City of Lafayette, Colorado
City Council Retreat
Report
January 2020

City of Lafayette
City Council Retreat Report

Page 1

The Lafayette City Council held a retreat with the City Administrator and other key staff to establish a
foundation for effective governance and identify their priorities. The retreat was facilitated by The Novak
Consulting Group, now part of Raftelis.

Day One – Friday, January 31, 2020
Setting the Stage and Introductions

The facilitators introduced themselves and reviewed the norms and agenda with the group. Participants
were then invited to introduce themselves and share Expectations they have for the retreat.

•
•
•
•
•
•
•
•

To leave with a clear vision of what we want to accomplish as a team and that we think of
ourselves as a team working toward a common goal
To have a lot come out of the retreat and to use this experience to spark more conversations
To agree on concrete and practical outcomes
To have a better sense of agreement and to focus on our priorities
To pull back and look at what is happening at a strategic level, since we spend so much time in
meetings talking about issues
To be a sponge and better understand how to support the Council
To leave with a vision and some gap analysis
To get to know Council as individuals and find common ground to help the City move forward

Governing Together

Julia Novak provided some perspective on governing as a body in the Council-Manager form of
government and then asked each person to share their response to a series of prompt questions about
governing together.
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The responses are captured on the following graphic map and have been transcribed within the following
table.

Governing Together Questions
What does good
governance look like
to you?

Responses
•
•
•
•
•
•

What values are
important to you in
governing?

•
•
•
•
•

A balanced approach to creating a viable living environment for all
living within.
Listening to community and planning for the future while recognizing
where we are today.
Both having a real vision for what we want our community to become
and helping to lead us to that vision but also being responsive to and
providing services for the current community.
Having a structure and process to support and execute the vision.
Being as responsive as possible in a system that recognizes what has
happened previously and where we want to go.
Community involvement and community leadership that connects us to
those we govern.
Representation, protection of Lafayette as a whole, and keeping the
City as sustainable as possible.
Equity, economic stability/prosperity for the community, rational
decision-making.
Connection to the community; making sure that we are thoughtful in
our decision-making process.
Listening, learning as we live in a fast-changing world that has a lot of
impacts on governance, and willingness to compromise and find
solutions that we can all embrace.
Proactivity.
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Responses
•
•
•

•
•

•
•

•
What type of
relationship do you
hope to have with
your colleagues on the
governing body?

•
•

•
•

•

What type of
relationship do you
hope to have with the

•
•
•

Thoughtfulness that takes all stakeholders in account and meets them
where they are, efficient decision-making, fiscal responsibility.
Collegial governing and governance.
Listening to the “why” so that we can answer in a way that honors the
“why” of others. We need to make ourselves clear in our reasoning and
communicate effectively, while also exhibiting patience with those who
take a little longer.
Being mindful of other views, listening to the “whys,” and trying to
share perspectives on how decisions were reached. Not everything
needs to be an either/or, and we need to focus on building consensus.
On the prevailing side, we need honest representation of the
constituencies that led to a particular decision. On the not prevailing
side, there are different “right” answers, and sometimes others are
right in a particular situation – different perspectives are also valid.
Be humble, recognize different points of view and ways to look at
things, and when you’re on the side that doesn’t prevail, be clear and
explain why you stood where you did.
There are always unintended consequences, so even if you’re
prevailing, you have to be open to adjusting things based on how things
are executed or as you receive information that changes the situation.
Remember that it’s not personal, but we’re all here for the right
reasons, and we’re all trying to make the best decisions for the
community that we love.
Be respectful and open, and when your side does not prevail, let the
issue be the water that rolls off a duck’s back. Take time to process, but
then move on to the next decision.
Friendly, available, respectful
Honor the decision of the group – once Council decides something, we
need to collectively support the decision-making process. Make sure
that people leave things on the table and avoid having politically
motivated relationships.
Positive, productive, fun, caring.
Relationships are based on respect; everyone is patient enough for
others to bring forth the arguments and information fully; come to an
agreement that everyone can defend once it’s made. It’s okay to
disagree, but we need to respect the Council.
Decisions are not personal – so don’t make them personal. Everyone
can benefit from my terrible memory. We don’t need to be friends off
the court, but we do need to be collegial and respectful.
Respectful, supportive, honest, open-minded.
Collaborative, honest, not the nasty part of politics, approachable.
Transparent, with open lines of communication, honest.
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Responses
•
•
•
•

What do you hope this
governing body will be
known for?

•
•
•
•
•
•
•

•

One that is supportive of the staff. It’s important that the Council
recognize the hard work of the staff and be encouraging and fair and to
remember that we’re all human.
Mutually respectful, direct, with healthy boundaries where we know
our respective lanes. This year, there has been an elevated level of
respect between and among staff, council, and constituents.
Positive, productive, caring, honest communication, encouraging with
constructive feedback, and Council can work on not having
unreasonable requests.
Synergistic, where the administrator understands the intent and can be
proactive as we move forward.
Open-minded, supportive, respectful, honest.
Good stewardship, innovation, thoughtfulness, vision.
Being bold, visionary (within that, known for leadership on climate),
transparent, and accessible.
Engagement, inclusion, proactivity.
Being a body that acts collaboratively to support the community.
Being environmental, sustainable leaders in change, fearless in
supporting the community and the environment, protective of our
community, honest, welcoming.
Setting up City for success without draining the resources available. We
are at a pivotal point in the history of Lafayette – there’s a lot
happening, and we have the opportunity to rise to the occasion by
managing growth and the existing resources for residents. I want
Lafayette to be seen as a resource and a model for preparing for
anthropogenic climate change and resiliency.
Adapting to our changing constituencies, being accommodating to
different demographics, keeping up with the times and changes based
on the needs of our residents.

Governing Body Roles and Effectiveness

In 2016, Julia Novak and Dr. John Nalbandian identified six roles that the Mayor and City Council must
fulfill as the governing body. We discussed how each person approaches these roles and how they
contribute to (or detract from) group effectiveness, the approximate amount of time that each person
spent on each role, and examples of activities that fall under each role. The group’s responses are
captured in the following image.
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The Facilitator engaged the Council in a discussion regarding examples of the body’s activities and
responsibilities in each role.
• Community Building Activities: Serving as liaisons to Boards and Commissions, participating in
community Events, being aware of neighborhood issues, maintaining a physical/virtual presence,
convening different groups/issue events/community meetings
• Strategic Vision: Comprehensive planning, participating in stakeholder meetings, learning
• Trustee/Steward: Research, crafting thoughts to be shared and meeting preparation, advocating
for the community to outside entities
• Constituent Advocate: Being responsive (emails, phone calls, coffee meetings, etc.) passing
information to staff, acting as a liaison
• Decision-Making: Participating in City Council meetings, and preparing for City Council meetings
• Oversight: Maintenance of the City

Day One: Parting Thoughts

Each participant shared their thoughts on the first day’s activities and experience.
•
•
•
•
•
•

Gratitude – felt the exercises put us in a good place to understand each other and work
collaboratively as a team and felt that we were open-minded and able to hear one another
Really good experience; enjoyed the exercises, learned a lot, and found it interesting to learn
about each other
Unsure about the pie charts and not sure I agree with some of the concepts included in the video
but really happy to be here with everyone and to work with such a high functioning group
Great day – the activities were good; I love the visuals, and it was great to see how we categorize
our jobs and define our roles; it was also good to learn about each other
Interesting and fun getting to know Council’s brains a little bit – also appreciate the visuals
The governance discussion and how people revealed things was compelling, and it was helpful to
understand how Council looks at things
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Awesome – good to hear from everyone, and I appreciate the visuals; on November 6, when all
the votes were in, I was so proud of our voters – it showed that they value diversity, and it was
great to see that as diverse as we are, we are so aligned; I’m looking forward to tomorrow
I wasn’t sure the roles exercise was useful until we did the part about the activities – if we had
discussed that first, I might have ranked things differently; I thought that Governing Together was
interesting – now we need to live it and be sure that it is useful
I appreciate everyone being here tonight, and I appreciate that staff will be here tomorrow; I also
appreciate that this was different from what we have done in the past; at the beginning, I was
concerned we wouldn’t have enough time – I want to jump to “let’s go,” but we are doing
something different and I’m open to that; I just want to dig into more governance stuff, so I’m
leaving craving “and now what” and wonder if that’s how I will end tomorrow, too, but I love this
stuff!
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Day Two – Saturday, February 1, 2020

The group reconvened on Saturday, February 1, and were joined by the City’s Department Directors.

Welcome and Check-In

The Department Directors were welcomed to the retreat. The facilitator reviewed the agenda and norms
then invited the new participants to share their expectations for the day. Those who participated on Friday
evening shared a reflection on the first day’s activities.

Staff
•
•
•
•
•
•
•
•

How to better support the Council
A better understanding of goals and priorities
A vision for how the guiding documents dovetail into the strategic goals
What’s important to Council and the community and how to support the vision
An opportunity to better get to know the Councilors
How to gear departmental priorities to Council priorities
How the newly seated council collaborates and gain a clear understanding of Council priorities
Hear from Council and support/anticipate helping Council to get its priorities accomplished

Councilors
• Expect to be short on time, but the energy, tone, and agenda are different than what we’ve done
previously; expect good things but also taking this experience and building on it
• Very positive experience
• Expect to learn and be better at my job when I leave today than when I start today
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Continue to get to know folks better and to know everything, including getting a better sense of
issues that staff face, and be part of a strong team
I have enjoyed the process and getting to know my colleagues on Council, and I am excited to
work with the different Department heads
I have an idea of what our priorities are, but I’m interested in seeing how accurate that is; want
to take the things that come out of this retreat and making them happen

Environmental Scan Debrief

Council was asked to share its reactions to the Environmental Scan Report, which was previously provided
by The Novak Consulting Group. The following graphic and bullets highlight the conversation regarding
the Environmental Scan.

•
•
•
•
•
•
•
•
•

Not necessarily surprising, but the affordable housing challenges are significant; less than half of
renters have affordable rent
The aging population needs to be kept in mind
The Latinx population has only risen very slightly, and an inclusive community hasn’t been fully
built; this is disappointing – I want it to be built, not building
We live in an educated community, but I don’t feel like we spend enough time, energy, or money
on schools and children (keeping them in school; staying committed; staying mentally, physically
healthy, etc.)
The idea that 61% of people believe that the City is heading in the right direction is heartening
Reducing traffic congestion, sustainability, open spaces are priorities, and they align well with
existing priorities and what the Council cares about
We need to focus on keeping the “Lafayette feeling” and connectivity, in spite of the growth in
the region and state
The crime stats are really impressive, especially because police department’s staff hasn’t grown
Homeownership is “affordable,” but renting is not
The Novak Consulting Group
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The graph showing the racial composition of the City is not how the City feels; it feels
multicultural, but the graph doesn’t show that; I feel a sense of inclusion, in spite of an unbalanced
demographic breakdown, but older and younger folks may not feel as much of that inclusion
The income drop was interesting – maybe we need to consider living in the community, rather
than just the housing as a cost indicator, as there are other financial burdens that exist
Basically, you need to live with another working person to make it work – households need to be
dual-income
25% of people are in “Professional/Science/Management,” and if you’re not in that category, it
can be hard to get your income to where it needs to be; we need to consider other entry points
to the economy
We want to retain what’s here in terms of the diversity of employment

True Today – True in Ten Years

Council was asked to share their responses to two questions:
•
•

What is true about Lafayette today that you still hope will be true in ten years?
What is not true about Lafayette today that you hope will be true in ten years?

A visual map of these concepts and the Strategic Outcome areas the City Council ultimately committed to
are included in the graphic below.
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True Today – still true in 10 Years
• Size allows for us to set achievable goals and
be responsive, nimble, and effective (smalltown feel)
• Make bold decisions, supportive by staff
• Growing and strong economy
• Fiscally sound/responsible
• Pride of ownership and engagement
• Sense of community, not homogenous
• Authentic, creative, eclectic, friendly
• Safe to raise family
• Downtown has a sense of place (and a
fantastic library!)
• Range of housing choices
• Cultural and overall diversity
• Good stewardship
• Community pride (public art program,
cultural resources)
• Youth services and committees
• ¼ of land use is open space and parks
• Inclusive recreational planning
• Dedicated City staff
• Diverse community
• Diversity council
• Multi-lingual City staff
• Vibrancy of Main Street
• Community events
• Arts and community events
• Zero waste events
• Regional presence and desirable employer
• Value arts and culture
• Value history
• Environmental stewardship
• Economic diversity
• Welcoming feel

Not True today – hope it will be true in 10 years
• Threat of oil and gas will be mitigated at the
federal levels
• Influencers at the state level through strong
regional partnerships
• Meeting the needs of the aging population
while supporting the younger folks
• Meet the economic needs of 20-100-yearolds
• Attainable lifestyle
• Employer of choice
• Recreational destination
• Everyone can afford somewhere to live
• Leaders in environmental protection
• Less distrust by community members
(everyone feels safe and welcome)
• More price points for housing
• Connect City services to everyone
• All areas have a sense of place
• Operate with an equity lens
• All new buildings are net-zero
• Region is connected with amazing options
• Amazing connectivity
• Go anywhere without a car
• Mobile home parks feel stable and safe
• All feel welcome
• Small businesses are thriving
• Economic sustainability
• Environmental sustainability
• Support services for an aging population
• Innovative
• Transition from folksy to professional
organization
• Social sustainability
• Reached environmental goals without
insurmountable social equity issues
• Managed commuter traffic while still
encouraging people to stay and spend
money
• More connectivity (not necessarily fueldriven)
• Increase outdoor education programming
• Green and sustainable building with
understanding of benefits
• City-wide compost, recycling
• 100% renewable
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True Today – still true in 10 Years

Not True today – hope it will be true in 10 years
• Better flow with bikes and buses
• Better human services
• Stable, secure, livable jobs
• Age-in-place and multigenerational
opportunities
• Workforce housing
• Maintain diversity
• Acquire more open spaces
• Improved playgrounds and park
• Higher supply of affordable housing
• More multilingual city staffers
• More staff for the clerk’s office and the
police
• Expanded Main Street and extend into other
neighborhoods
• Free trolley service (City-sponsored)

These concepts were distilled to ten strategic priorities, which were then further defined as follows:
•
•

•

•

•

•
•

Bold, Authentic Leadership: Through risk-taking and imagination, Lafayette has a reputation as a
regional leader that is forward-thinking, proactive, and adaptive. Strategic and innovative
leadership guides decision making and promotes equitable and inclusive policies and services.
Quality Community Amenities: Lafayette prides itself on offering quality community amenities,
including beautiful parks, trails, open spaces, and facilities that serve as community gathering
places. These amenities are enriched by quality programs and educational opportunities for
residents of all ages.
Fiscally Responsible: The City of Lafayette is a responsible steward of the taxpayers’ money and
ensures financial viability while keeping pace with growth and infrastructure requirements. The
City is flexible and innovative in the provision of city services and projects to meet community
needs.
Safe, Welcoming, and Inclusive: Lafayette is a safe, welcoming, and inclusive community that
maintains a sense of small town livability by promoting diversity of culture, ideas, and
neighborhoods. We give voice to residents, business owners, and guests by ensuring accessibility
to services, facilities, amenities, and elected officials.
Sense of Place: Lafayette is a community that thrives with a unique vibe and supports a connected
sense of community through natural spaces, the built environment, arts, history, and
multiculturalism. The intentional use of our creative, diverse, and eclectic identity builds pride in
our community and inspires a sense of belonging.
Affordable, Attainable, and Just: Lafayette promotes economic, physical, and emotional security
for all through support for affordable and attainable housing and the provision of equitable
human services.
Economic Prosperity: With small businesses at the heart of our community, Lafayette is a regional
destination built on a strong, diverse economy that is thriving and sustainable. Lafayette
welcomes primary employment opportunities that allow residents to live, work, and thrive in the
community.
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Excellent City Services and Infrastructure: Lafayette plans for and provides excellent City services
and infrastructure to meet our community’s evolving needs and expectations. We deliver
community-driven services that are reliable, proactive, and dedicated to a high quality of life.
Environmental Leadership: Lafayette is an established environmental leader and fosters a
sustainable, healthy, safe, and efficient community. The City leads this effort by promoting
accessible community outreach, education, and empowerment, and addressing larger systems
that impact climate change.
Mobile and Connected: As a mobile and connected city, Lafayette collaborates both locally and
regionally through intergovernmental partnerships. Our strategically planned infrastructure
encourages multiple modes of transportation which are affordable, broadly accessible, and
continue to reduce emissions and environmental impacts.

Council Priorities

Each person identified their priorities and associated them with the relevant Strategic Priority:
Bold, Authentic Leadership
• Provide funding for City Council candidates
Safe, Welcoming, and Inclusive
• Execute the Boomer Bond to support our aging population (6 votes)
• Consider gun safety (2.5 votes)
• Increase safety resource officer funding for Lafayette schools (.5 votes)
• Develop a sister city program (3 votes)
• Plan and execute a diversity and inclusion event (1 vote)
Fiscally Responsible
Economic Prosperity
Affordable, Attainable, and Just
• Housing Ordinances: Inclusionary zoning (including rentals when we can) and mobile home
protections (5 votes)
• Manage housing woes
• Affordable housing, protect mobile home parks, tiny homes, and creative housing
• Expand City’s mental health services/evaluate funding and support for human services (2 votes)
• Begin to plan for affordable internet/broadband
Quality Community Amenities
Sense of Place
• Land use and development: More education and exploration of how we can shape/attract
“better” projects that reflect our diverse and unique character (4 votes)
• Explore options for restricting building height in downtown (2 votes)
Mobile and Connected
• Look at AI to improve traffic flow (environment) (1 vote)
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Environmental Leadership
• Ban plastics (4 votes)
• Energy/Sustainability: Prohibiting new natural gas infrastructure in new development projects (5
votes)
• Energy efficiency audits for businesses (energy efficient appliances, water conservation, etc.)
Excellent City Services
• Build a resilient City mindset by hiring an emergency manager; developing a plan to support Citywide mitigation, response, and sustained recovery from climate and man-made hazards (5 votes)
• Diversity and inclusion training for City staff (2 votes)

Council Initiatives

After considering each person’s priorities and the context of the strategic priorities identified, the City
Council agreed to focus on the following six (6) initiatives.
Safe, Welcoming, and Inclusive
• Execute the Boomer Bond to support the aging population
Affordable, Attainable, and Just
• Focus on inclusionary zoning and mobile home protections
Sense of Place
• Land use and development: increase education and exploration of how we shape and attract
projects that reflect our diverse and unique character
Environmental Leadership
• Prohibit natural gas infrastructure in new development projects
• Ban single-use plastics
Excellent City Services
• Hire an emergency manager to support city-wide mitigation, response, and sustained recovery
from climate and man-made hazards
After agreeing on the priorities, the facilitator shared a metaphor of an
iceberg – what is above the water line is the Council priorities, and what
is below the water line is the day-to-day business of City Government.
She noted it is important to consider the organizational capacity as new
workplan items are identified.
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Parting Thoughts/Adjourn
As the retreat came to a close, each participant was asked to share a parting thought on how they feel
about the work done during the retreat.
• Heard, which was very refreshing
• Positive about the direction – it feels good
• Exciting, and I like the direction
• Like the tangible, understood aspects; there was good interaction and structure with the City
Council and Department Heads, and I am excited to roll this out to the public
• Enjoyed the interaction, good to be able to participate in the process
• Appreciated the opportunity to interact with the Council members and feel like a lot was
accomplished
• Interaction was good and happy to see that sustainability overlaps with so many things
• Excited to plug all this into the long-term financial model
• Like the collaboration and am excited to take it to our teams and see how things coordinate
• Appreciated the breakouts and the opportunity to be involved – there was lots of consensus
between staff and Council members
• Like the lens of the strategic framework and the different focus areas; we need to continue to
develop the message for the public
• Great day; enjoyed the time and interaction; like the system of gathering information; draws well
on lots of different styles; graphic facilitation is awesome – learned a lot just by looking at what’s
on the wall
• This was fun, and I didn’t expect it to be fun; it felt very indicative of our community and how we
work together; the day went fast
• Great collaboration; great to have a seat at the table and to get to know folks a bit better
• Appreciate being included and having a voice; like the team-building and the relationship building.
• Leaving with a lot of excitement regarding what can be accomplished
• Thankful for the organization and facilitation of the retreat; feel a sense of urgency; feel secure in
our direction
• Overwhelmed with capacity to take us to where we are – lot was done in the day and a half;
hopefully, the department heads got more of a sense of the why for what we’re doing
• Great participation – like that this is something we’re building vs. inheriting
• The collaboration was really special, and we are a team; my favorite part was developing those
statements – really feel like we’ve captured what the community is talking about
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