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Okay, so now we understand what civility is and the vole it plays. What specific
strategies have local officials used to promote greater civility at their meetings?

We polled various local official listserves and T i GhL
received some helpful ideas. The strategies fall g ””.:Th'é'kéy o successful leade'rs.hf}:.)f o

into three major categories: _
today is mﬁuence, not authority. -

1. Measures agencies can take generally to = KENNETH B/ ANCH ARD S
promote civility; S R

2. Strategies for dealing with specific _esfroymg my enemres' :
controversial items or instances of

N when_i mdke fnends of them?
incivility; and

'."— ABRAHAM i.mcom
3. Thoughts on gadflies. ' -

These generally deal with civility between S We learn more from wefcomrng
elected officials and the public. Techniques for s cnf:c:sm than rendermg [Udgment’
promoting civility among elected officials could e AT{RIBUTED TO jlm JEUNEK

be considered as another category.
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The Importance of the
Presiding Official

Many of the elected officials responded by
emphasizing the role of the presiding official
at meetings. Here are some of the experiences
people shared:

¢ The City of Pleasanton, in conjunction with
the Pleasanton School District, developed
a “Community of Character” program.
The elements are: integrity, honesty,
responsibility, respect, compassion and self-
discipline. At the beginning of each council
meeting, the mayor points to a plaque that
describes our Community of Character and
goes through the elements. He then goes on
to say, “This forum is not a place to attack
neighbors or each other. With self-discipline
and respect, keep to your five minutes of
time to speak.” “This has worked out very
well, and our meetings have been very
civil.”- Council Member Steve Brozosky,
Pleasanton

* “At our council meetings, we ask folks
before ‘Matters From The Audience’ (which
we do at the beginning of our meetings)
and public hearings not to applaud, boo or
otherwise make remarks about other people’s
testimony. I try to appeal to their sense of
fairness by saying that we know how hard
it is to get up to speak at council meetings,
and out of respect for each person’s feelings,
we should allow them to have their say
without comment from the public. | have
found in my 11 years in office that if you ask
nicely and explain it as a courtesy to others,
almost everyone complies.”- Former Mayor
Bev Perry, Brea

¢ “The presiding officer controls the emotions
of the crowd a great deal. He or she sets
the tone for public comments by reflecting
an openness and interest in public input,
and by setting ground rules for time and
constructive discourse. The mood turns
ugly if the public thinks: 1) the matter has
already been decided; 2) the council doesn't
care about public input; or 3) the council is

being impolite or inconsiderate of the public
it serves.” — City Manager Kevin Northcraft,
Tulare

In this regard, it is important te remember that
the presiding official is the protector of the
process. His or her role is to make sure that all
viewpoints are heard, decision-makers have all
the information they need, and the public feels
its input matters to the decision.

. Some sgencias have
discussed and adopted «
“more speéific__ commitment

with respect fo civility. |

Valuing Dissension Is
an Important Element
of Democracy

One Bay Area community has made a point
of recognizing that differing opinions are the
cornerstone of the democratic process. Dana
Whitson, city manager of Sausalito, writes:

® Qur city council has worked very hard to
embrace dissension as a civic right. Part of
that tradition means that our citizens treat
everyone respectfully and honor other citizens’
right to have a viewpoint that is different than
their own. The mayor usually reminds citizens
to be respectful, including the withholding of
applause or catcalls. This nearly always works,
but we have found that simple peer group
pressure (citizens “shushing” those who are
impolite) works wonders.
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o ...Each community develops a culture
around its public life. A council cannot
change a culture based on incivility
overnight, but its members can create a
climate where trust and respect can flourish.
In that type of climate, civility will grow.
Unfortunately, many communities shun
dissension, which is viewed as impolite and
as a breakdown in the deliberative process.

¢ ...Because dissension has become more widely
embraced as a community value [in Sausalito],
our public meetings have become more
inclusive, respectful and harmonious. The
public regularly comments that democracy is
alive and well in Sausalito, and citizens from
all walks of life and economic circumstances
(from the homeless to wealthy individuals)
feel equally comfortable and accepted in the
council chambers. As a result, lack of civility
is rarely a problem for us.

Santa Cruz Council Member Ed Porter
emphasizes that it is important to respect what
the public is saying. He says that when elected
officials give short shrift to someone’s input,

it can be devastating to the speaker and can
result in a hateful reaction. Part of this respect,
according to many of those who responded, is
making sure that the public comment periods
are appropriately timed.

For example, according to former Mayor Audra
Gibson of Mt. Shasta, that council’s practice

is to make sure the public has adequate time
to be heard and allow for lengthy discussion of
issues so long as everyone maintains a mutually
respectful attitude.

On the respect issue, two city attorneys counsel
that it is important to remain aware of body
laniguage, both positive and negarive. Facing
the speaker, sitting still and making eye contact
all indicate that you are listening. Crossing your
arms, rolling your eyes, grimacing and turning
your chair away from the speaker all signal that
you are not listening.

These thoughts were shared by Michael Jenkins
and Michael Colantuono, each of whom have
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served as counsel to a number of cities and
special districts.

These attorneys also noted that it is always
best to treat the audience with respect and in
the manner that responsible adults wish to be
treated. In general, it is better to serve as an
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example than to be perceived as a bully or an
object of ridicule. As Dwight D. Eisenhower
said, “You do not lead by hitting people over
the head -- that’s assault, not leadership.”

Codes of Civility

Some agencies have discussed and adopted

a more specific commitment with respect to
civility. For example, Professor Craig Dunn at
California State University, San Diego, shares
that the governing boards with which he has
worked find the Pledge of Civility useful (see
“Pledge of Civility,” on page 71).

Dan Hentschke, general counsel to the 34-
member San Diego Water Authority, also has
observed that such pledges or codes can make
a difference. The autherity’s commitment to
civil behavior was the product of a series of
facilitated workshops (see “Commitment to
Civil Behavior,” page 75).

Another approach is to adopt rules of decorum.

Sample rules are posted on the League of
California Cities website at www.cacities.org/
samplerules.

It can be frustrafing for the

;';-5_:_'-'3:'pub|1c to be told fo keep ihelr

__;..I_:__-_Iremcxrks brief-and to the pomf :

L W},en";t'appecrs that councal

' -'-'?_:'members are not- endecwortng

to "'do"*the_x same

Dealing With Coniroversial
Items On the Agenda

Mayor Liz Harris of Big Bear Lake finds it useful
to meet in advance with the city manager

to discuss strategies for presiding over the
discussion at difficult council meetings. Such
meetings are an effort to anticipate the kinds of
issues that are likely to be raised and what the
appropriate response should be. Is the speaker
raising an informational issue that staff can
help clarify? Can/should an issue be separated
into parts, to identify what there is reasonable
consensus on and what are the points of
controversy! Are there some issues that may
need further work or that can be postponed if
an unexpected development occurs?

Others suggest that it can be helpful for staff to
meet with stakeholders on a particular agenda
item to make sure that:

1) The public has all of the information that
the agency has;

2} The public knows that the agency
understands their concerns; and

3) Possible resolutions to the controversy can
be explored.

Staff can also sometimes play a role in
encouraging the public to respect the agency’s
elected officials. It can be useful to take breaks
in discussions that get too heated.

Mayor Ed Henderson of Napa reports that
sometimes self-deprecating humor can defuse a
tense situation at a meeting. He explains that
the humor should not be at anyone’s expense
and that elected officials should conduct
themselves with the grace and dignity befitting
their office.
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More Assertive Techniques

One city attorney reported a situation involving
the award of grants, noting that there were
always more grant-seekers than funds. The
recommendations on grant recipients were
made by a committee of volunteers, who
became the objects of verbal attacks by
disappointed grant-seckers. Some volunteers
resigned rather than continue to endure the
lack of civility. In response, decision-makers
let it be known repeatedly that such outbursts
would affect their decisions on the worthiness
of organizations to receive city funds, both
now and in the future. According to the city
attorney, this seemed to cause the uncivil
behavior to simmer down.

City attorneys Jenkins and Colantuono note
that distuptive people can be ejected from
meetings if necessary. They recommend
establishing a record that the disruptive people
were given ample warnings and opportunities
to leave or reform their behavior voluntarily.
Calling in the sergeant-of-arms should be a
last resort.

Reaping What You Sow

Tulare City Manager Kevin Northeraft believes
that the way in which council members treat
each othet makes a difference. He observes,
“The civility provided in the council chambers
by staff and council helps set the tone, We

do annual team building for both groups

to make sure that disagreements on issues
don’t get personal. The staff always formally
addresses council members as ‘Mr./Mrs. Mayor
and Couneil,’ uses their own titles and last
names at meetings and avoids interrupting the
council during their discussions. Our council
is respectful to each other, the public and the
staff and avoids negative comments about any
"of them.”

Others suggest that council members abide
by similar time limits for comments set for
the public, keeping their remarks on a given
matter brief and limited to the merits of the
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issues — not the personalities involved. It

can be frustrating for the public to be told

to keep their remarks brief and to the point,
when it appears that council members are not
endeavoring to do the same.

On Gadflies

Virtually every community has them:
individuals who show up at every meeting to
voice theitr complaints, often repetitiously and
sometimes with a tenuous grip on reality and
the facts. No one responding to our query had
a magic solution to the problem that these
individuals’ contributions to public meetings
create, often by crowding out others who have
more specific and constructive reasons for
wanting to share their views with the council.

Rich Holmer, city manager of Riverbank,
however, shared a chapter from a book he is
writing, called City [Silly] Hall. The chapter is
on gadflies. One particularly poignant account
is of Jake, a longtime community resident who
ultimately fell on hard times, Here’s an excerpt:
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As for Jake, we saw less and less of

him [over the years]. His attendance at council
and historical society meetings became less
frequent. He looked withered and thinner,
many times un-shaven, and wearing the same
wool shirt. The chief had told me his officers
had rousted him on move than one occasion for
sleeping in the parks or in his truck.

It was a crisp December night and I had just
exited early from a transit tax meeting,...I
began the 10-mile drive home {and]. ..
Starbucks. . .beckoned to me....As the door

closed behind me, I was taken aback to see
Jake. . sitting at a table, newspapers covering
its top, and a large cup of coffee sitting
precariously at its edge. He looked up and
our eyes met. I walked over and gave him an
obligatory handshake. We exchanged small talk
and he mentioned that the police chief should
let people sleep in their automobiles, T said
it was good seeing him. I excused myself to
purchase coffee and...started to pay the cashier
when Jake rushed over and said he wanted
to buy the coffee. I protested; here was a
homeless person buying me a cup of coffee. It
didn’t feel right...but I stepped aside and said,
“Thank you, Jake.”...When I turned around,

- he was gone.

As T gazed out at the clear night sky,

I remembered the second meaning of a

gadfly: “A person who rouses you from
complacency.”... I knew I had been presented
a precious gift that evening.

Gadflies undoubtedly have many different
motivations. One theory is that there is a sense
of personal importance and belonging that

goes with their regular participation in public
meetings. Another is that they truly believe that
there are wrongs that need to be righted — and,
of course, sometimes the gadflies are right.

The bottom line is that gadflies are an

intrinsic aspect of democracy, and there really
is no “solution” to gadflies except to try to
understand what motivates them and appreciate
the underlying democratic principle they
represent. The worst strategy, of course, is to
allow yourself to respond in kind to the type

of angry, personal attacks gadflies are known

to make. In addition to having your meetings
sinking to the lowest common denominator,
responding in kind also hands control over your
behavior to others.
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More on Public Comment
and Participation

Some governing bodies have a suggested time
limit for public comment, noting that it is not
a reflection of a lack of interest by the elected
officials but a matter of mutual respect among all
speakers, to make sure their key points are heard.

Coaching the public on effective techniques
for participating in public hearings may be
helpful. It is possible that some members of the
community learned to try to persuade others by
force of emotion and conviction (and possibly
intimidation) rather than teason.
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Creating a Culture of Civility

Isit Me or Is It You? Are YOU a “Life-enhancer” or a “Well-poisoner”?

Michael G. Fann, ARM-P, MBA - Director of Loss Control

Fann has served with the Loss Control Department of the TML Risk Management Pool since January, 1986. Serving as
Director of Loss Control since 1994, Fann is responsible for a department that provides loss control assistance and
services to roughly 500 Pool participants employing more than 40,000 governmental employees for loss exposures in on-
the-job safety, public entity liability and propety risk. In 2009, Fann formed the Gannon Risk Solutions consuiting group
to provide analysis, advice and training presentations to clients throughout the U.S. regarding critical risk management
issues.

Born in Pennsylvania and raised in Tennessee, Fann is a graduate of Middle Tennessee State University (B.B.A. —
Finance & Political Science), and the University of Mississippi (M.B.A.). While in graduate school at Ole Miss, his
concentration was in Management. Fann earned the Associate in Risk Management (ARM) designation in 1988, and the
Risk Management for Public Entities (RMPE) certificate in 2001, from the Insurance Institute of America in Malvern,
PA. Fann served on the Board of Directors of the Public Risk Management Associatiot (PRIMA) in 2000-2003, and
again in 2012-13. In 2012 and in 1993, he served as President of the Tennessee Public Risk Management Association
(TnPRIMA). Beginning in 2013, Fann is serving on the Board of Directors of the Public Entity Risk Institute (PER).

Fann is a frequent participant, contributor and presenter for the National League of Cities Risk Information Sharing
Consortium (NLC-RISC), Southeast Loss Control (SELC) Group, PRIMA, TnPRIMA and other organizations. He has
participated in infernational exchanges with risk managers & other officials from China, Australia and the United
Kingdom. Fann has twice been awarded PRIMA’s Chapter Service Award (1999 and 2003), was awarded the John Stutz
Award by the National League of Cities in 2010, and for his article on workplace incivility published in the July 2010
edition of Public Risk Magazine, he was awarded PRIMA’s 2010-2011 ‘Public Risk’ Author of the Year.

Condact: TML Risk Manzgement Pool Phone: 615.371.0049
Attn; Michael G. Fann TN WATS: 800.624.9698
5100 Maryland Way Fax: 615.371.9212
Brentwood, TN 37027 e-mail:  mgfann@thepool-tn.org
I
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Creating a Culture of Civility

Why Should YOU Care About Civility??

Be kind, for everyone you meet

is fighting a hard battle.

- Plato

Workplace Civility

I. The Law & Liability

» Hostile Work Environment
- Title VII “Protected Classes”
- Unwanted & Unwelcome
- Discriminatory Behavior

» Productive Workplace Policy

Protected Classes

Race

Color

Religion
National Origin
Sex

Age

Disability

A A T o o
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Creating a Culture of Civility

EEOC Guidelines

Hostile or offensive work environment

»  when the harassment is so pervasive that the working
conditions are unduly oppressive

Quid pro quo
»  “this for that”

»  Applies to sexual harassment

Incivility & Harassment can take various forms:

VERBAL Be respectful in what you say
VISUAL :
Be respectful in what you show
PHYSICAL

Be respectful in what you do

== = = = Public Entily Risk Management




Creating a Culture of Civility

II. Civility Defined

What is “Civility”??

1) A polite act or expression

2) Formal or perfunctory politeness

3) The act of showing regard for others

4) A courteous act or acts that contribute to
smoothness & ease in dealings, and social
relationships

Your Personal Attitude and Outlook
“Life-enhancer” or “Well-poisoner”

Are the messages you’re sending positive or negative??
Are your words & actions lifting people up or tearing them down?

Are others hearing... 77

What you can’t do or What you can do

What you don’t have or What you do have

What won’t work or What will work
4 {

Half EMPTY Half  FULL

What is “Civility”??
P.M. Forni —
Civility is a form of benevolent awareness that contains:
» Respect
» Restraint
» Consideration

Public Entity Risk Management




Creating a Culture of Civility

What is “Civility»??
Clearly, civility has to mean something more than mere politeness.
The movement will have accomplished little if all it does is get
people to say, “excuse me please”, while they (figuratively) stab you
in the back. Civility also cannot mean “roll over and play dead.”

- The Meaning of Civility
Guy & Heidi Burgess, 1997

Characteristics of “Civility”

» Politeness » The Golden Rule
» Respect » Manners

»  Affirmation » Tolerance

» Morality » Self-Restraint
» Connection » Focus

» Accountability » Public Health
» Assertiveness » Quality of Life

“Civility” and its Impact on the Workplace
y

»  Recruitment and retention are difficult.

>  Right skills and right personality traits are not easy to find,
and can be life or death to your organization.

»  Worlk/Life balance is critical: Care for employees at all
Jevels so they can best provide client-centered service.

»  “It’s the little things that count”
For external clients & internal staff:

- Communication
- Care
- Acknowledgement
. Development Dimensions Int’[
- Cour tesy HR Consulting
- Service

== Public Entify Risk Management




Creating a Culture of Civility

1I1. Is it “me” or is it “you”??

C1v111ty Survey (U S. News)

@ 89% of people mterv1ewed sald that It was a
serious problem in today’s society.

® 90% of these people said they were not
personally rude. ..

“Johari Window”

Known to self Not known to self

Known to others

Notknownto | FACADE J| UNKNOWN

[Joseph Luft & Harry Ingham, 1955]

To thine own self be true.
And it must follow, as the night the day,
Thou can not then be false to any man. [Hamlet, Wm. Shakespearc]

-~ Unless we can be true to ourselves first, we cannot be true to others. --

6
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Creating u Culture of Civility

1Vv.

What is Workplace Incivility?

Behaviors with ambiguous intent to harm the target, in violation
of workplace norms for mutual respect.

Uncivil behaviors are characteristically rude and discourteous,
displaying a lack of regard for others.

Negative Behaviors

@ Behavior whose purpose is to control, insult, humiliate,
denigrate, embarrass, or injure the dignity of colleagues
Scape-goating '
Backstabbing

Constant complaining

Perpetuating rumors

Being expected to do another’s work (clean up after them)
Behaviors which undermine team cohesion, staff morale, self
worth and safety

Unethical or dishonest behavior

Ineffective, nonproductive forms of conflict resolution,
Repeated failure to respond to requests

Lack of respect, and/or

@ Cultural bias

@ ¢ © 0

The Incivility Continuum

Neqative Behavior
Rude comments —
- , Verbal Aggression
Insensitive actions
& ¥ .
Unintentional slights Yelling / loud voice
Complaining ® Belittling comments Physical/Sexual Aggression
. ]
Gossip/rumors ¢ Intimidation / threats Assault/ Battery
Cultural bias o s ®  Throwing objects
Discriminatory comments o Violent outburst
Crude jokes iolent outbursts
Profantt ® Cursing at someone (e.g. hitting the wall)
rofanity . ) .
¢ Humillation Inappropriate touching
® Harassment

= — Public Enftify Risk Management




Creating a Culture of Civility

The I]lCiVilitV Snil‘al (adapied from Andersson & Pearson, 1999)

Perception of Desire for
unfairness reciprocation
or negative : or revenge

feelings

Uncivil Behavior

Effects of Workplace Incivility

» Lowered morale of employees

» Reduced workplace citizenship behaviors (littering, carelessness with
handling equipment and facilities, not taking care of others, etc.)

» Reduced team effectiveness

» Being uncivil to customers, clients, or others outside the immediate
organization, office, or facility

Costs of Workplace Incivility
» Lost work time and productivity

» Lost employees/ high turnover

» Decrease in feelings of teamwork

» Work avoidance

» Lowered job motivation

» Health costs due to stress

» Legal costs from increased litigation

» Lost revenue due to losing members/ clients
8
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V. Workplace Civility

Toxic Work ENVIRONMENT

® Causes

» Authoritarian Management Style

» Inconsistent or unpredictable supervision

» Acceptance of disrespectful behavior

» No conflict resolution process or training

» Individual staff members with personal insecurity
» Fear of change

® Results

P Morale oo L
» Productivity ...oooveiiii L
P Public image ...ooiiiiiiiiiiii e L
» Workplace Injuries ..
» Employment Lzablhty clalms ..........................
» Exposure to Workplace Violence ...................

® Organizational Communication

» the “Grapevine” and the “Rumor Mill”
= Pro’s & Con’s

» Perception v. Reality
» Maturity, Pettiness & Personality Conflicts
» Are you “Open for Business”??

== Public Entlly Risk Management




Creating a Culture of Civility

VI. “Open for Business”

@® “Open-mindedness” & Opening Lines of Communication

® Trust
» Respect is an act of Humility and Confidence

» Entitlement is an attitude & wotldview born of
Selfishness and Arrogance

» Insecurities — To violate a trust due to your own
insecurities is to invite distrust and a poisonous culture.
Personal insecurity is the mortal enemy of “trust”...

To “trust” is to risk loss...
To fail to the trust is to risk everything,.

@ Risk Management
» “Trust but Verify” - Ronald Reagan

» “Can” v. “Should” - “authorized” v. “right thing to do”
® Wisdom, Discernment and Moral Judgments

Just because you can
does not mean that vou should.

@ Further Benefits of Civility

1. Increased awareness will bring greater respect and consideration
for all employees.

2. Morale will increase when everyone feels acknowledged,
respected, and valued.

3. Employees will feel they truly have equal opportunities for
advancement based on competency and experience.

4. Productivity will increase... better results & service will increase
efficiencies; increased revenues will bring more resources and
benefits for all employees.

10
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Creating a Culture of Civility

@ Action Steps

A. Policy
B. Training
C.  Culture

i. Top-Down Commitment
ii. Core Value
1. “We talk about it all the time...”

from Randy Pausch’s The Last Lecture

© Have dignity, play fair, be charitable, and encourage
creativity & enthusiasm.

@® There is a skill set called “leadership.” (He) knew how to
delegate, had the passion to inspire and ... established the
vision, the tone. He was in charge of morale... He knew
what he didn’t know, was perfectly willing to admit it and
didn’t want to leave until he understood.”

© “The kind of people I want on my team are those who will
help everyone else feel happy to be here.”

® Exhibit Understanding
e People are difficult because they either have too high or
too low an opinion of themselves.

e Arrogance and/or insecurity are the enemies of
workplace civility.

You don’t see things as they are.
You see things as you are.

- The Talmud, Compilation of Jewish Oral Tradition, 5™ Century A.D.

11
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Creating a Culture of Civility

@ Own the Change

Everyone cherishes the illusion that you can somehow force
someone else and not do it yourself - which would be lovely -
but you can’t.

- Miss Manners

The Iceberg of Conflict

/ Personality \

Emotions

/ Interests, Needs & Desires
/ Self-Perceptions & Self-Esteem '\

Hidden Expectations

" Unresolved Issues from the Past

® Communicating Civility

Remember pleasantries

No interrupting

Be open-minded

Say what you mean

Be aware of your tone and volume

Don’t argue for the sake of arguing / PICK YOUR BATTLES
Be respectful, even in disagreement

Address conflicts in private when possible

Be aware of your own defensiveness

De-personalize your comments

Avoid accusations / ask questions instead

Allow others to respond and give them your attention
Consider that you could be wrong

Use active listening skills

VVVVVVVVVVVVVY
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Creating a Culture of Civility

VII. Creating a Culture of Civility

® Clearing the Air
» Appreciate
» Inquire
» Respond

® A Culture of Civility

Have a cooperative approach

Be aware of underlying needs

Recognize individual differences

Be open to adapting position

Leaders model civility for others

Clearly define expectations for how employees are to
treat each other

Reward civil behavior

Encourage stress management

YV VVVVVYV

@ Critical Elements
» Teamwork
»  Collaboration
» Trust & Risk

If you can’t bring yourself to risk and trust others,
then it’s just a matter of time until they will not trust you.

Once this happens, what happens to organizational loyalty?

»  Constructive Controversy

Open-minded discussion occurring within a strong cooperative
context, of various perspectives that allows disagreement,
exploration and adjustment

13
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Creating a Culture of Civility

Think not those faithful
who praise all thy words and actions,
but those who kindly reprove thy faults.

- Socrafes

® Parting Thoughts

(that apply both personally & organizationally)

»  This didn’t happen overnight...
and it won’t be fixed overnight.
» Every major change takes place
with one initial first step.
»  Obstacles are what you see _
when you take your eye off the goal.
»  You are either part of the solution,
or part of the problem.

® Final Thoughts

» Don’t wait for someone to be nice to you, and
avoid “keeping score”...

> Don’t be afraid to put yourself in “Time Out” so you
can ‘cool off” before expressing yourself.

>  Consider letting some things slide, especially
slights that you know to be unintentional.

»  The biggest risk for your organization is not creating
a culture of anger & incivility, but rather
creating a “culture of indifference.”

You must be the change

you want to see in the world.
- Mahatma Gandhi

14
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Creating a Culture of Civility

Helpful References:

Choosing Civility: The Twenty-Five Rules of Considerate Conduct (2002) by P.M. Forni

Conflict Resolution (2001) by Daniel Dana
People Styles at Work (1996) by Robert Bolton & Dorothy Grover Bolton

Resolving Conflicts at Work (2605) by Kenneth Cloke & Joan Goldsmith

Rude Awakenings: Overcoming the Civility Crisis in the Workplace (2002) by Giovinella

Gonthier

Workplace Wars and How to End Them (1994) by Kenneth Kaye

Additional Acknowledgments:

@® Civility in the Workplace by Kirsten W. Schwehm, PhD, University Ombudsperson,
Louisiana State University

@ Civility in the Workplace (2008) by Daniel Buccino, JHBMC/JHUSOM, Johns Hopkins
Institutions, presentation for the Baltimore Psychotherapy Institute

Until he extends the circle of
his compassion to all living things,
man will not himself find peace.

Albert Schweltzer
French philosopher, physician, musician & Nabel Peace Laureate

15
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Creating a Culture of Civility

Sample Policy Language
Please ensure that any changes to your current organizational policies
are reviewed completely by competent legal counsel prior to adoption.

Productive Workplace: Professionalism, Civility and Conflict Resolution

Verbal or physical conduct by any employee that harasses, disrupts, or interferes with another’s work
performance or that creates an intimidating, offensive, or hostile environment will not be tolerated.

Employees are expected to maintain a productive work environment free from harassing or disruptive
activity including threats of physical viclence. Behaviors that insult, belittle, demean, disparage, aggravate,
humiliate, embarrass, and/or injure the dignity of another person are considered harassing behaviors. No
form of harassment will be tolerated, including sexual harassment and harassment based on race, national
origin, 1'e1igfon, disability, pregnancy, age, military status, sex or other protected category, as provided by
faw. Further, employees are expected to exemplify professionalism and civility at all times when
(city or agency)

representing in their interaction and discourse with fellow staff members, other

representatives of the organization, and the general public.

ity or ) . . . .
The (eily or agency) recognizes that conflicts and disagreements will occur, therefore,

employees are expected to participate in a professional conflict resolution process whenever conflicts or

potential adversarial situations arise, This conflict resolution process should include the following:

When secking to resolve conflict with another:

Be professional, polite, courteous, and respectful

Listen to what others have to say

Take into consideration that you may be wrong

Be positive and suggest ways that the situation may improve

Be willing to sincerely apologize if you have said or done anything that may have offended the other
person

Undetstand that if the issue can't be resolved, you can always take your concerns to your immediate

supervisor, department head, or human resources office

Public Entity Risk Management
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Steve Bryant

ICMA Oregon Senior Advisor

Albany, Oregon
shrvants@comecast.net

Setting the “Civility Example” for the Community
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8 in 10 Americans are frustrated by the tone of political discourse
— hitp://www.civilityinamerica.org/en/

How does the public see us behave?

Three video examples—As you watch consider these questions:
1. Does your governing body have a code of conduct?
2. What is the manager’s role when things get out of control?

3. What actions could the manager suggest to the governing body
in anticipation of a contentious meeting?

Search “Council Code of Conduct” and “Promoting Civility” in the
ICMA Knowledge Network for examples

Steve LeDoux

Town Manager
Acton, Massachusetts
manager@acton-ma.gov

» Civil Interaction with the General Public

9/17/2013
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Today’s Challenges

Today’s customers: Municipalities are experiencing:

— Are always in hurry — Budget cuts

— Seek instant gratification — Staff shortages

— Have higher — “Piling on” of job
expectations responsibilities

— Are short in patience — Technology growth

— Feel entitled due to bringing higher demands
paying for services for services

— Expect technology to — Population growth

solve all problems hringing new customers

— Increased accountability




Visitors Code of Conduct

« Most policies deal with internal issues among staff
+ Staff need support with situations that go beyond
the definition of dealing with a “difficult customer”

— Empowers staff to know when a line has been crossed and
that the Town supports enforcement

* Provides transparency to visitors

What Brought Us Here

+ Self-Assessment and Employee Training

— Met with Employee Assistance Program advisors
+ Staff overwhelmed by growing number of “difficult customers”
« With departments understaffed, their time is more valuable

— Conducted customer relationship training
= When can we say “enough?” Where is the line?
« Staff needed to be able to point to a policy, removing emoticns

+ Drafting the Visitors Code of Conduct Policy

— Representatives from Administration, Public Safety and
Social Services authored draft policy

— Department Heads provided additional input

9/17/2013




What Brought Us Here

» Approval and Acceptance
— Town Attorney
— Board of Selectmen
— Employees

+ Community outreach

— Announced at televised
Board of Selectmen
meeting

— Posted in Community
Newsletters and on Town
Website b et

_ Prom.mently dlsp!ayed in eyerpons chid hiny 13 be beiter bitomers
all municipal buildings

EETTEN-PS Srpe
swee plarbar

Our Policy

« The Town of Acton’s : ‘
employees strive to provide a |
positive experience for those
visiting Town facilities, by
following the “Professional
Standards of Conduct Policy.”

* |n addition, the Town
supports a workplace that is
conducive to personal safety
and security and is free from
intimidation, threats or T
violent acts.

i
i
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Our Policy

* The Town does not tolerate
workplace violence including |
the threat of violence by '
anyone who conducts
husiness with the Town. _‘

* Complying with this code of |
conduct is required by all |
people doing business with
Town employees.

* Violators who do not comply

with this policy may be asked
to leave the premises.

Expected Conduct

* Avoid causing disturbances or disruptions

« Show respect for others, building facilities and
personal property of others

= Use common courtesy when interacting with others
» Do not engage in any lewd or offensive behavior
« Any form of violence is prohibited

+ Smoking, drinking alcohol or appearing to be under
the influence of any illegal substance is prohibited

Repeated violations may result in permanent
suspension of facility privileges

9/17/2013
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Benefits for All

» Benefits for Visitors

+ Promotes fair and consistent utilization
of staff and resources

* Reduces cost to the Town and taxpayers
= Alleviates bystander discomfort

* Benefits for Staff ' ' .

* Improves employee morale and instills confidence

» Increases productivity and decreases stress

* Addresses safety concerns

« Provides an expectation of civil behavior

* Breaks the “enabling” cycle and reduces susceptibility to bullying




9/17/2013




10 cdstossanavarbsiBhours

of dtaffriivfstafftiveck 7
@535 fhe

fotal Cost: $§1750

Total Cost: §175
This continues each

week for & year

Total Cost: $91,000

Mitigating the
madness?

Priceless.
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Code Of Conduct Allows For:

* A safe work environment

— An expectation of civil
behavior

— Professional interaction
between staff and customers
* A welcoming Town Hall
experience

— Equal and fair treatment of ali
customers

- Efficient time management for
staff

* Upper Management support

Steven L. Ledoux

Town Manager el
Acton, Massachusetts ICMA
manager@acton-ma.gov S AHRUAL CONFERERCE

BOSTO]

NEW ENGLAND gt

September 22-25, 2013

9/17/2013
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Francine L. Ramaglia

Assistant City Manager
Wellington, Florida

framaglia@wellingtonfl.gov

Civility

in-the Workplace

Political incivility deters
quaiafled people from
ing in public service

Civility in A
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Government

Public & Media

Civility in Americo 2013

Community

Local Papers

Civility in A&

013

9/17/2013
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General tone of
incivility in the workplace

Civility in America 2013

Experienced Experience Weekly

Witness Daily Get Even

1§

son & Poroth

9/17/2013
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4 Commitment J TimeSpent

J Performance J Quality

arson & Porath

Lose time worrying

about the situation

Pearson & Poroth

9/17/2013
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Admit to taking frustration
out on customer

Pearson & Porath

Workers leaving jobs as a
result of being treated rudely

Boston Globe

9/17/2013
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Civil work environment very
important and increases
productivity

Baltimore Workploce Study

Who/What Is Te Blame For Werkplace Incivillty?

{zmong thoze who report the workplace s bacoming more uncivil)

Leadeeship of the werkplace
Employees themselvas

Economy

Competitiveness in tha worliplaca
Younger employees

Access to the Intarnet

Lack of employee rights

Oder emplayees

Civility in America 2011

9/17/2013
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THE

NO ASSHOLE
RuULE Are you a Certified ARSE?

Biilding a Civilized Workplace

aitd Surpiving One That Tin't Find out with an easy online

24 question self assessment:

hitp://electricpulp.com/fguykawasakifarse/

ROBERT ). SUTTON, PIHD

Examp[e is not the main th[ng in

influencing others, it is the only thing.
-Albert Schweitzer

9/17/2013
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Employee engagement
is about culture,

18
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4 Questions Test
For All Projects & Programs

Does it foster a family
environment?

Does it promote safe
neighborhoods?

Does it enhance the
value of our
community?

Is it the right thing to
do?
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You're So Tude!

Fza | Fova & Pd Plgtw Ky

Hi wtee the Evkgastte Pairet

| wndweeherzta kst

£axy fer you 1o dell sormzors
that he/she s being rude for
prelind’ fn Fact, WE BT
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Michael G. Fann

Director of Loss Control
TML Risk Management Pool
Brentwood, Tennessee
mgfann@thepool-th.org

* Civility on a Personal Level
* |Is It Me, or Is It You?

9/17/2013
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Would you excuie ;e 2
momentl. Somcone’s F1ryihg:
Yo get my aftention. © =

Why should
you care
about civility
on an
interpersonal
fevel?

SICREATIVE MEDIA SERVICES © Box 5965 Berkeley, Ca G405 -

Be kind, for everyone you meet
is fighting a hard battle.
-- Plato

9/17/2013
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What is Civility??

* Definition
1. A polite act or expression

M

Formal or perfunctory politeness

w

The act of showing regard for others

A courteous act or acts that contribute to
smoothness & ease in dealings, and social
relationships

=

* How you treat people...
* Life-enhancer or Well-poisoner?

9/17/2013
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US News: Civility Survey

« 89% of people
interviewed said that
it was a serious
problem in today’s
society.

* 90% of these same
people said they were
not personally rude.

50% say it is extremely serious.
78% said civility has
deteriorated considerably over
the past ten years.

90% of those polied believe it
contributes to the increasing
violence in this country.

85% believe it contributes to
eroding crucial values such as
respecting others.

Civility between you and me...

e Is it you, or is it me?

Known ta self

Not known to self

Known to others Arena

“Johari Window”

Biin&xjxﬂ

Not known to others Facade

Unknown

I Jeseph Luft & Harry Ingham, 1955

9/17/2013
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The Incivility Continuum

Negative Behaviors

*Rude commentis
sinsensitive actions
sUnintentional slights
«Complaining

«Gossip/rumors .
«Cultural Bias Verbal Aggression

*Crude jokes sYelling / loud vaice

*Profanity +BelitHling comments
eIntimidation / threats
sDiscriminatory comments
«Cursing at someone
sHumillation

Physical[ Sexual

Aggression
sAssault / Battery
«Throwing objects
sViolent outbursts

{e.g. hitting the wall)
sInappropriate touching
sHarassment

Civility in City Hall

TOXIC WORK ENVIRONMENT

Results
— Morale.....ocereeensnnne. 4
— Productivity g
— Publicimage......... o &
— Workplace Injuries........ )

]

i)

— Employment Liability clalms
— Exposure to Workplace Violence........

9/17/2013
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Clearing the A~ ~R

Appreciate

Explicitly tell others you want to hear their point of view...

“l appreciate the opportunity to discuss this problem with you®

Inquire
The other person has the floor — be an active listener. ..
“L.et me make sure | understand your position...”

Respond

Now you have the fioar. ..
“Now that | have a sense of your point of view,
let me try to explain where Fm coming fro

n

Jrom Workplace Wors

Final Thoughts

* Don’t wait for someone to be nice to you, and
avoid “keeping score”

* Don't be aftaid to put yourself in “Time Out” so you
can ‘cool off’ before expressing yourself

* Consider letting some things slide, especially slights
that you know to be unintentionatl

* THE biggest risk: “Culture of Indifference”

You must be the change
vout want to see in the world,

9/17/2013
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At age 14, George Washington compiled 2 list of
“110 Rules of Civility & Decent Behaviowur™. o

Rule #110 -

Labour to keep alive in your breast
that little celestial fire
called “conscience.”

:A._c:i_ditig_n_éll .'--*‘:fofm'atio'h;.} i
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