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1.
Get a facilitator.
The role of the facilitator is to:

1.
Assist in designing a successful agenda to accomplish the desired outcomes;

2.
Provide a neutral process guide during the planning and actual 
retreat that helps the group make good use of time, consider valid information, and make informed decisions that reflect the participation and commitment of group members;

3.
Help keep the group on track; 

4.
Keep a record of main points of agreement; 

5.
Focus conflict on the substance of the disagreement, not on the persons; 

6.
See that all members have a chance to speak; and 

7.
Help insure that statements made are clear and understood by all 

.                                                       

2.
Select a site and a date.

Select a site that is conducive to the tasks you are trying to achieve and the time available to achieve them.  Overnight retreats have the added benefit of providing a more relaxed setting, providing more opportunity for building effective working relationships in an informal way, and keeping other work, family, and political interruptions and distractions to a minimum. 

If an overnight retreat is not feasible, a site away from the office is still desirable to provide a more informal setting and to minimize interruptions.

3.
Notify the press.  

Retreats are subject to the open meetings law.
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4.
Plan an agenda that reflects the needs and interests of the group, has a clear desired outcome, and has a realistic timeframe.
A planning committee composed of the Mayor or Board Chair, one or two board members, the manager, a staff member (depending on the topic), and the facilitator, is recommended. The whole board should agree to the agenda before it is finalized.

Some of the agenda topics that are frequently used are:

*
To establish expectations of Mayor for Board, Board for Mayor, Board for Board, Mayor and Board for Manager, and Manager for Mayor and Board, or similar roles in a County.  "Expectations" refers to what board members need from each other in order to be successful.  This topic is especially good when there is a change in the Board membership or the position of Manager, or when Board members wish to improve working relationships.  Board members may then make commitments to one another based on these expectations.  
* 
To discuss a specific issue that has complexities that require more time than a typical board meeting provides, where a consensus must be built among differing approaches, or where for other reasons the issue is stagnated.

*
To help build an understanding of the ways that group members are similar and different, and learn to appreciate those differences and similarities in terms of what they can contribute to the effectiveness of the group.  Instruments such as MBTI, Ego State Assessment, or other such instruments can be used as a foundation for this discussion.

* 
To write a mission statement and values and beliefs.  This is also a good use of time for new or conflicted boards.  The fact that board members often fail to clarify their guiding beliefs leads to unnecessary conflict when decision points are reached.  Discussing the underlying values and beliefs that lead each member to take certain positions helps increase understanding and tolerance.  Focusing on where those values and beliefs are similar and writing a mission statement that captures this essence help unite the board in a common purpose.

*
To conduct long-range or strategic planning.  A retreat setting allows for more creativity, and use of the facilitator allows the Mayor, Manager, and other board members to participate without having to think about process or parliamentary procedures.

5.
Identify who should attend the retreat.  Agree that all board members, the Manager, and other necessary parties be present.

Some agenda items require the presence of staff members.  Sometimes department head presence is desired when the agenda items require some of them or in order to take advantage of the informal team building that occurs at retreats.  Identify whose presence is essential to the desired outcomes of the retreat and insure their attendance.  The absence of an important member when  issues are discussed and consensus is reached can result in a collapse of consensus when the other member re-joins the group, causing dissatisfaction for everyone.

6.
Agree on ground rules that everyone will follow at the beginning of the retreat.
Examples of ground rules include:

- 
We will make decisions by consensus.

-
Focus on interests, not positions.

-
Test assumptions and inferences publicly.

-
Expect all members to identify and solve problems.

Such ground rules help increase group effectiveness.

7.
Build an action plan around consensus decisions at the retreat.

The action plan insures follow-through.  It includes the steps to be taken to implement the decisions, who is responsible for each step, and target date for completion of each step.

8.
Save some time at the end of the retreat, approximately 15 minutes, to evaluate the retreat.
This time allows everyone to comment on what went well and how to do things better next time while the retreat is fresh on everyone's mind.  The evaluation should become part of the record of the retreat.  The process also helps bring closure to the retreat.

9.
Adopt the Retreat Report at a regular board meeting following the retreat.
This action gives the retreat outcomes official sanction, and provides a public and official record of the retreat.

