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The President’s Corner:
Happy Summertime!
Although you may be reading this in the summer heat of July, (those few of
you that actually read these articles!) it is Memorial Weekend as I put these
thoughts to keyboard. The many events and ceremonies of this holiday which
cause us to remember the fallen heroes and their sacrifices, juxtaposed with
last fall’s events at Framingham State University in Massachusetts1, coupled with the theme of this quarter’s newsletter, Human Resources, have
led me to contrast the coming workforce with past generations and reflect on
where we will be, what that workforce might look like, and how we will build
for the future in finding our own replacements…..with fear and trembling.
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I recently attended a conference in San Antonio and one of the sessions dealt
with succession planning, Building Your Team for the Future2. In the presentation, five generations were identified and their characteristics summarized. Although it was sort of like reading one’s horoscope where it seems to
be accurate but never completely so, most, but not all, of the described traits
were spot on.
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Briefly, the first one enumerated was the Traditionalists, now 70-Somethings, with only a small percentage still working. They came out of the
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The MTCMA
Communications
Committee
The MTCMA Communications
Committee is pleased to present the
sixth issue of the MTCMA Newsletter. The plan is simple - publish
the newsletter twice a year with lots
of helpful information and ideas to
assist our profession to grow and
prosper. The first and second years
worked quite well. The newsletters
are timed to assist in the promotion of our two main events – the
Interchange and the New England
Management Institute. Our next
newsletter will be issued in March of
2017.

cont’d on pg 2
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MTCMA GOALS:
1. Association Vitality – MTCMA
will ensure the long-term strength
and vitality of MTCMA.
2. Name Recognition & Respect
– MTCMA and its members will be
recognized and respected leaders on
municipal issues.
3. A Resource for Members
– MTCMA will be the leading
provider of personal & professional
development for its members.
4. Networking & Building
Relationships – MTCMA will build
strong relationships among our
members & with others interested in
local government.
5. Maintain High Ethical
Standards – MTCMA will follow the
ICMA Code of Ethics and include it in
MTCMA activities.
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President's Corner

(cont’d)

Depression and believed that hard work pays off, and
authority was based on seniority and tenure. Next came
the Baby-Boomers. Now between 52 and 70 years of
age, this group, (my group!) turned out both the first
batch of radicals from the 70’s and the Yuppies of the
80’s. They believed, for the most part, in pursuing the
American Dream, and had a strong work ethic, as well
as in being a team player. Then followed Generation X,
born between 1965 and 1980. This group is defined by
an independent attitude, having been the first latchkey kids with both parents working. They distrust the
establishment, are technologically capable and strive
for balance between work and leisure. Now comes the
Millenials, or Generation Y, the generation that grew up
among school shootings, terrorist attacks and an explosion of digital media. With the advent of Middle Level
Theory, where scoreboards were prohibited and participation trophies prevailed, they became the most coddled
and sheltered of any group yet. They are also the best
educated class to date. Coming next and very soon is
Generation Z, otherwise nicknamed the Cupcake Generation or the Snowflake Generation, those born after
1995. We have bubble-wrapped these youngsters to the
Nth degree. Their values are based on instant gratification; they have educated themselves on YouTube, believe
in diversity in all things and are least likely to pursue
the American Dream. This would be the current crop of
college students such as those attending FSU mentioned
in the opening paragraph.

agers to introduce these newcomers to the culture of
the workplace. The wise leader will find ways to allow
opportunities for their contributions and take advantage
of their creative, adaptive natures. Teach your children
well. Provide development opportunities and challenge
them; it’s what they desire. Particularly in Maine, with
its shrinking workforce and departing youth, the next
crop of leaders needs careful cultivation. If populations
continue to decline, so too will local economies and the
negative spiral will gain speed: less people leads to less
workers, which leads to less businesses, which causes
a lesser demand for services and schools, which causes
further outmigration…..a truly scary forecast.

The workforce applicants are now outnumbered by
representatives of the Millennial Generation. Although
seen as being greedy, materialistic and ambitious as a
group, there are exceptions….my kids for example! But I
digress.

Communications
Committee (cont’d)

As I mentioned, each of these descriptions do not apply
to everyone in a particular generation, yet they come
frighteningly close. Agree or not, like it or not, the challenge is how do we deal with them, which finally (thankfully) brings the point around to the HR theme. Given
that I am writing to mostly Boomers and a few emerging
Millenials, it is important that we recognize the composition of the coming workforce and determine ways to pass
on the mantle of leadership effectively.
What do they want and what do they need, and how
can we as the current leaders help them transition into
the next crop? They want a coach rather than a boss.
They do not appreciate rigidity but expect access to an
approachable CEO or company president and they want
to be heard. They believe they should be promoted over
and above the boomers based on their education rather
than experience. However, they honestly do want to contribute, to put their skills to use. Knowing this, we can
prepare the way. In time, jeans and T-shirts will likely
replace traditional office attire now known as “business
casual”, but it has not happened yet, particularly in the
Northeast. It becomes incumbent upon today’s manPage 2

We cannot stop aging nor can we change the demographic overnight, however, we can make those economic
changes and discover ways to retain and attract youth,
which is necessary if we are to move forward. But that’s
another subject and will be the theme and program for
our MTCMA Institute in August, where we solve the
world’s problems. Be sure to register and attend!
Meanwhile, hire a millennial and listen to them as well
as preach to them. Remember, they are sponges and
will soak up plenty if given the exposure. Good luck….
I am retiring in a few short years and won’t be around
long enough to hire any of the Cupcake or the Snowflake
Generation!
Carry on.
Footnotes: 1Breitbart, 2KJR Consulting

As a number of our Committee’s members have left the
profession and/or re-located, we need more members. If
you like communication projects such as the newsletter,
list serve, website, surveys and promoting the membership, we would be happy to add you to our Committee.
If you are interested, please contact Kathryn Ruth at
the Pittsfield Town Office at 487-3136 or townmanager@
pittsfield.org

Certified Municipal/County
Manager Applications Are
Due July 15, 2016
Just a few more days to get your application in for
a new certification or re-certification for this year’s
Management Institute. This is an important program for self-development and professional development. The materials are available on the website
at: http://www.mtcma.org/wp-content/uploads/about/
certification/Certified-Application.pdf
MTCMA Newsletter

Regional Manager Association Meetings Are Important
For Networking And Learning:
There are many regional associations being utilized
around the State. Joining or reaching out to the
group in your area will provide an opportunity
for fellowship and advice. If your area does not
have a regional association, think about starting one. It can be as easy as reaching out to
the managers in your region and then brainstorming at a local restaurant or meeting
location to put together your informal group’s
yearly schedule of meetings and activities/
networking.
AROOSTOOK MUNICIPAL
ASSOCIATION
Covers: Aroostook County
Officers: Jon Frederick, President; and Ralph Dwyer,
Secretary
GREATER WATERVILLE MANAGERS
Covers: Belgrade, China, Clinton, Fairfield, Norridgewock, Oakland, Vassalboro, Waterville and Winslow
Officers: None, informal
Events: Every 2 months or so on the selected date at
8:00 am for coffee and donuts
MDI LEAGUE OF TOWNS
Covers: Bar Harbor, Cranberry Isles, Ellsworth, Lamoine, Mt. Desert, Southwest Harbor, Swan’s Island,
Tremont, Trenton, and Acadia National Park
Officers: Durlin Lunt, Chair; Carol Robbins, Secretary;

Stu Marckoon, Treasurer
Contact: Durlin Lunt, Mt. Desert
WASHINGTON COUNTY MANAGERS
Covers: Washington County
Officers: None, informal
Contact: Betsy Fitzgerald, Washington County
Events: Quarterly meetings for lunch and
conversation
WESTERN MAINE MANAGERS ASSOCIATION
Covers: Androscoggin, Oxford and Franklin Counties
Officers: None, informal
Contact: Rhonda Irish, Wilton
Events: 2-hour luncheon with a speaker generally every two months – quarterly
YORK COUNTY MANAGERS ASSOCIATION
Covers: York County
Officers: None, informal
Events: Lunch and a meeting 6-8 times per year in
member communities
Group not listed above? Have there been changes
in leadership? Consider submitting your group’s
information or updates today for the next
newsletter. Please make sure to submit your
updates so that those who would like to participate
will know who to contact. This is an especially
good resource for new managers.

The 71st MTCMA Institute

Wednesday, August 10, 2016 – Friday, August 12, 2016
Jordan Grand Resort Hotel at Sunday River

It’s our event of the year – for education, leadership,
relaxation and to see everyone who can attend!

Find information online here:
https://www.memun.org/TrainingResources/WorkshopsTraining/TrainingResourcesView/
tabid/213/ArticleId/5395/MTCMAs-71st-New-England-Management-Institute-sponsored-by-theMaine-Town-and-City-Management-Associa.aspx

July 2016
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MTCMA Mission Statement with Goals
For Use in 2015-2016
The mission of MTCMA is to broaden the knowledge and promote values necessary for Maine's local and county
government administrators to better serve their communities.
MTCMA has adopted five (5) Goals
The goals are for a three (3) year period.
The Committees are working on Action Items (Committee goals)
for specifics to be adopted and implemented.
If you have any implementation ideas, please feel free to contact
any member of the Executive Board.
Goal #1: Association Vitality
MTCMA will ensure the long-term strength and vitality of MTCMA.
Goal #2: Name Recognition & Respect
MTCMA and its members will be recognized and respected leaders on municipal issues.
Goal #3: A Resource for Members
MTCMA will be the leading provider of personal & professional development for its members.
Goal #4: Networking & Building Relationships
MTCMA will build strong relationships among our members & with others interested in local government.
Goal #5: Maintain High Ethical Standards
MTCMA will follow the adopted ICMA Code of Ethics and will seek to include the Code of Ethics in MTCMA
activities.

NEED ADVICE OR HELP? THE MTCMA AMBASSADORS
ARE READY AND WILLING TO HELP!
Our Senior Advisor is Bert Kendall, Chair.
Bert covers Cumberland and Oxford Counties

bmtkkendall@gmail.com

MTCMA Ambassadors are:
Mitch Berkowitz – Cumberland & Androscoggin
William Bridgeo – Kennebec
John Bubier – York
Ruth Cushman – Androscoggin, Franklin & Oxford
Richard Davis – Franklin
Perry Ellsworth – York
Betsy Fitzgerald – Washington
Kathryn Ruth – Penobscot & Somerset
Nat Tupper – Cumberland

mgt4u2@gmail.com
william.bridgeo@augustamaine.gov
jbubier@biddefordmaine.org
Rec12350@yahoo.com
RDavis@Farmington-Maine.org
pellsworth@sbmaine.us
manager@washingtoncountymaine.com
townmanager@pittsfield.org
ntupper@yarmouth.me.us

Regardless of their assigned areas that are near their homes/offices, our Ambassadors and Senior Advisor will
assist anyone who calls from around the State. Please feel free to contact anyone on this list for advice, ideas
or assistance.
Learn more at: http://www.mtcma.org/wp-content/uploads/about/ambassador-program/
Ambassadors-Brochure-2016.pdf
Page 4
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MTCMA Committee Chairs
and Vice-Chairs
Questions or ideas for MTCMA? Feel free to place a call
or e-mail any of the below MTCMA Committee Chairs
and Vice-Chairs. Contact information is on the first
page.
Professional Development Committee: Peter Crichton,
Chair; Larry Mead, Vice-Chair
Sponsorship Committee: Austin Bleess, Chair; Perry
Ellsworth, Vice-Chair
Communications Committee: Kathryn Ruth, Chair
Awards/Scholarship Committee: Scott Morelli, Chair;
Andrew Hart, Co-Chair
Nominating Committee: Betsy Fitzgerald, Chair
Membership Committee: Perry Ellsworth, Chair; Melissa Doane, Vice-Chair

HELPFUL
RESOURCES/
LINKS
More helpful links to learn about available
resources:
Each issue will have 5 or more helpful links that
Managers may not necessarily have thought to
utilize as they are not mainstream for the profession. This printing is not an endorsement of any
particular website or program. These are simply
potential resources that a manager may find to have
value. Free resources are often available on these
sites such as articles and tips. Please send in your
favorites for the next edition!

Senior Advisor/Ambassadors: Bert Kendall, Chair

http://mlghra.org/

Upcoming 2016 MTCMA
Board of Directors
Meetings
Tuesday, August 9, 2016 Regular Board Meeting
at 3 pm, Sunday River
October, 2016 TBD – Planning Meeting

The Maine Local Government Human Resource
Association provides employees responsible for
the delivery of human resource services in their
local public sector organization with a resource for
professional development, ability to share knowledge,
mutual cooperation and the advancement of the human
resources field in public sector employers around the
state.

http://www.maine.gov/labor/bls
Helpful site for summer employment – pick up a copy
of “Guide to Employment of Minors”. Sign up for
updates on labor laws.

https://www.sba.gov/

MMA’s Job Bank And
Classifieds
MMA provides a wonderful service with the free posting
of available positions. Not only are available Town Manager positions posted – towns can also post any of their
department head or support positions absolutely free.
Often forgotten are the RFPs being issued for service
and the sale of surplus municipal equipment. Please use
this service to get the word out about available services
and items. This program is very easy to use. Go to
www.memun.org/TrainingResources/JobBankClassifieds.aspx
July 2016

The U.S. Small Business Administration site is full
of helpful information for your businesses and some
items are relevant for local governments. The SBA
offers a free sign up for e-mails to obtain information
on new resources. The organization also publishes a
Resource Guide that is user-friendly.

http://www.nonprofitmaine.org/learn
The Maine Association of Nonprofits has many
training opportunities for volunteerism and board
stewardship. Membership benefits include access to a
large directory of foundation contacts.

http://www.FAMEmaine.com/Education
Free helpful guides for your citizens such as
“Managing Your Money – Steps to Financial Success”
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Updating the MTCMA Website Resources Library is very
important. Please submit a few more documents to send this
project over the top!
Dana K. Lee, Town Manager, Eliot and Nathan Poore, Town Manager, Falmouth from the MTCMA Communications
Committee are leading this project.
One of the Communication Committee’s projects is to enhance the usefulness and visits to our MTCMA webpage.
Everyone must have at least 1 if not several documents that would be helpful to other managers. Let’s stop re-inventing the wheel and/or asking the same questions on the list serve every year or so.
Send/upload your documents, including classifying the documents according to the 5 guidelines below, to the following: agaudet@memun.org

MTCMA Website “Resource Center” Enrichment Plan
Guidelines for submission
of policies, ordinances, forms and other useful documents
1.    Choose the CLASSIFICATION for your submission
A.    Governance Documents
B.    Personnel Based Documents
C.    Safety Policies
D.   Public Safety Documents (Fire, Rescue, Police, ACO)
E.     Land Use / Development Documents
F.     Financial Documents
G.   Waterfront Based Documents
H.   Other
2.    Choose the TYPE of document you are submitting
A.    Ordinance
B.    Policy
C.    Form
D.   Contract
E.     Resolves
F.     Interlocal Agreement
G.   Other
3.    Submit your document in either RTF (Rich Text Format) or DOC (MS
Word); do not use PDF nor other formats
4.    Note if the document has had LEGAL REVIEW or NO LEGAL REVIEW
5.    Note the APPROXIMATE DATE of the document’s creation / adoption
The submittal form for your documents is available at http://www.mtcma.org/wp-content/uploads/news/2015/MTCMAResource-Center-Website-2015.pdf
Check out the Resource Library at http://www.mtcma.org/category/mtcma-resource-library/
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The Benefits of Sponsorships
Austin Bleess, City Manager, Caribou; Sponsorship Committee Chair
As all of us know many hands make light work. When you have a few great
volunteers in your community that are willing to pitch in and help with a
project it makes the project seems much more manageable, more fun, and
can produce greater results than what we can do on our own.
Well that is also the case when it comes to being a part of MTCMA Committees. When a few other people are able to pitch in great things can happen.
Case in point: the sponsorship committee this year.
This year we were able to raise $39,000 in sponsorship funds! I want to
thank each of the Sponsorship Committee members for contributing to this
great success. That includes Perry Ellsworth (Vice-Chair), Martin Puckett,
Matt Lutkus, Rhonda Irish, Lucas Butler, and Michelle Flewelling.
But even people that were not on the committee helped out to make this a
great sponsorship year, because of a few changes that were implemented
this year.

Welcome
New
Members
Who Have Joined Since
Our Last Newsletter Was
Issued In March 2016

Members that are able to secure a sponsorship from a new sponsor will receive 10% of the sponsorship amount they were able to secure. The sponsorship levels range from $500 to $4,000. The only limit there is to how much
you can receive is the maximum cost of Institute and Interchange. Using
this new model this year we were able to raise $5,000.

Samantha Mank, Unity
Chief Timothy E. Pellerin,
Rangeley

That’s right! Just a little bit of work in reaching out to a local company that
you probably talk with on a regular basis can help to lower the costs for you
to attend the Interchange and Institute.

Stacie Marie Rundlett, New
Portland

If you’re interested in taking advantage of this opportunity there are a few
things that you need to know.

Kathy K. White, Brownville

If you’re reaching out to a statewide/county wide company, please let me
know first so they can let you know if anyone else has reached out to them.
The Chairman can also provide you with sample letters and other information you may want when talking with them.
If they agree to sponsor let the Sponsorship Committee Chairman know so
that you can be sure to get credit for your sponsorship. They will also work
with our staff support at MMA to make sure the company gets invoiced and
any other logistics are covered.
I’d encourage you to think about a business, bank, or company that might
benefit from the advertising that comes from being a sponsor of MTCMA. It
would be a win-win for the business and your community.

When you see one of the
individuals listed above,
welcome him/her to the
MTCMA!

citymanager@cariboumaine.org

SAVE THE DATE!
MTCMA Institute: Wednesday, August 10, 2016 -Friday, August 12, 2016
Jordan Grand Resort Hotel at Sunday River
MMA Convention: Wednesday, October 5, 2016 – Thursday, October 6, 2016,
Cross Insurance Center, Bangor
Joint training with NHMMA
December 2016 TBD

July 2016
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Planning for Contract Negotiations
Compliments of the Maine Local Government Human Resource Association (MLGHRA), submitted by Betsy
Oulton, Human Resources Director, Town of Kittery and Kittery School District.
Several critical activities can be undertaken in advance by management to improve the outcome of collective bargaining efforts. During the recent training sponsored by the Maine Local Government Human Resources Association (MLGHRA) and presented by several topic experts, the following major areas for pre-work prior to contract
negotiations starting were identified and discussed.
REVIEW
Reviewing your current CBA (Collective Bargaining Agreement) months before negotiations begin is critical in ensuring that the changes you want made are identified.
The language in contracts may have originated prior to the invention of the telephone (not the cell phone – the actual telephone!), however, that doesn’t mean it can’t be changed. It’s not as easy as it sounds, though! It is frustrating
when you get to the table with all these changes that seem to be simple updates, only to be beaten down with the
idea that if you make any changes to any language it takes on new meaning.
Do not be discouraged if you can’t get all your language changes in. It’s all about give and take. It is, however,
crucial to identify the language that is easily interpreted more than one way and to firm up what the intent of the
language is and what it means when put into play.
RESEARCH
Gathering as much information as possible to defend your position on salary, benefits, etc. is an important step in
preparing for negotiations. The MLGHRA (Maine Local Government Human Resources Association) has collected
CBAs, job descriptions, policies and procedures from other municipalities on their website to use for comparison.
MMA is also introducing their new, enhanced salary study at the October 2016 conference. These will be critical
tools for you to use in this process.
COST THE PROPOSAL
Be prepared with the costs associated with salaries, benefits, the value of paid time off, incentives, etc.
SELECT TEAM MEMBERS
It’s very important to select your team members with careful consideration. You want folks who are respectful, patient and able to articulate well. You also want good listeners. There are often times tense moments during negotiations, and sometimes it’s difficult to not take things personally or react quickly and regret an initial response later.
Some towns and cities have one or two town councilors/selectmen on the team. This can be mandated or by choice.
Depending on the make-up of those individuals, this can be a benefit or an obstacle. The benefit is that the elected
officials see first-hand what employees are looking for, how they interact and what is important to them. As part
of the negotiating team that brings forward a final proposal, they also will likely be able to convince the remaining
board when it comes to final approval. The obstacles are most often dependent upon their personalities and how
much relevant experience they bring to the table.
Personalities are also as important as job titles in terms of other team members.
Human Resources, Finance, a Department Head, and either the Town Manager or an outside expert as Chief Negotiator frequently comprise management’s team. If you do not have an outside Chief Negotiator, that role is often
the Town Manager. A benefit to having the Town Manager involved is they know the financial circumstances and
what is possible, as well as typically know the employees who represent Labor. However, having the Town Manager involved sometimes makes it difficult with ongoing relationships. You may choose to have an attorney involved
instead. Planning the team takes time and thought.
Reviewing, Researching, Costing the Proposal, and Selecting the Team Members are very important in setting the
stage in the whole process of negotiations. This article just touches the surface, and therefore, for further guidance,
reach out to your legal counsel, MMA, and MLGHRA. We are all in this together and therefore reaching out to any
of these resources is recommended.
mlghraemail@gmail.com
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When A Candidate Can’t Say “Yes”
Rick Dacri, Dacri & Associates, LLC
Finding the perfect candidate to fill the critical position in your municipality is never easy. Search, interviewing,
and reference checking can be draining to you and your staff or board. And once you find the “right” one, you’d like
to believe your job is over, but it is not. Getting the candidate to say “yes” is the most important part of the entire
recruitment process. Without a “yes” everything else you have done is simply practice.
When a candidate cannot say “yes” to your job offer, you have a problem. Be clear to candidates that they have no
more than one week, 10 days at most, to render you an answer. Baring extenuating circumstances, without an affirmative, withdraw the offer and move on. Otherwise, you’ll be left dangling and the candidate will likely reject your
offer. In my 30 years of executive recruitment, never have I seen a candidate take an extended time to contemplate
an offer and eventually accept it—even during periods of tough negotiations. If they can’t (or won’t) make a decision
about a job offer, how can you expect them to make a decision about other aspects of the job? Remember, they either
never wanted the job or can’t make up their minds—not very good traits for a new employee.
The Board of a large public organization extended a generous job offer to a highly qualified CEO candidate. The candidate was both surprised and hesitant by the offer (red flags). After one week of negotiations, the candidate asked
for additional time to think about it (another red flag). Over the next five weeks, the candidate sought multiple
clarifications to the terms of the offer and a delayed starting date before the board ultimately pulled the plug. Even
though the board’s executive recruiter recommended withdrawing the offer after 10 days, the board continued the
process and was shocked that it came to this point.
What went wrong? Here are 12 telltale signs that your job offer will likely be rejected:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.

The candidate seems less than happy about the job offer
The tone of the negotiations is negative
During the negotiations the candidate asks too many questions about unimportant details
You are sensing a reluctance in their questions, comments and body language
The candidate does not give notice to their current employer
The candidate asks that you not check their job references
You are not hearing any discussions about future plans when they join you or phrases like “we can do this when
I start”
The candidate is pushing a potential start date months out
The candidate is saying he/she needs to complete unfinished projects before committing to a start date
The candidate is hesitant about signing an acceptance to your offer
If a relocation is necessary, the candidate has failed to contact a realtor or even toured the area
It’s your turn. Let’s hear signs that you have experienced. Email them to me (rick@dacri.com) and I’ll share in a
forthcoming MTCMA article

If you are seeing any of the above signs, it may be time to withdraw the offer.
So what should you do to ensure your job offer is accepted? Here are 10 musts for every successful job offer:
1. Put the offer in writing. Make sure your letter is clear and concise and includes, at a minimum, the following:
job title, reporting structure, starting salary, benefits, date of next review, and acceptance sign-off.
2. Make the letter welcoming. If it is filled with legalese, you’ll turn off the candidate. Remember, you’re courting
the candidate. This is not a prenuptial agreement.
3. Deliver the offer in person—face to face. You want to be able to immediately address any questions, objections
or issues that the candidate may have. You want to see his reaction to your offer. If his body language says “no”
you need to find out why—and fast. If an offer absolutely cannot be extended in person, do it over the phone.
Setting a positive tone now will increase the odds of getting a “yes” and will guarantee a positive start to the
candidate’s employment with you.
4. Give the offer letter to the candidate after you have delivered the offer in person.
5. Be prepared to negotiate, particularly with professional positions. However, you’ll get minimal push back on
your offer if you already got a clear understanding of what the candidate wants during the job interview.
6. Be prepared for a counter offer from the candidate’s current employer. If she is good, her boss will probably not
give her up without a fight. Discuss the possibility of a counter offer with the candidate during the interview
process. Ask her directly if she expects to get one and what she’ll do. Find out early so that you can prepare
your response.

cont’d on pg 10
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When A Candidate Can’t Say “Yes”

(cont’d)

7. Don’t expect an immediate response to your offer. Give the candidate a few days to think about it, but no more
than a week. The longer it takes to get a response, the more likely things could go wrong.
8. Make sure you immediately address any questions or concerns. Never leave a candidate hanging. It sends the
wrong message.
9. Make yourself available, day or night, to respond to a candidate’s question—or to questions from his or her
spouse.
10. Be very clear to a candidate how important they are to you and your organization and why you want them. Be
welcoming.
By knowing what your candidate wants before you extend an offer, you increase the odds of getting a positive response.
By making it impossible for the candidate to say “no,” you ensure that your job offers will result in an enthusiastic “yes.”
Rick Dacri is a workforce expert, management consultant, and author of the book “Uncomplicating Management:
Focus On Your Stars & Your Company Will Soar.” Since 1995 his firm, Dacri & Associates has helped municipalities
achieve dramatic improvements in individual and organizational performance. He can be reached at rick@dacri.com
and http://www.dacri.com

Having a Standard Hiring Process is very helpful
Kathryn Ruth, Town Manager, Pittsfield; and Ambassador
I have found that having a professional standard process for hiring department heads and other relevant positions
has been very helpful over the years.
With a standard step by step process there is less of a tendency of people getting involved and influencing the system. Most individuals who provide advice or in some case directions are generally just trying to help the Town. We
know that everyone has an opinion when you are in Town government.
The process that I have utilized has worked well under the Town Charter, town ordinances and regulations and in
past communities without charters.
1. Once a position becomes available, the job description for the position is reviewed. It is helpful to have it reviewed with changes from the outgoing department head. Obtain a list of what he/she actually does.
2. The Town Council or Board of Selectmen is advised of the resignation or retirement. It is best that they hear
from the Town Manager that the individual is leaving rather than being told about it at the grocery store.
3. The recruitment ad is issued and packages are compiled with the ad, job description and town application form.
The applicants are encouraged to file resumes, letters of recommendation and basically anything they would like to
show how they fit the job. However, they do have to fill out the standard application form so that the Town receives
the same information on all candidates and we have their signed approval to check with prior employers.
4. The Town Council or Board of Selectmen is asked for assistance with interviewing. This process was incorporated after establishing the ground rules on who hires, fires and disciplines. Since the department heads generally
need confirmation, this does work well.
5. The filing date goes by. All applications are put into alpha order. A confidential copy is made for the individual
who is assisting. A ranking sheet for the applications is provided, which will determine those who are most qualified
on paper to be interviewed.
The ranking sheet and applications are turned back into the Town Office.
6. Interviews are established based upon scheduling.
7. Prior to the Interviews, the individual assisting receives a package with the schedule, applications of those being
interviewed, questions we will ask all candidates and a ranking sheet based upon the criteria of the position. While
specific questions based upon their interviews will be asked, it is best to have standard questions to start.
8. Once the interviews are concluded, we complete our ranking forms and discuss the candidates. We agree on the
candidates to bring back for second interviews.
9. For the second interviews, questions are provided so we ask everyone the same questions and of course, ask about
specific items that come up. We advise that we will conduct basic background checking so that they will know and
verify if the current employer can be contacted.
cont’d on pg 11
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After the second interviews are concluded, we complete our ranking forms and discuss the ranking order. Generally,
the highest ranked candidate is considered when we start to fill the position. I keep the Council member updated on
the candidate that I ultimately choose. As we go through the background check process, people may be eliminated
or someone may decide the grass is not greener.
10. The Council receives a confidential memo with a brief update.
11. The individual chosen receives a conditional offer of employment based upon our criteria which can include a
number of items such as a financial check, physical exam, etc. beyond the regular inquiries to past employers.
Department heads generally need confirmation through a Town Manager’s appointment. By the time, we get to the
Council Meeting, the Councilor who assisted was part of the process and supports the appointment. The Councilors
had received a brief confidential update. There are no surprises.
This process works well because the elected board knows the process and knows what is transpiring. They are really interested in what is going on and rather than having to keep asking questions, or wondering about it, they know
they will receive an update. They know that one of them is involved in the process. The Councilor who has assisted
knows exactly why people did not advance forward and why we chose a specific person. It is a very precise step-bystep process, which allows the best candidate for the position to be chosen.
I have had a few comments about this over the years from other towns. I frankly like the involvement of the Councilor, there is a different perspective from having a second person involved and we are using a team approach with
buy-in along the way. It works.
With any hiring process that is established for your community, you will want to run it past your town attorney to
make sure that everything works under your government’s regulations. For example, if the elected board is part of
the grievance process, then they should not be assisting with the hiring. Instead of a Councilor, have another Board
member involved that fits the type of hiring such as a Recycling Committee member to provide assistance when
hiring a Recycling Director. An interview team with one or more members is a valuable tool.
townmanager@pittsfield.org

Employee Probation Periods
Compliments of the Maine Local Government Human Resource Association (MLGHRA), submitted by Betsy
Oulton, Human Resources Director, Town of Kittery and Kittery School District.
A probationary period is a very important time in determining whether an employee is a good fit for your city or
town. During this same timeframe, the employee is considering whether their new job is a good fit for them. In the
public sector, it is extremely important to make this assessment period a top priority. Most probationary periods
are either 6 months or 1 year. Although it seems like an employer can just “let someone go” during this period, it
is important to note that if the employee is not trained and is not provided appropriate and timely feedback, then
the termination could be challenged. The likelihood of the challenge being sustained is slim, however, it may create
attorney fees and other costs including time spent defending the termination. More importantly, your town or city’s
reputation is at stake. As we all know, the municipal world is small in the State of Maine, and it is important to
treat ALL employees with dignity and respect. Communication plays a big role!
The attached form is a sample for a 6-month probationary period. Department Heads and/or supervisors should
mark their calendars to ensure they meet with the employee and engage in meaningful communication regarding
their performance to date. This would include asking the employee what they feel they may need. For instance,
do they need further training to perform their job? If so, what further training do they feel they need in order to be
successful? It’s a two-way conversation that needs to happen.
In our busy worlds, 6 months goes by very quickly. Therefore, it is imperative that these employees are on your
radar from the start to provide the proper feedback and ongoing training needs.
Note: See page 12 for PDF form.
mlghraemail@gmail.com
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6-MONTH PROBATIONARY EMPLOYEE PERFORMANCE EVALUATION
Employee Name________________________Department___________________
Job Classification_______________________Last day of Probation____________
Instructions to Evaluator: Evaluators should refer to the employee’s job description. Employees should
be evaluated three (3) times – 2 months; 4 months, and one other time before the end of the probationary
period. Indicate the evaluation of the employee’s job performance by writing a number between 1 and 3
on the blank line to the right of each attribute, in the appropriate column (depending on whether this is the
2 month, 4 month or final evaluation of the employee). Use the following scale:

1= Unacceptable
Attribute

2= Needs Improvement
Date:

2 Months

3= Satisfactory
4 Months

Final

Quantity of Work
The extent to which the employee accomplishes assigned work of
a specified quality within a specified time period
Quality of Work
The extent to which the employee’s work is well executed,
thorough, effective, accurate
Knowledge of Job
The extent to which the employee knows and demonstrates how
and why to do all phases of assigned work, given the employee’s
length of time in his/her current position
Relations with Supervisor
The manner in which the employee responds to supervisory
directions and comments. The extent to which the employee
seeks counsel from supervisor on ways to improve performance
and follows same
Cooperation with Others
The extent to which the employee gets along with other
individuals. Consider the employee’s tact, courtesy and
effectiveness in deal with coworkers, subordinates, supervisors
and customers
Attendance and Reliability
The extent to which employee arrives on time and demonstrates
consistent attendance; the extent to which the employee contacts
supervisor on a timely basis when employee will be late or absent
Initiative and Creativity
The extent to which the employee is self-directed, resourceful and
creative in meeting job objectives; consider how well the
employee follows through on assignments and modified or
develops new ideas, methods, or procedures to effectively meet
changing circumstances
Capacity to Develop
The extent to which the employee demonstrates the ability and
willingness to accept new/more complex duties/responsibilities

HR Form 5-9-16
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Final Overtime Rates for Public Sector Employers
Rick Dacri, Dacri & Associates, LLC
The Department of Labor’s (U.S. DOL) changes to overtime eligibility have been approved and are scheduled for a
December 1, 2016 implementation. The waiting is over and all employers need to immediately prepare. No one will
be able to avoid this.
I have outlined below a summary of the changes that apply to public sector employers. Remember, this is a summary and does not constitute a complete review of all the changes to the rules nor should it be considered legal advice.
The Final Rule focuses primarily on updating the salary and compensation levels needed for Executive, Administrative and Professional workers to be exempt. Specifically, the Final Rule:
1. Sets the salary threshold under which employees would be nonexempt—required to receive overtime pay (regular hourly rate x 1.5 for all hours worked beyond 40 hours per week) at $913 per week or $47,476 annually for a
full-year worker, more than doubling the salary threshold from the current level of $23,660.
2. Sets the total annual compensation requirement for highly compensated employees (HCE) subject to a minimal
duties test, to $134,004; and
3. Establishes a mechanism for automatically updating the salary and compensation levels every three years.
4. Additionally, the Final Rule amends the salary basis test to allow employers to use nondiscretionary bonuses
and incentive payments (including commissions) to satisfy up to 10 percent of the new standard salary level.
Earning above the $47,476 annual ($913 per week) salary level does not automatically classify an employee as exempt from mandatory overtime pay, as the duties test still comes into play.
This is a significant change to the law and all employers should review their plans now, before the December 1, 2016
implementation. Don’t wait, as changes will be complex and contain plenty of pitfalls.
To avoid problems with existing exempt workers currently being paid less than the new threshold, your options
include:
1. Reclassify affected workers as nonexempt, or
2. Increase the employees’ salaries to at least $47,476, or
3. Reduce the hours of these workers, or
4. Pay a lower hourly rate so that, when multiplied by time-and-one half, weekly compensation remains unchanged
None of these options are ideal and are likely to result in some employee relation issues and increased payroll costs.
To make matters worse, the DOL has stepped up enforcement, expecting to dole out fines, attorney fees and back
pay for violations.
Specific Rules for State and Local Governments:
The FLSA contains several provisions unique to state and local governments, including compensatory time off, under certain provisions.
•

Comp Time: State or local government agencies may arrange for their employees to earn comp time instead of
cash payment for overtime hours.

•

Fire and police small-agency exemption: The FLSA also provides an exemption from overtime protection for fire
protection or law enforcement employees, if they are employed by an agency that employs fewer than five fire
protection or law enforcement employees, respectively.

•

Work periods rather than workweeks for fire protection or law enforcement employees: Employees engaged in
fire protection or law enforcement may be paid overtime on a “work week period” basis, rather than the usual
40-hour work week of the FLSA. (You may want to refer to the DOL’s FLSA Fact Sheet #7 and Fact Sheet #8 for
more information).

Not Affected by Changes:
Many employees won’t be affected by the final rule:
1. Hourly workers: The new threshold will have no impact on the pay of workers paid hourly.
2. Workers with regular workweeks of 40 or fewer hours: To the extent that many salaried white-collar staff have
cont’d on pg 14
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jobs where they work no more than 40 hours, the changes to the overtime rules will have no effect on their pay.
In addition, law enforcement and fire protection employees who regularly work hours that conform to the longer
work periods permitted for such employees, the changes will also not impact their pay.
3. Workers who fail the duties test: Salaried workers who do not primarily perform executive, administrative, or
professional duties are not eligible for the white-collar overtime exemption and therefore are not affected by the
final rule.
4. Highly compensated workers: White collar workers who fail the standard duties test but are “highly compensated”—earn more than $134,004 in a year—are almost all ineligible for overtime under the highly compensated
employee exemption, which has a minimal duties test.
5. Police and fire employees in small agencies: Fire protection or law enforcement employees in public agencies with
fewer than five fire protection or law enforcement employees respectively will continue to be exempt from overtime.
6. Elected officials, their policymaking appointees, and their personal staff and legal advisors who are not subject to
civil service laws
7. Public employees who have a comp time arrangement
To avoid problems and lawsuits:
•

Audit your compensation program and pay practices for compliance

•

Review the classification of all exempt workers, particularly those being paid under $47,476

•

Put in place a safe harbor policy, which states that if an employee feels he/she has been incorrectly paid, to bring
it to your attention for review.

Develop a plan now to implement before the December 1 deadline.
For additional information, consult with your legal counsel, human resource professional or the U.S. Department of
Labor. In addition, you may want to review the following document published by the Department of Labor:
Overtime Final Rule and State and Local Governments: www.dol.gov/sites/default/files/overtime-government.pdf
Rick Dacri is a workforce expert, management consultant, and author of the book “Uncomplicating Management:
Focus On Your Stars & Your Company Will Soar.” Since 1995 his firm, Dacri & Associates has helped municipalities
achieve dramatic improvements in individual and organizational performance. He can be reached at rick@dacri.com
and www.dacri.com

We Are Looking For Your Ideas And Thoughts
WHAT WOULD YOU LIKE TO SEE IN UPCOMING NEWSLETTERS?
More articles? An ICMA Corner? Tips on subjects of interest?
Mentoring and Coaching Ideas? Town, City & County News clips on programs and projects?
Helpful resources identified?
THANKS so much for the great submittals and contributions for this newsletter from President Tom Goulette; Austin
Bleess, Sponsorship Committee Chair; the Maine Local Government Human Resource Association and Rick Dacri, Dacri &
Associates LLC
The next MTCMA Newsletter will be published in March 2017.
To suggest a story idea, offer to write an article or submit materials for upcoming newsletters or the list serve publication
of shared services, please contact Kathryn Ruth, Communications Committee Chair at: townmanager@pittsfield.org
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Losing Experienced Workers Is Costly
Strategies to Increase Their Engagement

By Howard Risher, Management Adviser, HR Solutions, Wayne, Pennsylvania
Introduction of a previously published article by ICMA
Kathryn Ruth, Town Manager, Pittsfield

It was not too long ago that employers were offering financial incentives for older workers to retire early. The aging
government workforce has been a topic of interest for more than a decade, with reports showing that government
employers have more workers over age 45 than nongovernment employers. Emerging skill gaps suggest replacing
that talent will be increasingly difficult.
The demographic trends mean that organizations will lose their most experienced talent as workers retire or move
into part-time employment as they age. The loss of job knowledge will be difficult to replace as the supply of qualified Generation Xers is limited. Young workers also may not be ready to fill their shoes.
Instead of early retirement incentives, it could be that incentives to continue working will be needed.
The Demographic Facts
According to the Bureau of Labor Statistics, in 2014 the U.S. workforce was roughly 144 million, including almost
8.7 million working in elementary and secondary schools and 6.7 million working in public administration. An additional 1.3 million work in government hospitals.
In the nongovernment workforce, 44 percent are over age 45. In education the percentage jumps to 51 percent; in
“public administration” it is 52 percent. When the groups are combined, the total over age 45 includes a total of 7.9
million workers.
The youngest workers are in “justice, public order, and safety activities,” which accounts for 42 percent of the public
administration workforce.
In some jurisdictions, the workforce is dominated by older workers. In nongovernment sectors, only 15 percent of the
workforce is older than 55; the comparable percentage working in government is 26 percent and a high percentage
will soon be eligible to retire.
Those are national totals and as always, individual jurisdictions will be above and below the averages.
Increasing Engagement of Older Workers
Retirement at some point is inevitable for everyone. Employers have years invested in its experienced workers, but
as they approach their earliest retirement date, if they do not feel valued, their level of commitment will begin to
decline.
Rather than planning simply to replace older workers, which is traditional thinking, public employers can develop a
strategy to take continued advantage of the knowledge older workers have developed.
Each employee’s decision to retire depends on circumstances that include their sense of how they are valued and
their ongoing work experience. Looking to the future, the demographic facts suggest public employers will need to
retain employees as long as they remain productive.
While the focus here is on older workers, it is important to keep in mind the needs and expectations of all workers.
It’s possible that your workforce includes three generations of workers born anytime between the late 1940s and the
early 1990s—roughly a 45-year period—each with their own values and career plans.
Here are steps that can be considered for this range of employees:
Commit to creating a culture of knowledge sharing. Executive team members need to make a visible effort to
regularly meet with internal experts on key practices to understand newer methods and work practices. They should
agree to attend group discussions of new technology and also agree to attend discussions of feedback from clients
and customers.
Engage older (possibly those over age 50) employees in discussions of how their work experience can
be enhanced. Two important themes are how their job-related knowledge can be better used and any policies or
practices that undermine their ability to perform at their best.
Recognize and reward. A common weakness in employee management practices is employee dissatisfaction with
recognition-and-reward practices. In contrast to the private sector, where there are frequent reasons to celebrate
cont’d on pg 16
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accomplishments, public agencies and the critics of them tend to focus more often on situations involving poor performance.
People at all ages want to be valued and recognized for their accomplishments. Those years-of-service awards are
nice, but it would be more powerful to recognize true achievements and expand the reasons to recognize employees.
Update job descriptions to remove any statements that suggest employee age. Delete statements related to
experience or education requirements that have not been validated.
Offer older workers opportunities to use a portion of their work hours to develop ideas to improve the results of their
organization. Require proposals for their planned projects with estimates of the time, needed resources, and the
expected results.
Permit employees to retire, start pension benefits, and then return to work with a part-time schedule that
fits their organization’s operation to ensure continued access to the expertise of older workers.
The part-time role can be a way to transition to retirement but also keep employee knowledge available for a longer
period. State laws governing pensions vary, but demographic facts suggest greater flexibility will be needed.
Offer a deferred retirement option plan (DROP), which is a related alternative that is especially attractive to
employees with credited service at the pension plan max. In the planning stage, DROP provisions should be assessed
by an actuary for costs, but it defers the benefit payments for a few years. Note: In the past, these plans were typically limited to law enforcement personnel.
Review the performance management system to confirm that the focus is on results and competencies specific
to a job family. All workers should agree their performance has been rated on criteria intuitively relevant to their
job, and there should be no reason for claims of age discrimination.
Analyze recent personnel actions—ratings, promotions, pay increases, bonus awards, layoffs, and disciplinary
actions—for evidence of discrimination. Complete a similar analysis at least annually.
Provide training for managers and supervisors in dealing with the issues related to an aging workforce.
The sessions can give managers an opportunity to share experience and seek advice. A proven strategy is to confer
with and seek the input of older workers in planning efforts.
Define formal mentoring and coaching roles that give older workers a reason to share their knowledge
with younger workers. Communicate the initiative as recognition of the expertise demonstrated by highly regarded older workers and the learning opportunities for younger workers.
Create groups that include both older and young employees to discuss and collaborate in addressing
problems and future operating plans. Working together provides opportunities for knowledge transfer as well as
occasions for older workers to demonstrate their expertise.
Consider developing a wellness program, which would benefit all employees but could be especially valuable
to older workers. Providing for health screenings, health-risk appraisals, smoking cessation programs, weight-loss
programs, or counseling, for example, would represent a valued benefit.
Offer caregiver support for workers struggling with caregiving responsibilities for younger dependents,
older loved ones, or both. Caregiving responsibilities are cited as one of the primary reasons why mature workers
need work schedule flexibility.
Consider modifications to job duties and working environment if an older worker has a disability to enable
them to remain productive. It is highly probable that this will become increasingly important as workers grow older.
Create a group of retired employees with recognized expertise and treat them as consultants who are
available to tackle problems. They can be paid on a basis that recognizes their value and the market for comparable expertise. They can also fill in for employees on leave or vacation.
Howard Risher is a management adviser, HR Solutions, Wayne, Pennsylvania (h.risher@verizon.net),
and coauthor of the e-book Primer on Total Compensation in Government published by International
Personnel Management Association for Human Resources (IPMA-HR), Alexandria, Virginia. The original version of this article was published by IPMA-HR.
Reprinted with permission from the May 2016 issue of Public Management (PM) magazine, published and
copyrighted by ICMA (International City / County Management Association), Washington, D.C.
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Four Insidious Impacts of a Mis-Hire
Outmoded Hiring Practices Can Wreak Havoc
by Magi Graziano, Chief Executive Officer, Conscious Hiring® and Development,
San Jose, California (www.KeenAlignment.com), and is author of the forthcoming book UNLEASH - The Wealth of Talent in Your Organization.
Introduction of a previously published article by ICMA
Kathryn Ruth, Town Manager, Pittsfield
The world’s business innovators—such people as the director of Wharton’s Center
for Human Resources Peter Capelli, Korn Ferry’s vice chairman Dennis Carey,
and McKinsey & Company’s Global Managing Director Dominic Barton—have
been calling for reinvention and transformation of human resources (HR) departments.1 Critics say that HR managers focus too much on “administrivia” and lack

vision and strategic insight.

How leaders feel about HR reflects what is going on in the economy. When the economy is down and the labor market is slack, they see HR as a nuisance. In some organizations, HR is simply slapping bandages on problems that
will persist until executives make talent issues a clear priority. It might be said that HR invests heavily in programs
that can lack impact; for example, worrying about how millennials want to work.2
Given that the majority of hiring responsibilities fall within HR and it is—in most cases—the entry into an organization, reinventing HR can start with transforming the way leaders think about hiring. Innovative leaders are already
operating highly effective, “conscious hiring” programs to attract the best people.
Conscious hiring is a proven hiring methodology that provides both the employer and the potential employee with
a clear picture of the role, purpose, and requirements, as well as the candidate’s strengths and weaknesses and how
that correlates to delivering on the purpose of the role. This methodology allows a person to increase his or her confidence when selecting the right person for a job.
It also helps to define the selection criteria so that the hiring personnel automatically filter out the people who are
not a match and attract those who are. It also allows those who are doing the hiring to invest their time and resources into interviewing highly-qualified candidates.
Conscious hiring also uses a tool for evaluating everything from candidate motivations, values, and behaviors to
communication style, personality traits, skills, mental agility, and organizational ability, so hiring managers ensure
they have all the information needed to hire effectively.
This high energy, provocative, insightful, and fun training encompasses every aspect of building an effective, defensible, and foolproof hiring process.3 For a real-life example of a company shifting the HR focus from task oriented
to strategy oriented, look to the case of Comcast, who is bringing world-class IT capabilities in-house. HR is taking
the lead to attract and retain the best talent with creative ideas, including those of building and supporting an IT
community and targeting IT students and recent graduates for jobs and internships.4
Employees’ perspectives, outlook, attitudes about work, and their ability to manifest what they want—when they
want it—has spurred a fundamental shift in the way people operate in today’s workplace. With a plethora of newly
created job options, coupled with baby boomer retirements in the workforce, smart organizations must equip themselves to navigate through new employee and workplace models.
Managers and leaders are aware of the fiscal costs of a mis-hire, but several invisible and potentially insidious costs
can wreak havoc on an organization. Although it might not be top of mind, when you hire a person who does not fit
with your organizational culture and operating philosophy, the impacts are pervasive throughout the organization.
By continuing to operate with outdated hiring practices, including the family and friends selection model (a shot, a
beer, and a job offer), traditional interviews are also a poor predictor of success, because most people are not trained
in the pitfalls and human dynamics of interviews. The fate of most hiring decisions, like first dates, all too often
hinges on how the interviewer “feels” after the first 10 minutes of the interview.
If their gut instinct says, “I like or don’t like this person,” the rest of the time is spent hearing answers to questions
in the way the interviewer wants to hear the answers. Unbeknownst to the interviewer and interviewee, this way of
listening is happening at an unconscious level and interview success is often determined by “whom” from the past
the candidate reminds the interviewer of, for better or for worse.
cont’d on pg 18
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Beyond the unconscious listening and interpreting that is happening, interviewing in the traditional sense does not
validate how a person will perform.
Another outdated hiring practice is boardroom-style panel interviews where the candidate is interstates with superfluous questions that either are made up on the spot by unskilled interviewers or downloaded off the internet by
someone who wants to look smart but doesn’t know the first thing about conducting effective interviews with complex and dynamic human beings.
Another pitfall and outdated hiring process, only because there is a piece missing, is trying to assess performance
through interview problem-solving exercises. While if debriefed appropriately, this method could work as an element
of a candidate’s vetting process, the problem solving exercise alone doesn’t give enough information on how a person
comes to a solution in a pressure-based situation. It is not conclusive of if, when, and how the person will act in the
real world.
As in most cases with experiential-based learning, the power is in an effective debriefing. Open-ended, values-based,
and behavioral-based debriefing of exoeriential exercises, coupled with well thought-out work history interviews and
values-based interview questions, are three key elements of an effective hiring process.
Additionally, there is so much time invested on the resume-screening and interview process that when a candidate
looks close, even when not ideal, hiring managers try to make it right instead of moving on.5
An organization becomes susceptible to four specific hidden consequences of a mis-hire:
1. Fragmented customer service. Ensuring your team understands your service set and why residents use services is where excellent service begins. You can—and ought to—bridge the knowledge gap for new hires with comprehensive product and service training; however, you cannot train your workers to care about the customer.
Behavioral and performance research shows that great service is delivered through a fundamental set of values, attitudes, and beliefs that are in alignment with a service philosophy. When people are in a customer service role for the
wrong reasons, for example, no training in the world will compensate for their lack of connection to the work itself.
This is a common experience when expecting one level of affinity from the place where people spend their money and
then receive service that is counter to that expectation. This leads to feeling disengaged and dissatisfied, and even
extreme anger.
So when you hire employees whose hearts are not aligned with your local government and organizational mission
and service offerings, or they lack the basic service acumen to execute customer service objectives, this same level of
dissatisfaction is what residents experience.
2. Reduction in innovation. Organizations arrive at a sustainable strategy model through innovation, creativity,
and a keen awareness of how to bridge a gap in community services. Once the product set is stable and residents are
satisfied, continual improvement and innovation is required to stay ahead of the copycat curve. When some employees cannot seem to get it together, miss basic deadlines, or don’t find problems until residents do, innovation is not
even an option.
When an employee is hired because his or her resume lists the right key words, yet the person behind the resume
lacks conceptual-thinking ability and theoretical problem solving, he or she lacks the ability to come up with creative
and inventive solutions. Often, this lack of ability shows up as excuses, finger pointing, and roadblocks outside of his
or her control.
It is important to be aware that employees who lack these traits are unaware they lack them and that most often,
these traits and competencies are extremely difficult to teach. When your organization needs to innovate, you need
people for innovation-focused initiatives who possess strong natural abilities for complex problem solving, theoretical
problem solving, conceptual thinking, and proactive thinking. People who value the theoretical, also value innovation.
3. Workforce productivity. When you hire in a hurry, you experience unwanted turnover. If you are lucky the
turnover happens fast. Yet in most cases, it is months before the problem surfaces and the impact of the wrong person doing the job wrong has already disseminated throughout a team, if not a department.
In high-level roles, the impact is detrimental not only in the immediate area of influence; it permeates throughout
the organization. Tolerating people who are not engaged and thriving waters down the engagement and productivity
of those who want to win.
cont’d on pg 19
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When any of these morale and engagement busters are happening within your culture, good people either leave or
move into autopilot until they can leave. The indirect and costly impacts are higher staffing costs to make up for
the lack of employee and team productivity; institutional knowledge loss when talented, trained people leave; and
increased training costs to continually retrain new blood into the organization.
4. Time and energy losses for the team and leadership. You undoubtedly know about the 80-20 rule; when
applied to the workplace it means that 80 percent of a manager’s time is spent with the bottom 20 percent of performers. As it happens, this statement may be closer to 30 percent of the underperformers.
As the competition for talent increases and the fear of the empty chair blocks good sense, you can feel pressured to
fill the job with the first decent person who surfaces with a cogent resume. Hiring the wrong people because you are
“in a rush” to fill a seat leads to more empty seats, or worse: full seats with empty payoffs.
One of the hidden costs of unwanted turnover as reported in recent employee and manager engagement surveys is
that 70 percent of managers surveyed reported that they are coping with burnout and a job-misery rating that is
detrimental to their overall happiness.6 When the workplace culture turns into one of micromanagement, correction,
and reprimand rather than collaboration, creation, and mentoring, the manager’s job becomes one of parent and
babysitter.
Managers and leaders might look to HR to fix situations that could have been avoided by demonstrating more
consciousness and awareness before, during, and after hiring. It seems like in many organizations, an admission of
making a poor hire is a far worse offense than allowing and tolerating subpar performance.
Furthermore, the cost of doing nothing about a bad hire far outweighs the cost of being proactive and creating
high-impact hiring solutions. Tech companies like Google, Microsoft, and Apple are now on the front lines of HR
innovation, largely because they have an acute need for specialized talent. Human capital is practically their only
major asset; talent is in short supply and competitors are eager to lure employees away.
There also has been some creative HR thinking in financial services in order to predict and ward off unethical behavior. JPMorgan, for instance, is using an algorithm to identify employees who are likely to break the rules.
No crisis or scandal is necessary for HR to transform its practices, though. Nor should the function focus solely on
innovations in hiring. Discretionary effort by employees who are engaged and willing to give their best is at the
heart of organizational success, and managing and developing people is the way to drive and sustain that effort.7
When you think about it in terms of bottom-line expense and overall success, shifting your organization’s philosophy
about people and hiring consciously just makes common sense.
1 https://hbr.org/2015/07/rethinking-hr.
2 https://hbr.org/2015/07/why-we-love-to-hate-hr-and-what-hr-can-do-about-it.
3 https://thewealthoftalent.com/conscious-hiring-training.
(Note: there appears to be a problem with this website’s security certificate; continue at own risk
4 https://hbr.org/2015/07/why-we-love-to-hate-hr-and-what-hr-can-do-about-it.
5 http://www.inc.com/margaret-heffernan/hiring-recruiting-forget-interviews-hire-anyone.html.
6 Gallup’s 2013 State of the American Workplace poll. http://www.gallup.com/services/178514/state-american-workplace.aspx; http://www.gallup.com/poll/181289/majority-employees-not-engaged-despite-gains-2014.aspx; http://
www.gallup.com/poll/181289/majority-employees-not-engaged-despite-gains-2014.aspx; http://www.nydailynews.
com/news/national/70-u-s-workers-hate-job-poll-article-1.1381297.
7 https://hbr.org/2015/07/why-we-love-to-hate-hr-and-what-hr-can-do-about-it.
Reprinted with permission from the November 2015 issue of Public Management (PM) magazine, published and copyrighted by ICMA (International City / County Management Association), Washington, D.C.

July 2016

Page 19

Retirement Security: A Moving Target
LOCAL GOVERNMENTS GRAPPLE WITH BENEFIT PLANS

by Elizabeth Kellar is president/CEO, Center for State and Local Government Excellence, Washington, D.C.
(ekellar@slge.org; slge.org).
Introduction of a previously published article by ICMA
Kathryn Ruth, Town Manager, Pittsfield
Local governments have faced fiscal pressures over the past decade, often exacerbated by higher pension and health
care costs. They have made significant changes to their benefits, especially for new hires, and have increased employee and employer contributions to their pension and health care plans.
While defined-benefit pensions are still the norm for local government employees, they have become less generous
for new hires. When retiree health insurance is offered, it has become more common for governments to shift retirees to Medicare when they become eligible.
Governments also have increased deductibles and copayments for both active and retired employees. In order to
have an adequate retirement income, it is important for employees to boost their retirement savings.
VALUES DRIVE LONG-TERM TRENDS
There have been pendulum swings in our society’s approach to retirement security, according to Dallas Salisbury,
president and chief executive officer, EBRI, who spoke at the June 2015 Retirement Security Summit held by
the Center for State and Local Government Excellence (SLGE) in Washington, D.C. (http://slge.org/events/retirement-security-summit-the-evolving-social-contract-video-and-presentations).
“From 1933–1980, defined-benefit plans and social insurance were seen as good public policy,” Salisbury said. “An
individual’s health and financial well-being fit into President Roosevelt’s New Deal vision that established Social
Security, as well as President Johnson’s Great Society push that established Medicare.”
Salisbury characterized the era from 1980 to the present as one where the values of individual liberty and choice
gained more traction. With the election of President Reagan in 1980, reducing taxes was a priority and the privatization of Social Security was first discussed. This era ushered in a movement toward defined-contribution plans and
away from social insurance programs.
As employers grapple with retirement security issues today, they face competing objectives. Is the goal retirement
income or portable savings? Should the employer focus on retirement income adequacy for long-service workers or
cont’d on pg 21
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instead, put aside a percentage of pay toward retirement for all workers? Should the employer bear the risk for market fluctuations or should the employee bear the risk? Or both?
Salisbury explained that EBRI did a study for CalPERS to model what the costs would be to shift to a defined-benefit plan with a defined-contribution component. The study found that it would require 16.2 percent of pay every
pay period for 40 years to achieve the same outcome as the existing defined-benefit plan, using the same investment
assumptions.
If the objective is to provide every employee a percentage of pay, regardless of years worked, decision makers come to
different conclusions. This approach led the state of Kentucky to move from a defined-benefit plan to a cash-balance
plan, Salisbury said.
With more modest defined-benefit pensions in the public sector and relatively small defined-contribution savings
in the private sector for lower and middle income workers, the importance of Social Security as part of the nation’s
retirement system grows, Salisbury noted.
Some 25 to 30 percent of state and local governments are outside of Social Security, so the income from those pension plans and other savings becomes central to retirement security for those workers. “If Social Security is not
stabilized, then there will be significant challenges for the public and private sector,” Salisbury observed.
And while private sector employees have become increasingly comfortable with a primary defined-contribution plan,
public sector employees still prefer a defined-benefit retirement plan by a ratio of five to one, according to a March
2015 EBRI poll. The survey found that two out of every 10 employees left their job or accepted a new job because of
the benefits offered.
“Benefit packages are always important to recruiting,” noted Salisbury. Public and private employees rated health
insurance as the most important factor, followed by a retirement plan.
PENSION FUNDING

Recognizing the importance of a competitive benefits package, local and state governments have taken steps to shore
up, to contain costs, or to make changes in the design of their pension plans, thus reducing costs and employer risks.
While the media has focused considerable attention on defined-benefit pension plan funding, many government and
financial analysts would argue that health care costs pose the greater long-term challenge.
After the sharp decline in pension assets in 2009 due to the economic downturn, most governments have increased
employee and employer contributions, reduced the benefit for new hires, and increased the retirement age or years
required to vest in a plan. A few changed the cost of living adjustment (COLA) and some shifted to a hybrid plan,
combining elements of a defined-benefit (DB) plan with those of a defined-contribution (DC) plan.
cont’d on pg 22
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All of the hybrid plans—whether cash-balance or DB plus DC—have these core features: pooled assets invested by
professionals, shared financing between employees and employers, and mandatory participation. The benefit cannot
be outlived, and there are survivor and disability protections.
Generally speaking, pension plans that consistently have received their full annual required contribution show
improved funded status. In 2014, 31 percent of state and local pension plans were 80 to 99 percent funded compared
with 27 percent in 2013.
SAVING FOR RETIREMENT: WHAT WORKS?

Because newer hires will need to work longer and save more to reach their retirement income goals, what can local
governments do to make it easier for them to save?
Inertia is a big part of the savings problem. Behavioral economists have found that an effective savings nudge is to
automatically enroll people in a retirement savings plan. Instead of having to make an effort to sign up for the organization’s deferred-compensation savings plan, the employee is automatically enrolled and has to take action to opt
out of the plan.
While automatic enrollment has worked well in the private sector, local and state governments have been slow to
adopt it. Some government leaders worry that their employees might object to automatic enrollment or that they
can’t afford to save.
SLGE partnered with researchers at the University of Georgia to examine the challenges that governments face in
offering automatic enrollment to their employees, including legal constraints, perception, labor concerns, and administrative challenges.
Although only 11 states permit automatic enrollment for public sector defined-contribution plans, a few places have
found a way forward. The Missouri State Deferred Compensation Plan, for example, uses automatic enrollment for
state employees hired after January 1, 2012.
Multnomah County, Oregon, also was able to set up automatic enrollment in its supplemental deferred-compensacont’d on pg 23
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tion plan for new hires because the state’s antigarnishment statues allowed automatic enrollment if approved in a
labor contract.
Why did labor leaders support automatic enrollment in Multnomah County? A key reason was that the county had
moved new employees into a hybrid pension plan in 2003, yet few of the union members were participating in the
county’s 457(b) plan.

Recognizing the consequences of insufficient retirement savings when those newer hires reached retirement age,
the union agreed during negotiations that automatic enrollment would apply to new unionized employees with the
option available to others. Most employees who were automatically enrolled have stayed in the savings plan, rather
than opting out.1
Similarly, the city of Los Angeles, California, has determined that automatic enrollment programs can be established as long as they are negotiated and included in collective bargaining agreements. Speaking at the 2015 Retirement Security Summit, Steve Montagna, chief personnel analyst, Los Angeles, raised the provocative question,
“What should the retirement income goal be?”
After careful consideration of this question, Los Angeles came up with the concept of “lifestyle income replacement,”
which is equal to 100 percent of income after adjusting for pension, savings, and Medicare deductions.
The city also created a retirement income calculator that allows participants to see what the gap is between their
pension income and their lifestyle income goal. This information can help participants make better-informed decisions regarding their retirement savings strategies.
Preliminary data from participants show that they are making gradual increases in their supplemental savings
plan as they gain more years of experience. Most participants start out contributing 5 percent of pay to savings and
increase that amount to 9 or 10 percent of pay after 30 years of service.
Reflecting on the goal of 100 percent lifestyle income replacement, Gerri Madrid Davis, director, Financial Security
& Consumer Affairs, AARP, remarked, “This is a blockbuster. More people are retiring with a great deal of debt so
this [100 percent income replacement goal] is earth-shattering.”
Employees will need to adjust their retirement income replacement goals to match their personal financial reality
cont’d on pg 24
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if they want to maintain their standard of living. Local governments can help them reach their retirement goals by
giving them the information, tools, and incentives so they can save what they will need.
Endnote
Sanford, Paula, “Using Automatic Enrollment in Local Government Retirement Plans to Increase Savings,” Center for State and
Local Government Excellence, June 2014.

1

Links to Publications Cited in This Article:

http://slge.org/publications/the-funding-of-state-and-local-pensions-2014-2018 (“The Funding of State and Local Pensions, 2014–2018,” written by Alicia Munnell and Jean-Pierre Aubry).
http://slge.org/publications/state-and-local-government-workforce-2015-trends (Center for State and Local Government Excellence, Washington, D.C.).
http://slge.org/publications/using-automatic-enrollment-in-local-government-retirement-plans-to-increase-savings
(“Using Automatic Enrollment in Local Government Retirement Plans to Increase Savings,” written by Paula Sanford; cited in Footnote 1).
Reprinted with permission from the November 2015 issue of Public Management (PM) magazine, published and copyrighted by ICMA, the International City and County Management Association.
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