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Set the Stage



What Can I Offer You?









“It was my delusion and naivety that 
brought me here.”

Lady Gaga

Arthur  Schopenhauer

Mostly its loss that teaches us 
about  the worth of things



Perspective – Structural Challenges
in Government







Tenets of Westminster Model

• Ministerial Accountability
• Politically Neutral
• “Permanent / Continuing”
• Anonymous
• Speak Truth to Power
• “How to” NOT “What if”

Much is by “convention”
20th Century Industrial Age Model



Not supposed to be an adversarial system

Supposed to be values driven

Typically independent representatives (no parties, no whip)

Mayor’s formal powers in decision making essentially equal to other Councillors

Staff intended to be apolitical and guided by public sector values (i.e.. not “political” 
appointees)

Various Officers have Statutory Duties directly to Council as a whole ( but don’t 
necessarily have functional “independence” from CAO)

Local Government is fundamentally a different animal from 
both Senior Governments and Business



Westminster Model

- There is No New Model!

www.nsworld.org/content/publications







http://icma.org/m/en/icma/newsroom/highlights/Article/107898/Managing_Local_Government_Is_Tougher_
Than_Usual#.WIe3rrcnwwU.linkedin

Alienation, 
anger and a 
lack of trust 
are making 
extremely 

challenging to 
manage or 
Cities and 

towns and to 
build 

relationships…

Engagement and Trust





“CANADIAN MUNICIPAL GOVERNMENT
is a mess”



https://www.municipalworld.com/product/leading-the-real-
value-of-a-mayor-and-council/



Kernaghan, Kenneth and John Langford. The Responsible Public Servant, Second Edition. Toronto, ON:  
The Institute of Public Administration of Canada, 2014.







Hanlon’s Razor 

“Never attribute to Malice what can adequately be explained through Ignorance”



The Commercial 
Moral Syndrome

The Guardian Moral 
Syndrome





https://www.linkedin.com/pulse/troubling-rise-me-dership-gary-burnison

https://www.linkedin.com/pulse/troubling-rise-me-dership-gary-burnison


(It’s hidden in the “A” Hole)



Incompetence and Jealousy







Positive or Palliative Approach?



General John kelly

During 
the President’s 

Q and A 
at Trump Tower





Positive or Palliative





Focus on the Things You Can Change
(and let go of the things that you can’t)



https://www.linkedin.com/pulse/when-you-get-environment-
right-great-things-happen-heres-thomas

The Good



Siegel, David. ¬Leaders in the Shadows: The Leadership Qualities of Municipal Chief 
Administrative Officers. Toronto Buffalo London: University of Toronto Press, 2015.



Managing three ways at once (but with varying “intensity”):
Down,

Out
and UP 

(Council’s sometimes not so accepting of this one )

Roles and Responsibilities
are “Situational”, and ever changing

Siegal David, Leaders in the Shadows, 
The Leadership Qualities of Municipal Chief Administrative Officers,

University of Toronto, 2015



http://www.goodlocalgovernment.org/

Prof. John Nalbandian



http://www.goodlocalgovernment.org/



A municipality is a complicated 
organization with a number of leaders at both the 
political and administrative levels, and it would be 
difficult to pinpoint one person who is responsible 

for creating an organizational culture in this context.  

It is clear, however, that one of the main roles of a 
good leader is to establish an organizational culture.  

This involves establishing values around integrity, 
respect, service to citizens, and all the other values 

that a modern public service organization must 
have. 

Staff is responsible for the Organizational Side

What if the CAO doesn’t?

A successful CAO must take the lead in 
modelling these values and establishing the 
desired organizational culture.  (pages 26-27)





"Not everything that 
counts can be 

counted, and not 
everything that can be 

counted counts." 

Einstein





“A bad system will beat a 
good person every time.”

W. Edwards Demming



A strong ethical culture 
[emphasis added] in the public 
service should have been the 
first line of defence against 
those tactics.  The existing 

culture offered no resistance. 
Bellamy, Honourable Madam Justice Denise E., Toronto Computer Leasing Inquiry, 

Toronto External Contracts Inquiry, Volume 1:  Facts and Findings,2005, p. 164.



Story of the 5 monkeys



The 5 (6) “F’s”

Fair

Fast
Focused
Flexible
Friendly 
Fun 



Organizations that discuss ethics openly, and that 
model ethical behaviour throughout the 

organization, create a culture of adhering to ethical 
norms because’ it’s what everyone does around 

here’.  

The Organized Mind, p. 281

Good behaviours are just as contagious as 
bad, and if we model correct behaviours others 

are likely to follow. 

Organizations that allow employees to ignore 
ethics form a breeding ground for bad 

behaviour that tempts even the most ethically 
minded and strong-willed person, a classic 

case of the power of the situation 
overpowering individual dispositional traits. 



Organizations that allow employees to ignore 
ethics form a breeding ground for bad 

behaviour 





Good behaviours are just as contagious as 
bad, and if we model correct behaviours 

others are likely to follow. 





Simon Sinek





Good Behaviors are Contagious



https://www.monster.com/career-advice/article/manage-
different-generations-work

https://www.monster.com/career-advice/article/manage-different-generations-work


A great leader is the one who  does what ought to be done.



Nobody Cares What You Know, 
Till They Know That You Care.



Relations Among Members of Council

• To be effective, Council members need to work 
together      as a team.  Principles for working together can 
include:
• Listen to and respect the views of others
• Ask appropriate questions of other members
• Attend meetings with an open mind
• Speak about the issues, not the person
• As required, agree to disagree
• Speak with one voice – respect and support decisions 
once they are made.



“Disrespect Invites Disrespect”

Meryl Streep



That includes telling you what you might not wish to hear. 



Ethics is knowing the difference between what you 
have a right to do and what is right to do.

Potter Steward (1915-1985, American Jurist)

Leadership 
– Knowing the way and Showing the way

Going the Way.



Fiduciary Duties - Trustees





Discipline – Consistent Practice

“Don’t worry that your kids don’t listen to what you say, 
worry that they are watching everything that you do.”





Clarity



"Trust is the glue of life. It's the most 
essential ingredient in effective 

communication. It's the foundational 
principle that holds all relationships". 

Stephen R. Covey



Rule of law



…“Public Office holders 

must perform their 
official duties and 
functions in a manner 
that bears the closest the 
closest public scrutiny, an 
obligation that may not be 
discharged simply by 
acting within the law.” 
[286]

In terms of Ethics, 
the Law only represents the Minimum Standard



Clear and Consistent Values and Congruent Actions



Willful Blindness







Speaking Truth
to Power











“The CAO must steer clear of the “politics of securing 
office”, but he or she must take a leadership role with to 

dealing with operational issues and with regard to the 
“politics of governing society”. The contemporary municipal 

chief administrative officer must be separated from 
electoral politics, but must be operationally oriented, 

politically sensitive and definitely involved in the politics of 
governing society.” P 160

Apolitical Professional Staff



The one principal agreed on universally is 
that while senior city staff my be involved 
in the political elements of governance, 

they should NEVER be involved in electoral 
politics.  





…AND Minority Rights





Where do you 
think you are? Where would you

like to be?

How (and 
when) are you 
going to get 
there?

Results



https://hbr.org/2011/03/culture-trumps-strategy-every



Deontological Ethics and Culture
Obligation and Duty



When you are in trouble… 

keep quiet and look like you know what’s going on.



The Consequences of 
NO Consequences



Actually – Good People do need guidance, support
and, most of all, leadership – particularly

by example!
Bad people need meaningful consequences





Accountability

Diffusion of responsibility extends 
to diffusion of blame for inaction.  (Crowd 

doing nothing)

The Organized Mind, Thinking Straight in the Age of 

Information Overload, p. 158



“There is no quicker way for a 
profession to lose public respect than 

to cover up, institutionally, for 
members who have done arrant 

wrong...”

Jane Jacobs, Dark Age Ahead, 
Random House, New York, 2004, p. 

129



Feedback
Timing is

Everything



Easier not to damage than to fix broken ones

Relationships and Organizational Culture



Openness, Transparency, Rule of Law, Procedural Fairness, Consistency, 
Fairness = Trust





Integrity



Not all storms come to disrupt your life, 
some come to clear your path



Change the game, structure, Musical 
chairs

Office Space



www.jbconsultants.ca

http://www.jbconsultants.ca/

