FAIRHAVEN CHARTER COMMITTEE MINUTES
October 28, 2021

MEMBERS PRESENT : Lillia Cabral-Bemard, Kyle Bueno , Robert Grindrod , Cathy
Melanson, Brendalee Smith, Marybeth Vargas

Members Absent: Kevin Gallagher,Morgan Dawicki,Ronnie Medina
Others Present: Fairhaven TV
The meeting was called to order by Mr. Bueno, chair at 6:32 PM.

Pledge of Allegiance

There was a roll call of committee members.
Ms.Cabral-Bemard Mr.Bueno,Mr.Grindrod,Ms Melanson, Ms. Smith Ms.Vargas =~

Approval of minutes
A motion to approve the minutes from Qctober 14,2021 was made by Mr.Grindrod
seconded by Ms. Melanson , approved 6-0 unanimously by roll call vote

Public Comment
No one present to speak

Discussion/Actions:

1. Mr. Washko : Former Chairman of Fairthaven Government Study committee:

Gave overview of his experience leading up to being appointed by town moderator to 7
member committee.First year was done doing research on other towns. Early on their committee
brought in the community to help with their research.Their group did public forums , surveys
and brought in a consultant, the Collins Center.

Opened up for discussion from committee members to Mr. Washko.

Ms. Vargas asked about the list that their committee generated that was mentioned in the final
report but not attached. Mr.Washko states the list is a valuable tool and he will see if he can
locate it.

Mr.Beuno asked about challenges faced by the committee. Biggest challenge per Mr.Washko ,
keeping the public engaged There is a need to get community buy-in and harder because
Fairhaven is steeped mn tradition and nostalgia.

Question regarding what errors/mistakes they made or what they would change. Mr. Washko’s
response was he didn’t feel there were necessarily mistakes but felt there was never enough
opportunity to engage the public. They held 6 public forums, but most with low attendance.
They had websites, social meetings, public access TV and public comment sections included in
meetings. They received most of the input just prior to twn meeting and submission of their
report.

Mr.Grindrod mentions many reforms shot down by town meeting members in elected office.




Recommend our committee get collaboration of former/current town officials.

2. Update on DOR representative : _
Mr. Bueno states made calls but none returned back. Will continue to pursug it for the next
meeting.

3. Conflict of Interest training:
Mr. Bueno states he has sent the link but will resend to anyone that needs it. When training is
completed members can send certificates directly to Ms.Fredette.

4, Update on towns organizational chart by Ms. Melanson:

Ms.Melanson contacted Wendy Graves ,interim town administrator, to see if there is a current
organizational chart for the town and found there was not a formal one listed. She will be
meeting with her next week to try and make a plan to start working on a document to present to
the committee.

5. Draft of compatible communities:

Mr. Grindrod would like the following towns added to the list: Northridge,Oxford ,Rockland
and Salsbury . Need to confirm if Mr. Medina and Mr. Gallagher has any towns to add to the list.
Will try to approve the list at the next meeting.
Current List:

Acushnet
Amesbury
Athol
Auburn
Barnstable
Bedford
Bellingham
Easthampton
Franklin
Mashpee
Northridge
Oxford
Rockland
Salsbury
Wareham
Watertown
Webster
Weymouth



Upcoming Events

Next meeting is scheduled on a holiday, Nov.11. Need to reconsider/reschedule the meeting date.
Options include meeting next week , November 18 or December 9th. Most members feel next
week would be too soon. Mr. Bueno to send out a Moodle poll to try and see what works for
most members.

Other/New Business: -
None

Review Action Items:

Mr. Grindrod feels it would be valuable for committee members to read previous town
government studies from 1973 and 1986 and the Bennett and Shaw Report(May 6,1987), which
reports results of the studies. Ms. Cabral-Bernard states she has copy of the report and will
forward to Mr. Bueno who will then send out to committee members.

Questions from individual committee members

Mr. Bueno brings up Mr. Walsko mentioned having help from an external group, the Collins
Center and suggested after the holidays committee have discussion regarding consultants. Mr.
Grindrod and Ms, Melanson are opposed to consultants and feel they are not necessary at this
point. Ms. Vargas and Ms. Cabral-Bernard is not opposed to hearing a consultant speak and
Ms.Smith is fine with some with guidance but not spending the allotted money on it.

Mr. Bueno suggests they may not be needed in the research phase but is open to hear someone
speak on this later on.

No other questions/comments from the group

Adjournment

Motion to adjourn made by Ms.Melanson, seconded by Ms.Cabral-Bernard. Approved 6-0
unanimously through roll call vote.

Adjourned at 7:21 PM .

Marybeth Vargas
Recording Sccretary to Charter Committee
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BENNETT & SHAW

MANAGEMENT CONSULTANTS

Smte 5L, 132 meoln Street, Boston, MA 0211 {517) 423-0085

" FINAL REPORT
| TOWN OF FAIRHAVEN

MANAGEMENT STUDY
May 1987

Town Meeting Member,

Please review the enclosed copy of the Management Consuitant’s
final report to the Town of Fairhaven.

On June 3rd, 1987, the Board of Selecimen, Finance Commiitee and
Study Committee will hold an “informational maeting”, relative to the
contenis of this report, in order to answer any and all guestions you

may have. Such meeting will be held atthe Hastings Middle School, in

P.M. Please be in attendance!

the auditorium, at 7:00

Shortly thereatter, a Special Town Meeting will be called fo

to vole on the contents of this report.

PARTMNERS ¢ Richard T. Bennett * Kenneﬂ

SENIOR ASSOCIATES Eleanor S. Seato!
Suzanne Graves-McMahon

ASSOCIATES - Donald P, Bliss « Thomas]. Breunan *
Donald E. Rowan + Kenneth G. Atbert * Barbara Thorni

Maureen G. Valente * Arthur V. Morle
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"I, INTRODUCTION
A. BACEKGROUND

At the Annual Town Meeting held in May 1986, a Bylaw was
placed before the Town Meeting members for the purpose of creat-
ing the position of Executive Secretary as allowed under a state
enabling act. The bylaw was reccommended by two of the Selectmen.
Part of their rationale for the action was the retirement of two
of the long =tanding and key employees of the Town - the
Clerk\Treasurer and the Executive Secretary to the Board of
Selectmen. '

There was also a growing realization on the part of several Town
officials and employees that the growth and economic pressures on
the Town required more full-time supervision than the part-time
Board of Selectmen could provide.

The decision of the Town Meeting was to create instead a three
member Government Study Committee to examine the structure of the
Town government and to report back to the 1987 Town Mesting.
Alice Torres, the former Executive Secretary to the Board of
Selectmen, was chosen by the Board of Selecimen; Dennis Gallant
was selected as Chairman by the Moderator and Roland Seguin was
selected by the Finance Committee.

The Committee began its work by interviewing Town officials and
employees and examiniug the work of the 1973 Charter Commissicn,
of which Roland Seguin had been a member. The Committee prepared
an interim report in December 1988 summarizing itz Tfindings and
making two recommendations. The {first one was that the Town
should employ a consultant teo work with the Committee to =analyze
the operation of the Town departments, exclusive of the School
Department, and make recommendations. '

The second regcommendation was to have the Town Meeting go on
record to support the creation of a Charter Commission leading
toward a more flexible charter that could be amended by the Town
Meeting rather than regquiring special legislation for future
changes. You will find a ceopy of that interim report attached as
Appendix A.

In connection with the first recommendation, the Committee had
recommended to the Selectmen that Bennett & Shaw be employed to
do the work. The Selectmen concurred in that recommendation and
our firm was suthorized to do the work on February 2, 1987.

B. BESCRIPTION OF FATRHAVEN

Fairhaven is a community of 15,646 people located on a
land area of 12,15 square miles. It shares a large harbor with
the City of New Bedford which, imn turn, is the home of one of the
country’s largest commercial fishing fleets. In terms of popula-
tion, it is the 103rd largest community out of 351 in the Common~




wealth and in terms of municipal wealth measured by per capita
equalized valuation, it is ranked 258th in the state with an
equalized per capita valuation of $18,117 as of 1984. It had a
per capita income of $6,390 based on the 1980 census figures with
269 familiee listed as being below the poverty level.

Fairhaven has an A credit rating from Moody’s and Standard and
Poor. It ranks 117th in total municipal expenditures, 12lst in
equalized tax rate and 84th in terms of debt per capita based on
the 1984 Municipal Data Bank Report prepared by the Massachusetis
Department of Revenue.

The community had stayed fairly stable in terms of population
over the past several decades but because of the pressure for
property near the water and the economic activity taking place in
the general area, it is beginning to experience growth not only
of single family homes but also apartments and condominiums.

¢. METHODOLOGY

Mr. Kennedy Shaw, one of the partners of Bennett & Shaw,
served as the principal consultant on the project. Mr. Shaw has
over 30 years of professional public management experience as a
City and Town Manager, as the former Executive Director of the
Massachusetts Municipal Association, and as a comsultant for
cities and towns.

He was assisted in the project by Mr. Harvey Beth, a CPA, former
Finance Director of Needham, MA and former Birector of the State
Bureau of Accounts and also by Mr. Arthur Morley, formerly with
the State Department of Revenue where he was Data Processing Ad-
ministrator, and the State Street Bank as a computer consultant.
Mr. Richard Bennett, the other partner in the firm also par-
ticipated in the study. Mr. Bennett enjoys over 20 years of ex-—
perience as a City and Town Manager and a consultant. You will
find resumes for these four individuals attached as Appendix L.

We began the assignment by interviewing a wide range of Town of-
ficials and employees as well as former officials. You- ind
a list of the people interviewed attached as Appendix:Bs o
examined a variety of Town documents including thewan
the budget, the labor contracts, . the RFP for . thi
processing system, the latest audit rep«
records, and the 1973 Charter Commission Ré
ticular attention to the underlying mapdgé
data preocessing, personnel, budgeting
financial controls.

We asked the government Study Col
membership to imclude the Selectn
man, the former Clerk/Treasurer
so that we could obtain T
concerning the needs and
Study Committee three tim




Following the interviews and the research as well as our meetings
with the Committee, we have prepared this preliminary report on
our findings and recommendations. We will meet with the study
group to discuss the preliminary report to insure that we have
addressed all of the concerns which have been raised with us.

Following that meeting, we will make any changes or corrections
that might be required and deliver a final copy of the report to
the Government Study Committee and to the Board of Selectmen. We
would make ourselves available to present the final report at a
public meeting if that is requested. ‘




11. FINDINGS

A. GENERAIL MANAGEMENT FUNCTIONS

It is important to bear in mind that even though many
things need to be improved in the management of the Town of Fair-
haven, the situation is not unique. Many communities like Fair- *

haven have been blessed with citizen volunteers and long-term
dedicated employees who have worked for many vyears at low
salaries. These communities have been able to "get along" with '
those kinds of volunteer and dedicated people.

That type of effort tended to work better when local government
was simpler, when we didn’t have complicated state and federal
laws concerning environmental questions, difficult negotiations
with employee unions, the constant threat of litigation, and com-—
plex financial issues such as Proposition Two and a Half and its
attendant impact on assessing.

Communities have also begun to experience difficulty in finding
citizen volunteers. There are more more families with two wage-
earners. People are more concerned about being sued as a result
of their civic activities. We have less unemployment now and it
is harder to attract people and to keep them in municipal enploy—
ment. In short, local goverament, by necessity today, is more of
a full-time activity requiring professional skills in its opera-
tions.

Fairhaven is certainly no exception to this stery. It has been
blessed with many dedicated and capable volunteers and paid
employees. However, some of the slrains are beginning to show.
Two of the key long-term employees recently retired, and it is
often difficult to recruit qualified people to run for the many
elected positions in the community.

1. Dispersion of Chief Executive Powers

Under the Town Meeting-Selectmen form of government,
the Town Meeting 1is the legislative body and the Board of
Selecimen serve ag the Chief Executive Officer. Fairhaven has
dispersed the general management function even more by providing
for an elected Board of Public Works and an elected Board of
Health. The Selectmen serve as the Board of Fire Engineers so
that they have executive authority over the Fire Department. '

The Board of Selectmen serve on a part-time basis so that they
are not available at the Town Hall on a vegular basis although
they are often contacted by phone at their homes. They have at
their disposal an Executive Secretary to serve as the office
manager and to see that agenda items are properly set up and fol-
lowed through. She takes a diligent and responsible approach to
her job. However, the individual serving in that role presently
is new to the position, had not previously worked in local
government and does mnot have any real authority over other




employees in the Town Hall outside of the 3 individuals working
in the O0ffice of the felectmen,

The Selectmen tend to be held responsible by the people in the
community for all of the governmental functions. However, the
fact is that they do not have authority over many of ‘the local
government activities taking place in the Town. The following
table shows the two categories:

Departments Supervised Departments Independent
by the Selectmen of the Selectmen

Fire Clerk/Treasurer

Police Tax Collector

Building Inspector RBoard of Assessors
Planning Coordinator Board of Public Works
Shell Fish Warden Board of Health

Town Accountant Library Board

Civil Defense
Animal Control Officer

The conclusion has to be reached that Fairhaven dees not have =a
real general management position either in terms of powers or
capacity; therefore, there is no real coordination of the various
municipal functions.

2. Strategic Planning

Inasmuch as there is no general management positiom im
the community, it is not surprising that Fairhaven does not do
strategic planning. There is no one gqualified or responsible for
doing long~term fTinancial strategic planning. As we will comment
in a separate section, the Town does not have a capital budget.
It has not attempted to develop cost or revenue estimates over a
3 to 5 yvear period for such things as state-aid, collective bar-
gaining costs, revenues from new construction, bond issues,
equipment and building replacement, etc.

The community is being constantly approached by developers who
are well prepared in terms of having legal and engineering advice
available, to approve subdivisions and condo units . We felt as a
result of our research that Fairhaven was not well-positioned 1o
know what it wanted to accomplish as a community versus reacting
to needs of the developers.

3. Budgeting

The Town does not have an adequate budget system. The
current system is new this year and is far teo detailed to

4+ provide the policy makers of the community with the type of
" financial analysis they need to make sound decisions. The Town

does not have a capital budget process and decisions about build-
ing repairs and equipment replacement tend te be made on the
basis of a crisis or the skill of a particularly effective




department head.

Good budgeting is one of the essentials of a well-run public
agency and is important not only to the policy decision-makers
but also to the operating department heads if they are going to
be held accountsble feor their operations.

‘Budgeting is one of the principal weaknesses in the Fairhaven
operation. The Town does not have a program budget or even an
adequate line item budget in place. The department heads have not
been properly trained in preparing and managing & budget. The
monthly reports are inadequate for control purposes. Purchases
are not encumbered. There is no one on the staff of the Town with
the exception of the Director of Public Works who has had courses
in budgeting.

4. Personnel Management

The Town does not have a real personnel management sys-
tem. No individual is charged in Fairhaven with developing and
administering an overall personnel system for the Town. Personnel
records are kept in the Office of the Clerk/Treasurer but other
types of personnel functions are carried out in the various
departments with varying degrees of effectiveness depending on
the training and interest of the department head. The Town does

not have an effective employee counseling program. It does mnot
evaluate its employees. It has & very limited affirmative action
program. 1t does not have a system for systematically training

and developing employees.

Local government is a labor intensive operation and it is impor—
tant +that adequate attention be paid to managing the personnel
system. The rule of thumb in private industry is to provide a
personnel professional for every 100 employees. Because many town
officials felt that civil service was in itself a personnel sys-—
tem, they neglected to develop a personnel office in the
municipal government. Civil Service and collective bargaining are
part of the overall personnel system but they are not a system by
themselves.

. Data Processing

Fairhaven became involved in data processing about 4
years ago with the purchase of an IBM 34 Computer and with the
purchase of software from a firm called Macro which has since
gone out of business. The Town has several applications on the

computer, utilizing a variety of software as follows:

Application Sgftware Source
Payroll Len Monocpoli
Ffax Billing and Collection Len Monopoli
Water and Sewer Billing

and Collection Macro




Excise Tax Billing aqd

"Collection Len Monopoli
General Ledger Len Monopoli
Revaluation Echo

The School Department was involved originally in working with the
Town on the same computer but the decision was made about three
years agoe for the School Department to purchase an IBM 36 com—
puter and to go on its own.  The two computers can not exchange
information so that all of the information needed by the Town Ac—
countant has to be re—entered into the Town computer by hand.

The IBM 34 computer is slow and has limited memory capacity. It
probably car not continue to adequately serve the needs of the
town for more than 2 or 3 years more. The town has a sizable in-
vestment in terms of the work that went into establishing the
current computer applications listed above. Many of the current
software applications are not interactive at the present time
which means that the results can not be automatically posted to

the general ledger. :

The Town recently developed a fairly sophisticated Request for
Proposals and invited computer hardware and software firms to bid
on & totally new system for Fairhaven. A Data Processing Com-
mittee had been established including the Clerk/Treasurer, the
Collector, the Chairman of the Board of Assessors and the Ac—
countant who serves asg Chairperson. Ne one from the School
Department is inveolved. The Chairman of the Finance Committee
¢its in as advisor. Quite a few proposals were received averaging
around $100,000 for the total package.

The basic problem that the Town has, as was the case 4 years ago,
is that there is no one on the Town staff who has any real exper-
tise in installing data processing systems. There is no clear
plan for utilizing data processing for non-financial purpeses in
other Town Departments. In summary, Fairhaven has approached data
processing over the past several years without a well-thought-out
plan and without adeguate in-house expertise.

B. FINANCE FUNCTIONS

1. Fragmentation

- Fairhaven follows the usual pattern of a fragmented ap-
.proach to the financial functions of the community. Instead of
“"having a finance department as would be the case in most private
dand public agencies, the Town has followed the Massachusetts pat-
tern of having a series of separate offices, in many cases headed
by-elected officials. This includes the Board of Assessors, the
Téx Collector, the Clerk/Treasurer and the Accountant. Only the
Accountant is appointed (by the Selectmen) while the rest are
elected. :




There is a serious question, in terms of the complexity of
municipal finances today, as to whether people should be elected
to financial positions., It is difficult to find people with tech-
nical qualifications to run for this type of office and it  is
much more 1likely that a community can appoint a skilled in-
dividual to such an office versus electing one. '

Having the financial agencies separate also make the job of coor—
dinating their efforts much more difficult. It often depends on
whether the individuals get along perscnally. All of the in-
dividuals have statutory powers that they can hide behind in the
event that they don’t want to cooperate and the public is left
wondering who to hold accountable if tax bills are late or dead-
lines aren’t met.

The State Department of Revenue has been pushing for better coor-—
dination of municipal 'finauncial functions and for more profes-
gionalism. A centralized department of finance is definitely the
pattern for the rest of the country and there is a clear trend
developing in Massachusetts. In a community like Fairhaven with
its limited +tax base, 1t is all the more important that the
various financial functions be well coordinated.

2. Financial Management

The Town is Tortunate to have dedicated, responsible
individuals working in its various fimancial offices. However,
Fairhaven does not have anyone on its staff who is trained and
experienced in financial management. One would be hard-pressed tao
find =an $8,000,000 ($15,000,000 if the School Department is
included) operation in the private sector which did not have =a
Vice President of Finance or Controller as an integral part of
its operation. We are not talking about a bookkeseper or an ac-
countant, but a trained, experienced financial manager who is
competent in purchasing, accounting, risk management, invest-
ments, budgeting, data processing and long-range financial plan-
ning.

Such an individual regquires an adequate salary but the cost is
returned to the Town in many ways in terms of better insureance
coverage at lower cost; better return from investments and as we
mentioned previously, a better planned approach to data process-
ing.

3. Purchasing
- There is no central purchasing progrem for the Town.

The various department heads do their own purchasing, some better
than others. There is no way to know whether the State Coopera-

tive Purchasing Program is adequately utilized. There is no way
to know whether common items could be grouped from several
departments and purchased in bulk, There are savings that could

be realized by setting up a central purchasing office.



C. PUBLIC WORKS FUNCTIONS

1. Structure

- Although +thke  public workse functions are not under the
Selectmen, they have been centralized under one department
reporting to a Board of Public Works. 1Included under the depart-
ment are street maintenance, including plowing; the water system;
the sewer system; park maintenance; vehicle maintenance; and
refuse vremoval. There 1is no question that the decision to con-
solidate all of the public works activities in one depeartment has
made the operation more efficient in a community the size. of
Fairhaven.

2. Management Capacity

Fairhaven has been fortunate to have an individual
serving in the position of Superintendent of Public Works for the
last 9 years who is trained both in engineering and 3in manage-
ment. He is working at a salary level that is considerably below
the market place level for someone with his credentials and the
Town could be at risk of losing him.

The department is viewed as being well-run by the Selectmen, the
Board of Public Works., many of the citizens we talked to and in-
terestingly enough, by the employees of the department. It is im-
portant to recognize that in the one situation where the Town
consolidated its operations and hired a trained manager, it is
enjoying a good experience.

3. Public Building Maintenance

There was only one area normally covered under public
works that was not included in the Fairhaven operation - the
maintenance of public buildings. This function is divided up be-
tween the Selectmen, who supervise the Town Hall; the Fire Chief
in the case of the Fire/Police Headquarters; the Librarian who
looks after the Library and the Superintendent of Public Works
whoe is in charge of the DPW building.

This decentralized approach contributes +to inadequate capital
budgeting and no one is responsible for developirg a programmed
approach to building maintenance. Such a function is generally
assigned to the Department of Public Works since that agency 1is
usually headed by an engineer whose background would enable him
.or. hker to develop effective building maintenance schedules, The
irhaven Bylaw that established the Board of Publiec Works as-
ned_responsibility for the maintenance and repair of public
ldings to the Board. However, that portion of the Bylaw was
‘implemented.




D. PUBLIC SAFETY FUNCTIONS

1. Police

P The Police Department is not utilizing data processing
i in the maintenance of its records. The present police facilities
A are in need of attention. Uniformed policemen are being utilized
: ‘for telephone and dispatch duties.

2. Fire

The Fire Department is not utilizing data processing in
the handling of its records. Uniformed firemen are being used for
telephone and dispatch duties except when there is a fire call
and the communications are turned over to the Police Department.

The Department has nobody assigpned to Fire Prevention duties
which is considered the least expensive way to reduce fire loss
in a community. Even though there are approximately 40 Call
Firemen, they do not have an association. The overall training
program for both full-time and ¢all firemen is not adequate,
partly due to the 1lack of funding to provide replacements for
personnel undergoing training off-site.

Fairhaven has a relatively small number of major fires and the
full-time firefighters have a good deal of time available which
needs to be better utilized in traditional fire-fighting ac-
tivities such as fire prevention inspections, training and public
education activities.

3. Building laospections

. The Town is fortunate in having am individual in the
position of Building Inspector who has a degree in engineering,
particularly in 1light of the amonnt of new construction that is
taking place. However, once again the low salaries being paid by
the Town, in this case $21,000, means that the individual will
probably not stay in the pesition very long.

There iz a serious work-load problem because of all the new con-
struction and the Building Commissioner is requesting an assis-
tant which he believes can be financed by raising the buildiang
fees to bring in an additional $20,000.

The Department does not have a data processing terminal running
off the Town computer so that all of the records are kept by
hand, eand he and the Assessors can not exchange or update infor-
mation on each other’s files.

4. Shellfish Warden

The Shelifish Warden also serves as Harbor Master,
Wharfionger, O0il S8pill Coordinator and Chairman of the Conserva-
tion Commission. Outside of 7 part-time Deputy Shellfish Wardens,
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he has no other employees.

There is not an overall plan for providing adequate maintenance
for the Town wharf. The communication tie lines to the Police
Department are not satisfactory in the event that the Warden or
one of his deputies run into a potentially dangerous situation.

E. SUMMARY OF FINDINGS

To sum up_ our fTindings regarding the current management
structure of the Town, Fairhaven suffers from a lack of ccordina-
tion of the various departments, very few of its key management
personnel have been trained in mapnagement techniques such ag
budgeting, personnel, strategic planning and data processing and
the Town 1is doing very little long range planning except in the

area of public works.

Given the growth pressures and the Ffact that the Town has =&
$8,000,000 budget, Fairhaven can 11l afford to continue in a .
reactive posture. The Town needs to decide what it wants to have
happen over the next 10 years and then organize and staff itself
so that its goals and objectives can be reached. To do otherwise
will cost a great deal more than the management recommendations
we will be making, as the Town struggles .later to repair the
damage that could result from not planning and contrelling its

grawth.
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III. RECOMMENDATIONS

We have tried to be realistic about the recommendations that
we are making. We understand the financial difficulties that are
faced by Fairhaven and we have tried to find solutions that did
not cost a great deal of money and could be phased in over a year
or two. We have tried not to recommend a lot of radical changes
all at once so that residents of the Town would be overwhelmed by
the magnitude of change. We believe that the recommendations that
follow are reasonable, relatively inexpensive and supportable by
Fairhaven citizens.

A. GENERAL MANAGEMENT

1. Executive Secretary/Superintendent of Public Works

_ OQur highest priority recommendation to the Town is
that Pairhaven create a strong general management position so
that for the first time there can be effective coordinatien be~
tween the various departments and boards(Recommendation #1). Nor-
mally we do not make recommendations concerning specific in-

dividuals. However, in this case we have identified a situation
which we believe can work out to the overall advantage of the
Town. The Town has an excellent manager who is already working

for it in the position of Superintendent of Public Works. By
naming that individual to a newly created position of Executive
Secretary/Superintendent, the Town could accomplish several
things:

a. The cost for such a combined position would be lower than
the cost Tor two separate positions. We estimate that the Town
should pay about $42,500 in order for the incumbent Superinten-—
dent to take the position which would require a salary increase
- of at least $8,000 over his current salary. The galary range for
the new position should run from $42,000 to $52,000.

b. The incumbent is more likely to stay in the Town’s employ
in such a combined position. Otherwise, the market place situa-
tion will probably result in his departure and the Town will npot
only lose his knowledge and skill but will no doubt have %o pay
mare than they now pay him in order to attract eguivalent skill
and experience.

c. The combined position will result in better coordination
between the public works functionms of the Town and other
municipal departments and agencies by having the same individual
serve in both capacities.

The Town could accomplish this action by submitting a warrant to
‘the Town Meeting under the State Executive Secretary Enabling
Act. It would require the approval of a job description and we
have included one as Appendix C. The recommendation would further
require a contract between the Selectmen and the Board of Public
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Works in whick both parties agreed to have the Executive
Secretary also serve in the role of Superintendent of Public
Works. We would recommend a 2 year term for the contract with the
contract being automatically renewable wunless either party
provided a 6 months’ notice of its intention to withdraw from the
contract after the initial 2 year period. The salary of the Ex~
ecutive Secretary/Superintendent of Public Works would be shared
equally between both parties.

The recommendation is dependent upon the employment of an Assis—
tant Superintendent of Public Works which has been reguested in
the new budget in the amount of $29,000. That position is needed
whether this recommendation is adopted or mnot because of the
amount of new water and sewer comstruction taking place in the
Town. The Executive Secretary/Superintendent of Public Works
would be housed in the Town Hall but would also have an office in
the DPW building.

2. Administrative Assistant to the Executive Secretary

We recommend that the current position of Executive
Secretary to the Board of Selectmen be changed to the position of
Administrative Assistant to the Executive Secretary/Personnel
Officer(Hecommendation #2). The individual would retain many of
the present duties involving board agendas and office management
but would also be charged with responsibility for administering a
personnel system for the Town. See Appendix D for a job deserip-
tion of the restructured position. We see the encumbent Executive
Secretary te the Board of Selectmen continuing in the new posi-
tion at the same salary.

This recommendation would clearly assign the individual to work
under the newly created position of Executive Secretary and would
also allow the Town for the first time to begin to establish =a
personnel system. This individual should alsoc be assigned to work
as secretary to the Personnel Board.

3. Budget System

As soon as the new Executive Secretary/Superintendent
of Public Works position is in place, the Town should begin to
work on a new budget format for both an operating budget as well
a capital budget. It should be a line—-item budget built around
~Uniform Massachusetts Accounting System with =a futire
city to accomodate a program approach to budgeting. The new
i should be supported by manuals and training courses for
ey management people.

Ctmen should seek technical assistance for the new system
Municipal Data Management and Technical Assistance
h is part of the Division of Local Services in the
s Department of Revenue (Hecommendation #3). In the
he DOR staff people are not available, then con~
hquld be given to applying to EOCD for a grant to
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provide consulting assistance. In either event, a new budget for-
mat should be in place before work begins on the 1988/89 budget.

B. FINANCIAL MANAGEMENT

1. Department of Finance

The second highest priority recommendation that we
would make to the Town iz that Fairhaven create a8 Department of
Fipnance by Bylaw which would include the Tollowing divisions
(Recommendation #4):

Treasury Collection
Assessing. Purchasing
Accounting

The various officials would retain their statutory duties but
would work under a Director of Finance who would be able to in-
sure the sharing of personnel and equipment between the various
divisions. As we indicate in the following sections, the present
elected financial positions would become appointive.

2. Separation of Clerk/Treasurer positions

The comhination of Clerk and Treasurer into one posi-
tion is not a good match since the skills required are quite dif-
ferent. The incumbent ¢lerk/Treasurer is a long—time employee in
the department and has done am excellent job. Her skills and in-—
terests tend to lie more strongly in the Clerk’s area of respon-
gibility. We would recommend that the two pasitions be separated
with the Clerk’s position being left elected and the Treasurer
becoming an appointive position with established gualifications
(Recommendatien #5). 1t would require a special act, approved by
the Town Meeting and passed by the Great and General Court to ac-—
complish this recommendation which means that it could not be ef-
fective until the late Fall.

We would recommend that the incumbent Clerk’s salary be left the
same and that instead of the Treasurer’s functions, comsideration
be given to making her responsible for serving as secretary to
yarious Town Boards and Commissions. You will find & copy of a
job description for the revised Clerk’s position attached as Ap-—
pendix D. The current secretarial staff in the O0ffice of the
clerk/Treasurer would have to be divided up between the new
Clerk’s Office and the Director of Finance/Treasurer’s Office
based on an analysis of their present duties.

‘3. Creation of Position of Director of Finance/Treasurer
In order to provide the necessary skills regquired to

manage the Town’'s financial operations, Wwe recommend that the
Town create a combined position of Director of Finance/Treasurer
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by Bylaw (Recommendation #6). Thls pattern has been followed in
other communities such as Concord and Westford. By combining the
two positions; the cost of establlshlng the Pirector of Finance
position is reduced.

-We - estimate that such a position would require a salary of ap-
proximately $40,000 in order to attract someone with financial
management skills in areas such as budgeting, data processing,
investments, accounting, purchasing and risk management. See Ap-
pendix F for a copy of the job description for the Director of
Finance/Treasurer.

In order to reduce the fiscal impact of the recommendation on the
community, we would recommend that the Selectmen apply to the
State Executive Office of Communities and Development for a grant
to create and staff the position (Recommendation #7). It is pos-—
sible for the Town to obtain 50% funding for the position over a
3 year period - 75% the first year, 50% the second year and 25%
the third year. The application would have tec be filed by Novem—
ber 1, 1987 and the Town should know if they are going to get the
funds by January 15, 1988. We recommend that the Town proceed o
create the position with its own funds by February 1, 1988 if
State funds turn out not to be available,

Action om this recommendation would require an application
prepared by the Board of Selectmen.

a, Reorganization of the Board of Assessors

Because of the vital importance to the Town of insur-
ing that new construction is promptly and accurately picked up on
the tax roles, the Board of Assessors should be reorganized and
put on a professional basis (Recommendation #8). One person,
rather than a Board of three individuals, . needs to be properly
qualified and held accountable. Election is not an effective way
to attract and keep people with professional credentials in as-
sessing. The current salaries of $16,000 each are inadequate to
attract individuals with professional credentials.

We recommend that the Chairman of the Board of Assessors be made
an appointive position with established qualifications and that
-the position be filled with someone who qualifies professionally
-works on a full-time basis. A salary of $29,000 should be es-
lished in order to attract qualified people. The office should
srovided with an additional full-time person to provide for
"work and data entry into the computer. We estimate that
on would require a salary of approximately $15,000.

twoe members of the Board should be changed to an ap-
asis. Their role should be restricted to hearing ap-
. deciding abatements which would then provide a check
on the system - the same people who decide on assess-—
‘d not be hearing appeals. Their salaries should be

fﬁer
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reduced to $1,000 to reflect the part-time nature of their new
duties. The professionalization of the assessing function is a
pattern that is beginning to develop elsewhere in the state and
is leading to a better quality of assessing work.

5. Change the Collector’s Position to Appointive

The position of Tax Collector should be changed from
being elected to being appointed so that the Collector becomes
part of the financial team (Recommendation #9). The incumbent
Collector is a dedicated person with financial background, but as
we indicated in the findings section, it is much more likely over
the long run that the Towan can appoint qualified people rather
than elect them. There will also be more cooperation between the
various financiml officials if they are all appointed and ac-
countability will be much clearer to the public.

6. Creation of Divigion of Purchasing

We eare recommending that the Town Planner’s position
be restructured so that he heads up a Division of Purchasing 1in
the new Department of Finance (Recommendation #10)}). He had pre-
viously designed a centralized purchasing system for the Town but
it had never been put into operation. After the centralized pur-
chasing system is established, we recommend that he develop con-
tract administration and risk management progranmns for the Town.
You will find a copy of the job description for the position of
Purchasing Officer attached as Appendix G.

7. Data Processing

In recognition that the Town does not now have on its
staff someone who is familiar with managing and installing data

procesging systems, we recommend that Fairhaven should not
proceed with changing over tec a new computer with different
software programs {Recommendation #11). The current programs are

working well encugh for the Town to continue on its present
course until such time as the new Director of Finance/Treasurer
has been smployed and can examine the gituation. Town funds are
much better spent on acquiring management capacity at this point
than in new data processing hardware and software.

In the meantime, the Town Accountant and other members of the
Computer Committee should press the current software supplier to
come up with adequate documentation and backup support for. the
existing programs.

After the new Director of Finance/Treasurer has begun work, he or
she should begin to develop an overall data processing plan for
the Town of Fairhaven in comsultation with the Executive
Secretary/Superintendent of Public Works. The Town should apply
to EOCD for s grant of $10,000 for the purpose of obtaining
professional assistance 1in the development of an cverall data
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processing plan (Recommendation #12).

One of the early targets for data processing should be the Town's
personnel records. There are programs available for that type of
records processing and the work could be easily dome on one of
the inexpensive IBM compatible micro-computers.

C¢. PUBLIC WORKS MANAGEMENT

As we have already stated, we are recommending that the
present Superintendent be employed in the new position of Execu-
‘tive Secretary/Superintendent of Public Works and that he be
housed in the Town Hall. This would require that the Asgistant
Superintendent of Public Works be hired as requested in the new
budget because of the increased water and sewer construction.

We recommend that the Department of Public Works assume the
responsibility for overseeing the cleaning and repairs for all
Town buildings as well as the Town wharf (Recommendation #13). A
work order system should be developed so that better budgetary
control c¢an be achieved and a building capital budget should be
prepared which would provide for adequate and scheduled building

repairs.

As part of the responsibility for Town buildings, the Department
of Public Works shonld develop a space study for the Town Hall to
insure that the building is being utilized efficiently and that
the various offices have the proper relationship to each other,
particularly in terms of the changes being recommended in this

report (Recommendation #14).

D. PUBLIC SAFETY MANAGEMENT

The Town might want to give consideration to a joint com-—
munications center that could handle all municipal telephone and
radio communications. The center could be staffed by civilians.
it could serve the Fire and Police Departments, Town Hall, the
schools, the Library and the Housing Authority. :

Consideration might be given to increasing the building permit
-fees so that the Building Commissioner can be provided with as-—
‘stance and that he can be provided with a salary more imn line
i, market-place conditions. Otherwise the Town stands to lose
Services at a time when a good deal of construction activity

aking place.

possibility for providing assistance to the Building Inspec-
‘ht be to negotiate an arrangement with the firefighters
o that some of the firemen could be trained to do uncom-—
itypes of routine building inspections both while they
Uty as well as off-duty. If they were also trained at the
e to do Tield work for the Assessors Office and they had
. terminal at the fire house, it would be possible to
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update the assessing records.
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The Shellfish Warden’s activities need to be better coordinated
with the activities of other departments and agencies in the
Town. An adegquate communication system should be worked out be-
tween him and the Police Chief. Better coordination regarding the
maintenance and repair of the wharf should be ezstablished between
_ him snd the Superintendent of Public Works. He generally works
alone and it is important that his work be better coordinated
with the appropriate Town departments. That coordination =hould
be accemplished by the new Executive Secretary (Recommendation
#15).

E. MISCELLANEOUS RECOMMENDATIONS

1. Professional Planning Assistance

Fairhaven is experiencing too much growth pressure to
allow the Planning Board to continue without having adequate
professional planning assistance available to it for the purpose
of analyzing development proposals. Fairhaven could be faced with
as many as G500 new housing units over the next several years. The
Planning Board needs to analyze the impact of developments in
terms of traffic, storm sewers, sanitary sewers, water as well as
‘other envirvonmental impacis arising from refuse disposal, wet-~
lands and recreational activities. The Jdevelopers conie well
prepared with lawyers, engineers, planners and environmental ex-
perts.

The Town should establish fees for the processing of subdivi-
"gsiong and condo developments that would provide adequale funds
for hiring professional experis on a consulting basis to assist
the Execuiive Secretary, the Conservation Commission and the
Planning Board in their efforts to determine the impact of new
development on Falirhaven (Recommendation #18).

9. Strategic Financial Planning

Ag soom as the new Executive Secretary/Superintendent
of Public Works and the new Director of Finance/Treasurer are es~—
tablished, they should begin to work with the new Superintendent
of Schools and the School Business Manager to jointly develop a
strategic_financial plan for Fairhaven (Recommendation £17).

Te ftacilitate that process, the Town Meeting may want to consider
creating a Strategic Planning Advisory Committee to work with the
Town officials. The Committee could include the Chairman of the
Planning Board or designee, the Chairman of the Conservation Com—
mission or designee, the Chairman of the Finance Committee or
designee, the Chairman of the Zoning Board or designee, the
Chairman of the Public Works Board or designee, the Chairman of
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the Library Board or designee, the Chairman of the Recreation
Commission or designee plus cne Selectman and one School Beard

member selected by each board.

The plan should include projections of expenses for collective
bargaining agreements, capital expenditures, federally mandated

programs, inflationary estimates and any new Town programs. Es—
timates should also he developed for revenues coming from new
developments, for changes in state aid formulas and for new local

revepnues.

The Advisory Committee could be asked te review the annual budget
in terms of the projections contained in the strategic financial
plan and to make appropriate comments to the Board of Selectmen
and the School Committee as well as to the Finance Committee.

The major purpose of the Advisory Committee would to focus the
attention of the various Town boards on the importance of long-
range planning and also to improve the quantity and gquality of
communication between them.

3. Self-supporting Services

Because of the increasing costs of the enviromnmental
requirements established by the federal government, Fairhaven can
expect escalating costs for taking care of sewer, water and
refuse problems over the next several years. Given the restric-
tions of Proposition Two and a Half, the Town will not be able to
absorb those costs in the tax rate.

Wherever possible, fees should be established to support all the
costs fTor +treating water and sewage and for collecting and dis-
posing of refuse. User fees should be adequate to take care of
any bonds that might be issued for those activities.

4. Massachuseits Municipal Association

Fairhaven ig one of only 2 communities in the state
that does not belong to the Massachusetts Municipal Association.
In many ways, the tax rate for Fairhaven is set in Boston and
Washington, DC in terms of mandated costs and state aid formulas.
It is important that Fairhaven officials, both elected and ap-
pointed, play a role in that process. MMA also offers a variety
of technical assistance and support activities that would be use-
2 ful teo the Town.

5. Preparation of Pay Plan

As we have indicated in the findings section of the
report, the low level of executive salaries in the Town will make
it increasingly difficult to attract and keep key professional
.. and managerial personnel in the employ of the Town. After the new
Finance Director is in place, that individual should work with
the Personnel Officer to do a salary survey for the key
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managerial and professional positions in the Town which can then
lead to the establishment of a more adequate and realistic execu-—
tive salary plan {Recommendation #18).

6. Exploration of Joint School-Municipal Approaches

Fairhaven has not fully explored the possibilities of
" joint approaches to the provision of services by the municipal
government and the schools. After the new Executive
Secretary/Superintendent and the new Director of
.Finance/Treasurer are in place, they should begin to explore with
the School Superintendent and the School Business Manager, Wways
of working together to pool resources and management skills in
order to save the Town tax dollars (Recommendation #19). This ef-
fort might be facilitated by the creation of a joint study com-—
mittee which could have members of the School Board, the Board of
Selectmen, the Finance Committee and the Fersonnel Board. They
could examine Jjoint appraches to such areas as data processing,
purchasing, personnel administration, vehicle repair, building
repair, grounds maintenance and switchboard operation.

F. OVERVIEW OF RECOMMENDATIONS

We have made a variety of recommendations for the im—
provement of the management of Fairhaven. Some of them can be
achieved by action of the Selectmen, some reguire the passage of
a Bylaw by the Town Meeting and a few require special legislation
which will have to be passed by the Great and General Court. You
will find a list of the recommendations with an indication of the
action required attached as Appendix H and a Summary of Costs is
included as Appendix I. Current and proposed organizational
charts are shown in Apendix J .and Appendix K.

We Dbelieve that the recommendations will make it easier for the
Town to face the next decade which is going to be difficult
financially. Those communities that do a better job in managing
their affairs and planning ahead will be able to cope with those
difficulties with less stress and crisis.

We think that it is jmportant that the Qovernment Study Committee
and the Board of Selectmen find the neceasary means to widely
distribute this report and discuss it with the citizenry. It
might better be handled at a Special Town Meeting rather than
squeezed into a tight agenda of a regular Town Meeting. Provi-
sions might alsc be made to present it and discuss it at
Precinct Caucus Meetings held prior to a Special Town Meeting.
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IV. CONCLUSION

Making changes in the way that & local government operates has to
be an evolutionary process, particularly 1in a community like
Fairhaven that is conservative, scandal-free and has enjoyed a
long history of utilizing dedicated citizens who have been will-
ing to give generously of their time and talents. We have tried
to suggest changes that are not costly and that build wupon
strengths that already exist in the Teown.

Some of our recommendations will work out better than others.
Some will point the way to additional changes that ought to take
place down the road. We therefore think that the Town ought to
consider establishing e Charter Study Commission in about 5 years
in order to review what will have taken place, to point out addi-
tional changes that might be desirable and to generally insure
that the Town keeps its governmental operation up to date.
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APPENDIX A
DECEMBER 1986 INTERIM REPORT

GOVERNMENT STUDY COMMITTEE

. At the Annual Town Meeting of May 1986, a committee was estab-
lished to try and come up with a solution that would be a long
range ome for the problems within the town departments. This com-—
mittee was formed due in part to the request of the Selectmen to
establish the position of Executive Secretary in accordance with
Massachusetts General Laws.

Dennies Gallant was appointed by the Moderator, Roland Seguin by
_the Finance Committee and Alice Torres by the Board of Selectmen.

The Committee received information from all Town Hall departments
defining their responsibilities.

_We met with the Board of Selectmen, the Building Commissioner,
the Board of Assessors, the Town Collector, the Town Clerk and
Treasurer and Messrs.. Hugh Shanahan, Benson Morris, Jr. and Ed
Ferland. '

The three most pressing needs after all our deliberations was the
need for financial management with proper checks and balances and

total accountability to create a secure financial atmosphere vi-
tal for community survival. :

The following are some of the suggestions ov recommendations made
during our discussions:

i. Personnel Department to handle Civil Service, personnel
records, Blue Cross/Blue Shield.

3., Change in some elected positions to appointed positions.

2, A1l Financial Departments housed in one area with use of
8ll the basement area in the Town Hall.

4, Accounting Department headed by an Accountant/Computer
Programmer with an assistant.

5. Assessors Office consisting of one full-time qualified
Assessor/Administrator with two part-time Assessors all appointed
and field workers.

6. Combining the Treasurer and Collector’s positiouns.
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7. Administrative Assistant, Town Manager or Planner
Ccordinator. ‘

8. Assiztant Building Commissioner or Zoning Enfercement
officer.

9. Conservation Agent on a part-time basis or shared on
a regional basis.

10. Part-time Planner.
11. Discontinuation of Civil Service.
12.. Need for additional office space.

13. Dividing the Town Clerk and Treasurer into two full-time
poaitions.

14, Esgstablishment of a Purchasing Department.

15. All clerks hired in the future to be used on a floating
basis to be used in any office as needed under the jurisdiction
of the Administrative Assistant or Town Manager.

Further comments:

Items such as the need for an additional Building Inspector
or Zoning Enforcement Officer is strictly a finmancial matter and
would not require a major administrative change.

The Administrative Head would be appointed by the Board of
Selectmen and under their jurisdiction would serve as am ad-hoc
member of all appcinted agents. Person should have some computer
expertise.

Accountant/Computer Programmer would work for the Selectmen
through the Administrative Head nd would process all bills and
payrolls through the computer with required help.

Bills and payrolls done by the Accounting 0ffice would be
accountable to the Town Treasurer.

Personnel Department — somecne in charge of all personnel
records for each employee to be sure they are being paid properly
and receive proper benefits. Handle all Personnel Board cor-
respondence. KXeep all Civil Service labor records presently done
by the Town Planner. Could possibly keep employment records for
Affirmative Action Officer which again are presently kept by the
Town Planner.

Because of the complexity of many of these changes or recom-—
mendations it was the unanimous decision of the Committee to
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engage a professional management consultant firm experienced in
governmental affairs to analyze the inner workings of the town
government exclusive of the School Department and make a recom-
mendation to Town Meeting through the Bgard of Selectmen.

Our second recommendation is that this Town Meeting go on
record to support the beginning of the necessary lawful proceed-
ings under the Home Rule procedures relative to the establishment
of a Charter Commission.

We know that this was done in 1973, but we know that the
matter was defeated due to the numerous drastic changes to be
made all at once. '

Our recommendation is that the Charter be established under
- the Home Rule procedures with minimal change that would allow fu-
ture changes by Town Meeting without having to petition the
Legislature for each change.

Two firme were contacted and the request for funding of the
management study is based on the lowest quote received.

Move the sum of $8,400 to engége a government ztudy by an
outside firm with recommendations coming bachk to the Town Meet-
ing, through the Board of Selectmen, for the May Town Meeting.

Dennis P. @allant, Chairman

Roland N. Seguin
Alice 8. Torres
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APPENDIX B

LIS?” OF FATRHAVEN INTERVIEWEES

Thomas Arsenault
Peter Barcellos
Donald Bernard
Manuel Botelho
George Bunnell
Joyce Cabral
Joseph Cataldo
Thomas Crotty
Eatherine Dugan
Jane Ellis

Tim Francis
Dennis Gallant
Dorothy Green
Lynwood Harriman
Carolyn longworth
Everett Macomber
Thomas Marnik
Andrew Martin
Dr. Leonard Mee
Leonard Monopoli
Robert L. Norris
Victor Oliveria
Jeff Osuch
Joseph Pauline
Jeanne Reedy
Elaine Rocha
John Rogers
Joseph Saladino
John Scieszko
Roland Seguin
Ted Silva

Walter Silvera
Barbara Sylvia
Nicholas Tangney
Alice Torres X
Dr. George Walmsley
Wayne Wilson
Stanley Wojak

¥Telephone Interview

President of DPW Union

Chief of Police

Fire Chief

Chairman of Finance Committee
Acting Moderator

Secretary to Personnel Board
Selectman

Town Attorney

Executive Secretary to Selectmen
Former Town Accountant

President of Fire Union

Chairman of Govt. Study Committee
Director of Council on Aging
Superintendent of Schools

Library Director

Chairman of Board of Selectmen
Building Commissioner

School Business Manager

Member of Board of Health

Data Processing Consultant
Chairman of the Housing Authority
Commissioner of Public Works
Superintendent of Public Works
Shellfish Warden

Chatrman of Board of Assessors
Clerk/Treasurer

Tax Collector

Former Clerk/Treasurer

President of Water Division Union
Member of Gevi. Study Committee
President of Police Union
Selectman

Town Accountant

Town Planner

Former Executive Secy to Selectmen
Chairman of Board of Health
Director of Recreation

Executive Director of Housing Auth
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APPENDIX C
JOB DESCRIPTION FOR THE

EXECUTIVE SECRETARY/SUPERINTENﬁENT OF PUBLIC WORKS

A. GENERAL STATEMENT OF DUTIES

The Executive Secretary/Superintendent of Public Works serves
as the executive head of the Townfgovernment, exercising the
delegated powers of the Board ef Sellectmen and the Board of
Public Works. The individual exercises supervision over all of
the employees and operations coming . ynder the purview of the
Board of Selectmen and the Board of Public Works. The individual
is responsible for establishing budgeting, personnel and
strategic planning systems for the Town.

B. EXAMPLES OF DUTIES

1. Develop and maintain operating and capital budgets for the
Town, insuring that departments spend within the budget limits.

2. Oversee the development and maintenance of a modern person-
nel system for the Town to include Affirmative Action, employee
counseling and evaluation, proper handling of grievances, collec~
tive bargaining, civil service and emplovee {raining and develop-
meant.

3. Supervise the operation of all departments coming under the
Board of Selectmen and the Board of Public Works and of all other
departments or agencies of the Town other then the School Depart-
ment, which consent in a written agreement with the Board of
Selectmen to have the Executive Secretary act as their Chief Ex-
ecutive Officer. :

4. Oversee the recruitment and recommend individuals for ap-
paointment or promotion for all vacancies in departments coming
under the jurisdiction of the Board of Selectmen or the Board of
Publie Works. N

5. Work with the School Superintendent to prepare a long ternm

strategic fipnancial plarn for the Town forecasting expenditures
and revenues.

6. Prepare policy recommendations for /the Board of Selectmen

and the Board of Public Works, outlining ways for the Town to im-
proves its operations.
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7. Prepare reﬁdrféhfor the Beard of Selectmen and the Beard of
Fublic Works anralyzing problems facing the Town and recommending
‘options for dealing with those problems.-

8. Work with the Town Attormey in planning and conducting
collective bargaining with the various municipal unions.

9. Develeop public information materials and deal with the
media on behalf of the Selectmen and the Commissioners.

10. Represent the Town before regional, county, state and
federal agencies as requested by the Selectmen and the Commis—
sioners.

11. Provide liaison between the various boards and agencies of
the Town.

12. Serve as the coordinator for the Town in encouraging
economic development within the policy guidelines established by
the Town.

13. Oversee the development éf a data processing plan for the
usa of computers in all of the departments and agencies of the
Town.

14, Temporarily transfer equipment and personnel between
departments t¢ meet peak loads and emergeancies.

16. Oversee the preparation of the Warrant for any Town Meetings
and of agendas for meetings of the Board of Selectmen.

16. Coordinate the exchange of information from various Town
departments and boards to the Planning Board to insure that the
FPlanning Board has sufficient information fer the purpose of
making decisions on new development in the community.

C. QUALIFICATIONS

The individual appointed to the pozition will be gualified onmn
the basis of sducation and experience to carry out the duties of
the Jjob.

1. Education

The individual will have a Bachelors Degree in Publie Ad-

ministration, Business Administration or a related field. A
Masters Degree is preferred.

2. Bxperience

The individual will héave a minimum of § years of Trespon-
sible experience as a Municipal Manager, an Assistant Manager or
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a major municipal department head. The individual will have ex-—
perience with data processing, budgeting, personnel administra-
tion and strategic planring. . :

3. Other
The individual ﬁili have a demonstrated ability %o desal

diplomatically and effectively with citizens and employees, to
deal with the media and to provide leadership to the community.
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APPENDIX b
- JOB DESCRIPTION FOR THE POSITION OF
ADMINISTRATIVE ASSISTANT TO -THE EXECUTIVE SECRETARY/

PERSONNEL OFFICER

A. GENERAL STATEMENT OF DUTIES

The Administrative Assistant to the Executive Secretary/Personnel
Officer shall serve as Office Manager of the Selectmen’s O0ffice,
be responsible for the preparation and follow through of agenda
items for the Selectmen’s meetings and shall serve as the Person-
nel O0fficer of the Town. The individual shall report to the Ex-
ecutive Secretary.

B. EXAMPLES OF DUTIES

1. Acts az Personnel Officer for the Town, maintains personnel
records, administers the Affirmative Action Program, works with
department heads te establish an employee development plan, ad-
ministers employee counseling program and administers the Person-
nel Bylaw.

2. Serves as Secretary to the Personnel Beard and provides
staff support to it, recommending changes to the Personnel Bylaw
and procedures as needed.

3. Keeps minutes for meetings of the Board of Selectmen and
follows through on items requiring action.

‘ 4, Prepares materials for the Annual and Special Town Meetings
including the collection and preparation of articles.

5. Works with the Executive Secretary/Superintendent of Public
Works in preparing budget materials.

6. Assists the Executive Secretary/Superintendent of Public
Works in carrying out the duties of that office.

7. Maintains records and processes fTorms for Town fringe
benefit programs other than the retirement system.

B. Works with the Executive Secretary/Superintendent of Public

works to utilize data processing procedures for personnel records
‘and records of the Office of Selectmen.
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C. QUALIFICATIONS

1. Education

The individual holding the position shall have a high
school diploma with an Associate of Aris Degree in Business Ad-
ministration or a related field preferred.

2. Experience
A minimum of & years of responsible administrative ex—
perience required in business or government with experience in

personnel preferred. KEnowledge of computers desirable.

3. Ability to deal with citizens and employees in a diplomatic
fashion required.
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APPENDIX E
JOB DESCRIPTION FOR THE POSITION OF

TOWN CLERK

A. GENERAL STATEMENT OF DUTIES

The elected Town Clerk serves om the Board of Registrars and

acts as Clerk to that body, handles all of the processes and
reperts for Town, State and Federal electiona, handles all of the
official matters arising out of Annual and Special Town Meetings,
issues licenses, keeps vital statistics and may serve as the
secretary to various Town boards and commissions in order to in-—
sure that all official town adencies maintain their records imp an
acceptable fashion. i

B. EXAMPLES OF DUTIES

1. Administers the laws and procedures under state and federsal
law for the holding of elections, including setting up voting
machines, registering voters, issuing nomination papers, handling
absentee ballots and overseeing polling places and poll workers.

2. Issues a variety of state and local licenses and permits
including dogs, raffles and bazaars, fish and game, physicians
and gasoline storage.

3. Maintains vital statistics for the Town including births,
deaths and marriages plus reports information ms required to the
State.

4. Takes minutes at Annual and Special Town Meetings, sends
siccepted Bylaws to the State Attorney General for approval,
notifies the State Department of Revenue of any borrowings and
otherwise follows up on items approved by the Town Meeting.

5. Makes the physical arrangements for the Town Meetings and.

the precinct meetings imcluding the sending out of notices to
Town Mecting members. '

6. Serves as a member of the Board of Registrars and alsce =as
Clerk to the Board and in that capacity, updatess the voting list,
holds special registration dates prior to elections, certifies
nowination papers, certifies gignatures on petitions and. trains
cengus takers and poll workers.
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7. Performs a variety of other tasks called for under state
law or local bylaw including conducting the annual census, main—
taining traffic rules and orders, preparing the street list, col-
lecting parking tickets and notifying delinguents, posting public
meeting notices, taking oaths of public officials, filing busi-
ness certificates, posting civil service notices and maintaining

the Jjury list.

8. Works with the Executive Secretary/Superintendent of Public
Works to utilize data processing procedures for records in the
Town Clerk’s O0ffice.

9. Prepares the initial draft of the Clerk’s budget and Iis
responsible for spending within the 1limits of the approved
budget. : o

10. Trasins, disciplines, counsels, evaluates and otherwise is
responsible for the conduct of good personnel practices in the
Office of the Town Clerk.

11. Bevelops effective public information programs to keep the
public aware of the activities of the Town Clerk’s Office.

C. QUALIFICATIONS
individuals running for the position of town clerk shall meet

any and all qualifications established by state law and local
bylaw.
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APPENDIX F
JOR DESCRIPTION FOR THE POSITION-OF

DIREC&OR OF FINANCE/TREASURER

A. GENERAL STATEMENT OF DUTIES

The Director of TFinance/Treasureér is responsible for the
operation of the Finance Department including the Divisions of
Accounting, Collection, Assessing, Treasury and Purchasing. The
Director of Finance alsc actis as the Treasurer and is responsible
for the statutory duties of that office. The Director of Finance
is responsible for assisting’ the Executive Secretary in the
preparation of the budget and the long-range strategic financial
plan. The Director is responsible for planning and implementing
the computerization of the financial records of the Town.

B. EXAMPLES OF DUTIES

1. Oversees the operation ¢f the Purchasing Division including
the operation of a central purchasing system, a contract ad-
ministration system and & risk management program.

2. Oversees the operation of the-Collection Division to insure
timely collections and that the office is being operated in con-
formity with state laws and good amccounting practices.

3., Oversees the operation of the Assessing Division to insure
that state lawe are being fellowed and that assessing is being
carried out in a timely as well as & fair and equitable fashion.

4, Overseces the operation of the Accounting Division to insure
that the required functions are being carried out in a timely
fashion and in mccordance with state laws.

5. Acts as the Town Treasurer and carries out 211 of the
statueiory duties of that Office including the proper investment
of Town funds, the prompi deposit of Town funds, takes care of
temporary end long-term borrowing, promptly pays debt and inter-
est charges and reconciles bank accounts in a timely fashion.

8. Develops and implements a plan for the computerization of
all Town finmanmcial records and oversees the proper care and maim—
tenance of Town computer equipment.
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: T Aas1sts the Executive Secretary/Superintendent of Public
" . Works in the preparation of the ennual and capital budgets and
.oversees the maintenance of effective budgetary controls includ-
ing the encumbrance ‘of purchases.

B. Works with the Executive Secretery in the preparation and.
"maintenance of a long-range strategic f1nanc1a1 plan.

-9, Providesfstaff support to the Finance Committee as needed.

10. HWorks wifh the Town's Auditor to insure ready access to
Town Tinapncisl records and 1mplements the recommendations con-—
tained in the management letter.

11, Maintains an adeqguate and effectlve personnel program for
the department employees under the ‘general guidance of the Per-—
sonnel O0fficer.

12. Oversees the development and maintenance of an adequate in-
ventoery control program for thg.Town.

C. QUALIFICATIONS

The Director of Finance/Treasurer shall be professionally
qualified for the position in terms of training and experience.

1. Education

The Director of Finance/Treaéurer shall have a Bachelors
Degree in Business or Public Administration or a related field. A
Master Degree and a CPA are desirable.

. 2, Experience

The individunal shall hLave a minimum of 8 years of ex-
perience in public  or private sector financial management at
least half of which shall be in a supervisory position. The in-—
dividual shall have knowledge of computers, accounting and
budgeting. ’

3. The individual shall have a demonstrated ability teo work

diplomatically with citizens and employees and shall be able to
be bonded.

34



APPENDIX ¢
JOB DESCRIPTION FOR THE POSITION OF

PURCHASING OFFICER

A. GENERAL STATEMENT OF DUTIES

The Purchasing Officer, under the general direction of the
Director of Finance/Treasurer shall be responsible for the opera-
tion of the Purchasing Division. The duties shall include central
purchasing, contract administration, risk management and inven-
tory control.

B. EXAMPLES OF DUTIES

1. Develops and maintains an effective central purchasing
program for the Town including the use of encumbrances, manuals
for the use of Town employees and the conduct of training
programs to improve purchasing procedures.

2. Develops and maintains an effective contract administration
program to insure that all Town contracts are properly prepared,
monitored regularly for compliance and maintained within
budgetary limits.

3. Develops and maintains an effective risk nanagement program
for the Town including the formation of an Employee Safety
Program, the investigation of employee accidents and the provi-
sion of adequate employee safety training.

4. -Follows wup in a timely fashion potential liability claims
with the Town Attorney and the insurance carrier in an effort to
reduce liability claims and costs.

5. Develops and maintains an adequate inventory program for
Town equipment.

6. Assists the Director of Finance/Treasurer in the purchase
and maintenance of data processing and telephone equipment.

7. Performs other and related duties assigned from time to
time by the Director of Fipnance/Treasurer.

C. QUALIFICATIONS
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The Purchasing Officer shall be qualified for the position in
terms of education and training.

1. Education

: The individual shall have an Associate of Arts Degree in
Business or a related field. A Bachelors Degree would be
preferred. '

2. Experience

The individual shall have a minimum of 5 years of ex-
perience doing administrative work in the private or public sec-
tor, preferably in the areas of purchasing, contract administra-
tion or risk management. Knowledge of computers desirable.

3. Other

The individual shall have a demonstrated ability to work
diplomatically with the public, vendors and employees.
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APPENDIX R

SUMMARY OF RECOMMENDATIONS

Recommendation
Create Strong Executive Secy/

Supt of Public Works Position

Change Current Position of
Exec Secy to Admin Asst to
Exec Secy/Personnel Off,

Request Assistance from DOR
for New Budget Format

Create Dept of Tinance

Separate Clerk/Treasurer
Positions

Create Position of Director
of Pinance/Treasurer

Application to EQCD for Funds
for Pirector of Finance

Reorganize Board of Assessors

Change Collector’s Position
from Elective to Appointive

Creation of Div of Purchasing
and Change Town Planner to

_ Purchasing Officer

Cancel Bidding on Computer

Application to EOCD for Funds
for Computer Study
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Method of
Implementation

Recommended
Target Date

a. Town Bylaw * a. 9/15/87
b. Contract with b. 10/1/87
BPW Board

Action by Select- 10/1/87
men, Finance Com

& Pers Board

Action by Select- 11/1/87
men & Exec Secy

Town Bylaw %Xk 9/15/87

4

a. Home Rule Petit-
ion by Town Meet. 9/15/87
b. Special Act by

Legiglature 12/ /87
Town Bylaw % 9/15/87
a. Application by 11/1/8%

Selectmen
b. Action by Select- 2/1/88
men aund Fin Com %%

a. Home Rule Petit- 9/18/8%
ion by Town Meet.

b. Special Act by

~ Legislature

12/1/87

a. Home Rule Petit—- 9/15/8%
ion by Town Mest.

b. Special Act by i2/1/87
lLegislature
Town Bylaw %% 9/15/87

Action by Selectmen 4/15/87

Action by Selectmen 7/15/87




13. Assign Bldg Maintenance Town Bylaw 9/15/87
to DPW

14. Conduct Space Study of Town Action by Exec Secy 11/1/87%
Hall

15. Improve Coordination Between Action by Exec Secy 11/1/87%7
' * 8Shellfish Warden & Depts ‘

16. Establish Adequate Fees for Town Bylaw 9/15/87
Planning Board in Order to
Employ Professional Consultant
for Planning Board

17. Begin Work.on the Action by Exec Secy 2/15/88
Strategic Financial Plan & School Supt

18. Prepare salary plan for Lkey Action by Exec Secy 2/15/88
professional and mgmt people and Dir of Finance

19. Explore joint school- Action by Exec Secy 3/15/88
municipal approaches and School Supt

* Agsumes that a Special Town Meeting will be convened to

consider the changes recommended in this report

b33 ‘Can be dome by the same Bylaw

kiK% Alternate action if EOCD funds are not available
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11.

12,
13.
14.

15.

156.

17.

APPENDIX I
COST OF RECOMMENDATIONS

Recommendation : Cost

Executive Secretary/Supt of Public Wofks $37,000 %

Change Executive Secretary to Admln— km 2§L'33 =

istrative Assistant to Exec Secy/ -
Personnel Officer (Retain Incumbent)‘/,amc[ -
___.__L—A*:"’

Request Technical Assistance from DOR
on New Budget System —

Create Department of Finance -
Separate ClerkngTreasurer Positions —

Create Position of Director. of Finance/

Treasurer . F 25evn. $40, 000 — 52 Bad

Apply to EOCD for Gramt for Director
of Finance/Treasurer Position Save

$30,000

in 1st Year

(Reorganlze Board of Assessors Zém@@ﬁaﬁﬂ@@ Save -

1
@ zhp

FAEZR Caden TR — ASErga - &f;ﬁ I I
bhange Collector’s Position from
Elective to Appointive (Retain Incumbent) -
Create Division of Planning and Change
Town Planner to Purchasing Officer
{Retain Incumbent) -
Cancel Bidding on Computers —--
Apply to EOCD for Computer Study Save
Agsign Bldg Maintenance to DPYW -
Conduct Space Study of Town Hall -
Improve Departmental Coordination
with Shellfish Warden -
Establish Planning Board Fees and

Employ Planning Consultant -

Start Strategic Planning Process -
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18. Prepare salary plan for key professional
and management personnel

12. Explore joint municipal-school approaches

to joint services

% Includes $28,000 cost of Asst. Supt. of Public

40

Works



APPENDIX J

CURRENT ORGANIZATIONAL CHART

TOWN OF FAIRHAVEN

Clexk/ Selectmen Board of Board of Tax
Treasurer ' Public Works| jAssessors||Collector
~ Supt of
Secy Public_ﬁorks
Fire Police Shellfish .Town _ Building Town
 Chief Chisf Warden | jAccountant Commissioner| | Planner
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Clerk

APPENDIX K

PROPOSED ORGANIZATIONAL CHART

TOWN OF FAIRHAVEN

Selectmen

Board cof

Public Works

o b

Exec Secy/
Supt of Publiq Works

Admin Asst/
Pers Qfficer

Ast Supt of Fire Police Dir‘of Fin/j I1Shellfish Bldg
Public¢ Works Chief Chief Treasurer Warden Comm
a a | !
Purch Accountantj iCollectorj |Assessor | |Board of
Officer { Assess.
Appeals
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APPENDIX 1L

RESUMES OF CONSULTANTS
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PROFESSIONAL
HISTORY -

PROFESSIONAL
MEMBERSHIPS

EDUCATION

RICHARD T. BENNETT

Partner, Bennrett, Shaw & Associates. 1981 to pregent
BS%&A is a management consulting firm specializing in
sanagement services to state and local government,
school systens, non-profit organizetions, and health-
care providers. Representative engagementis include:
budgeting/finance/capitalgimprovement progranming
systems, organizatiqnal'development_and transitiens,
maintenance management systems, classification/
compensation/recruitment &. selection engagements,
economic/community development programs, and interim
management. '

Town. Administrator, Scituate, MA, 1978-1981.

A charter created chief administrative officer managing
the daily operation of the town employing 200 people
expending over $8 million per year.

City Manager, Springfield, OH, 1977-1878.

Chief administrative officer of a municipality
employing 850 employses providing full services {o a
city of 78,000.

City Manager, Sidney, OH, 1973-1977.
A charter created position managing the public services
of a city of 18,000 residents.

Citv Adminisfrator/01erg,:Maﬁon, ME 1971-1973.
Served as city menager for a city of 5,800.

Administrative fssistant, im Midland and HWyoming,
Michigan, 1957—1971.

International City Management Association

Master of Public Administratioen, University of
Michigan.

Bachelor of Arts in Political Science, Alma College.
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PROFESSIONAL
ISTORY.

PROFESSIONAL
ASSOGIATIONS:

EDUCATION:

' HAHVEY JOHN BATH C.P.A,

.Deputy City Audxtor --C;ty of Bolton, 1985 - preaent..

" Responsible for managing accounting, ftnanczal reporting, grgnt
Vlmoa:torxng, internal sudit, account payable and payroll functions

- for City of Boston., . Also hesded up project team assigned

' respons1bxlxty'for acquxrxns, installing, and implementing

, 1ntegrated, stateﬁofhthe-arﬂ Elnanclal management informatnon syntem.

HDLrecror of Admzn;gtratgve sErvxces - Ha-s. Depaxtment of Publxcs

Works, 1983 =~ 1986

Hanaged Department of Adm1n1strat1ve Serv1ces which included
-aceounting, Luternal audttang, contract adminietration, peraonnel,
‘daca proceas:ng, prxhtlng and other anc1llary adm1n1strst;ve uu&ts.

Dlrector of Bureau of Accouncs - Mass. Department of Revenuag 1979 =

-1983. . S

Managed agency repsonsxble for OVGISLght of all f1scal, gccounting,

.treasury and débt administration practices and procedures of 351

cities and towns, 14 countries, 72 county agencies and 250

ﬁdzstrxcta,. Devetaped program Lo bring GAAP reporting and modexn
ftreasury managehent ptact1ces into Commonwealth.

_D1rector of Fxnance ~ Town of Needham, 1978 - 1979.

Managed Finance Department for medium sized locsl government unit.

‘Responsxble for Comptroller, Treasurer, Tax Collector snd data
tptocesslng operations. Handled all financial reporting

requirements, budget preparatxuns, town meetlng setivities sod
fL3c31 llalson w;th Board of Selectmen.‘

Vice Pregident: Fxnance, Treasurer and Comptroller - 1966 = 1978.
Several commercial enterprises engaged in the book, record and

- 8enior Staff Auﬁxtor and Hag;gement Consultant ~ 1960 - 1966¢

One of the major national "blg eight” C P.A, firms,

Aﬁeriéan Inﬂtifute of‘Certifiéd Public Accountants

‘Massachugetts Soclety of Certified Public Accouncanta

Covernment Fikance Officers Association

Massachusetts Munitipal Association of Anditors and Accountants
Institute of Internal Auvditors

American ﬁanﬁgement_Asaocxatlon

Natibnal“ﬁssbct&tioﬁ'of Agcountants

B.8. in. ﬁucaaﬁ Lﬁg, Hor:heastern University.

M.BoA. dn Finaﬁcg, Babson College.

Additiona tramnxﬂga , '
. Massathueetts Senior Managers Traxnlng, Kennedy School of
Government , Harvard University.
"Goverwmnent Management, Hllllam and Mary.

Taught Fured kccﬁunt;ng at Eentley 0011@gn
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PROFESSIONAL
'HISTORY. -

- PROFESS LONAL
'MEMBERSHIPS

‘&FFILI&?IONS

EDUCATION

L-Data-Proqe&saﬁ"g
?gResponalble'for planning, revievwing, and installing
‘data processing, word processing, telecommunlcatxons
- and perlpharal equipment, and related consulting
. services. “'While at the Department of Revenue, he was

GOVERNMENTAL

:ﬂTown of" Mm&h' e

_ %ﬁTﬁUR[v.fMQRLE?‘

Associate, Bennett Shaw & Assoc;ates.

-——-.....—-—..—.--.—_a_

. .-BS&A i=s 8 management consulting firm specializing in
“management services: to state and local government, non—
" profit organ1zat10ns, -and health~care providers. .
".Representative engagement include. budgetlng/finance/
“capital improvement. programming systems, dete

processlng systems, organization development and”

trangition studles and manageient, maintenance
"management systems, classificat1gn/conpensatxon/

.recruitment & select1on engagements, economic/

’communlty development programs, and interim nanagement.

iJCOm'uteriﬂojsultant, State Street Bank, 1984 te 1988,
. A consultant to state and local govarnments ‘on tura-key

computer applxcatlons, sp901alzzing in flnancial

Vyappllcatzcns.;

&ﬁinistator;‘nebartmént of Fevenue.

responsible for a1l operations functions invelved in

inFOCESSlng tax forms, including receipt, data
'preparat;an,'computer operatlons, taxpayer assgistance,

ostorage &nd ma111ng

Past Pres : . Mayflower Chapter, Asgociation for
Systemsg ManagEment S

-‘Former General Chalrman, New England Systems Seminar

former chairman and melber
‘former member

LfAuthorlty,

Boardrof As&essors,‘lemher

‘Bachelol Of S&ience, Boston University

s
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'KENNEDY SHAW

Principal, Bennett and Shaw, & management consult-
ing firm specializing in governmental and non~
-profit agencies,' 1984 - present including period
a8 principel of K. §. Assoclates. Recent engage-
ments  include executive searches for the com~
munities of West Springfield, Douglas, Belmont and
Ebsye in the Marshall Islands. Other consulting
‘assignments include £inancial management studies
for the Towms of Sharon and Southbridge, firs
studies for Holliston and Concord sand general
management studies for Belmont Chelsea, Hew Bed-
ford and Ebeye. ' '

General Hanager. Riverbay Corporation, Bronx, NY,
1282 - 1983. Responsible for operation of non-
profit’ housing development consisting of 15,000
) units and 50,000 residents. - '

| Wensger, BEnglewood, NJ, - 1980 - 1982, Chief
Executlve for 25,000 population communlty with
$16,000, 000 budget and 350 emplovees. .

Executivelnirecter, Massachusetts Municipal As~
scciation, Boston, MA, 1973 «~ 1920. Chief Bxrecu-
tive for State munlecipal assocliation providing
lobbying, ressarch, technical assistance and other
support services to Massachusetts mun¢cipaliti@s.

City &émiggétrat@r. City of Plainfield, INJ, 1969 -
1973. ‘

. EBast Brunswick, MNJ, 1964 -

er, Cedargrove, NJ, 1958 - 1963,

- International City Management Association
Regional Vice President, ICMA

President, NJ 5tats ﬂunicipal Managament ASBOC.
Ne®w England Hunicipal Center

ir, National Lesague of Cities

Bachalor of Arte in Political Seience, Syracuse
University, 1950,

Gradudte worlk in Public Administrati@n, University
of ﬁiﬁhi@a‘n, 1953 - 19541'

Senior Bxecutive Fellow, J. F. Kennedy 8chool of‘
Government, Harvard University, 1983
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