Columbia River Gorge Commission
Meeting Notes
Work Session
September 10 and 11, 2004

Location: Menucha Retreat Center, Corbett, Oregon

MEMBERS IN ATTENDANCE
Harold Abbe
Kenn Adcock
Doug Crow
Judy Davis

Dan Harkenrider
Jane Jacobsen
Walt Loehrke
Joe Palena
Joyce Reinig
Kathy Sheehan
Anne Squier

MEMBERS ABSENT
Dave Robertson (excused)

STAFF PRESENT
Martha Bennett
Sue Diciple (consultant)

OTHERS PRESENT

Andersen, Steven (Saturday morning)

Casseseka, Clifford. Yakama Nation (Friday afternoon and Saturday morning)
Condit, Jeff (Saturday only)

Liepper, Bob

Simeone, Angelo (Friday afternoon and Saturday afternoon)

Thiemann, Ed (Saturday morning

Thiemann. Phyllis

Thompson, Geoff (Friday afternoon and Saturday afternoon)

The Commission conducted a work session and training to discuss general goals, roles
and responsibilities, and agreements on Commission deliberations. A complete set of
notes from the discussion is attached.

The work session was called to order at 1:10 p.m. on September 10, 2004. The work
session recessed for the evening at 6:30 p.m. The Commission reconvened the work
session at 9:10 a.m. and recessed for lunch at 12:05 p.m. The Commission
reconvened at 1:10 p.m., and adjourned the work session at 3:25 p.m. On Saturday,



the Commission invited Jeff Condit to participate in their discussions. Mr. Condit has
been appointed for a term on the Commission by Oregon Governor Kulongoski, but he
had not been confirmed by the Oregon Senate prior to the work session.

The Commission took no formal actions on any of the items discussed. Any formal
action on these items will be taken in regular meeting of the Commission.

Meeting notes taken by Martha Bennett, Executive Director

Approved on October 12, 2004
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Columbia River Gorge Commission
Commission Retreat
September 10 & 11, 2004
Retreat Notes

Commissioners in Attendance: Harold Abbe, Kenn Adcock, Judy Davis, Daniel Harkenrider, Jane
Jacobsen, Joe Palena, Anne Squier, Doug Crow, Walt Loehrke, Joyce Reinig, Katharine Sheehan. Others
in Attendance: Martha Bennett, Executive Director; Sue Diciple, facilitator; Jeffrey Condit, appointed to

Commission but not yet confirmed.

On-September 10" and 11" 2004 the members of the Columbia River Gorge Commission participated
in a retreat, held at the Menucha Retreat Center. The purpose of the retreat was to further develop and
refine the Commission’s operating framework, including methods of working together, mutual

expectations, shared principles, and clarity about roles.

REFLECTING ON THE RECENT PAST
The session opened with an open-comment debrief of Commission’s recent past. During the
discussion, Commissioners agreed on the following summary conclusions:

Plan Review represented an unprecedented amount of time and effort, with an enormous
amount of that time and effort dedicated to public involvement.

The public outreach and involvement initiatives were crucial. It was important to provide all
Gorge residents with an opportunity to have their say.

Regardless of the level of effort during Plan Review, public outreach remains an ongoing
challenge.

Plan Review offered no opportunities for easy answers, and it was to the Commission’s
credit that a consensus product was arrived at.

The staff has born much of the burden of discontented stakeholders. It affects staff both
professionally and personally (“directly in their pocketbooks”).

The Commission has evolved to be more fair and unbiased.

The Commission is proud of its efforts to establish better relationships with county partners.
The demonstrated willingness of the Commission to change its opinions and actions based
on good input from partners has contributed to improved credibility with the counties, and
their support during Plan Review. The relationship with the planning staffs at the counties is
much improved, and there is how a much better process through which they are engaged
and involved.

The decrease in the appeal load is an indicator of success, as is the drop in legal expenses.
Much of this is a credit to the Executive Director, her staff, and her ability to work with
people.

Commissioners have worked together well. Lines of communication are more. open than
ever before.

The Commission is not likely to get external validation, as the most vocal parties are those
who are disappointed. The Commission strived to bring a greater degree of balance, which
has resulted in unhappiness at both ends of the poles of public opinion. But the majority are
happy about protections and love the unique beauty of the Gorge.

The media only reports conflict, so only the higher profile disputes receive air time.

Those who attack the Commission budget do so as a way to decrease the effectiveness of
the Act. It is essential to pick up support at state levels. The amount of money in question
is very small in the context of the states’ budgets. This punitive approach, which is driven by
a very few legislators, is something that the Commission has to turn around.
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COMMISSION WORKING AGREEMENTS
During this discussion, commissioners identified key agreements as guidelines for working
together. The agreements are:

a

Q

We serve the purposes of the Scenic Area Act, with a view to the future. The Act is the
policy framework in which we make decisions.

As appointees, we contribute the concerns of the appointing jurisdiction; however the
constituencies we serve are broad, including local, tribal, state, regional, and federal arenas.

We will consider and discuss issues that come before us in the context of the Act, and the
long term.

We seek efficiencies to our discussions, with each commissioner recognizing and taking
responsibility for:

Q limiting re-statement;

O framing proposals and solutions, instead of general concerns or positions.

We will refer media inquiries that have legal or quasi-judicial ramifications to the Executive
Director.

When responding to inquiries about an official Commission action, we will articulate the
reason the action was taken. It is acceptable to explain the reason for dissent.

Once an action is taken, it becomes a part of the Commission’s policy framework, unless it
is specifically re-opened as part of the Commission’s official business.

We agree to treat each other, staff, and those who give testimony to the Commission, with
courtesy and respect.

It is appropriate to ask informational or clarifying questions during testimony, and to refer
questions that they pose to the Chair or the Executive Director. It is not appropriate to
respond to questions, engage in debate, or promise action for those giving testimony.

In order to develop better understanding of each other's values, ideas, and communication
styles, we will create opportunities to spend informal time together outside of Commission
meetings (at a minimum once a year).

Related issues discussed:

It is a good practice for members to share information and keep each other in the loop about
their thinking.

It is fine for individual members to discuss issues and share information outside of formal
meetings, as long as they “keep the gate” between “sharing information and viewpoints”
(okay) and “determining the outcome in advance” (not okay). Communicating is fine - pre-
judging is not.

Commissioners find it helpful to allow some time, prior to calling for a motion, to ask
questions and frame an issue; however the time dedicated to such pre-motion exchange
should be limited. The Chair may want to place and monitor the time limit.



= ‘It is often easier for the receiver of feedback to forgive than to change”. Acknowledging
that it is difficult to change long-held communication habits, commissioners should be able
to give respectful constructive feedback if another commissioner is out of step with the
Commission’s working agreements - and be able to hear without rancor when they are the

object of such feedback.

THE AGREEMENTS SCORECARD

The scorecard on the next page infegrates the Working Agreements established by the
Commission at the retreat (previous page) into a format to help assess “how are we measuring
up?”

for keeping their attention on their Working Agreements. The Scorecard uses a 5-scale” to
rate how the team as a whole is doing on each of the agreements.

Using the Scorecard
Here are the components of the Scorecard and a description of how to use them:

Working Agreements: The agreements established at the retreat.

How are we doing?: Rate the degree to which the team has integrated each agreement.
Key Team Vulnerability: |dentify the agreement that is most important for the team to
improve on, for its ongoing health and development.

Personal Challenge: |dentify the agreement that most challenges you as an individual.
Recommendations: A spot to take some brief notes or record suggestions.

Blank row: A spot for the team to add an agreement should other issues arise.

The team should agree on a timeframe for using the Scorecard to rate its performance
relative to the agreements, for instance, on a monthly or quarterly basis.

It isn’t necessary to compare or compile Scorecard results, but it is important for team
members to discuss the “highs and lows” of their ratings, and their suggestions for ongoing
improvement.

The Agreements Scorecard is a way for teams to evaluate and track their development and B



How’re we doing?

AGREEMENTS
SCORECARD

Recommendations
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We serve the purposes of the Scenic
Area Act, with a view to the future. The

Act is the policy framework in which we |:| |:| |:| |:| |:|

make decisions.

As appointees, we contribute the
concerns of the appointing jurisdiction; .
however the constituencies we serve are

broad and inclusive of the range of Act D D D D D
beneficiaries.

We consider and discuss issues that

come before us in the context of the Act, I:l I:l D |:| |:|

and the long term.

We seek efficiencies to our discussions,
with each commissioner recognizing and
taking responsibility for limiting re-

statement; and framing proposals and D D D D D
solutions instead of concerns/positions.

We refer media inquiries that have legal

or quasi-judicial ramifications to the I:l I:l I:l I:l I:l

Executive Director.

When responding to inquires about an
official action, we will articulate the

reason the action. It is acceptable to |:| |:| |:| |:| |:|

explain the reason for dissent.

Once an action is taken, it becomes a
part of the Commission's policy

framework, unless it is specifically re- |:| |:| |:| D I:l

opened as official Commission business

We agree to treat each other, staff, and

those who give testimony tfo the I:l I:l D I:l I:l

Commission, with courtesy and respect.

During testimony we may ask inform-
ational or clarifying questions, and refer
testifier questions to the Chair or the

Executive Director, but will not respond D D D D D
to questions, debate, or promise action.

We will create opportunities to spend

informal time together outside of I:l I:l I:l I:l I:l

Commission meetings (min. once a year).
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