist with 

membership staffing of BCCs, t he degree of resident engagement, representation, as well as many 

other functi ons. 

The Subcommittee reviewed a draft proposal, which is at tached to this report. As noted 

on the proposa l, the Subcommittee recognizes that existing city staff cou ld not be moved into this 
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new department without considering rep lacing that staff in thei r former department or 

reconsidering the duties of the impacted departments. 

c. Consider options for changing appointment powers. 

The Subcommittee Identified three options for how to handle appo intments to BCCs 

other than how they are currently hand led. First, the mayor appoints all res ident members and 

the CCEC appoints all alder members. Second, the CCEC appoints all members to policy-related 

BCCs and the mayor appoints all members to administration-related BCCs. And third, either the 

mayo r or CCEC appoints all members but ordinance changes are made to allow the non

appointing entity have some identified right of refu sa l of appointees. 

d. Creating a technology plan that will improve resident engagement. 

The Subcomm ittee be lieves a key component to increasing representation and resident 

engagement is to crea te a ro bust technology plan that wi ll create new avenues for resident 

engagement. Th ese include but wou ld not be limited to 1) remote participation of BCC members 

and the public in Bee meetings, 2) notifi ca tion or alerts of issues coming before BeCs, 3) platfo rms 

on which to submit feedback to certain items under consideration, and 4) a ticketing system that 

would allow residents to fo llow items of interest and see how they are resolved. 

This Report was approved by the TFOGS BCe Subcommittee on March 8, 2019. 
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Office of Resident Engagement and Neighborhood Support 

DRAFT PROPOSAL (Changes after 2-5 BCC Sub meeting) 

{DISCLAIMER: The subcommittee recognized that s taff from existing departments 
could not be moved in to a new department without considering replacing the staff 
that move or reconsidering the duties expected of the department fl'om which they 
moved} 

A recurring theme arising from the work of the Task Force on,l t~J:\§!:ructure of City 
Government has been the need for better representation on ~ili'9Jl Council and 
on City of Madison boards, commissions and committeesj,~,~eopl e of color and 
those I.iving with low incomes, TFOGS has identified m~o~h~r~~ to participation, 
mcludmg: '-~.~ :;:i'~, . 

~ I,jt~~ 
, " ~i') 

• t imes and places of city meetings 
• requirements fo r in-person 

i:~' 
." 

• lack of child care and adequate ITan",nr 

• uneven quality of training and support 
• uneven level of staff suppor~~~~q resources 

and committees '~"~~~~~~'"' ' 
• unclear purpose of some boar~~ c6fff~~sions anl:\;el)mmi lttells 
• unclear expectations of board, ~tlp~,-~ili~~~ommittee members 
• difficulty in unde ptq]1 ing and U~l, gLegis~)' 
• general lack 0 ,' '~j~ ~~~ation/kn'\5 , ledge about city government 

• heavy wor~1 ,;a~of Aldet~ ~~i .~ 
• historical tfou~· ~~at:t;~i~~Rg,;~urKe' t landlord practices that result in high 

mobility ofpeop ~eatmri""gl~~ili]'il'mes, many of whom are peop le of color 
'~r.u 

a~~~.\j;lr§lj~, \p;..! ~ isin 'tI1:~i,r children without a partner 
,I,. R~~p 

the , tirrent work-load of Alders, TFOGS subcommittees 
work commitmen ts for membership on boards, 
are significant, leading to questions about 

, whether or not the position should be considered a full 
in"nnmittl'e" also heard that city staff are overburdened with the 

work of commissions and co mmittees and public engagement, 
pulling them away from other work commitments. 

This proposal seeks to address these concerns through the establishment of an 
Office of Resident Engagement and'Neighborhood Support (ORENS). The ORENS 
would be jointly supervised by the Mayor and the Common Council Executive 
Committee, since both offices have strong, practical interests in constituent 
engagement and community direction for city initiatives, This new structure of 
shared responsibility would be an innovation in city government that strongly 
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promotes cooperation between the Mayor and the Co uncil while maintaining the 
integrity, distinctive character and powers of each branch of government 

The Office would be an independent office of the City, to be headed by one director 
who would be a CG-21 employee chosen by the process for Department and Division 
Heads. 

While the City of Madiso n purports to place a high value on resident participation, 
ra cial equ ity and social justice in government, there is much room for improvement 
in how these values are actuali zed. The ORENS wou ld combine )!l!l)1y already
existing staff positions into one office that is singularly focus~qJb1'i'iQ 'eating racial 
equIty and socIal Justice through trallllng. support, facl htaj;16)j'."nd outreach to 
enable residents to engage at various leveJs of policy d~v:,~i61!fI\'~t and project 
implementation whil e removing barriers to participati6~ '\~\'i 

ORENS functions would include: 

.1\..;;' ' '%;5l~~~ 
,,~,~~, ' ~lii.~,~ 

1,J;Y '~~'R"J? AZ, ~:~ 
o.~..;'l'). V , 

• Recruitment of and communication wifl\'i'Q ~nli . tpard, commIssion and 
commi ttee members . ·,·t;"!i' 

• Orientation, training and of board, c61J:l . .ission and committee cha irs 
and members ,~%~\\~~ . 

• Administrative support for a.~11 committees 
• Training of staff, Alders, and committee members in 

Legistar 
• City-wide 

and other 
U~~~~::i~:~~~O;~n~;behalf of Council, Mayor 
Q. staff, including 

• 
• 

public information officer 
Jgrlborh()od and community meetings 

initiatives in collaboration with other city 

• 
• 

mnortl'o'li:;comrnU1~it1,-le,d initiatives 

in 

ways fo r residents to participate in decision 
and direct feedback on issues that people have 

evaluation of boards, commiss ions and committees 
access services 

Already-existing staff positions that might be brought under the umbrella of ORENS 
include: 

• Constituent Service staff - Common Council office 
• Neighborhood Resource Officer - Mayor's office 
• Administrative Coordinator in charge of boards, commissions and 

committees - Mayor's office 
• Racial Equity and Social Justice Coordinator - Department of Civil Rights 

Draft ORENS Proposal/kemble 1-29-2019 2 



• Neighb orhood Plann er (x2?) - Planning 
• Community Building & Engagement st aff (x2?) - Community Development 
• Organizational Development staff (x2?) - Human Resources 
• City-wide Public Information Officer - proposed new position 
• Other adm inistrative support staff (3 -4) - TBD 
• . IT s taff ? 
• Language access s taff 
• City Channel? 

Draft ORENS Proposal/kemble 1-29-2019 3 
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Tuesday, March 12, 2019 

City of Madison 

Meeting Minutes - Approved 

TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

City of Madison 
MadIson. WI 53703 

www.cilyormadlson.com 

6:00 PM Madison Municipal Building, Room 153 
215 Martin Luther King, Jr. Blvd. 

POSSIBLE QUORUM OF THE COMMON COUNCIL EXISTS AT THIS MEETING 

Documents related to the Task Force on the Structure of City Government 

THE TASK FORCE MAY SUSPEND THE RULES TO STAND INFORMALLY AND 
ALLOW FOR PUBLIC DISCUSSION AND ENGAGEMENT OF ANY AGENDA ITEM 

Called to order at 6:00 p.m. 

1. CALL TO ORDER I ROLL CALL 

Present: 9 - Paul E. Skidmore; David Ahrens: Rebecca Kemble; Ronald M. 
Trachtenberg; John E. Rothschild: Roger Goodwin; Justice M. Castaneda: 
Maggie Northrop and Eileen Harrington 

Absent: 2 - Sheri Carter and Eric S. Upchurch 

Also Present: Brenda Konkel, Grant Foster, Karen Kapusta-Pofahl, Karl Van Lith , Linette 
Rhodes and Keith Furman 

2. APPROVAL OF MINUTES 

Motion by Rothschild, second by Goodwin, to approve minutes of February 6, 
2019, Motion passed on voice vote. 

3. PUBLIC COMMENT 

Motion by Kemble, seconded by Northrop to suspend the rules and stand 
Informally on Items 6 and 8 to allow for public discussion and engagement of 

those items. Motion passed on voice vote with Skidmore voting nay. 

4. DISCLOSURES AND RECUSALS 

There were no disclosures or rocusals for this meeting. 

Note: At this point, the Chair took Items 9, 7 and 8 out of order 
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TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

Meeting Minutes - Approved March 12, 2019 

5. REPORT OF THE SUBCOMMITEE ON BOARDS, COMMISSIONS AND COMMITTEES, 
INCLUDING: 

Prior to item 5, the chair asked that the vice chair take over chairing the 
meeting. Atthls point, Justice Castaneda, provided a summary of the Boards, 
Commissions, and Committees Subcommittee Report and lifted up Issues the 
Subcommittee thought important to the TFOGS consideration of Issues raised 
by the authorizing Resolution. He also discussed some possib le 
recommendations to address these Issues that were Identified In the report. 

6. INITIAL DISCUSSION OF POSSIBLE RECOMMENDATIONS FOR THE FULL TFOGS 
TO DECIDE REGARDING BOARDS, COMMISSIONS AND COMMITTEES 

After giving the summary of the Boards, Commissions, and Committee written 
report, a straw poll was taken regarding several key questions related to the 
Common Council . 
A. Should the City move to some form of "lead committee" structure? 

Yes-8 
No - None 
Don't know - none 

B. Does the TFOGS support the concept of an Office of Resident Engagement 
and Neighborhood Support as a separate department. 

Yes-7 
No - None 
Don't know - one 

7. REPORT OF THE SUBCOMITTEE ON THE COMMON COUNCIL INCLUDING: 

The Chair asked that the Chair of the Common Council Subcommittee give that 
Subcommittee's Report First. John Rothschild provided a summary of the 
Subcommittee's written report and noted areas where the subcommittee reach 
consensus and where It did not. He also pointed out one source not mentioned 
In the report, which was a summary he prepared of overall costs associated 
with Madison's Common Council compared to costs of other Cities' Councils. 

8. INITIAL DISCUSSION OF SUBCOMMITTEE REPORTS AND POSSIBLE 
RECOMMENDATIONS 

City 01 Madlsoll 

After giving the summary of the Common Council Subcommittee's written 
report, a straw poll was taken regarding severa l key questions rolated to the 
Common Council. 

A. Should the City switch to a full·time Council? 

Yes - None 
No · 5 
Don't know - 3 

B. Should the City continue with geographic districts , move to at-large 
districts, or use a hybrid form of representation? 
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TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

Meeting Minutes ~ Approved March 12, 2019 

Geographic districts· 6 
At Large - 0 
Hybrid - 2 

9. DISCUSSION OF PLAN FOR FORMULATING REPORT TO THE COMMON COUNCIL 
AND CONCLUDING THE WORK OF THE TASK FORCE BY JULY 1, 2019, INCLUDING: 

The Chair discussed the plan for formulating a report to the Common Council 
and concluding the work of the Task Force by July 1, 2019, Including that on 

March 27 tho Task Force would begin making decisions on certain 
recommendations, with more decisions to follow on April 9. The Chair hopes 

to begin drafting the TFOGS Report to the Common Council after the April 9 
meeting with an initial draft ready by May 1. Engagement would take place In 
May with a finalization of the TFOGS Report at Its June 11 meeting. During this 
Discussion, the chair of the Communications Subcommittee discussed the 

status of public engagement ideas the SUbcommittee is dlscossing. 

10. DISCUSSION OF POTENTIAL TFOGS DISTRICT REPORTS INTERVIEW 

The TFOGS approved of having Rebecca Kemble and Justice Castafieda 

appear on the District Reports show to discuss the TFOGS. 

11. FUTURE MEETING AND AGENDA ITEMS 

12. ADJOURNMENT 

CTty of MadlSOIl 

Discossed above in Item 9. 

Motion by Castaneda, second by Trachtenberg to adjourn. The meeting 

adjourned at 7:45 p.m. 
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City of Madison 

Meeting Minutes· Approved 

TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

City of Madison 
Madison, WI 53703 

WINW.cityofmadison.com 

Wednesday, March 27, 2019 6:30 PM 215 Martin Luther King, Jr. Blvd. 
Madison Municipal Building, Room 215 

POSSIBLE QUORUM OF THE COMMON COUNCIL EXISTS AT THIS MEETING 

Documents related to the Task Force on the Structure of City Government 

THE TASK FORCE MAY SUSPEND THE RULES TO STAND INFORMALLY AND 
ALLOW FOR PUBLIC DISCUSSION AND ENGAGEMENT OF ANY AGENDA ITEM 

1. CALL TO ORDER I ROLL CALL 

Present: 10 - Paul E. Skidmore; David Ahrens; Rebecca Kemble; Ronald M. 
Trachtenberg; John E. Rothschild; Roger Goodwin; Justice M. Casta tied a; 
Maggie Northrop; Eric S. Upchurch and Eileen Harring ton 

Absent: 1 - Sheri Carter 

Eileen Harrington and Ron Trachtenberg appeared by telephone. 

Others present: Keith Furman, Karl van Lith, Peter Cannon, Nick Zavas, 
Michaol May and John Strange 

2. APPROVAL OF MINUTES 

Motion by Northrop and second by Komble to approve the minutes of the 
March 12, 2019 meeting. Approved on a volco vote. 

3. PUBLIC COMMENT 

Peter Cannon, formerly of the Legislative Reference Bureau, made a 
presentation urging tho Task Force not to decrea se the size of the Common 
Council . His presentation will be part of the record. 

4. DISCLOSURES AND RECUSALS 

There were no disclosures or recusals at this meeting . 

5. CONSIDERATION OF POSSIBLE RECOMMENDATION TO INCLUDE IN TFOGS 
REPORT TO COMMON COUNCIL REGARDING THE STRUCTURE OF THE 
COMMON COUNCIL 

City of Madison 

Chair Harrington turned the conduct of the meeting over to vice-chair John 
Rothschild. On the Issue undor item A., Ahrens moved and Castaf\eda 
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TASK FORCE ON STRUCTURE OF 
CITY GOVERNMENT 

Meeting Minutes ~ Approved March 27, 2019 

seconded to recommend that the Council become a full-time body. There was 
no discussion. The motion failed on a vote of 6 noes and 3 abstentions. 

At this point, Justice Castaneda raised a point of order on the procedure being 
followed. He objected to the process being used by the TFOGS, and to the lack 
of adequate representation by people of co lor on TFOGS. A lengthy discussion 
ensued on the process to be followed and the nature of the draft report to be 
prepared by the TFOGS. One s uggestion was to use the Subcommittee roports 
as the Draft Report to take for public engagement and participation. Others 
suggested taking preliminary votes, but Including the pros and cons as set out 
in the Subcommittee reports. 

John Rothschild moved and Justice Castaf\eda seconded that the Task Force 
take up item 8, the Communications Subcommittee Report and to discuss the 
type of public participation that the TFOGS wished to engage in. That motion 
failed on a voice vote. 

The Task Force engaged In further discussion on the nature of the draft report 
and whethor it should include draft recommendations or not, before full public 
participation. Eventually, Eric Upchurch moved to defer voting onltoms 5, 6, 
and 7 of the Agenda until the Task Force conducted public engagement and 
participation. He modified the motion to allow discussion of those items, If 
desired, but defer any voting until after the public participation phase. The 
motion was seconded by Justice Castaneda. Motion approved on a vote of 6 
Ayes, 3 Noes. 

Rebecca Kemble asked the City Attorney about a Council with some or all at 
large alders. The City Attorney responded that it was possible but wou ld take 
a charter ordinance, requiring a 2/3 vote. 

The TFOGS moved back to a discussion of Item 5. Thero wero no more 
comments on SA. On 58, the question of at large or a hybrid council, Justice 
Castaneda noted that this structural change might or might not Increase 
representation of underrepresented communities. He then reiterated a point 
made in the Common Council Subcommittee Report that given the long history 
of Madison having an under-representative Common Council (compared to the 
history of the Madison School Board), there really may be no downside to 
trying an alternative form versus maintaining the status quo, which has 
historically not worked well for people of color and low Income. There was 
further discussion on Increasing such representation. 

6. CONSIDERATION OF POSSIBLE RECOMMENDATIONS TO INCLUDE IN TFOGS 
REPORT TO COMMON COUNCIL REGARDING THE STRUCTURE OF THE BOARDS, 
COMMISSIONS AND COMMITTEES (BCCs) 

There was no discussion of agenda lIem 6 other than to note a majority of the 
TFOGS looked positively on a Bec restructuring attho last meeting. 

7. CONSIDERATION OF OTHER POSSIBLE RECOMMENDATIONS TO INCLUDE IN THE 
TFOGS REPORT TO THE COMMON COUNCIL, INCLUDING: 

City of Madl&on 

The TFOGS noted that there was relative consensus on Item B (4 year terms for 
alders), item C (no term limits needed for alders) and Item I (alders should not 
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CITY GOVERNMENT 

Meeting Minutes· Approved March 27, 2019 

chair committees). There also had been a general consensus on Item A 
(creation of the ORENS department) in theory, although not on the details. 

Roger Goodwin asked If the ORENS would be a separate department and was 
advised It would. He also commented on Item G (Mayoral appointment to 
BCCs) and warned that If the Council president were given the power to 
appoint members of BCCs, It might be an overwhelming task. He thought It 
should stay with the Mayor. Justice Castaf\eda agreed that most appointments 
should stay with the Mayor, but the President of the Council could do more. 
Rebecca Kemble said that she liked the Idea of collaboration between the 
Mayor and the President on appointments. 

Eric Upchurch noted that the ORENS proposal should have Included the need 
to address the impacts on various communities when considering proposals. 
Rebecca Kemble said she had heard from city staff who were concerned with 
this proposal. 

The TFOGS decided that if any of them had comments on the draft Staff 
Survey, they should be given to Mike Mayor John Strange by Friday. The 
survey would then either go out or be revisited at the next TFOGS meeting on 
Apri19. 

8. UPDATE FROM THE COMMUNICATIONS SUBCOMMITTEE 

As its last order of business, the TFOGS decided that Item 8, the 
Communications Subcommittee report and proposals for participation should 
be the first agenda Item on April 9. 

9. FUTURE MEETINGS AND AGENDA ITEMS 

10. ADJOURNMENT 

City of Madison 

Nothing to report on Agenda Item No.9. 

John Rothschild moved to adjourn. Justice Castafleda seconded the motion. It 
was approved on a voice vote and the TFOGS adjourned at 8:45 pm. 
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TFOGS Communications Subcommittee: Community Outreach and Engagement Updated: 5/ 14/2019 
DRAFT Work plan 

Identify and reach out to community groups/organizations I Eric 

Recruit and convene liaisons I Eric & 
Subcommittee 

Secure feedback and input from liaisons into messaging, survey and video I Eric & 
Subcommittee 

Create and pilot survey w/ liaisons' help I Eric & 

Create video (and any other materials that may be needed for outreach) w/ I City staff & 
liaisons' helD Subcommittee 

Liaisons disseminate survey version including incentives with community I liaisons 
members / target audience 
Publicize and communicate survey version that does not involve incentives I All 
(and open house input opportunity?) widely through all means available 
(alders' blogs, listservs, stakeholder list, Next Door, TFOGS members 

Publicizing the event 

Hold open house event 



TFOGS Communications Subcommittee: Community Outreach and Engagement 

DRAFT Work plan 

Updated: 5/14/ 2019 

* The Comms subcommittee envisioned one open house vent. Additional opportunities for feedback/input and community engagement could 

be provided at regular TFOGS meetings in August and September (TFOGS regular meetings can be publicized as listening sessions). 

Survey effort details 
Goal : To receive a minimum of 750 survey responses. The survey version that includes incentives will be capped at 1,200 responses and will 

remain open for 3-4 weeks. Expected closing date will be July 31. 

Target audience: Individuals, groups, populations and neighborhoods underrepresented in city processes, public input and feedback collection; 

underserved neighborhoods and persons (e.g. low-income people, highly mobile individuals/groups; wards and districts with low voter turnout 

and low levels of representation on BCCs). 

Role of the liaisons: 

• Review subcommittee reports. 

• Provide feedback on pertinence of issues to their community, impact of potential recommendations, any gaps/missing information or 

considerations. 

• Provide input into messaging, survey questions, and video, plus other materials we may need to create to communicate with 

communit ies. 

• Disseminate survey and ensure community members are aware of it and able to submit responses through a mode most 

. convenient/appropriate for the target audience (paper, electronic, over phone, etc.). 

Suggested number of liaisons based on goal: Approximately 10 liaison organizations/individuals (appx. 100 survey responses/liaison). 

Incentives for liaison organizations/individuals and survey respondents: 

Provide a baseline of $500 for input into survey and video, messaging and process (first three bullet points under responsibilities). $lO/survey 

response to be split evenly between the liaison ($5) and the survey respondent ($5). 

Estimated cost: 

We anticipate that each liaison/organization wi ll receive a total of around $1,500 (based on 100 survey responses estimate). It is very likely that 

some larger organizations or more connected liaisons may be able to surpass the 100 responses target while others may be well below it. 

Estimated total cost will be around $15,000-$18,000. The survey version involving incentives will be capped at 1,200 responses. 
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Tasks 

Recruit liaisons 

Prepare marketing 
video/campaign 

Draft survey with 
Liaison help 

Launch marketing 

Place survey in field 

Receive survey results 

Open House 

Intensive TFOGS meeting 
period to discuss and agree 
upon recommendations 

Write report 

Submit report 

Taskforce Plan 
20 19 
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