
Town of Clayton
Special Meeting - Clayton Town Council Minutes

Thursday, November 9, 2023 at 9:00 AM
Capital City Club, Raleigh, NC

Council Present:
Mayor Jody McLeod
Council Member Andria Arcler
Council Member MichaelSims .
Council Member Porter Case;

Council Absent:
Mayor Pro Tem Jason Thompson
Council Member Avery Everett

Staff Present:
Rich Cappola, Town Manager
Jim Cauley, Town Attorney
Heidi Holland, Town Clerk
Dolores Gill,Deputy Town Manager
Lee Barbee, Deputy Town Manager
Greg Tart, Police Chief
Robert McKie, Finance Director

_ David Ranes, Fire Chief
Kenya Walls, Human Resources Director
Michelle Snyder, Executive Asst. to Town Manager
Sam Johnson-Phillips, Deputy Town Clerk
Conrad Olmedo, Planning Director

1 BREAKFAST,

a) 8:15 a.m.
Arrival and Breakfast

2 CALL TO ORDER

a) Mayor McLecxlcalled the meeting to order at 8:32 a.m.

3 ITEMS FOR DISCUSSION

a) 8:30 - 8:45 a.m.
Agenda and Bacument Review/Outcomes

- RevieviDocuments - Quarter 1 Report, Master Plan Progress Spreadsheet,
BudgelCalendar, Current Major Initiatives, CIP (10), Current and Proposed
Organtation, Proposed Town-Wide Policies, True Colors Revisited, Advisory
Board.r?o|icies, UDO 101

Presenter: Ddores Gill, Deputy Town Manager

Ms. Gillbegan conversation on this item. Shared were the outcomes of the day.

Refineleam relationships by examining our decision making as leaders.
0 Receive Town of Clayton progress and updates.
o Receive key updates to Human Resources policies.
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- Receive recruitment and retention recommendations.
0 Review key navigation techniques and criticalcomponents of the proposed

UDO based upon council priorities.
- Develop consensus through discussion and clarification of elements of the

UDO.
o Discuss and reach consensus on critical decisions.
- Decide next steps based upon Town Manager recommendations.

Discussed was the first quarterly newsletter from Customer Service, this is linked to
the website.

8:45 ~ 9:20 a.m.
‘TownManager and Executive Team Priorities
Presenter: RichCappola, Town Manager

Mr. Cappola stated he would like to get this current Council to make some decisions.
There was discussion on his Main priorities:

0 Actively recruit for both current vacancies and proposed staffing needs within
the Town of Clayton.

o Develop staff capacity to fulfillthe completion of current initiatives, attend to
growth,and promote leadership. -

o Activityimplement recruitment and retention strategies related to pay, market
analysis, work environment and organizational alignment for effectiveness.

- Continue modernization initiatives for town efficiency and effectiveness which
have lagged during rapid growth period.

- Develop a staffing and operational plan for Sam's Branch Water Reclamation
Facility(FY25).

- Refine, plan, and implement key decisions for the General, Electric, and
Waterlsewer Capital Improvement Plans.

- Focuson the finalization and delivery of identified goals, priorities and quarterly
progress

Priorities: Acloser Look
1. Continue modernization initiatives for town efficiency and effectiveness which have
fallen behind«during rapid growth period.

-Curren‘.initiatives
-Master Planning

2. Develop alstaffing 24/7 operation plan for Sam's Branch WR Facility.
-Current and Increased staffing for 24/7 Plant and hiring campaign.
-Consultant to conduct assessment of current plant and transition to new plant.

3. Refine, plan, and implement key decisions for the Capital Improvement Plan.
-Current Town Council Approved CIP
-Current Progress-Library Design

-FY24 CIP Process Review
4. Focus on the finalization and delivery of identified goals and priorities
5. Development of staff capacity related to the number of current initiatives. growth,
and leadership.

‘

-True Colors Personal Success Training for all employees



‘ -EffectiveMeetings and Leadership Strategies Training (timelines,
accountability)
-Persomel Management
-Capital Improvement Meetings

6. Staffing Nads
-Currert Organization
-Proposed Organization
-Vacancies

, .
7. Implement recruitment and retention strategies related to pay, market analysis,
work environmentand organization alignment for effectiveness.

Shared was thepresentation of the CIP Process FY24 reviews (Capital Outlay
Managementstrategy)

CIP
Improvement
Specifc initiative
Defind costs and timeline
Compktion milestone

I

O

O

O

CPP capitalpograms plan
- Ongoing initiative
o Reoctmrringcosts each FY
o Repairand rehabilitation

Recap
- Priorittion
- Risk based framework
- MCDA(weightings)
0 Programs

He stated riglt now department heads are submitting projects and next the
V

engineering staff willreview. Shared were the top 10 projects approved by Council in
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June.

There was disussion on focusing on goals and identifying where the Town_is trying to
go. There was discussion on staff needs, current organization,proposed organization,
and vacancies

9:20 -10:15 am.
Revised TownWide Policies Overview
Presenter: KenyaWalls, Human Resources Director & Rich Cappola, Town Manager

Ms. Walls waspresent to speak on this.

Below are topizs that were discussed:
- Expansion of the Human Resources Department.

0 Department Director
0 HRAnalyst-Benefits/Onboarding
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0 HR Analyst-Recruitment
0 HR Analyst-Generalist
0 Records Technician-Part Time
o Safety Officer

Conversion to all modules of NeoGov.
Revision of the policy manual (Salary, HR, Safety, New).
Implementation of a comprehensive employee pay and classification study.
Revisinnof all employee job descriptions.
Update of the hiring process and structure.
Selectionof a new benefits provider.
Conversion from P Drive to SharePoint
Conversion of all employee records to digital format.
Provideand support supervisors through training and development.

She discusset the revision of the policy manual (Salary, HR, Safety, New). She stated
the last timetlte policies were updated was in 2000. She went into detail on the
changes to the new policies. Proposed changes in the policies included Town
Manager discretionary leave, donated leave, birthday leave, bereavement leave. She
stated the compensation policy has not really changed. In the miscellaneous policy it
covers background changes, secondary employment and covers a new dress code
policy. Allpokties have been reviewed by the Executive Team. These willbe
electronic so anployees willbe able to access them anytime. These would also
become partzcfthe onboarding process.

She stated they have been working on revising all employee job descriptions, she has
updated the firing process and structure, selected a new benefits provider, converted
all employeeiecords to a digitalformat and provided and support supervisors through
training and development.

She stated she would like for Council to approve the policies within the next couple
meetings andto go live January 1, 2024 with the proposed policies.

10:15 - 10:25 am.
Break

There was aitreak from 9:55 - 10:05 a.m.

10:25 -10:45a.m.
Recommendations and Action Steps
Presenter: RichCappola, Town Manager

Mr. Cappola éiscussed the Town Manager's recommendations for Recruitment and
Retention.

Town Manager Recommendations: Recruitment and Retention
Proposed wasthe following:

- Increase 401 K town contributions from 4% to 5% for all employees in
alignment to LEO and neighboring municipalities.



- Awardmeritincreases at the rate of 2.5% for all employees at standard, 5% for
abovestandard, and 7.5% for exemplary for the baseline performance merit
goals beginning to begin on 1/24.

a Awardmeritbonuses for all employees for the baseline period of 7/1/23-
12/1/23.

o Awarda COLA to all employees effective 1/24.
0 Approvesalary administration and other Human Resources revised policies.
- Exploie career ladders models for Public Safety and other related departments

for considerationin the FY25 budget cycle.
_

Provicbstatus of current and Phase I organizational staffing changes.
Provim associated training to staff in support and leadership.

He stated theylooked at how we stack up against surrounding municipalities as far as
salaries. Knigntdaleand Wendell are similar; Fuquay-Varina and HollySprings are
higher in the "salarypay.

There was dis;u'ssion on the salary of the elected officials; itwas proposed to move
them up a grwe.Mr. Cappola stated in other municipalities the Mayor Pro Tem has a
slightly highersalary. The would be fed intothe FY2025 budget.

He stated neworganizational changes would be shared in the next few weeks.

f) 10:45 a.m. - 'i2:O0p.m.
- UnifieilDevelopment Ordinance 101
o UDO"0uestions/Clarification

Presenter: Rbh Cappola, Town Manager & Conrad Olmedo, Planning Director

Mr. Olmedo szokeon this subject.

Shared were-TouncilPriorities:
- Develepment/Architectural Standard
- Uses ((Zoning/SUP)/Legislative
0 Consistency
o Staff LevelApprovals

and Councillrputz
Densityhousing options
Standwds for infill/redevelopment
Lot size variability
Publicinfrastructure (roads, bridges)
Vegetaion/Utilities (street trees etc.)
Environmental Issues
Tree protection
Trafficcalming
Smallifowncharacter
Recreation/Open Space

Shared was theUDO Navigationand Layout:
- Everytshapter begins with key changes
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- Use Tables (Chapter 4, Section4.2)
- Zoning(Chapter 4-Section 4.3 Land Use)
- Density(Chapter 3-Districts-3.2 and 3.3)
- ArchitecturalStandards (Chapter 6.2 before applications)
- Definlbns (focus on word usage-8.3)
- Appentix
- Princitaluses-focus on items marked as C.
- Uses thatare new permitted by right marked as P.
- Definitbns-ConnectChapter 8 with Land Use Tables
- Role d future text amendments as document evolves

Ms. Gillstated she hoped to come out with a consensus today on a timeline. Mr.
Cappola stated he would like to adopt this November 20, 2023 or worse case on
December 4,2023.

Mr. Olmedo broughtup council's questions. He stated when the code becomes
effective, heran make an effective date with a buffer to iron out last-minuteissues for
discussion. he stated if Council is comfortable with the document, staff would
implement aneffective date.

There was diszussion on a cutoff date for developers to submit their application under
a new code. Ewas suggested if adopted December 4, 2023, then have the effective
date January 1,2024.

Considerationxfor Council:
- Role (1 future text amendments as document evolves
- Alignmentof the Comprehensive Land Use Plan and Downtown Master Plan.
- Role 0‘education for both council, planning board and developers.
- Reorganization of the website to assist in information

4
V

LUNCH

8) 12:00 -12:45p.m.
Lunch
Affordable HousingBond Sale Presentation

There was disussion on the affordable housing bond sale and a presentation by
Kristen Kirby.There was detailed discussion on this item.

5 ITEMS FOR DISCUSSION

8)
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12:45 - 1:15 pm.
Police and FireUpdate
Presenter: Cltef Tart, Police Chief & Chief Ranes, Fire Chief

Shared were the key points of discussion for today for the Police Department:
- Calls farService Continue to Rise
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- 5 Yea: Strategic Planning
- Recrtément/Retention/Career Progression
- Accreditation
- Decentralization
- Becoming More Specialized/FutureNeeds
- Crimeconcerns/Trends/Traffic
- Schools/SRO's

Chief Tart distussed police updates. He stated the number of calls for service was
over 32,000 callsand continues to rise. He spoke with EMS Director with Johnston
County; they made same amount of calls for the entire county. The crime rate has
dropped 24.5% from last year and appears on the same path this year. He discussed
adding more:dficers. He stated he has hired 34 employees in 3 years, 31 have been
officers. -

He started a newpractice of hiring people who are not certified as an officer and send
them to BasicLaw Enforcement Training. He stated he has done this twice and it has
worked out.

Discussed ws decentralization — regarding where a building goes, should it be a
fire/police combo building. There was discussion on the need for a full-time narcotic
and drug detettive as well as a warrant squad. There was discussion about the need
to update ordinances and on being the only municipality that allows concealed carry.

He discussed frauds being the Town's number one crime. He stated all 8 schools
have SRO’s.

Chief Ranes diared key points of the Fire Department:
0 Vision

Department Profile
Response Data
Perfomance
Outcomes
FutureNeeds
Good,Fast, Cheap

Shared was iniormationabout staffing:
Profile of FireDepartment
Two fire stations serving an estimated population of 39,000and approximately 44.3
square mi|es.(C|ayton 16.5 sq.Mi and Claytex 27.8 sq Mi)
- 2 Engire companies

1 Ladde company
1 Rescue company
1 Battabn Chief

Staffing
- Engine1 —.Staffingof 4 minimum of 3
o Engine2 — Staffing of 3 minimum of 3
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- Ladder 1 — Staffing of 4 minimum of 4
- Rescuz 2 — Staffing of 3 minimum of 2
- BattalionChief — Staffing of 1 minimum of 1

Chief Ranes slated the vision of the department is to be recognizedin the region and
to see wherelhey want to be. He discussed the need to take care of employees and
citizens. He stated the Town is competing with Cary and Raleigh as far as jobs and
we must be able to compete with these surrounding municipalities.

Shared were stated of call times:

CFD Established Performance Benchmarks
- Call Processing 1:00
o Turnou 1:30
- Travel Time 5:00
a Response Time 6:30
a Total Response Time 7:30

CFD Performance Baseline for the past 48 months at the 90th percentile
0 Call Processing 3:42 Gap: 2:42
o Turnou 1:56 Gap: :26
- TravelTime 6:59 Gap: 1:59
- Response Time 8:19 Gap: 1:49

\- Total‘Response Time (all risk) 11:19 Gap: 3:49

- Call prucessing time at the 90th percentile is 3:42 for the Johnston County 911
Center, meeting the goal of 1:00 on 8.69% of incidents. The trend is
increasing, except for the past twelve months. This goal is prescribed by
Clayton Fire Department and is industry best practice, but not necessarily
agreed upon by Johnston County 911.

- Turnott time at the 90th percentile is 1:56, meeting the goal of 1:30 on 76.42%
of incidents.Turnout time has improved over the past 48 months.

- Traveltime at the 90th percentile is 6:59 for all risk, meeting the goal of 5:00
on 66.15% of incidents. Travel time performance has improved over the past
48 months.

- Response time at the 90th percentile is 8:19 for the first arriving unit, meeting
the god of 6:30 on 69.89% of incidents.

c Total response time at the 90th percentile for all risk is 11:59, meeting the goal
of 7:30on 46.17% of incidents. This has remained steady over the past 48
months.

- Effective response force cannot be adequately evaluated against NFPA 1710 -

Standard for the Organization and Deployment of Fire Suppression
Operatbns, Emergency Medical Operations, and Special Operations to the
PublicibyCareer Fire Departments. This is due to the current staffing levels of
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the department. NFPA 1710 recommends staffing of 16-17 firefighters for an
ordinaryrisk structure fire and Clayton depends on mutual aid response to
meet tilerecommendation. The staffing of the mutual aid departments has not
been captured in the past. '

Shared was incidentstatistics from Jan. 1, 2023 — Oct. 31, 2023
Total emergency incidents: 2,786
Total l-‘ireincidents: 796
Total EMS lncidents:1,99O
Fire Station No. 1 Incidents: 1,988
Fire Station No. 2 incidents: 771
Fire Actninistration:2
Auto/MutualsAid Given: 105
Auto/MutualAid Received: 75

Shared werelconsiderations/recomrnendationslisted in order of priority.

1. Reclaeify six firefighter positions on the rescue company to three captains and
three engineers to ensure operational continuity and span of control.

‘

Createa career ladder in the department for a more hierarchical organization
and promotional opportunity. This can be accomplished by creating a firefighter
ll positbn and a master firefighter position which willserve as a relief driver
when afire engineer is absent or working up.

Bring eaffing of Engine 2 and Rescue 2 up to four personnel each, creating a
maximum shift staffing of 17 and minimum staffing of 15. This willrequire the
hiring cf 6 personnel and may be accomplished with a Staffing for Adequate
Fire and Emergency Response (SAFER) grant in 2024, or through the budget
proces if the grant is not awarded.

Construction of two fire stations, one in south Clayton in the Hwy. 42/70 area
and one in north Clayton, in Covered Bridge Road/Riven/vood area. The
addition of these stations willclose the gap in response time, which is a result
of a lackof distribution of resources. The addition of these stations willalso
require physical and human resources in the way of two engines and staffing.
A totalof 12 personnel per station, 24 in total, willbe required to bring two new
stations online. These additional resources will‘allowfor improved service
delivery, reduced response times, better concentration and distribution, and
overallsystem performance.

1:15 - 1:30 p.m.
Break

1:30 - 2:15 p:n1.

Exploring True Colors for Personal and Organizational Success
Presenter: Ddores Gill, Deputy Town Manager

This item wasnot discussed due to time.



2:15 - 3:30 p.n.
Advisory BoardPolicies and Discussion
Presenter: Rbh Cappola, Town Manager and Heidi Holland, Town Clerk

Ms. Holland spoke on this. She stated the ask is to approve the advisory board
updated by-laws. Shared was a proposed attendance sheet.

Shared were tie Major Proposed Changes to Boards (except BOA & Planning):
- Terms of Of?ce — May serve no more than 2 terms; may reapply after one year
- Representatlzzn — Shall be as broad of a representation of the community as
possible. ln-tuvn candidates shall have a preference over ETJ candidates.
- Absences —Cannot miss more than 3 unexcused consecutive meetings or a total of
four unexcused absences during a year
-Added Two Axernates
-Added Codenf Conduct

Itwas consenaus of Council to approve the representation of the by-laws as well as
the absences.lt was suggested to have all board members sign a contract stating that
they have readand understand the by-laws. Ms. Holland stated in January, each
clerk to the boardwould discuss these new changes with their board.

This item wottd be brought back at the December 4, 2023 work session.

3:30 - 4:00 p.n. .

- Retredwrap-Up
- Next Seps
- Counci Discussion

Ms. GillaskedCounci| what went well today and what did not. Itwas stated staff
stayed on task This was a very robust agenda, but a lot of ground was covered. It
was stated Cmncilwould like the opportunity to bring up items; there needs to be
unscripted timefor Council for discussion.

6 ADJOURNMENT

3)
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Adjournment

With nothing father, the meeting was adjourned at 4:08 p.m.

Motion To Aqourn

RESULT: CARRIED3-0
MOVER: Michael Sims
SECONDER:Andria Archer
YES: Andria Archer, MichaelSims, and Porter Casey
NO: None
ABSENT: Jason Thompson and Avery Everett



Duly adopted this the 18"‘dayof December, 2023 while in regular session.

Jody L. McLeod
Mayor

Deputy To n Clerk
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