
November 17, 2025 
 
 
 
 
MEMO TO: David Raatz, Director of Council Services 
 
F  R  O  M: James Krueger, Senior Legislative Analyst  

Megan Moniz, Legislative Attorney 
 
SUBJECT: “BETTER PUBLIC MEETINGS” TRAINING SERIES (PAF 25-248) 
 
 
 We attended the International City/County Management Association’s 
“Better Public Meetings” training series. This four-part online workshop was 
conducted on September 10, September 17, September 24, and October 1, 2025, 
on planning and facilitating public meetings. The participant guides that we 
received for each workshop are appended as exhibits.  
 
 
“Navigating the Challenges of Public Meetings”; Exhibit 1 
 
 The series’ first part focused on: 
 

the challenges government officials face when conducting public meetings,  
 
the ramifications of poorly run public meetings, and  
 
what government officials can consider to improve meetings. 

 
 Workshop participants shared the challenges they encountered during 
their work and raised concerns about impatience, incivility, disruptive behavior, 
and disinterest from the public. While these behaviors may stem from more than 
just bad public meetings, improving public meetings may mitigate them.  
 
 Improving public meetings starts with considering what it takes for people 
to be heard—and to feel that they are heard. Closing the feedback loop by 
informing the public how their input impacts decisions and providing official 
responses from government officials on behalf of institutions are some ways to 
show people they are being heard. 
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“Designing Effective Public Meetings”; Exhibit 2 
 
 The next part reviewed considerations for designing and organizing more 
effective public meetings, including testimony processes and other public 
feedback. 
 
 Thoughtful preparation occurring before and after the meeting contributes 
to making the meeting more effective. Effective asynchronous public-input 
opportunities—like surveys and forums—can help government officials learn 
more on community perspectives before the meeting. Officials should consider 
facilitating pre-meeting dialogue through crowdsourcing.   
 

After the meeting, effectively communicating what decisions were made 
and what actions will be taken as a result of the decision informs the public as 
to what is happening, which helps to build trust and fosters future civic 
engagement. Providing the public the opportunity to submit feedback can also 
help government officials with creating more effective meetings in the future. 
 
 The training went over ideas of how to make public-comment periods more 
effective. Many ideas may not be applicable to the Maui County Council because 
they may conflict with Hawaiʻi’s Sunshine Law. But some considerations that 
are applicable include: 
 

 allowing for the availability of asynchronous testimony submission; and 
 

 ensuring public feedback is referenced and considered when decisions are 
made. 

 
 
“Facilitating Civil, Effective Meetings”; Exhibit 3 
 
 The series’ third part centered on facilitating public meetings and provided 
helpful tools and techniques to consider.   
 
 The use of physical space for creating a functional environment during 
meetings was highlighted as an important consideration for facilitators. In this 
context, a facilitator may be the presiding officer at an official public meeting or 
a moderator of an informal community meeting. 
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The way a room is set up conveys the kind of meeting that will unfold. 
Consideration of power dynamics and making the room less intimidating can 
create a space that promotes collegiality.  

 
For example, if everyone is facing toward one speaker, people anticipate a 

lecture-style meeting. On the other hand, chairs arranged in small groups will 
lead to discussion. 
 
 Facilitators should also consider framing the issues that will be discussed 
to help participants with better understanding. Structuring what is being 
discussed and the possibilities or outcomes being studied can guide discussion 
more productively. Facilitators who work to ensure a level of understanding in 
the fairest way possible will see better civic engagement. 
 
 Accessibility considerations are also important. Considering the 
community’s diverse needs by providing services such as real-time and on-site 
translation, child care, transportation, and food will encourage more public 
participation.  

 
 

“Improving Engagement Before, After, and Alongside Public Meetings”; 
Exhibit 4 
 
 The series concluded with a section on public engagement. The presenters 
shared methods for getting the public to meetings and then how to involve them 
once present. 
 
 The training reviewed in-person and digital strategies to get people 
involved outside of the formal meeting chamber. One unique strategy employed 
by the City of Saginaw, Texas, is to meet people in their neighborhoods through 
a “Garage Gab” meeting where City officials will informally meet with 
neighborhood residents at a time and place the residents set. 
 
 Facilitators should also consider using both “thick” and “thin” engagement 
techniques.   
 

“Thick” engagement is facilitated, structured discussion that usually 
involves small groups of individuals.   
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In contrast, “thin” engagement is more convenient and informal and 
involves the use of digital tools. Examples of digital tools and strategies for “thin” 
engagement include: 
 

 
 
 
Conclusion 
 
 While some aspects of the series may not be applicable to the Council, the 
training was informative and clearly conveyed the aspects that need to be 
considered when planning for and conducting public meetings. 
 
 We appreciated the opportunity to attend this training series. If you have 
questions, please contact Megan at ext. 7145 or James at ext. 7761. 
 
 
paf:jgk:25-248a 
Attachments 
cc: Deputy Director of Council Services 



N AV I G AT I N G  T H E  

C H A L L E N G E S  O F  

P U B L I C  M E E T I N G S

Better Public Meetings Series 

Exhibit 1 



Today, we’ll identify what helps and hinders effective public meetings and tackle the question: “What 
does it take for people to feel (and be) heard?” 

O u r  L e a r n i n g  J o u r n e y

TTopic Description

Welcome Preview the learning journey, get to know the National Civic 
League, and take a quick poll to kick things off.

Understanding the Problem Discuss the challenges of official public meetings and share your 
own experiences. 

A Desire for Change Identify the impacts of bad public meetings, discuss the need for 
change and the challenges involved, and explore real-world 
examples of how other cities have made improvements.

Solutions Discover what it takes for people to feel (and be) heard and 
explore solutions for improving public meetings.

Take Action Review a list of practical steps you can take to start improving your 
official public meetings. 

Agenda:



Notes:

A b o u t  t h e  N a t i o n a l  

C i v i c  L e a g u e ,  Q u i c k  

P o l l

Model City Charter: https://www.nationalcivicleague.org/resources/model-city-charter-9th-edition/



Notes:

U n d e r s t a n d i n g  t h e  

P r o b l e m



• “There’s a difference between being heard and being listened to...not just conceding to the most
prominent voices in the room.”

• “When you are a community member, you’re sort of talking to straight faces who aren’t responsive.
When you’re elected, you’re hearing from people at the wrong moment in a project.”

• “Meetings can be intimidating and uncomfortable if you don’t know the right way (or the expected 
way) to communicate.”

W h a t  A r e  P e o p l e

S a y i n g  A b o u t  P u b l i c

M e e t i n g s ?

Notes: 



Reflect on the challenges and problems you have experienced in public meetings. What felt 
particularly hard? What lessons did you learn?

S h a r e  Y o u r  S t o r y

Take 2 min to reflect and then share your thoughts 
on the virtual whiteboard. 



Notes:

A  D e s i r e  f o r  C h a n g e



• Lower public trust and confidence in government

• Increase frustration and stress for public officials and staff

• Worsen inequities because meeting participants are not representative of the communities most 
affected by policies

B a d  P u b l i c  M e e t i n g s

Notes: 



• There are proven tools and practices that can ensure civil, productive dialogue

• These practices can be adopted as part of official public meetings

• Public satisfaction with public meetings, and the state of local democracy generally, can be 
measured through digital tools

B e t t e r  P u b l i c  

M e e t i n g s

Notes: 



• Elected officials AND staff AND community members want better ways to engage

• Confusion about when, not just where, issues are being discussed

• Security has become a big concern – and cost

• A common refrain: Life is too short and who wants this aggravation?

I n s i d e  a n d  O u t s i d e  

G o v e r n m e n t ,  a  D e s i r e  

f o r  C h a n g e

Notes: 



Even though many people see the need, there are many concerns:

• What do the laws allow?

• Do we have the capacity?

• Will there be backlash? 

• Many factors in whether communities can undertake the shift: elections, transitions, staff turnover, 
budgets, crises, politics, communications, etc.

• People can’t imagine anything better 

B u t  C h a n g e  I s  N o t  A l w a y s  

E a s y  t o  A c h i e v e

Notes: 



• Two or fewer elected officials in any discussion

• Action can’t be taken unless topic has appeared on agenda distributed beforehand

• Notes from discussions must be available to the public

• Some items in some states still require “3-minute” public comment

W h a t  D o  t h e  L a w s  

R e q u i r e ?  
A Generalization – States Differ!

Notes: 



• Started with study session

• Fishbowl format

• Some participants selected through civic lottery

• Small-group breakouts

• Plan released to community, showing connections to meeting

H o w  B o u l d e r  C h a n g e d  

P u b l i c  M e e t i n g s  

Notes: 



• Youth speakers at school board meetings

• Hacktivate process for young people, ideas addressed by school board

• “Question of the Month” hybrid process to gather input from meetings across district

• Deliberative process for selecting next superintendent

H o w  M e s a  C h a n g e d  

P u b l i c  M e e t i n g s

 

Notes: 



Notes:

S o l u t i o n s



What does it take for people to feel (and be) heard?

S m a l l - G r o u p  

D i s c u s s i o n
“What does it take for people to feel (and be) heard?”
Take 10 min to discuss this question in your small group.



• When they are face-to-face in a small-group setting

• When they can see the input displayed somehow

• When they encounter different views and info

• When there is some sort of response from officials/institutions

• For more, see: https://www.nationalcivicleague.org/what-do-people-need-to-feel-heard/

W h a t  D o e s  I t  T a k e  f o r  

P e o p l e  t o  F e e l / B e  H e a r d ?

 

Notes: 



T a k e  A c t i o n

Take a look at the following 
article: 

“What do people need to feel 
heard?” 
https://www.nationalciviclea
gue.org/what-do-people-
need-to-feel-heard/
 

01

Think of 2-3 examples 
where you interacted with 
constituents and they 
seemed to feel and be 
heard. What distinguished 
those interactions?

02

Look up what your state 
open meetings law 
requires.

03



T h a n k  Yo u
Better Public Meetings Series 



D E S I G N I N G  E F F E C T I V E  

P U B L I C  M E E T I N G S
Better Public Meetings Series

Workshop 2

Exhibit 2 



Today, we’ll explore options for designing public meetings that are participatory, equitable, inclusive, and 
compliant with open meeting laws. 

O u r  L e a r n i n g  J o u r n e y

TTopic Description

Welcome Preview the learning journey and discuss key takeaways from 
Workshop 1.

Designing Better 
Public Meetings

Identify the core elements of a well-designed public meeting and 
explore how applying them can help address common challenges 
you face.

Measuring Meeting 
Effectiveness

Discuss and explore ways to measure the effectiveness of 
public meetings. 

Take Action Review a list of practical steps you can take to start improving your 
official public meetings. 

Agenda:



Notes:

D E S I G N I N G  B E T T E R  

P U B L I C  M E E T I N G S



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:

M E A S U R I N G  M E E T I N G  

E F F E C T I V E N E S S



Notes:



Notes:



Notes:



T a k e  A c t i o n

Take a look at the following 
readings: 

“Local Democracy in Boulder 
Gets a New Look” 
https://www.nationalciviclea
gue.org/case-studies/local-
democracy-in-boulder-gets-
a-new-look/ 

 “Ten Steps Toward a Better 
Democracy” 
https://thefulcrum.us/govern
ance-legislation/how-to-
improve-democracy 

01

Conduct a self-assessment 
of your current public 
meeting practices to 
identify areas for 
improvement.

02

Draft a mock agenda for a 
public meeting to practice 
incorporating one or more 
of the tools and practices 
shared today.

03
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Better Public Meetings Series

Workshop 3

Fa c i l i t a t i n g  C i v i l ,  

Better Public Meetings Series

E f f e c t i v e  M e e t i n g s

Exhibit 3 



Today, we’ll explore tools and practices for facilitating public meetings that are inclusive, civil, and effective. 

O u r  L e a r n i n g  J o u r n e y

TTopic Description

Welcome Preview the learning journey and discuss key takeaways from 
Workshop 2.

Good Facilitation: What It Takes Identify effective practices for facilitating engaging and 
productive public meetings.

Case Studies Review two case studies detailing how Boulder, CO and Mesa, AZ 
introduced innovative improvements to their public 
meeting processes.

Facilitating Meetings Where 
People Live, Work, and Gather

Learn about diverse approaches to conducting 
official public meetings.

Facilitation Tools Explore facilitation tools that help people feel (and be) heard.

Take Action Review a list of practical steps you can take to start improving 
your official public meetings. 

Agenda:



Notes:



Notes:
Visit board



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



T a k e  A c t i o n

Take a look at the following 
readings: 

“Civic Engagement 
Scorecard ” 
https://www.nationalciviclea
gue.org/center-for-
democracy-innovation/civic-
engagement-scorecard/
 
 “Guide to local civic 
measurement” 
https://citizensandscholars.o
rg/research/mapping-civic-
measurement/guide-to-civic-
measurement/
 

01

Try out an online poll or a 
small-group dialogue 
using the techniques 
we’ve discussed. Try it in a 
pilot setting rather than 
the official council 
meeting.

02
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Better Public Meetings Series

Workshop 4

I m p r o v i n g  E n g a g e m e n t  

B e f o r e ,  A f t e r,  a n d  

A l o n g s i d e  Pu b l i c  

M e e t i n g s

Exhibit 4 



Today, we’ll discuss how communities are creating new ways to share information between meetings, using 
network-based recruitment to engage all populations, and combining digital and in-person strategies to 
maximize engagement.

O u r  L e a r n i n g  J o u r n e y

TTopic Description

Welcome Preview the learning journey and discuss key takeaways from 
Workshop 3.

Engaging the Public Identify recruitment strategies illustrated through 
real-life examples.

“Thick” and “Thin” Engagement Discover different ways to engage the public beyond 
official public meetings.

Series Wrap-Up Reflect on what you’ve learned, what resonated most, and what 
you plan to implement moving forward.

Agenda:



Notes:

E N G A G I N G  T H E  P U B L I C



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:

“ T H I C K ”  A N D  “ T H I N ”  

E N G A G E M E N T



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



M o r e  T h i n  E n g a g e m e n t :  

D i g i t a l  T o o l s



Notes:



Notes:



Notes: Link: https://www.youtube.com/watch?v=S8BIdICuht8 



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



Notes:



A  P y r a m i d  o f  

D e m o c r a c y  I n n o v a t i o n s

• citizen assemblies
• citizen juries
• deliberative polls

mini-
publics

• deliberative forums
• participatory budgeting
• commissions that engage
• neighborhood councils
• youth councils

participatory 
structures

• survey panels
• reporting systems
• co-creation of public services
• volunteer mobilization
• mini-grant programs
• scenario mapping

good governance 
opportunities

• ideation
• crowdfunding
• e-petitions
• serious games
• texting-based engagement

civic tech opportunities

• hyperlocal online networks
• neighborhood groups
• On the Table/Meet and Eat

social and community networks



Notes:

S E R I E S  W R A P - U P



Notes: Link: https://www.nationalcivicleague.org/what-do-people-need-to-feel-heard/



Notes:



Notes:



Notes:



Notes:
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