
 
 

November 20, 2018 

Report of the Citizens Advisory Committee 

Commission Meetings Sub-Committee 
 

Summary 

On March 20, 2018, the Port of Olympia Citizens Advisory Committee (POCAC) was tasked to 

critique the regular meetings of the Port of Olympia to see what or if there are improvements that 

could be implemented to potentially shorten the meetings while still providing transparency in the 

Port Commissionôs actions.   

The goal of the sub-committee was to come up with recommendations for shortening the average 

length of Port Commission meetings using best practices with input from stakeholders.  

The sub-committee reviewed Port meeting from the past three (3) years.  During that time there 

were 31 Port meetings that exceeded 2-hours.  The sub-committee chose to study the agenda 

and reviewed video only for the nine (9) meetings that exceeded 3-hours. 

Sub-Committee 

A Commission meetings sub-committee was established, which is comprised of the following 

POCAC members and Port Staff for 2018: 

POCAC Members:  Chair Meren Gadman, Gigi McClure, and Deborah Pattin 

Port Staff Liaisons: Jeri Sevier, Director of Administrative Services and Jessie Bensley, 

Executive and Commission Coordinator 

Scope of Work 

1. Evaluate current Port Commission meetings via the recorded videos; 

2. Interview each Commissioner on the Commissionerôs thoughts/input; 

3. Interview other citizens that regularly attend Port Commission Meetings for input; 

4. Interview Port staff that regularly attend Port Commission meetings for input; 

5. Review other city meetings in the local area (Lacey, Olympia, Tumwater, etc.); 

6. Review other Port meetings of similar size (Port Angeles, Grays Harbor, Bellingham, 

Anacortes, etc.) 

7. Recommend agenda improvements (change in line up, change in presentations, etc.)  

 

Methods Used for this Report 

1. Common questions were used for each interview.  
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2. Those interviewed were current Port Commissioners, Port of Olympia staff and a citizen 

that has shown an interest in Port business (Attachment 2). 

 

3. Review of Port of Olympia Commission Resolution 2018-06, Article V & VI (Attachment 3). 

 

4. Agendas from other public entities were gathered, analyzed, and compared to Port of 

Olympia commission agendas (Attachment 4). 

 

Recommendations 

 

1. The Port Commission should re-adopt Roberts Rules of Order, the standard guide for 

public meetings, as its own guide for the conduct of meetings.  

 

2. Limit initial public comment to three (3) minutes for each citizen and keep the total time for 

public comment to 30 minutes.  

 

3. Commissioners should simply thank the citizen for their comments. If Commissioners think 

the public comment may generate a future agenda item, staff should retain contact 

information to follow-up on the concern.   

 

4. Be prepared to remove and/or table agenda items if a large number of citizens attend a 

meeting. 

 

5. To hear as many of the public as possible, allow additional public comment at the end of 

the regular meeting. 

 

6. Commissioners should meet regularly with the Executive Director to discuss upcoming 

agendas. 

  

7. Set time parameters for each agenda item. Presenters may set time limit, if not met, table 

for next meeting. Include staff presentation time, as staff presentations are pre-briefed at a 

work session. 

 

8. Agenda packets should be finalized, distributed and posted on the Portôs website one week 

in advance, giving adequate time for review and meeting preparation. If not in on time, 

agenda item will be added to next meeting. Last minute agenda amendments and additions 

should only be done for urgent needs. 
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9. Prepare for Port Commission meetings ahead of time.  Ask questions of staff prior to day of 

the commission meeting. 

 

10. Table Commissioner reports if meeting runs long and limit Commissioner reports to three 

(3) minutes per Commissioner. 

 

11. Keep Port Commission meeting to two (2) hours, move any unfinished business to another 

meeting. Require a majority vote to agree to extend meeting beyond the scheduled two (2) 

hours.  

 

12. During public comment for action and advisory items, Commissioners should only thank the 

public for comments, leaving any topics of concern by the public to be discussed among 

the Commissioners. 

 

Conclusion 
 

The recent trend for the past three (3) years shows fewer meeting exceeding 2-hours.  The sub-

committee reviewed past Port Commission meeting cycles and discovered when meetings exceed 

2-hours, the primary drivers that triggered meeting times over 2-hours were last minute agenda 

changes with topics not discussed at work sessions, excessive public comment beyond the 

allotted 30 minutes, lengthy responses by Port Commissioners to public comment, and Port 

Commission open discord. 

 

The last-minute changes that occurred within 24 hours resulted in the Commissioners and staff 

being unable to adequately prepare and discuss information at the Port Commission meetings.  

 

Agenda items can create a lot of public discord, public comment, and Commissioner debate.  

These topics are easily identifiable in advance.  Agendas should be crafted in a way to allow the 

meetings to remain on schedule.  This could be accomplished by tabling less urgent topics to the 

next meeting.   

 

Discussion and discovery are important in a public forum, but Port Commissioners need to ensure 

a discussion is taking place in the appropriate setting, be it work session or regular commission 

meeting. 

Commissioners need to recognize there will be actions that will not have 100% support amongst 

the Port Commission.  If consensus is not going to happen the vote needs to be taken and move 

on with respect for each otherôs differences and everyoneôs time in accordance with Resolution 

2016-02 Commission Code of Conduct (Attachment I).   
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Attachment 1 
Resolution 2016-02 
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Attachment 2 
Port Interviews 

 

Port of Olympia Staff interviews 

 

1. Recognizing that the Port Commission has important public business to conduct and 

complete, what would be your suggestions for shortening the length of commission 

meetings? 

 

Set timeline on agenda. Limit response time of Commissioners to public comment. Commissioner 

reports, limit time and scope of comment to current work.  Staff presence only attend if presenting 

information. Commissioners should be prepared and ready to vote, information is discussed well in 

advance.  Have a unified response to some issues, stop working independently. 

 

2. What is a reasonable length of time for a Port Commission meeting to adequately conduct 

the business at hand? 

 

2 hours maximum.  Possibly add time limits to the agenda like the work sessions. Not the best use 

of staff when Commissioners are not sticking to guidelines.  

  

3. Are staff reports given to Commissioners prior to commission meetings?  Are they required 

to be in by a time deadline? 

 

Scheduling is done 2-3 months in advance.  A week before the meeting and updates Monday 

before the meeting.  There is a one on one with the Executive Director to assist with covering the 

agenda prior to the Port meeting if needed. 

 

4. What policies or procedures are the Commissioners required to work with?  Do they receive 

training or participate in retreats? 

 

There is some training available. 

 

 

Commissioner E.J. Zita discussion 5/16/18 

  

1. Recognizing that the Port Commission has important public business to conduct and 

complete, what would be your suggestions for shortening the length of Commission 

meetings? 

 

Agenda setting meetings prior to Commissioner meetings. Clarified purpose of work sessions with 

staff and directors.  The cause of long meetings is due to lack of discussion between 



 
 

6 
Port of Olympia Citizen Advisor Committee: Commission Meetings 

 

Commissioners prior to public meetings.  Lack of information between Commissioners, staff and 

directors. 

Never surprise the public, the process is all messed up and we want to avoid liability. 

Wants to use Thursday work session as agenda setting. Has previously recommended agenda 

setting meetings, but another Commissioner didnôt agree. Believes that the agenda is working fine. 

Have to make sure the public is never surprised.  They feel the process is flawed transparency is 

needed. This helps avoid liability for the port. 

 

2. What is a reasonable length of time for a Port Commission meeting to adequately conduct 

the business at hand? 

 

Meeting time of 1.5 hours works when work sessions happen. 

Advisory and Action to work sessions rather than at meeting, 1.5 hours should be able to address 

everything. 

If work sessions were used effectively, the Commissioner meetings would go faster. Does not want 

to limit public comment in any way. 

 

3. Are staff reports giving you adequate information to be informed about agenda items?  If 

not, how could the reports be improved to allow you to be more effective? 

 

Overall happy with agenda.  Agenda should be correct for public.  When others change agenda the 

last minute this results in information not being correct for public. 

Thinks the Executive Director report is not effective.  Just presents ñfeel goodò stuff. Should be last 

on agenda. Restrict staff to only one report per meeting.  If information isnôt given at the work 

session, there isnôt time to ask questions and share information with the public.  Doesnôt think 

commission had input for RFP; it was just ñblasted outò and commission not informed.  Consultant 

selected without input of entire staff (mentioned public records request). Feels Finance and Real 

Estate are really good.  Marina Terminal:  loaders were a problem.  Spending without authority a 

problem. 

 

4. How do you prepare for meetings? Read reports ahead of time? Individually or with other 

Commissioners during work sessions?  Meet with staff or Director?  How often and when do 

you meet? 

 

Do not make decisions behind the scenes, do not spend without authority. Did not find answer from 

this specific question. 

 

5. What agenda adjustments/meeting procedures did the Commission try that didnôt work? Any 

agenda items you would like to eliminate from Commission meetings or move to work 

sessions? 

 

Overall happy with agenda, likes agenda order.  Port Director report is unnecessary and just for 

public relation purposes. Likes the Commissioner reports, worthwhile information. If meeting is 

running late, Commissioner reports could be eliminated. Would rather not set time limits on agenda 

items, would like to have work session twice a month.  Would like more public comment opportunity 
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without limits. Very unhappy with Visioning Program, feels Commissioners were not included. 

Would like to permanently include Honor Statement for Tribes. 

Take all the public comments no matter how long it takes (WPPA recommends we allow everyone 

the opportunity to speak). Add Tribal Honor Statement. Work sessions twice a month on Thursdays.  

No limit on public comment.  Would like to see the Tribal Honor statement added as a standing 

agenda item. 

 

 

Commissioner Joe Downing discussion 5/17/18 

 
1. Recognizing that the Port Commission has important public business to conduct and 

complete, what would be your suggestions for shortening the length of commission 

meetings? 

 

Better agenda management, know which items are controversial and plan accordingly to adjust the 

agenda. Develop a resolution for special meetings. 

Having different public comments sections (tied to agenda topics?) Allow time for more 

discussion/fewer items for agenda where there are controversial issues.  Use special meetings. 

 

2.  What is a reasonable length of time for a Port Commission meeting to adequately conduct 

the business at hand? 

 

3 hours max, adjourn at 3-hour mark or a certain point on the agenda. 

Entertain a motion to adjourn if the meeting appears to go over time limit and table other actions 

until a later date.  

Would like to see more PR business not less, Executive Director comments are good and show 

positive actions at the Port.  This information should be up front, not at the end of meeting. 

 

3.  Are staff reports giving you adequate information to be informed about agenda items?  If 

not, how could the reports be improved to allow you to be most effective? 

 

Staff reports are well done. 

More on the Commissioners than the staff to get the information in generally our information is 

submitted by Thursday at 3:30 and then you get 3 days to review except on days when there is a 

work session then you must use the weekend to review. 

No suggestion for the staff, as information is provided more than a week out. 

Itôs the Commissionerôs responsibility to get the info to the staff, not the other way around.  

 

4. How do you prepare for meetings?  Read reports ahead of time? Individually or with other 

Commissioners during work sessions? Meet with staff and Director?  How often and when 

do you meet? 

 

Read reports over weekend, email directors and staff Monday (day of public meeting) with any 

questions. 
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Meet every few weeks with Executive Director. Get with staff when they are available when needed. 

 

5. What agenda adjustments/meeting procedures did the Commission try that didnôt work?  

Any agenda items you would like to eliminate from Commission meetings or move to work 

sessions? 

 

Limit public comment. Likes reports given, very useful and good public relations when Executive 

Director gives report of the Port.  Commissioner would not support permanent agenda item of the 

Tribal Honor Statement, this is not Port business and he feels this is a Port business meeting. 

Remove ability to add and subtract items during Monday meeting.  Follow the format of the work 

sessions and assign time limits to each section of the agenda. 

 

 

Commissioner Bill McGregor discussion 5/23/18 

 
1. Recognizing that the Port Commission has important public business to conduct and 

complete, what would be your suggestions for shortening the length of commission 

meetings? 

 

Would be willing to try a time limit on agenda items.   Maybe look at length of time of staff reports, 

shorten if possible.  

Prepare for meeting ahead of time. Prevent short notice of topics. Get commission packet on 

Wednesday instead of Thursday or Friday as there is not enough time to review the information and 

get question asked and answered.  Give staff questions prior to the Monday meeting that you wish 

to ask. 

Packets are not getting out in time, due to late arriving material. Suggest if items are presented late, 

or at the actual meeting, that they be tabled.  

 

2. What is reasonable length of time for a Port Commission meeting to adequately conduct the 

business at hand? 

 

2 hours. 

If there is more to cover, table for another meeting.  Or set agendas so there isnôt too much on 

agenda. 

 

3. Are staff reports giving you adequate information to be informed about agenda items? If not, 

how could the reports be improved to allow you to be most effective? 

 

Staff reports are very well done and timely. 

The calendar is prepared 3 months in advance by the staff and Commissioners have this 

information. Agenda items can be spread over time.  Very rare that anything is that pressing. 

 

4. How do you prepare for meetings?  Read reports ahead of time?  Individually or with other 

Commissioners during work sessions?  
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 Meet with staff and director.  Read reports and ask questions for clarification if needed. 

 

How often and when do you meet? 

 

Meetings scheduled and attended weekly with Executive Director.  Executive Director was very 

accommodating with Commissioners to meet weekly.  Email directors and staff if any questions.  

Likes at least 3-4 business days prior to meetings to prepare.  Feels everyone should come 

prepared to keep timely. 

 

5. What agenda adjustments/meeting procedures did the Commission try that didnôt work?  

Any agenda items you would like to eliminate from Commission meetings or move to work 

sessions? 

 

There is no meeting training for Commissioners, this may help with procedure and to keep timelier.  

Possibly eliminate reports for past meetings, include what is coming up. Set time limits and 

guidelines for Commissioners to give report statements.  Feels the Tribal Honor Statement is not 

necessary and not part of the public business meeting for the Port of Olympia. 

Table actions if Monday meeting goes too long. Read the white paper to respond to questions 

rather than ask the question again. Thank the staff for their responses and then give response to 

public that was provided by the staff. Get purposed agenda by Wednesday before Monday meeting. 

 

Citizen interview 

 
1. Recognizing that the Port Commission has important public business to conduct and 

complete, what would be your suggestions for shortening the length of commission 

meetings? 

 

The agenda should budget the Commissionôs time and the Chair should enforce the time 

limitations. Set time limit on agenda items. Only one public comment period and when it is 

exhausted, others who wish to comment should do so in writing. 

 

2. What is a reasonable length of time for a Port Commission meeting to adequately conduct 

the business at hand? 

 

Two- and one-half hours. 

 

3. Any agenda items you would like to eliminate from Commission meetings?  Any agenda 

items you would like to see added to Commission meetings? 

 

Commissioner sponsored agenda items should be limited to one per meeting and that opportunity 

for such items should rotate among the Commissioners.  Legal, Executive Director and 

Commissioner Reports should be combined into one agenda item at end of meeting. 
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Attachment 3 
Resolution 2018-06, Article V & VI 
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