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MINUTES OF WORKSHOP MEETING OF KISSIMMEE UTILITY AUTHORITY, HELD
WEDNESDAY, MARCH 22, 1989, AT 6:00 PM, BOARD ROOM, ADMINISTRATION
BUILDING, KISSIMMEE, FLORIDA.

Present at the meeting were Chairman Hord, Vice-Chairman Gant,
Secretary Bobroff, Assistant Secretary Lowenstein, Director Jones,
Attorney Brinson, General Manager Welsh, Recording Secretary Fitzgerald.
Director Van Meter was absent.

A. MEETING CALLED TO ORDER at 6:05 PM by Chairman Hord. He noted that
Director Van Meter would not be present due to other commitments.

1. MANAGEMENT REVIEW

Chairman Hord stated that this workshop meeting was for the purpose of
reviewing the General Manager's performance, suggested by Director Jones.

Director Jones stated he feels this type of review is necessary and
thinks a format should be established for this purpose. He stated the
review should be in the form of a workshop in order that all Board members
have an input rather than a one-on-one basis. The form used in the past
was discussed and a copy of that form distributed to the Board.

Director Gant said one of the problems he is aware of is the fact that
the General Manager is not as well informed as he should be. He suggested
that a staff meeting be held on the morning of a Board meeting in order
that the General Manager is aware of anything which the staff is going to
discuss while giving their reports. He indicated that there might be other
underlying situations which lead to his lack of information. He further
stated that he is very conscious of value received for money spent and
feels there is not enough frugality on the part of the General Manager in
spending dollars. The rate payers should be a higher concern. Long range
planning, as it relates to the Bermuda Avenue project, Director Gant feels
has not been fulfilled sufficiently to make it a long-range project.
Long-range citing, as far as providing electricity to the customers, has
been very acceptable. He was disappointed that we had not had a little
more long-range planning for items other than the electrical system.

Director Bobroff began by noting that we have exceptional people in the
organization, including the General Manager and others in management
positions; however they are all hard-nosed, hardheaded and opinionated.
At Board meetings recommendations are presented to be adopted or rejected
without hearing all sides of the issue. He understands that staff is to
present their recommendation as presented to the Board on paper but he
feels the Board is not given the full story in order to make a decision.
Referring to a statement he made at the last Board meeting, "Let him
speak for himself, he's able to.", Director Bobroff said he thinks the
staff does not feel, or cannot, speak what they would really like to say
at all times. Making the staff robots and under control at all times does
not make for a happy situation. He further stated that, while not
interfering with management, he has done a lot of talking to various
people in the utility system to gain knowledge and information; however,
some time in late November or early December he discovered that no one
wanted to talk to him. Someone had told them not to talk to a Board
member. He elaborated on the topics which he had been discussing with the
Managers, noting that we are now losing Jim Schuster and may lose Max
Alderman. Until November or December both of these men had seemed quite
happy with their jobs.  Something turned them off.  He concluded by
saying the Board wants the truth, whole truth and both sides of every
recommendation, including split decisions between staff and the General
Manager.
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Chairman Hord indicated that the Board needs to re-identify, based
on Director Bobroff's comments, how our management system is structured
and who makes what decisions at what level. The Board sets policies and
rates and basically that is all. He cited that information is gathered
from staff, in most all businesses, and the final decision is made by the
Manager on what is to be presented. We are not running this organization
by a voice of committee made up of the General Manager and his staff
members. We are not here to question the staff before making a decision.

Director Gant disagreed with Director Bobroff by stating that he
feels the General Manager is the one who should come to the meetings and
tell the Board what he feels each item needs to be and give his best
opinion, being prepared to answer questions the Board has about that
subject. If you do not agree with the management philosophies, then that
is the time to deal with the Manager, not his staff. He feels discussion
and questions should be directed to the General Manager. Staff should not
be questioned during meetings, nor should the Board meet with a
Department Manager without clearance through the General Manager.

A straw vote was requested by Chairman Hord for a decision on one of
two ways: 1) Board members individually do not discuss anything relating
to KUA with a Department Manager, or 2) if you do so you do it with the
blessing or in the presence of the General Manager. Director Jones asked
that the caveat be added to include all employees.

Chairman Hord asked for a decision of the Board as to what procedure
the Board should use from this night forward.

Director Gant said he has no objection to a Director seeking out
information and talking with personnel as long as there is never any
intent to supersede the General Manager's responsibility. If that should
occur, even indirectly or in any part, then what the Director has done is
wrong. If the General Manager is aware, then he has no problem with it.

Director Jones stated that he feels the Board Members should not be
going anywhere in the system because it undermines the General Manager's
authority, just by their presence. Any questions as far as a second
opinion on agenda items, if in doubt that item should be tabled in order
that further information can be brought back. He said he thinks
everything could be handled in the Board Room during workshops and
meetings by addressing it with the General Manager. If he needs help with
answers or solutions, he can feel free to call one of his staff to the
podium to address the questions needed. Employees are not at ease when a
Board member goes around the system and he feels it is detrimental to the
General Manager's authority and to the Board Member's authority when an
individual goes on their own to try to find answers. He added that he is
very much in favor of setting a policy for the Board members relating to
this.

Director Bobroff said, regardless of policy, if it is a matter of
public record he is going to be able to walk in this place at any time
and get it. That is the law. If I hear of something that I have not seen,
I may want to go check the record and I have a right to do it and I don't
have to ask. He added that he is a retiree and has the time to do the
checking.

Director Jones suggested that to have an unbiased opinion we should
perhaps look at an internal auditor that reports directly to the Board,
as was suggested many months ago. Director Bobroff said that we have an
auditing firm now who say they work for the Board. Let's wait and see
how that turns out, if they really do report to the Board.
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Director Lowenstein said that, to a point, he felt the Board should
give the General Manager the opportunity of telling us exactly the way
it is. If the Board does not have enough information, then a meeting
should be called to discuss it.

Chairman Hord reiterated that Director Jones had suggested that if
an item was on the agenda which a Board member feels that technically he
does not have all the facts or feel comfortable with, his recommendation
is to table the item for a workshop if need be. Director Lowenstein
agreed, at which point Chairman Hord asked his feelings toward a Board
member as an individual going to staff. Director Lowenstein said in one
way he agrees with Director Bobroff. By just walking through you can
gain knowledge by observing the employees. He added that yesterday,
while paying his bill, he asked the Cashier when Brinks picks up. He
recommended that the time of pick up be changed. He further stated that
if you hire a man to do a job then you have to give him the opportunity
and work through him.

Chairman Hord said he shares the feeling of the three people
surveyed, that in due fairness and due respect to the General Manager,
he is our first level of contact. He stated he thinks the Board should
adopt that by saying that is the way we are going to do it. Any of us
who want to discuss something technically or otherwise with any employee
of this organization, do so through the General Manager, either with him
being there or with his consent that we do that.

General Manager Welsh commented that he has observed that if a
Board member comes around, the employees know about it. They have a
certain stature as leaders and policy makers of the organization. They
are going to feel the Board presence in a particular way and a question,
at times, can be interpreted as a direction. Many times it can be
mistakenly interpreted by an employee as the way to do something, that
they are doing something wrong, that there is displeasure with the
Board. Director Gant added that the General Manager should be contacted
regarding permission to speak with an employee. He further added that
the employee should be directed to touch base with the General Manager
afterwards. Mr. Welsh said his current direction to any of the staff is
that if a Board member approaches them and asks a question or seeks any
information, to give them any information that they want. To be as
cooperative as they possibly can. I ask that they keep me informed and
that they don't lobby their personal opinions on policy matters.

Director Jones stated that if a member has questions on material
presented or upcoming projects, this should be brought 11 up under "Hear
Directors" at the meetings. The information 11 could be delivered or
mailed to the Board member. That is the appropriate time to do it. We
need to set a policy and go by it. Director Bobroff interjected his
feeling about walking through the building and gaining information,
simply by observing the employees. Chairman Hord stated that he feels
Director Bobroff is overstepping his bounds. Director Bobroff said that
as long as he is not stepping into management, he is not.

Chairman Hord asked if the Board had concluded that it is the
Board's desire to have a policy that if any Board member wishes to have
informational discussions with any employee of the KUA that they do so
through the General Manager's office. Director Jones added that, as
Director Gant stated, the caveat should be added that if they do so,
then the employee should go back to the General Manager to keep him
abreast of the conversation. That was the consensus of the Board,
including Director Bobroff.

The Board recessed at 6:52 PM, reconvening at 6:58 PM.
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Director Jones addressed the General Manager concerning the spill
at the power plant. He felt it was somewhat concealed from the Board.
It was brought up very briefly through the report given by Max. Between
$20,000-$30,000 was spent on engineering fees and he feels the Board
should be advised of any type of engineering fees as they easily get
out of hand, and they got out of hand. The Board is unaware of all
engineering fees that have been spent by staff. Even though this is a
management problem and not policy, the Board should have some knowledge
of such things in order that some direction can be given. He further
added that he feels the General Manager and/or staff spend a lot of
money that is unnecessary (gifts, plaques, etc.). Sometimes we go a
little too far with this and small dollars add up over the course of a
year.

Mr. Welsh agreed that the spill at the plant could have been
handled differently. The Board was informed on an individual basis at
the beginning, as soon as it happened. There was a desire on the part
of staff that there not be a great deal of elaboration on the problem
at a public meeting, or overstate the problem and cause it to get blown
out of proportion. At this point he handed out material which he said
pertains to engineering fees. He explained that this is a letter from
Black & Veatch (B&V) dated March 13, 1989, in response to our inquiry
as to why they proceeded in the direction they did on the oil spill
when we asked them to give us an evaluation on how to handle the
project concerning DER (Department of Environment Regulations).
Subsequent to us handling this directly, we determined from DER that
there was a much more cost effective way of handling it. Discussion
followed concerning the problem and its resolution. It is staff's
intention at this time to proceed with the previous direction from the
Board to wait for the DER to continue with their fix and not proceed
with all due haste as recommended by the engineers.

Director Gant noted that the General Manager is our contact with
staff and the engineers. He would support the decision made even though
he does not like the amount of money spent, but will hold Mr. Welsh
responsible for it occurring in the hope that the next time he will
jump on the engineers a little harder and make sure they deal with
matters in our best financial interest. Mr. Welsh agreed that it was
our decision and, in retrospect, he thinks it was a bad decision. He
said his bad decision was to ask for an opinion before doing more
homework.

Director Gant added that all he asks is that any time you go to
the engineers, make sure you are getting a fair charge for the work you
get, then I stand behind you.

Director Lowenstein asked for a sincere and open explanation of
facts and figures so the Board can fully understand them and make a
logical decision. As an example, how does St. Lucie or Crystal River
work? Not one time have we seen what the actual costs are. Mr. Welsh
stated St. Lucie actual costs are in the monthly report every month.
Crystal River, Director Lowenstein said, has not been given in concrete
information. Mr. Welsh asked just what type information is desired. If
this is provided, staff can attempt to get the desired figures.
Procedure for getting such information was discussed. Director
Lowenstein explained that he did not actually want Crystal River
information, he was simply using this as an example. At the last few
meetings he felt the Board walked away without getting full
information.

Director Gant stated that the General Manager is directed by the
Board and if one member makes a suggestion that he do something, it is
his option. He will probably go ahead and do it if he wants his job. If
you really want management to be directed by us, it should be in the
orm of a direction from this Board. Let us all agree and you have
direction to the General Manager supported by the whole group.
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Director Lowenstein added that he is in Mr. Welsh's office on an
average of 3 to 4 times a week. They have some very open and interesting
discussions and he does not feel that Jim is hiding any information.
However, he does feel that from the floor the Board is not getting the
whole picture. Chairman Hord asked if Director Lowenstein felt when a
member of staff is making a presentation there is not enough depth or
that he is not able to digest it. Director Lowenstein stated that he
sometimes feels there should be more depth of explanation. Through
further questioning, Director Lowenstein agreed that perhaps this was
because the presentation is not made in layman's language.

Director Bobroff referred to the fact that Crystal River is off
line. During the time CR is down, we will still be paying for something
we are not getting. He inquired as to whether the cost per kWh included
the cost for Crystal River. He said he wants the cost per kWh, or 1,000
kWh, including everything that we pay for Crystal River power.
Discussion continued.

Chairman Hord referred to the evaluation form which was distributed
to the Board. He asked if the Board wished to complete the forms at this
time. It was the consensus of the Board that it was not necessary now.

In summary, the Chairman then addressed the General Manager stating
that the Board is conservative minded relative to expenditures that are
unnecessary. The plaques to the employee of the month, employee of the
year and service awards are endorsed; however, the token gift to the
Board is not necessary. Consider that small amounts of money add up to
large amounts. In future planning of facilities, offices, furnishings,
equipment, get what you need that is adequate but not extravagant.
Always keep in mind that we are a conservatively managed operation. He
further stated that the General Manager should be very close to the
expenditures at the Bermuda Avenue project. Be aware of numbers and what
is going on there. Take the approach that it is your business and your
money. He, like the others, has concerns about the engineering fees and
use of engineers. The engineers should be cost effectively used. He
asked if it was necessary to have Myron Rollins from B&V here to make
the presentation regarding the Power Supply Study, or with Mr. Welsh's
expertise could he make this presentation. Mr. Welsh said as far as the
Power Supply is concerned he feels it would be best to have Mr. Rollins
here. Following comments from Director Gant, the Board agreed that this
might be best.

Chairman Hord further added, to the Directors, that if any Director
has questions, concerns or constructive comments we need to say this
under "Hear the Directors" because that is an opening for us. If you do
not ask for information you may not get it.  He encouraged the Board to
exercise this privilege.

Mr. Welsh said he feels he has had some clear direction on some
things as to how to proceed. He thinks he has heard mainly positive
comments and thanked the Board for their support. He added that he
thinks performance reviews are something that should be a continuing
thing. He asked if this format on an annual basis was something the
Board wanted to continue with.

The Board directed that the General Manager's performance be
reviewed twice per year, March review on performance (not necessarily a
monetary basis) and again in September on performance and monetary basis
for the following fiscal year. The existing form could be sent out in
advance of the meetings as a starting guide and the Board could think of
ways of improving on it. A separate workshop meeting would be scheduled
for these.
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Chairman Hord stated that he thinks the General Manager continues
to do a good job.

Director Gant referred to the bidding policy and suggested that we
continue to keep a strong bidding procedure in place to protect the
local merchants. He concluded with a positive note that he is in support
of Mr. Welsh and that anything he has said has been very constructive.

Director Bobroff asked to be excused from tomorrow's meeting due to
out of town visitors.

B. ADJOURNMENT - Meeting adjourned 7:53 PM.


