OFFICIAL NOTICE AND AGENDA

Notice is hereby given that the Personnel Committee of the City of Stoughton, Wisconsin will hold a
regular or special meeting as indicated on the date, time and location given below.

Meeting of: PERSONNEL COMMITTEE-Special Meeting
Date /Time: Monday, September 30, 2013 @ 6:00 p.m.
Location: Mayor’s Office at City Hall
381 E. Main St. Stoughton, WI
Members: Sonny Swangstu (Chair), Ron Christianson, Tricia Suess (Vice-chair), Thomas

Selsor and Mayor Donna Olson (ex-officio member)

ATTN COMMITTEE MEMBERS: THREE (3) MEMBERS NEEDED FOR A QUORUM. The
committee may only conduct business when a quorum is present. If you are unable to attend the
meeting, please notify City Hall by calling (608)873-6677 or via email mhougan@ci.stoughton.wi.us

CALL TO ORDER

1. Communications

2. Minutes of September 4, 2013
OLD BUSINESS

3. The Personnel Committee may meet in closed session pursuant to Wis. Stat. sec. 19.85(1)(e),
for the purpose of discussing the City’s bargaining position with labor Attorney
Thomas Crone regarding the union contract with the WPPA and then reconvene
into open session for the remainder of the meeting.

4. Continued review, discussion and recommendation to Council regarding the Baker Tilly
Organizational Review.

NEW BUSINESS

5. Future agenda items
ADJOURNMENT

IF YOU ARE DISABLED AND IN NEED OF ASSISTANCE TO ATTEND THIS MEETING,
PLEASE CALL 873-6677 PRIOR TO THIS MEETING.

By: Personnel Committee Chair Sonny Swangstu, Mayor Donna Olson
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City of Stoughton

Personnel Committee Meeting Minutes
Mayor's Office/City Hall

Wednesday, September 4, 2013 @ 5:30 p.m.

Members: Sonny Swangstu (C), Tricia Suess (VC), Ron Christianson, Thomas Selsor,
and Mayor Donna Olson (ex officio)

Guests: Cathy Rigdon, Cindy Mc Glynn, Debbie Blaney, Pili Hougan, Laurie Sullivan,
Marty Lamers, Greg Leck, Rodney Scheel, David Kneebone, Bill Brehm, Paul
Lawrence.

CALL TO ORDER
Chair Swangstu called the meeting to order at 5:30 p.m.

1. Communications: n/a

2. Minutes of the regular committee meeting on 08/06/2013 and the special
meetings on 08/15/2013 and 08/26/2013: Moved by Suess, second by Christianson, to
approve. Motion carried 5-0 with the Mayor voting.

OLD BUSINESS

3. The Personnel Committee may meet in closed session pursuant to Wis. Stat. §
19.85(1)(e) for the purpose of discussing the City's bargaining position with Labor
Attorney Crone regarding the union contract with the WPPA and then reconvene into
open session for the remainder of the meeting.

Moved by Suess, second by Christianson, to close the meeting at 5:45 p.m. Motion
carried 5-0 with the Mayor voting.

Moved by Suess, second by Christianson, to reopen the meeting at 6:40 p.m. Motion
carried 5-0 with the Mayor voting.

Alderman Paul Lawrence left the meeting.

4. Continued review, discussion, and recommendation to Council regarding the
Baker Tilly Organizational Review.

Written feedback obtained from Robert Kardasz, Laurie Sullivan, Rodney Scheel. Pili
Hougan provided feedback at the last meeting.

Mayor Olson presented her recommendations based on Model 2 of the Baker Tilly
study. A lengthy discussion followed.





Moved by Christianson, second by Selsor, to create draft job descriptions for the new
positions being requested & bring them to the next meeting. Motion carried 5-0 with
Mayor Olson voting.

NEW BUSINESS

5. Future agenda items: (1) WPPA negotiations; (2) continued discussion of the
Baker Tilly study & proposals for reorganization (2) Merit based pay increases.

ADJOURNMENT
Moved by Selsor, second by Christianson, to adjourn at 7:30 p.m. All in favor.

Respectfully submitted,
Mayor Donna Olson
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Rd Cnesshanson .

1. Create HR position
Use salary from unfilted Clerk position-------—- S
Utilize % FTE monies already funded if necessary to supplement HR Dept Head wage
Clerk position leave as is / lower wages to Deputy level ----%
Write HR job description & rewrite Clerk job description to justify lower wage to Clerk
Eliminate Deputy Clerk position----—---—-——-— )

i. Deputize key people in absence of City Clerk to cover day-day operations

oo oo

2. IT

Créate over sight

0

i. Recommend Utllities 1T superviser as a resource
ii. Assign supervisory role for day/day functions {May not be a Dept Head)
iii. Research out-source costs
iv. Create support staff to perform duties of [T
1. Media service personnel transferred for this role

3. Admin Asst staff

a. Leave statusquo
b. Create/implement training manuals/procedures for different Departments
positional tasks to initiate cross-training
i. Assign personnel as process owners of procedures & responsibility to
keep updated in a timely manner

4. Additional Study Recommendations
a. Initiate Merit pay system
i. Imptement Performance Evaluation system
1. Formal training process for employees to get Merit system up &
running
b. Update job descriptions to 2013 ievels
i. Request/Assign Dept Heads to deliver in a timely manner for personnel
that they have oversight of
1. Assign personnel to maintain to current status(with Dept Head
approval) |
¢. Align policies & procedures
i. Work Rules ,
1. Obtain background work from Dept Heads already initiated






Qutside The Box

1. Reduce building services position to % FTE ---§

Z. Privatize Opera House {Enterprise fund??)---$

3. Offer Media services to High School as a teaching opportunity -5
a. Shared expense??

4, Utilize both ¥ FTE positions funded but not filled to create 1-FTE for Planning Dept
a. Possible if additional HR position monies not hecessary from point I{bj above

Long Term

1. Public Safety Dept Head (combine EMS / Fire Chief Dept Heads)
a. Attrition/Reduce hours
i. Impact----§
-2. Eliminate Recreation Dept Head
a. Reduce to Supervisory Role---$
i. Possibly put under Streets for oversight
3. Research out-sourcing Risk Management
a. Utilize Risk committee already in place to relay concerns to outsourced
entity for guidance
4. Research City Attorney legal fees
a. Reduce costs






Response to Alderman Christianson’s Proposal
Long Term

1. Public Safety Dept Head {combine EMS / Fire Chief Dept Heads)
a. Attrition/Reduce hours
i. Impact----S
2. Eliminate Recreation Dept Head
a. Reduce to Supervisory Role---$
i. Possibly put under Streets for oversight
3. Research out-sourcing Risk Management
a. Utilize Risk committee already in place to relay concerns to outsourced
entity for guidance
4, Research City Attorney legal fees
a. Reduce costs

Without talking to Alderman Christianson, | have to assume that he wants to eliminate the
Department Head position and re-create it as a Supervisor level under another department
such as Streets as a money saving measure., | also have to assume that the Recreation
Supervisor position and the Youth Center Manager are maintained in this proposal. My guess is
that, on the surface, this would save the City $20,000 per year.

| know this is an “out of the box” idea for the long term. | appreciate him for trying to find ways
for the City to move forward. He is the voice for the taxpayer in all of us. He is needed. It my job
to respond as the balancer l.am cursed with being my whole life.

A Department Head has the position because they have a passion for the work. It is more of a
calling than a job. Rarely does the work day end at 4:30 PM. There are night meetings and
weekend projects. When you are not at work you still are; Every gathering or event turns into
work on some level. When you go to a store or out to eat, you are working. With the cell
phone, you are working evenings, weekends or on vacation. You care for your staff like your '
children and the citizens like they are your extended family. You are challenged internally and
externally every day. This causes siress.

These are not complaints. The passion for the work and the understanding that your
community pays you to make their life a little better, is worth everything. When you have
ownership and passion in something, you give it your all.

The proposal is about finding efficiencies. We are all about that in Parks and Recreation.






in the last 5 years the Parks and Recreation Department has reduced its operation budget by
over $100,000 or 52%. Troll Beach has more than doubled the yearly attendance and revenues.
The City has a $120,000 a year Youth Center program for under $2.4,000 or 52% less than five
years ago. Projects get done around the City for a fraction of the cost using volunteers and
grants. You will not find a lower cost to City for recreation in'any comparison survey. This
happens whife maintaining high-approvat ratings. We know we are not perfect. There is so
mitich T would do with more time. |

These things happen because all City Staff, the Mayor and Council, and the community work
together. It doesn’t happen when the Department Head isn’t all in. Someone has to owniit.
That’s what the Leadership Team does every day.

I am not writing this out of personal effect. | talked with Ron awhile back about looking at
retirement. That might be where this is coming from, ormaybe not. | want to make it clear that
by reducing department heads, you get an apparent financial gain but a big time loss.

The proposal assumes that another Department Head will be able to keep the momentum
going in a successful area. | know | couldn’t lead another department as well my own. Not
enough passion.

{ hope there isn’t a misconception out there that Department Heads only spend their time
preparing for and going to meetings. Sadly there is a lot of that {maybe a better conversation
for-efficiencies). DHs handtfe duties at-all levels-each day. They are the face, the caretaker; the -
advocate and the heart of what they provide at the Citizen’s request. They are the cheerleader,
the motivator, and the fixer for their staff. They are responsible for everything that goes wrong,
from staff mistakes to someone drowning in a public swimming pool.

My hope is that whatever plans get made going forward, that you will you consider the human
side of how you treat or rearrange staff. in the end, that will decide how great Stoughton will
be.

Tom Lynch






Mayor's Proposal (Amendments to Model 2)

D Current - Mayor's
“High. " - -| " ~Budget - | .. Proposal
Estimate’ .|~ 72014 - f:m:mom 1o %m
L T e - Budget:~
_so..._m_ 2 Onmma_nmao...m_ Q_m:mmm
Clerk’s Office
Remove HR Duties from Clerk and Deputy (-0.5 FTE) 30,000 35,000
Shift Administrative Support from Clerk to Mayor - CRE B
City Clerk Position (Currently VACANT) 1.0 FTE | .80,635.00
Fill with a reduced salary due to removal of HR functions Tm\_wmom%ov
Deputy Clerk Position (Currently 1.0 FTE) 44,712.00 _
_ . 22,356
Reduce to .5FTE due to removal of HR functions | (:22.356)
Shift Administrative Support from Clerk to Mayor .75 FTE 23,314.00
Continue to fulfill Receptionist responsibilities, assist Mayor and o.%mﬂ -0-
Departments as able
Eliminate .5FTE Administrative Support Position EovOmma and funded in No,_m -14,026
{VACANT)
Human Resources
Add Full time HR Director (1.0 FTE) $ (65,000) | $ (85,000)
Shift (0.75 FTE) Finance Administrative m_.__ouo: ﬁo cm Shared >n_35_m:mﬂ_<m mcuuo: - -
Add Fulitime HR Director (1.0 _u._.mv -0-
Obtain an HR Director ﬁmmuo:m_c_m ,ﬂoﬁ HR w Risk: _Sm:m@m:._mﬂ 60,000
(Fitchburg — HR Manager. - (+80,000)
Salaried Position- mﬁmn $55,485- yri: $58; o3 yr2. $60,529) ,
Shift (0.75 FTE) Finance Admin. Support to be Shared Administrative Support 23,314.00
Support Finance AND mcvuo: HR (SP/Payrall) , -0-
Planning Department .
Add Part Time or contracted >a3§mqma<m or m_._m_:mm::m m:vvo: to _u_m:ﬁ_zm (10,000) (15,000)
Add Part Time Administrative Support to:Planning
Admin position planned and budgeted NEW:in 2013 (VACANT) 14,026






Create.a new IT Director Position (+1.0 FTE) (70,000) (90,000)
. L S _ 60,000
Create a new IT Director Position (+1.0 FTE) (+60,000)
Shift Media Services from Qpera House to New [T Departinent - -
37,700without -0-
Restructure Media Services as proposed by the IT Director utilizing funds available benefits
(consider 4 pari-time positions: © |- Approx.
Web Design; Computer Tech; WSTO Production; WSTO Programming} | 60,000 with
benefits
Develop a strong partnership with the SASD to utilize students to record
meetings/events/programs as well as identify additional funding support from the
school and community.
Add Fuill Time and/or. Contract IT Support (60,000 (80,000)
This could be a next step. Funds are not available at this time. -
Revisit after Bmos/1yr.
Net Cost for Model 2 Changes: - U s L 1§ (175,000), - $:4235,000)
Potential Additional Funding Sources: = ,
Utility. Payment in Ligu of Taxes $ B80,000| 5 80,000
Administrative Set Aside (for Planning/IT) 10,000 15,000
Redugce Clerk of Court Hours (-0.2 FTE}- 20,000 30,000
Savings from Palice Department Negotiations: 35,000 40,000
Other Savings (adjustments to contracts, efc.) 10,000 15,000
Fiscal Irnpact After Ajl Potential Revenue/Savings Offsets: {20,000) (55,000)

NV e Te WIETra s PR AT RN
Reduce Clerk’s salary due to removal of HR functions - 10,000
Reduce Deputy Clerk position to .5FTE due to removal of HR functions 22,356
Eliminate .5FTE Administrative Support _uom;_o_._ vavomma and funded in 2013 14,026

{VACANT)

(373,618)






CITY OF STOUGHTON RODNEY J. SCHEEL
DEPARTMENT OF ' DIRECTOR

PI.ANNING & DEVELOPMENT
381 East Main Street, Stoughton, WL 53589

(608) 873-6619 wwiy. ci.stoughlon.svius

Date: September 3, 2013

To: Sonny Swangstu
Personnel Committee Chairperson

From: Rodney J. Scheel
Director of Planning & Development

Subject: City-wide Organizational Assessment — Draft Dated August 15, 2013

Following your meeting on August 26" you requested that T summarize some of the points [ made
at the meeting and thoughts about the City Organizational Study. I attempted to capture the points I
made at the meeting. You will reeall they were general in nature.

T sec this study as a step to create a sustainable, responsible vision for the future. As reinforced by
the Study, we are a City that is “ander-resourced” and where “key department heads are currently
functioning without adequate support.” If we want to be in a position to grow as a City we need to
chart a course for success not just by growing staff levels, but by making good decisions with the
future in mind that may lead to some staffing changes.

This study provides a summary from an outside viewpoint at a point in time. It is principally based
on their interviews with multiple people from most levels of city staff and Leadership Team
Members who interact with City Iall administration. It should be recognized that not all staff can
be or should be involved in every management decision that is made. Therefore, some comments
may reflect their disagreement with management’s direction. This is not to say they should not be
included, it just highlights there is a wide range of observations that have been collected.

They do make references to staffing levels in other communities. While some positions in other
communities may share identical tasks and responsibilitics, care must be taken to fully understand
the roles and responsibilities of the staff in Stoughton and whether they fit the “norm” found in
other communities. For example, I cannot name another Planning Director who has responsibility
over a Stormwater Utility or Information Technology.

1 believe the study offers a good framework to consider organizational changes. As I discussed at
the meeting, the real challenge is now as we look to implement sustainable changes for the future.

I view City government as a business and in our case it is 2 multi-million dollar business witha
budget over $10 million. In communities without a City Administrator, the Mayor is responsible
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for many professional duties. Stoughton has historically elected Mayors with some governmental
background or experience, but professional training is nof required. In the absence of professional
administration, many of these duties may get shared with leadership staff in a non-cohesive fashion.
While there is no guarantee of Tongevity of City Administrators, mayors must be re-elected and
introduce an element that may not provide continuity or the necessary skill sct.

This study focuses on organization, but I recommend there be some discussion about retention of
employees. If key leadership people Ieave, components of this study miay no fonger be relevant. ¥t
seems we spend time focusing on new positions and filling vacancies, but don’t address fools to
tetain employees such as internal and external wage evaluations or merit wage systems. It is costly
for cities (similarly compared to businesses) to restructure, recruit, hire, teain and develop key
employees upon a departure recognizing many Leadership positions have been molded around
individual’s strengths. '

1 spoke about the responsibility of supervisors and Leadership Team members to identify
technology training needs within their depattments. Most departments have specialized software
applications for their area of specialty and they should be responsible to identify and get the proper
training. Generally, the role for network administration has been related to creating a secure and
reliable backbone system of servers, routers, fiber optics, back systems, storage system, filters, etc.
I think users may become most frustrated when they have an application issue. Most application
issues can be overcome with training and are often related to the department specific application.
Hardware issues are generally handled rapidly to minimize the impact on the user.

Technology is a tool that should be embraced, but implemented with our eyes.open to make sure the
integrity of the network is maintained and appropriate policies and practices are being followed.

WSTO is somewhat unique to Stoughton. Management, oversight and operations are not clearly
presented in the study and may or may not be a part of the IT strategy they outline in their models.

This study has suggested models that will now need to be carefully considered as the City moves
forward into the implementation stages. Other factors including money and other strategies will
emerge as this process moves forward.

Please let me know if I can offer assistance during this process.

C:\Usersidolson\AppDataLocal\Microsoft\Windows\Temporary Internet Files\Content Quilook\ Y 2VGP6A0\Personnel Committes 9-3 2013.dec






Dear Personnel Committee Members:

| wanted to add my comments regarding the Baker Tilly organizational study. | am very uneasy to the
recommendation of cutting the deputy clerk part time, along with not having any clerical support in the
Clerk’s office.

If these changes take place, it will ieave our office extremely short handed. | find It hard to understand
that Baker Tilly determined we are overstaffed in the clerk’s office. They included the court clerk as part
of the clerk’s office staff, which is incorrect. The court clerk reports to the municipal judge. Even when
the court clerk fell under the clerk’s office umbrella, the court clerk did not assist with the
responsibilities of the clerk’s office; the court clerk has her own duties, job requirements and
responsibifities.

The study also stated that each department head should have their own clerical support-but the clerical
support for the clerk’s office is proposed to be removed. The clerk’s office needs clerical support just as
muich as any other department, If not more. If we lose our clerk assistant, who will take care of the
customers? Who will provide phone coverage and reception services to the citizens? Who will be the
main contact/point of information person to answer questions and direct calls and customers?

What about all the responsibilities the clerk assistant currently takes care of? Where will those duties
fall?

The clerk’s office relies on the clerk assistant to assist with elections-we have four elections next year.
We are also getting new tabulator voting machines, which we will need to learn how the machines
operate and function, along with teaching our chief inspectors how to use them on how the new
machines function. Poll workers will need to be trained. Elections are becoming more and more
complex for clerks and clerk’s office staff. More and more requirements are being mandated by the
Government Accountability Board. Absentee voting alone has become a huge part of elections, with
more and more people absentee voting than ever before. When | first started here asa recepticnist, we
had between five and six city hall staff that assisted with the election process, now we only have 3. This
leaves us very short with all the election related tasks, and short staffed at the polling places.

With the Baker Tilly proposal for a full time clerk, and only a part time deputy clerk, what will happen if
one of us gets sick or leaves? Would a then part time deputy take on the responsibilities of the clerk
and deputy clerk-along with front desk services-for months at a time? This would leave only ane person
to take on ali the duties of the clerk’s office.

The last three years have proven to be very challenging, | agree there are changes that need to be made;
however, | think cutting the clerk’s office staff so short will only add to our challenges.

Thank you for your time,

Maria “Pili” Hougan






Stoughton Utilities

600 South Fourth Street
P.Q. Box 383
Stoughton, Wi 53589-0383

Serving Electric, Water & Wastewater Since 1686

Date: August 26, 2013

To: Mayor Donna Olson and the Stoughton Personnel Committee
Stoughton Common Council

From: Robert P. Kardasz, P.E.

: Stoughton Utilities Director

Subject: Baker Tilly Assessment Stoughton Utilities (SU) Talking Points.

SU is charged with serving electric, water and wastewater customers under the
direction of the Utilities Committee and the Common Council and providing SU
ratepayers with reliable, low cost service.

We are thin in staff (22 full time employees, one patt time employee and two
vacancies) and strong in technologies. When I was hired as Utilities Director in
February of 1980, SU had 26 employees staffed at four locations, read meters with
paper and pencil, billed water and wastewater service quarterly and electric service
monthly with a paper-tape system, and did not maintain the sanitary sewer
collection system. We have evolved.

We rc-evaluate every vacancy to cxplore all opportunities to fill our long-term
needs. :

We provide recognized quality service where all staff arc challenged with a full and
steady workload, and expected to perform at 100% all of the time utilizing the
support of numerous utility industry partnerships while holding vendors and
contractors of outsourced-services accountable for what they are responsible for.

We arc anxious to pursue alterations to operations as desired with the prerequisite
that those changes provide present or improved levels of cost-effective service to SU
ratepayers.






INFORMATION TECHNOLOGY (IT):

e SU has never received information systems, website or security services from the
City.

e Our Utilities Office and Information Systems Supervisor (I'T Professional) allocates
40% of his time on office operations and the remaining 60% on IT including
supporting 22 SU employees..

Office operations include the direct supervision of four full time and one part time
employee to bill and collect approximately $1.5 million monthly in compliance with
all requirement of the Wisconsin Public Service Commission (WPSC), and provide
the high level of customer service that SU ratepayers expect.

Our IT Professional’s remaining 60% of time is allocated to:

e Operating and maintaining three separate Supervisory Control and Data
Acquisition (SCADA) systems.

e Operating and maintaining the Automatic Meter Reading (AMR) system.

e -Operating and maintaining the Environmental Systems Research Institute
(ESRI) mapping system.

e Operating and maintaining the Geographical Information (GIS) system
integration and data.

e Operating and maintaining the Northstar Utility Billing system.

o Operating and maintaining the Dynamics Utility Accounting system.

e Acquiring, Installing, operating and maintaining the VoIP telephone system
and all inbound lines and circuits.

e Acquiring, installing, maintaining and operating the SU local area network
(LAN) including numerous virtual local area networks (VLANSs) for the
remote water and electric supervisory control and data acquisition (SCADA)
infrastructure, wircless local area network (WLAN), virtual private network
(VPN) for employee and contractor remote access, and wide area network
(WAN) to WPPI Energy.

o Acquiring, installing, operating, and maintaining 18 work stations, 3 SCADA
controllers, 11 servers, and 19 electronic mobile devices. :

e Acquiring, installing, operating and maintaining secure systems at 16
locations.

e Acquiring, installing, operating and maintaining all internal and external
wireless connections. '

e Programming and supporting customer software and databases for SU staff
use.






* Programming and supporting the SU website, staff administrative portal, and
E-Pay customer login and account access.

o Administering SU compliance with the City Internet Policy and our
Electronics Device Policy.

It should be noted that most of our IT Professional’s responsibilities are not only
time constraining but unique to the utility industry. If it is believed that SU needs IT
oversight, the reason should be the governing factor and not merely a funding source. If it
is believed that our IT Professional should provide City oversight, it is my considered

opinion that his replacement(s) will be unable to provide our present level of services
cost-effectively for some time.






CITY OF STOUGHTON
From the Office of the City Finance Director

MEMORANDUM

September 4, 2013

To:  Personnel Committee

CC: Mayor Olson

From: Laurie Sullivan, Finance Director

RE: Baker Tilly Organizational Study

" The Committee has asked me to recap my discussion points from the August 26
Personnel Committee meeting regarding the Baker Tilly Organizational Study.

1 belicve that Baker Tilly Option number 2 is the best fit for the City at this time. Itis
important for the City to hire someoene to take the lead in Human Resources and to
provide additional staff resources for the Planning Department and for Technology. My
main concern with the report is the use of ‘extra’ funding sources to cover the increased
expenses. As I am working on the 2014 budget, I do not see these funding sources as
exira. These funds are meant to be part of the City’s operating budget.

I think that we can go a long way towards our goals of additional HR staffing using the
current funding structure. If we are to separate all of the HR and Risk Management
functions from Clerk’s office, the funds currently earmarked for the Clerk’s office should
be used. The Vacant Clerk position can fund the HR position. The Clerk Salary could be
reduced and the Deputy Clerk hours reduced. If the HR Director oversees the Clerks
department and administrative positions were shared, I believe that this would go a long
way to solving the problem.

We also currently have a half time position funded that has not yet been hired for the
Planning Department. That position should be filled as budgeted.

Tn order for the City to continue moving forward in the future, I feel that we have to
consider the City Administrator position. Professional leadership is the key to
Stoughton’s future. The current structure of having the Mayor act as City Administrator
only works when the Elected Mayor has experience. The Mayor is elected every 4 yeats.
There is no guarantee that a future elected Mayor will have any managerial or
administrative knowledge or experience. A City Administrator will not only have that
knowledge and experience, but can only enhance the role of the Mayor. The CA is the
Mayor’s employee and is charged with carrying out the directive of the Mayor and
Council. This leaves the City’s Mayor time to spend on projects and ‘marketing’ the

381 E. Main Street, Stoughton, WI 53589 608.873.6677 fax 608.873.5519






City. City Administrators take on the lead role in Economic Development as well as the
management of the day-to-day business of the City.

I also recommended to Baker Tilly that we focus on retention of key employees in the
City. While they spoke of some ‘comparable staffing levels, Stoughton routinely
combines job responsibilities which makes it hard to compare to other cities in the same
population range. For example, Stoughton combines the Planning Department with [T,
the Opera house with Media Services and the Finance Department with Economic
Development.







City of Stoughton, Wisconsin
City-wide Organizational Assessment

"'__-.‘-‘.)

BAKER TILLY

Candor. Insight. Results.

Christine Smith, Principal
August 15, 2013
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City of Stoughton — City-wide Organizational Assessment

The City of Stoughton (“the City”) procured the services of Baker Tilly to complete a City-wide Organizational
Assessment and evaluate current staffing levels and operational efficiencies and provide alternative options to
the City related to future staffing, operational approach, and budget decisions. Specific focus was spent on
cross-department or position functions such as: economic development, human resources, city administration,
information technology, and legal services including contract review. Consideration was also taken in reviewing
the roles and responsibilities assigned to Finance, Planning, City Clerk, Media Services and Information
Technology. The results articulated in this report will assist the City in identifying best practices and
opportunities for optimizing available staff resources while preserving the ability of the City to:

uphold constitutional and statutory obligations
responsively provide core municipal services to residents
perform municipal functions within a reasonable fiscal framework
Given the limited timeframe and budget available for this study, we implemented a phased approach which

allowed us to conduct a diagnostic review of all functions/departments followed by a more thorough and
comprehensive analysis of those areas determined to be high opportunity areas for improvement.

L£DEDE DELD

The diagnostic review was conducted through a review of existing City documents, financial information, and
interviews with City department heads, staff within the departments and the Mayor. Additionally, benchmarking
analysis included an evaluation of City staffing, expenditures and overtime levels and approach to service
delivery in comparison to other comparable cities, as well as industry standards.

Data analyzed, findings and proposed areas of study (Phase Il questions) from the diagnostic report were
shared with the Mayor, who made a determination as to the areas that they wished to have Baker Tilly further
analyze.

In general, our review found that:

e The City is under-resourced and lacks specific expertise as compared to benchmarking data in the areas of
human resources and information technology.

e The City lacks consistent policies and procedures across multiple departments resulting in inconsistencies,
decreased efficiency and ambiguous roles and responsibilities.

e The current organizational structure leads to a lack of coordination and collaboration on issues that should be
addressed from a city-wide perspective.

o Key department heads are currently functioning without adequate support and, therefore, perform duties
which do not optimize their use of time.

As a result we have recommended three alternative organizational structures which we believe address these
issues.
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Consistent with many municipalities, the City of Stoughton has been challenged to maintain services at a high
level without increasing taxes or collecting additional user fees. As a result of these financial constraints, the
City is seeking clarity around how to most efficiently and optimally structure the City’s organization in serving
internal and external customers. The following analysis of the City Organizational Structure and Organizational
Approach is meant to assist the City to:

Identify the most efficient and value added approach to economic development, technology, human
resources, city administration and legal functions while maintaining acceptable service levels

Prioritize best practice opportunities and develop a strategic roadmap for implementation
Address current gaps in areas of expertise or focus

Current State Assessment

In order to assess the current staffing levels and operational approaches for the City’s central services, we
utilized a number of industry standards, metrics and best practices. The following sections, by service area,
highlight these benchmarks and how they compare to the current operations of the City.

City Clerk/Personnel Director (Human Resources)

The City historically has combined the roles of City Clerk and Personnel Director. The Personnel Director
position is responsible for similar functions as that of a traditional Human Resources (HR) position. The
department, overall, consists of one City Clerk/Personnel Director, one Deputy Clerk/Confidential Secretary,
one Court Clerk and one Clerical Assistant.

City Clerk/Personnel
Director

Deputy Clerk/Confidential
Secretary

Court Clerk

Clerical Assistant

Over the past three years the combined position of City Clerk/Personnel Director has experienced significant
turnover and, as of this report, is currently vacant. This has resulted in Finance taking on the management of
benefits and some aspects of payroll.

Using a four point scale of Excellent — 4, Good — 3, Fair — 2 and Poor — 1, Baker Tilly conducted a survey of
City department heads and selected employees to determine the level of satisfaction with the services provided
by both the City Clerk and Personnel Director role. Baker Tilly also utilized industry benchmarking to assess
industry standard practices and organizational structure for each role separately.
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City Clerk

Focusing on the services of administration of elections, contracting garbage and recycling services, job opening
listings, licensing, public records and the coordination of Council and Committee agendas and meeting minutes
the City Clerk role received an overall score of “Good” or “3”. The greatest opportunity for improvement
appeared to be in the service area of public records. Open commentary from the survey mostly focused around
the challenges the City has faced as a result of the position’s high turnover. Without a steady presence of a City
Clerk, the City has faced challenges in regards to position knowledge, experience and inter-departmental
relationships.

Benchmarking of the City Clerk position identified the following results:

The Wisconsin Municipal Clerks Association (WMCA) conducts a state wide salary survey of City
employees within the office of the clerk. This survey spans over 174 cities and 70 counties in
Wisconsin. According to the most recent survey, cities with populations between 10,000 and 15,000
have an average of 1.5 FTE in their clerk’s office; this includes titles such as Clerk, Clerk/Treasurer,
Deputy Clerk, Clerk/Administrator, and a number of similar roles. The median state-wide is only one full
time clerk position.

The following table, based on data from the most recent WMCA survey, shows how staffing in the City
Clerk’s Office varies by the size of the City.

Staff in City Clerk's Office by City Population

m Average Number of Staff

2.00
1.77
1.50

<5,000 5,000-10,000 10,000-15,000 >15,000

The following table, based on data from the most recent WCMA survey, shows the City Clerk
annualized salary by city population. The City of Stoughton paid their last City Clerk a salary of
$62,000.
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City Clerk Annualized Salary
$70,000.00 - $66,000
$60,000.00 - $55,500
$51,000
$50,000.00 - $47,600
$40,000.00 -
$30,000.00 -

$20,000.00 -

$10,000.00 -

$0.00 - . .
<5,000 5,000-10,000 10,000-15,000 >15,000

City Population

While it appears unusual that cities with a lower population (5,000-10,000) would have more FTE in the Clerk’s
Office than cities with a higher population (10,000-15,000), this is related to organizational structure. Often the
smaller Cities will have a Clerk’s Office that is combined with their finance office or administrator’s office, so
their staff count includes a greater variety of positions and responsibilities. With this in mind, the City of
Stoughton would be staffed consistently with its peers if, after separating HR management tasks, the City
retained only one Clerk position with assistance from a part-time administrative role, which could support not
only the Clerk, but also other administrative service areas.

Given that the City Clerk position has historically been combined with HR responsibilities, the annualized salary
was reviewed and benchmarked to ascertain if separating the positions would justify a lower Stoughton City
Clerk salary. Stoughton’s City Clerk salary was budgeted for $62,000 as compared to $55,550 for other cities
with populations of 10,000 to 15,000 residents. Although the City of Stoughton appears to be slightly higher, the
salary is still in line with benchmarking and is not a material opportunity for cost savings.
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Personnel Director (HR)

Focusing on a variety of services traditionally managed by HR such as payroll processing, personnel policy
expertise, disciplinary matters, employee benefits and the screening and selection of new employees, the
Personnel Director role received an overall score of “Fair” or “2”. The greatest opportunities for improvement
appeared to be in the service areas of personnel policy expertise, safety assessments and training, skills
leadership training, disciplinary matters and workforce/organizational planning. Open commentary from the
survey mostly focused around the fact that there is very little presence in regards to a traditional HR role.
Specifically, respondents expressed frustration in being unable to receive accurate answers to HR questions.

Benchmarking of the HR position identified the following results:

The Society for Human Resource Management (SHRM) conducts national benchmarking studies. A
recent SHRM Human Capital Benchmarking study indicated that the median ratio of HR staff to every
100 employees for organizations between 100 and 249 total employees was 1.36 HR staff to every 100
employees. With an estimated 115 employees at the City of Stoughton, this benchmark would indicate
a need for 1.56 FTE of HR staff.

The International Public Management Association for Human Resources (IPMA-HR) conducts a similar
staffing ratio study on an annual basis, with results also tiered by organizational size. For local
governments with fewer than 500 employees, 1 HR professional per 75 to 100 FTE was the top
response, followed by 1 HR professional per 51-75 employees. Using a metric of 1 HR professional per
75 FTE, the City's 115 employees would merit 1.53 HR professionals. Both the SHRM metric and the
IMPA metric would suggest approximately 1.5 FTE of HR staff as appropriate for an organization the
size of Stoughton.

Based on the survey, onsite interviews, experience with other cities and benchmarks we believe the positions of
City Clerk and HR should be separated. Although the current active HR functions within the City may not
appear to aggregate to one full time position, this is most likely due to several traditional HR functions being
neglected. The City’s HR role does not appear to have spent significant time in areas such as skills and
leadership training, disciplinary matters, personnel policy education or the screening and selection of new
employees. These are areas of significance to any organization and could be better managed with a full time
HR resource. In addition, employees communicated through the survey and onsite interviews that they are
generally frustrated and experience difficulty in obtaining answers to their HR related questions. There is
difficulty in finding an individual who has the experience and skill sets to be both an effective City Clerk and
head of HR. Without expertise in both areas, the City is unnecessarily exposing itself to liability and/or
reputational damage.

The City would be staffed consistently with its peers if it were to staff a full time HR position and a part time
administrative resource. Given the part time nature of the administrative resource, this could be shared with
another department as will be reviewed later in the report. A full time HR resource could also take on benefits
responsibilities and any non-processing related payroll functions currently overseen by finance which would
allow the finance department to focus on other areas more specific to their department.

Additional opportunities for enhancement related to the City Clerk/Personnel Director (HR) function are
provided in the following table:
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Area of

Impact Opportunity for Enhancement

Observation: The Mayor has temporarily taken on the role of Personnel Director. The
high degree of sensitive and confidential information typically handled by a Personnel
Director represents a level of risk and importance that may not be appropriate for an
elected official.

Municipal Impact: Given the complexity in managing HR that was introduced as a
result of ACT 10, the dedication of inadequate resources to this function and having
the position filled by someone other than an HR specialist, the City may be
unnecessarily exposing itself to litigation risks.

Human
Resources

Recommendation: The City should have this function led by a professional
specialized in Human Resource practices, and specifically dedicated to Human
Resources managing this important function rather than an elected official.

Observation: The City does not have a leadership development or succession
planning program to contend with turnover or upcoming retirements.

Municipal Impact: The City could lose key leadership and institutional knowledge
without a leadership development program or succession plan.

Human
Resources

Recommendation: Each department head should work towards having at least one to
two potential replacements that could move into their position in the event they left or
retired.

Observation: Policies and procedures do not generally appear to be kept up to date
or periodically reviewed for current relevance.

Municipal Impact: Employees throughout the City do not have a clear understanding
of policy and procedure expectations of the City. This causes inconsistency in behavior
and can cause tension between departments. As the City transitions to a less union
contract focused basis for managing HR matters, having clear policies and procedures
becomes even more important.

Human
Resources

Recommendation: The person responsible for human resources should develop a
centralized repository for all policies and procedures which relate to all departments.
Policies which are exclusively department specific can be kept within the department.
All City-wide policies should be proactively communicated and enforced. The City
should ensure that the HR function has sufficient resources to execute this
responsibility.
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Finance

The Finance Department contains three full time positions with one three-fourths position. These roles consist
of one Finance Director, one Deputy Treasurer, one Accounting Specialist and one Finance Clerical Assistant.

Finance Director

Deputy Treasurer Accounting Specialist Finance Clerical Assistant

Using the previously referenced four point scale of Excellent — 4, Good — 3, Fair — 2 and Poor — 1, City
department heads and selected employees rated the level of satisfaction with the services provided by the
Finance Department. Areas of focus included processes such as accounts payable, cash collection, budget
development and training. The Finance Department received an overall score of “Good” or “3”. The greatest
opportunities for improvements included training, budget development and financial reporting. Open
commentary from the survey mostly focused on a need for increased training on how other departments can
access budget information and financial reports and a lack of willingness by Finance to assist other
departments.

Baker Tilly also utilized industry benchmarking to assess industry standard practices. Benchmarking of the
Finance function identified the following results:

Benchmarking of the finance function can be challenging, as the scope of duties from one organization
to the next can vary greatly, as can the level of sophistication. From a national standpoint, organizations
of less than $25M in annual revenue average 3% of their total expenditures on internal financial staff".
With the personnel expenditures of Stoughton’s finance department at approximately $273,000 per year
and the total City revenue of approximately $13M per year, the city is at 2%, slightly below the metric. It
is important to note that this is a private sector metric.

In an effort to provide a benchmark for financial department staffing levels that is more specific to the
City of Stoughton than the private sector benchmarks, we surveyed 10 other municipalities in
Wisconsin. The median number of finance department FTE per 100 City FTE is 3.4 FTE. The City of
Stoughton is slightly lower, with 3.3 Finance FTE per 100 City FTE. To compare the City with another
metric, we also looked at the number of Finance FTE per $1 million of City expenditures. The median
number of Finance FTE per $1 million in expenditures was 0.24 FTE, while the City of Stoughton has
0.29 Finance FTE per $1 million in expenditures. With both of these benchmarks, it is important to note
that many of these municipalities include the City Assessor’s Office in their count of finance staff, while
the City of Stoughton contracts for this service.

! Robert Half. Benchmarking the Finance Function 2012. Financial Executives Research Foundation.
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Cit Finance FTE/ Finance
y 100 City FTE FTE/$1M
Stoughton 3.3 0.29
Average (Mean) 3.6 0.37
Median 3.4 0.24

In a recent large-scale survey” on what residents want, citizens ranked the ability to make online
payments to their local government as the third most important service. Transitioning to online
payments may seem cost prohibitive, but there are ways to control costs and even achieve savings in
providing this service. Many vendors offer fully outsourced, cloud-based payment solutions that can
dramatically minimize the effort and cost for a municipality while still ensuring PCl-compliance (an
information security standard for handling cardholder information)?’. There are also a variety of pricing
models available from vendors. For example, transactional pricing allows municipalities to add online
payment functions with little or no up-front investment, as vendors are only paid for each successful
transaction. Some municipalities require the transaction fee be paid by citizens interested in taking
advantage of the online convenience. This model also incentivizes vendors to provide a robust and
user-friendly product, so that more citizens use the service. Increased use can decrease administrative
workload for the City.

Given our knowledge and experience with other entities, both public and private, we believe there are several
opportunities to automate Finance processes which are currently very manual in nature. Finance has also taken
on some HR functions which could be moved back if a full time HR position were hired, such as Benefits
Management. Increases in automation and moving benefit responsibilities to HR, we believe, would justify a
shifting of administrative support hours from Finance to other administrative areas. The intent would be that
Finance would handle only the payroll processing functions related to human resources while the new human
resource position would handle the maintenance of the employee database and any benefits related records
which both feed into the payroll process.

2 Mitch Park. What Residents Want: Western Survey Finds Five Key Demands. PM Magazine. January/February 2013. Volume 95.
Number 1.

3 TWI. 12 Essentials for Successful Utility E-billing/E-Payment Programs. February 2012. Accessed 5/22/13 at
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The following table highlights additional opportunities for enhancement in the Finance area.

Area of

Impact Opportunity for Enhancement

Observation: Cash receipting appears to be decentralized and inefficient. There are
significant discrepancies in how long departments hold their cash.

Municipal Impact: Checks are sometimes received very late and bounce.
There is a higher risk exposure in the event of theft and greater opportunities for fraud.

Finance

Recommendation: Develop a consistent policy which requires each department to
provide finance with checks and cash at least weekly.

Observation: Some departments appear to carve out functions which would normally
be done by Finance. The Police Department, for example, have been separately billing
for some activities. This is a responsibility of Finance.

Municipal Impact: Allowing departments to complete functions normally done by
Finance decreases the City’s ability to track revenues and expenses, increases the
opportunity for fraud and creates confusion around roles and responsibilities.

Finance

Recommendation: Create and communicate clear policies and procedures around
which departments are responsible for which functions.

Observation: One theme from the onsite interviews was a general lack of
responsiveness from the Finance Department, including unreturned emails, phone
calls and poor customer service in general. There also appeared to be significant
delays in Finance updating the City’s budget humbers and providing reports and
financial information to department’s when needed. This observation is similar to a
recommendation from the Baker Tilly 2007 report which highlighted the need for
Finance to increase their focus on internal and external customer service, positive staff
leadership and open communication.

Municipal Impact: Departments become reticent about approaching Finance for
information and are left without the information they need to make decisions.

Finance

Recommendation: Review opportunities within Finance to fully utilize automated
capabilities within their Financial software. This is currently being pursued in regards to
accounts payable but the department should find other ways to decrease manual
processes.

Develop training so that other departments can run standard reports specific to their
department from the financial accounting system.

Implement expectations around finance department customer service and develop
annual satisfaction surveys of other departments to evaluate progress.
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Information Technology (IT)

The City does not currently have a centralized Information Technology (IT) department. From a network and
helpdesk perspective, IT is the part-time responsibility of the Planning department. Web services are overseen
by the Director of the Opera House and Media Services. IT purchasing is completed both by the Planning
department and individually within each department with inconsistent levels of coordination. The Police
Department, for example, has moved to essentially set up its’ own IT function. The current structure of IT
decreases the City’s effectiveness in regards to:

IT Governance including strategy development, defining of business needs, pre-implementation
business process re-engineering and procuring software and hardware.

Project Management including business case development, project conceptualization, project planning,
project execution and new/upgraded software training.

Service delivery and support for hardware and software including application functionality
enhancements, business analytics, report development, new user training, user groups, knowledge
sharing and helpdesk services.

Network and hardware services including network and application monitoring, internal controls,
regulatory compliance, network availability and stability and overall security.

Mitigating risk relative to the use of information technology to manage both resident facing services as
well as internal resources.

Using a four point scale of Strongly Agree — 4, Agree — 3, Disagree — 2 and Strongly Disagree — 1, respondents
were asked to determine their level of agreement in regards to if they understand the role played by a
centralized IT function, whether or not IT investments are aligned with their department needs, whether or not
they receive sufficient assistance or training and whether or not the network is reliable. The IT function received
an overall score of “Agree” or “3”. The greatest opportunity for improvement centered on respondents wanting
increased training options and greater assistance in fully utilizing their current applications to enhance their
performance. Open commentary from the survey mostly focused on the desire for a full time IT resource and
increased training for employees.

Baker Tilly also utilized industry benchmarking to assess industry standard practices. Benchmarking of the IT
function identified the following results:

The information technology function for the City of Stoughton appears to be underfunded and
understaffed. Using national data, the average entity-wide IT operations expenditure was $6,667 per
user in 2011. Using this benchmark and an estimated user count of 80 for the City, the annual IT
budget would be just over a half million per year ($533,360). This would constitute 5% of the total
General Fund expenditures for 2012. Due to the decentralized nature of IT purchases at the City, the
exact IT budget is difficult to determine. While the exact IT expenditures for the City is not known, it
appears given the number of IT staff and contracts currently, that the City is not near this level of
expenditure.
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IT Operational Budget per User: 2006-2011*
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A recent survey® shows that IT staffing levels can vary significantly by the size of the company. For
example, the typical IT staffing ratio (the number of employees supported by each IT worker) is 1:27
among all companies included in the survey. However, companies with 500 or fewer employees
typically have an IT staffing ratio of about 1:18. The City of Stoughton, with about 115 total employees,
clearly falls into the latter category. With the city currently employing three employees with some
responsibility for IT, the current ratio is about 38 city employees supported by each IT employee. This
is nearly double the number of employees supported by each IT worker in an average organization of a
similar size. Also of key significance is the fact that the three employees responsible for aspects of IT
are not at all fully dedicated to IT. In reality, the FTE of Stoughton would more accurately be 1.5 leaving
a ratio of 76 city employees supported by each IT employee. IT is a peripheral responsibility these
individuals have been assigned above and beyond their full time job responsibilities. This places
additional stress and workload on employees performing the additional IT responsibilities potentially
risking the loss of key personnel. As technological advances are key to improving efficiency and
offering increasingly expected services to the community (e.g. online payment), the City should
consider how the current level of IT staffing might impede progress toward improved service at lower
cost.

We conducted a survey of 15 other Midwestern municipalities concerning their IT staffing and
expenditure levels. The details of this survey are summarized below.

4 Computer Economics, 2011
> Workforce.com. Accessed 5/22/13 at
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IT Survey of Midwestern Municipalities

IT
Entity Total Budget IT Operating Outsourced 15%'?.2%& Budget/
Population Budget IT? Total
FTE
Budget

77,857 $224,438,941 $2,360,444 7934 140 No 1.76 1.10%
70,893 $146,717,035 $1,702,274 630.0 12.0 Partial 1.90 1.20%
62,386 $36,894,313 $1,610,164 268.2 7.5 Partial 2.80 4.40%
56,810 $112,435,359 $843,310 346.3 4.0 No 1.16 0.80%
55,000 $80,178,937 $794,547 231.0 4.5 Partial 1.95 1.00%
54,427 $124,428,987 $953,744 265.0 3.5 No 1.32 0.80%
45,250 $29,416,250 $1,098,556 249.0 13.0 No 5.22 3.70%
42,475 $116,615,420 $1,298,080 420.0 4.0 No 0.95 1.10%
33,764 $72,769,945 $450,000 288.2 4.0 Partial 1.39 0.60%
26,300 $57,481,780 $504,715 198.0 2.8 No 1.39 0.90%
23,200 $13,507,563 $123,300 96.0 0.1 Yes 0.10 0.90%
21,698 $16,365,878 $63,610 65.0 0.1 Yes 0.15 0.40%

9,258 $17,398,268 $75,000 70.0 0.1 Partial 0.14 0.40%

8,828 $49,426,950 $655,495 152.3 2.0 Partial 1.31 1.30%

8,234 $16,567,265 $190,096 60.0 0.0 Partial 0.05 1.10%

While the information available for Stoughton is not as robust due to the decentralized nature of the function, a
few conclusions can be drawn. Cities with no IT outsourcing average 2.0 IT FTE per 100 total FTE, while cities
who do partial IT outsourcing average 1.0 IT FTE per 100 total FTE. Using the non-outsourced metric, we’d
expect the City of Stoughton to have 2.3 IT FTE. With the atypical responsibility of the TV station and other
media services, we would expect this number to be higher, though the exact additional staffing need is
dependent on the media tasks performed.

Based on the survey, onsite interviews, experience with other cities and benchmarks we believe there should
be centralized and dedicated IT resources.

Although the Planning department received very positive marks for their responsiveness and ability to solve
problems, it was widely acknowledged that the Director of Planning is overworked and cannot always respond
as quickly as is necessary. Without dedicated IT resources there is currently very limited vendor management,
IT strategy or IT governance in place. This can result in high levels of inefficiency and increased costs to the
organization. Employees lack the requisite training to fully utilize technology. This results in inefficiencies and
general frustration.

In terms of staffing, the City should weigh the benefits of hiring part time IT staff against the benefits of
contracting for IT services. Many small municipalities have successfully outsourced some or all of their IT
functions. Examples of services commonly outsourced, include:

Helpdesk services - including desktop support (e.g., desktops, laptops, and printers) or network support
(e.g., network hardware, software, and backup systems).
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IT Procurement - includes hardware and software acquisition, dealing with the resellers or the
manufacturers of products and services and ensuring that orders are configured properly and delivered
on a timely basis.

Hardware Maintenance — includes maintenance of desktop and other hardware to a vendor that
responds to calls from end users concerning inoperative desktop computers, printers and other
equipment. Technicians are dispatched to provide repairs or suggest replacement.

Training — includes training for employees who primarily use desktop computing to complete their daily
work and focuses on deepening existing application knowledge. Operational departments should
ensure that they have adequate written materials and provide appropriate on-the-job training to staff for
basic operational competencies.

Helpdesk service is a common outsourced function because dedicated staff at vendor call centers often have
the time to resolve issues immediately or quickly advance more serious issues to the full-time IT staff of an
entity. This, for example, would allow City IT staff to focus on urgent and complex matters, while a vendor could
resolve common issues. Cost savings from outsourcing this function can vary based on the volume of calls
routed to a vendor, response times and other service level requirements and the complexity of the issues the
vendor is being asked to resolve, among other factors. As the City’s IT Department creates the necessary help
desk processes, and begins to regularly monitor and analyze its help desk issues and response times, it should
consider whether outsourcing some of its helpdesk would be feasible. The City, for example, could determine
that it receives a large volume of desktop support calls versus calls about hardware and IT network issues.

In assessing privatization of any of these services it is essential that the City base its decision on sound
business considerations. For each function, the City should:

Consider whether the functions are being performed in an acceptable manner
Identify the satisfaction with performance by surveying users in operational departments
Determine the extent to which the City can reduce costs or improve the function’s performance

Identify the level of risk if the function is outsourced to an external provider
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Additional opportunities related to IT and Planning functions are provided in the following table:

Area of

Impact Opportunity for Enhancement

Observation: There is minimal IT training available for employees. When a new
operating system or software is implemented, people are generally left on their own to
figure out how to use it. Some employees are also assigned responsibility for updating
their own department’s web page but have not been provided instructions on how to
do so.

Information | Municipal Impact: Without sufficient training employees are unable to fully utilize the
Technology [ IT capabilities of the City resulting in entity-wide inefficiencies. This also causes
frustration among employees.

Recommendation: The person(s) responsible for IT should coordinate the
development of in person or online training for frequently used applications such as
Excel, Word, Caselle and Outlook. The IT Director should also look for opportunities to
bundle training with software purchases when evaluating third party proposals.

Observation: There are currently no dedicated IT resources. IT is distributed between
planning, media services and some department specific resources. There is also a
lack of central ownership of IT strategy, limited vendor management and no
comprehensive IT plan or governance model.

Information Municipal Impact: Lack of a dedicated IT resource decreases efficiency, increases
Technology - S . .
costs, enhances risk exposure and minimizes the potential benefits of technology.
Recommendation: Implement a centralized IT function which operates on both a
reactive (e.g. helpdesk issues) and a proactive (e.g. vendor management and strategic
planning) basis.
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Administrative Support

City of Stoughton — City-wide Organizational Assessment

Based on the survey, onsite interviews and experiences with other cities we believe the City has a low level of
administrative support for both the Office of the Mayor and for several departments. Although there is a dearth
of formal benchmarking around municipal administrative support, our experience with other entities has seen a
greater level of administrative resources. During the assessment we found that:

The Mayor and several other departments currently have limited or no administrative support. As a
result, the Mayor and several department Directors are doing clerical work themselves leaving less time
for strategic planning, mentoring and professional development.

The lack of administrative support increases the workload on Directors potentially increasing the risk of
turnover in key leadership positions.

City Administrator

The City has not historically had a City Administrator. Given recent trends, however, across Wisconsin and the
extensive feedback received from our onsite interviews, we would be remiss in our responsibilities if this option
was not thoroughly reviewed.

The use of City Administrators has been on the rise for years in Wisconsin. According to the Wisconsin
Taxpayers Alliance, the trend in cities is toward a full-time appointed administrator.® The following table
builds on their most recent collection of data and extrapolates the trend for 2012.

Number of Cities

Trends in Administration of Wisconsin Cities

- .

Administrators

.
20 AbéI—‘H* —8—Mayors

Managers

Continued focus on economic development is of vital importance to the City of Stoughton. The addition

of a City Administrator would assist the Mayor in centralizing interactions with developers by

coordinating opportunities with departments of the City. By having communication coordinated and
funneled through the Mayor’s office, developer relationships can be enhanced and become more
efficient. Also, the City’s ability to provide a coordinated and comprehensive approach to marketing the

® Wisconsin Taxpayers Alliance. “City Administrative Options.” The Wisconsin Taxpayer. March 2005. Vol.73. No.3.
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City and to weigh decisions about potential investments to attract development can be enhanced and a
strategic approach to economic development forwarded.

The role of the City Administrator allows the Mayor to focus on the duties of being the Chief Executive
Officer, promoter of growth, developer of strategic plans and face of the City. The City Administrator
would oversee and coordinate department heads and report up to the Mayor’s office. Some of the
specific responsibilities of the City Administrator would include, but not be limited to:

- Carrying out directives of the Mayor and City Council that require policy analysis and
administrative implementation.
- Serving as the City’s chief administrative and operating officer.

- Administering day-to-day operations of city government including the monitoring of ordinances,
resolutions, council meeting minutes and state statutes.

- Assisting the Mayor and City Council in establishing City-wide goals and objectives.
- Providing staff support to the Mayor with the assistance of department heads.
- Implementing City-wide goals and objectives on a consistent basis.

- Mediating inter-departmental disputes and roadblocks.
- Coordinating economic development strategies among several city departments for the Mayor
to create a single point of contact with developers.

The following table provides additional opportunities for enhancement related to City-wide issues. We believe
that several of these opportunities could be addressed or improved with the use of a City Administrator who
oversees all department heads.

Area of

Impact Opportunity for Enhancement

Observation: Several departments do not turn in receipts to support P-card
purchases.

City-wide Municipal Impact: Lack of expense support can increase the risk of fraud.

Recommendation: Develop a clear policy with sanctions around individuals who do
not turn in receipts timely.

Observation: There appears to be a lack of clarity around roles and responsibilities
between departments.

Municipal Impact: Lack of clarity around roles and responsibilities can cause
City-wide inefficiencies and tensions between departments.

Recommendation: Develop a roles matrix and ensure job descriptions are updated.
When a department deviates from the matrix, the situation should be addressed and
communicated to the department.
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Area of

Impact Opportunity for Enhancement

Observation: A primary concern raised repeatedly during onsite interviews was poor
internal communication and a lack of coordination/cooperation between administrative
services areas. The Clerk’s Office and the Finance Department were identified in
particular.

City-wide Municipal Impact: Employees expressed a negative impact on morale and efficiency.
Many avoid interacting with these service areas.

Recommendation: Clarify roles and responsibilities throughout all departments of the
City. The City should consider holding periodic town hall type meetings where
department heads can get up to speed on what’s going on in different areas of the City.

Observation: Departments function independently as opposed to functioning with
common goals, and there is a lack of coordinated oversight. In addition, departments
appear to be more focused in protecting their area than determining how to collaborate
for the good of the group. When departments dispute, there is no neutral arbiter.
City-wide Munici ) . . . .

unicipal Impact: The City cannot run at maximum efficiency if departments are not
working together. There is currently little incentive for being collaborative.

Recommendation: The City should consider providing incentives or develop
processes to increase collaboration across departments.

Observation: Several departments have placed individuals in positions for which they
have no background or education.

Municipal Impact: Without the right people in the right positions, the City can
experience significant inefficiencies and incompetence in positions.

City-wide

Recommendation: The City should clearly define minimum requirements for each
position and require that each department stick to the minimum standards.
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Area of

Impact Opportunity for Enhancement

Observation: There is currently no performance evaluation process or formal policies
and procedures around performance management. Also, there is minimal focus on
strategies to retain key employees. As a result, the most productive and talented
employees may be more likely to pursue other opportunities.

Municipal Impact: Cities incur higher costs in restructuring, recruiting, hiring, training
and developing new employees. The replacement of a key employee or top performer
has an even greater impact. According to 2012’s Strategic Workforce Planning by the
Human Capital Institute, the value of top performers is typically measured to be 2 — 3
times the performance of average employees. The average cost impact of losing a
talented employee is $250,000 - $500,000 depending on the role and the average time
for a new manager to become productive after being hired is six months.

City-wide

Recommendation: Develop competency models, professional development programs,
performance evaluations and workforce planning across all departments in the City. In
order for the City to grow, retain and develop its workforce, the City must be able to
accurately assess performance and set forth ways to improve or build upon it. The
performance measurement process is a critical part of any workforce planning initiative.

Observation: Employees expressed strong feelings of not being valued by the City
and experiencing excessive workloads. This has led, in some instances, to lower
morale and general frustration.

Municipal Impact: Low morale and excessive workloads can lead to significant
decreases in productivity and increase the risk of losing key employees. A reputation
for having a negative work environment can also make the replacement of lost
employees more difficult.

Recommendation: Although salary is a key consideration for any employee, a positive
work environment can have a material impact on increasing productivity and
decreasing turnover. The City should focus on developing a more positive
environment, developing recognition programs for high performing employees and
City-wide proactively identifying overworked personnel. Some of the strategies may include:

e |dentify specific areas employees have done well and publically acknowledge
their contribution.

e Consider negligible employee perks such as occasional free lunches or gift
certificates for a job well done.

e Allow employees who have experienced excessive workloads in some weeks
to leave early during weeks where the workload is not as overwhelming.

e Coordinate group lunches where City employees can get to know each other
better.

e Consider flexible work schedules or work from home schedules where
appropriate.
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Area of

Impact Opportunity for Enhancement

Observation: Over the last year there has been very limited citizen involvement in the
Budget for Outcomes process even though this should be a key component.
Employees have been left to debate and prioritize key budgeting decisions. Also, new
ideas are discouraged which is also a key dimension to the Budget for Outcomes
process. Finally, the process appears to have increased territorial attitudes between
departments and decreased collaboration and sharing.

City-wide
Municipal Impact: The Budget for Outcomes process is limited in effectiveness
without citizen involvement or new ideas.

Recommendation: Fully implement the Budget for Outcomes process including citizen
feedback.

Observation: There was feedback during interviews that there is very little follow
through and implementation of consulting studies done in the past. There is a
perception that recommendations, which have been paid for, are just discarded.
Although at times recommendations are not implemented due to a lack of funds, the
City should proactively communicate why recommendations have not been
implemented.

City-wide Municipal Impact: Employees and the public as a whole lose confidence in the City if
recommendations and opportunities for improvement are not followed through.

Recommendation: Develop specific action plans or explanations to communicate
what recommendations will be adopted and determine priorities, accountabilities and
timelines with regards to reporting to the Mayor and City Council on progress including
explanations when the recommendations are not successfully executed (see the
implementation plan Appendix A for an example).

Observation: The City does not currently provide online payment functionality and
only some departments accept credit cards.

Municipal Impact: Citizens experience unnecessary hardships as a result of having to
City-wide travel to City office locations during specific hours. The lack of online payment
functionality also represents unnecessary workload for the City.

Recommendation: The City should work with the Utility and implement a similar online
payment system to increase citizen convenience and efficiency.
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Area of

Impact Opportunity for Enhancement

Observation: Although the Planning department and Utility work together on an ad

hoc basis, there has not been a formal process to find efficiencies and schedule

collaborative project planning opportunities. There appear to be opportunities for

greater coordination.

Planning and
the Utility Municipal Impact: Some activities done by the Planning Department and the Utility

can be done more efficiently by coordinating efforts.

Recommendation: Develop a standard process where the Utility and Planning
department meet to plan the year’s projects and coordinate efforts where practical.

Observation: Purchasing functions and policies are not centralized. Awareness of City
purchasing policies is inconsistent. Centralized vendor management, preferred vendors
or contract oversight also varies depending on the department. Finally, not all
departments appear to be fully taking advantage of state contracted discounts.
City-wide Municipal Impact: Lack of formal purchasing, coordination processes and procedures
can increase costs to the city and decrease efficiencies.

Recommendation: Implement and communicate a formal purchasing policy for the
City. The City should look for more opportunities to take advantage of state contracts.

Observation: Risk management is a critical function in today’s litigious environment.
Although City employees have some involvement in risk management and have
created a risk management team, the Utility has taken on a leading role for risk
management of the City. The Utility may not have sufficient understanding of the City
to be responsible for overall risk management on a permanent basis. Although the
current internal risk management group is a positive start, a more formalized team with
clear ownership should be developed.

Municipal Impact: Effective risk management requires a clear understanding of the
organization, ownership and insight into ongoing entity changes.

Recommendation: The City should co-manage risk management with the Utility or
consider creating a more formal risk committee with responsibilities shared with several
departments. Either way, a City representative should be involved and the City should
have ownership and assign responsibility for risks. For many entities, Finance is
consistently involved in risk management responsibilities given how many risks can be
tied to specific financial impacts. Principally, risk management responsibilities would
include:

City-wide

Development and administration of citywide insurance programs
Loss prevention and safety
Claims management

Risk identification and evaluation
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Based on the current state assessment and analysis, we have developed three organizational design models
for the City to consider. Although necessary, change can be difficult for any entity. As a result, we have
separated the three options in the order of increasing complexity, change and financial impact.

Potential Funding Options

Each model includes an overview of the proposed changes, a visual representation of the organizational model,
and a table summarizing the fiscal impact. In the fiscal impact table, potential sources of offsetting revenue are
listed. Itis our understanding that the following items represent potential funding for the various models:

Payment in Lieu of Taxes: an increase in infrastructure has increased the payment in lieu of taxes from
the Utility by $80,000 annually. This is a stable source of funding.

Administrative Support Set-Aside: An annual amount of $14,000 was set aside for administrative
support in the Planning and Development Department. While approved, these funds have not yet been
expended. Itis our understanding that they are available for reallocation.

Clerk of Courts Reduction: With a new Judge, it was determined that the schedule of the Clerk of
Courts position could be reduced by seven hours per week, roughly 20%. The resulting savings is
estimated at $25,000 to be applied to other staffing needs.

Police Department Savings: As a result of labor negotiations with the Police Department, union
employees agreed to contribute a portion of their WRS payment. This change resulted in savings of
approximately $38,000 annually in the Police Department staff account. It is unclear whether or not
there are restrictions on these funds, but if not, they could offset the cost of City-wide staffing level
adjustments.

Contracting and Service Delivery Adjustments: The report includes a number of options for potential
efficiency through adjustments to service delivery approaches and changes to contracting. For
example, it is likely that the number of hours contracted for legal support could be reduced, if a qualified
candidate with knowledge of labor laws is hired as HR Director. Also, a number of existing contracts
and purchase agreements are managed separately in different departments, which fails to capitalize on
economies of scale. Furthermore, although activities such as mowing and snow removal utilize limited
part-time and seasonal employees, there are opportunities for outsourcing of these functions.

Contingency Funds: There is currently $80,000 categorized as contingency funds for the City to utilize
in the event of an unforeseen event which negatively impacts the budget. There is no legal requirement
to maintain this balance. Therefore, for the purposes of the higher cost Model 3 later in this report, we
propose utilizing $40,000 of the contingency to fund the enhanced organizational structure. This would
still leave $40,000 as a contingency fund for the City.

In addition to these funding options, we explored the possibility of shared service agreements with other nearby
entities. Under such a scenario, the City would utilize the newly added staff (depending on the model adopted)
to also offer services to another entity on a fee basis. Our research did not involve discussions with other
entities, with an aim of maintaining the confidentiality of the City’s review process. It did, however, involve
research into the current practices of these communities, which included: Cottage Grove, Evansville, Edgerton,
Oregon, and McFarland. In the majority of these entities, the Administrator managed personnel issues,
supported by internal or external legal counsel. These Administrators surely have differing levels of HR
expertise. If the City were to market the expertise of a new HR Director, for example, the rates would need to
be lower than those of external legal service providers.
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Although not specifically included in the estimates below, there could be additional long term funding in the
future through a reorganization of the Fire and Emergency Management Service (EMS) functions. The
leadership of the City’'s EMS and Fire functions are both approaching retirement. A consolidation of these

leadership roles, as successfully utilized in other municipalities, could result in future savings of $78,000 to
$112,000 per year.

Model 1: Create HR Director Role
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Overview of Changes

The first model is the most fiscally conservative model and focuses on the separation of HR duties from City
Clerk duties. Some changes can be made in the short term and others are ideas for the longer term, after the
initial changes have been implemented.

Short Term:

Separate the City Clerk/Personnel Director roles into two by adding a three-fourths time HR staff (+0.75
FTE).

In line with the previously discussed City Clerk benchmarking data and the separation of the HR
function, reduce the Deputy Clerk role to part time (-0.5 FTE).

Move the Clerical Assistant in the City Clerk’s office to a Clerical Assistant in the Mayor’s office (0.0
FTE).

With non-processing payroll and benefit responsibilities potentially moving back to HR from Finance,
shift Finance Clerical Assistant responsibilities to support both HR and Finance (0.0 FTE).

Reduce Clerk of Court hours (this is already occurring) (-0.2 FTE).

Officially designate the Director of Planning and Development as also being the IT Director with full
oversight of IT. These additional responsibilities merit an increase in pay. (0.0 FTE).

Move phone services and web design responsibilities to the Director of Planning and Development/IT
Director (0.0 FTE). The Director, however, would require additional support as listed below.

Add part time or contract IT support for the Director of Planning and Development (+0.5 FTE) in order
to decrease the current Director of Planning’s workload by decreasing time currently spent on IT issues.

Add part time or contracted administrative or engineering support to the Planning department
depending on prioritized need (+0.5 FTE) in order to decrease the current Director of Planning’s
workload by decreasing the time currently spent on administrative or low level engineering related
activities.

Long Term:

Consolidate the role of Fire Chief and EMS Director (-1.0 FTE).

Consider contracting out building services (-1.0 FTE) in order to decrease costs and decrease the
Director of Planning’s workload.

Reduce staff hours through consolidation and contracting for mowing and snow removal services (-0.25
FTE).

Pros:
Effectively separates HR functions from City Clerk functions:
- Increases the capacity for an improved level of HR service and expertise.
- Expands the pool of eligible candidates for HR Director and City Clerk by streamlining the
competencies required for each.
- Decreases liability risk exposure to the City.
Requires the least fiscal investment.
Provides administrative support to the Mayor to free up more time for strategic leadership tasks.
Cons:
Does not adequately support the information technology needs of the City.
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Does not address the underlying issues of interdepartmental coordination and cultural change.
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Organizational Structure

| Legal Services |
| (potentially reduce |
Mayor | contract amount) |

Administrative
Assistant from City

Clerk
(+0.5FTE)
. . . . . ) . EMS Recreation Senior Opera Library Streets City Planner/IT
iy GRS I Finance Director [jiPolice Chiefljl Fire Chief Director Director Center House Director Superintendant Director
(pay increase)
Removg HR Duties Move web Consider Move web services
fr%m dQlt)/t ((‘;IeHrléto services and Contracting or a'gd phtotnel'tro
edicate Y eport to
gl Cross Utilization ;
role(+0.75 FTE) responsibilities re- Mowing, Snow Director
and Reduce De_puty to report to IT i?emoval‘ otc (+1.0 FTE)
Role( ?:ggﬁglme Director (-0.25 F'TE). Add Part Time or
: (-1OFTE) Contract IT Support
Shift Previous Clerk (+0.5 FTE)
Administrative
Support to Mayor Add Part Time or
(-0.5 FTE)
Contracted
Retain a total of 1.0 Administrative or
FTE Clerk and 0.5 Engineering Support
FTE Deputy Clerk (+0.5 FTE)
(reduce Clerk pay)
Reduce Clerk of
Court Hours
(-0.2 FTE)

Shift Part Time Finance Admin.
Position to Support Finance and HR

(0.0 FTE)
Administrative Services Team Public Safety Team Recreation Services Team Planning and Development Team
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Net Financial Impact

Description of Change Ié_s?t\il\r/nate Elsgtir:nate
Model 1 Organizational Changes:
Add Part Time HR Director (0.75 FTE) $ (50,000) | $ (65,000)
Shift (0.75 FTE) Finance Administrative Support to be Shared Administrative Support - -
Remove HR Duties from Clerk and Deputy (-0.5 FTE) 30,000 35,000
Shift Administrative Support from Clerk to Mayor - -
Shift Web Services and Phone from Opera House to Planning/IT - -
Add Part Time or contracted Administrative or Engineering Support to Planning (10,000) (15,000)
Add Part Time and/or Contract IT Support (40,000) (60,000)
Pay Supplement for IT Director (10,000) (20,000)
Net Cost for Model 1 Changes: $ (80,000) | $(125,000)
Potential Additional Funding Sources:
Utility Payment in Lieu of Taxes $ 80,000 | $ 80,000
Administrative Set Aside (for Planning/IT) 10,000 15,000
Reduce Clerk of Court Hours (-0.2 FTE) 20,000 30,000
Savings from Police Department Negotiations 35,000 40,000
Other Savings (adjustments to contracts, etc.) 10,000 15,000
Fiscal Impact After All Potential Revenue/Savings Offsets: $75,000 $55,000
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Model 2: Create IT Director Role

Overview of Changes

The second model builds on the enhancements of the first model, but also creates a new role to centralize and
lead the IT function. Again, while some of these recommendations can be implemented in the short term,
others are intended for the long term.

Short Term:

Separate the City Clerk/Personnel Director roles and add a full-time HR staff (+1.0 FTE).

In line with the previously discussed City Clerk benchmarking data and the separation of the HR
function, reduce the Deputy Clerk role to part-time (-0.5 FTE).

Move the Clerical Assistant in the City Clerk’s office to a Clerical Assistant in the Mayor’s office (0.0
FTE).

With non-processing payroll and benefit responsibilities potentially moving back to HR from Finance,
shift Finance Clerical Assistant responsibilities to support both HR and Finance (0.0 FTE).

Create a new position of IT Director to lead IT strategy for the City (+1.0 FTE) in order to remove IT
responsibilities from the Director of Planning and allow the Director of Planning more time to focus on
his core responsibilities and economic development.

Move Media Services and web design responsibilities to report to the IT Director (0.0 FTE).
Add part time and/or contract IT support for the IT Director (+1.0 FTE).

Add part time or contracted administrative or engineering support to the Planning department
depending on prioritized need (+0.5).

Long Term:

Pros:

Cons:

Consolidate the role of Fire Chief and EMS Director (-1.0 FTE).

Consider contracting out building services (-1.0 FTE) in order to save on costs and decrease the
Director of Planning’s workload.

Reduce staff hours through consolidation and contracting for moving and snow removal services (-0.25
FTE).

Effectively separates HR functions from City Clerk functions.

- Increases the capacity for an improved level of HR service and expertise.
- Expands the pool of eligible candidates for HR Director and City Clerk, by streamlining the
competencies required for each.

Provides administrative support to the Mayor to free up more time for strategic leadership tasks.

Centralizes responsibility for IT strategy and leadership in a single area, and expands the capacity of
the City to enhance efficiency of operations and security through technology.
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Requires some fiscal investment.

Does not address the underlying issues of interdepartmental coordination and cultural change.
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Organizational Structure
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Net Financial Impact

Description of Change Ié_s?t\il\r/nate Elsgtjir:nate
Model 2 Organizational Changes:
Add Full time HR Director (1.0 FTE) $ (65,000) | $ (85,000)
Shift (0.75 FTE) Finance Administrative Support to be Shared Administrative Support - -
Remove HR Duties from Clerk and Deputy (-0.5 FTE) 30,000 35,000
Shift Administrative Support from Clerk to Mayor - -
Create a new IT Director Position (+1.0 FTE) (70,000) (90,000)
Shift Media Services from Opera House to New IT Department - -
Add Full Time and/or Contract IT Support (60,000) (80,000)
Add Part Time or contracted Administrative or Engineering Support to Planning (10,000) (15,000)
Net Cost for Model 2 Changes: $ (175,000) | $ (235,000)
Potential Additional Funding Sources:
Utility Payment in Lieu of Taxes $ 80,000 | $ 80,000
Administrative Set Aside (for Planning/IT) 10,000 15,000
Reduce Clerk of Court Hours (-0.2 FTE) 20,000 30,000
Savings from Police Department Negotiations 35,000 40,000
Other Savings (adjustments to contracts, etc.) 10,000 15,000
Fiscal Impact After All Potential Revenue/Savings Offsets: $ (20,000) | $ (55,000)
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Model 3: Create City Administrator Role

Overview of Changes

The third model builds on the enhancements of the first two models, but also creates a new position of City
Administrator. Again, while some of these recommendations can be implemented in the short term, others are
intended for the long term.

Short Term:

Separate the City Clerk/Personnel Director roles into two by adding a three-fourths time HR staff (+0.75
FTE).

In line with the previously discussed City Clerk benchmarking data and the separation of the HR
function, reduce the Deputy Clerk role to part time (-0.5 FTE).

Move the Clerical Assistant in the City Clerk’s office to a Clerical Assistant in the Mayor’s office (0.0
FTE).

With payroll and benefit responsibilities potentially moving back to HR from Finance, shift Finance
Clerical Assistant responsibilities to support both HR and Finance (0.0 FTE).

Create a new position of IT Director to lead IT strategy for the City (+1.0 FTE).

Add part-time and/or contract IT support for the IT Director (+1.0 FTE) in order to remove IT
responsibilities from the Director of Planning and allow the Director of Planning more time to focus on
his core responsibilities and economic development.

Move Media Services and web design responsibilities to report to the IT Director (0.0 FTE).

Move Building Services to Streets as Streets has administrative support and a vast majority of
Planning’s current administrative needs originate from Building Services (0.0 FTE). This will also allow
the Director of Planning to spend more time on his core responsibilities and economic development.

Create a City Administrator role (+1.0 FTE).

Long Term:

Pros:

Consolidate the role of Fire Chief and EMS Director (-1.0 FTE).

Reduce staff hours through consolidation and contracting for mowing and snow removal services (-0.25
FTE).

Effectively separates HR functions from City Clerk functions.

- Increases the capacity for an improved level of HR service and expertise.
- Expands the pool of eligible candidates for HR Director and City Clerk, by streamlining the
competencies required for each.

Provides administrative support to the Mayor to free up more time for strategic leadership tasks.

Centralizes responsibility for IT strategy and leadership in a single area, and expands the capacity of
the City to enhance efficiency of operations and security through technology.

Adds strong central administration to pair with the Mayor’s position.
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Allows the Mayor’s role to be more outward facing as an elected official, focusing on goals like
development over internal administration.

Provides much needed interdepartmental coordination and centralized authority to address
perpetual cultural issues and to manage city-wide (cross-departmental) initiatives.

Cons:

Requires significant fiscal investment.
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Net Financial Impact

Description of Change Ié_sot\iNmate Elsgtir:nate
Model 3 Organizational Changes:
Add Part Time HR Director (0.75 FTE) $ (50,000) | $ (65,000)
Shift (0.75 FTE) Finance Administrative Support to be Shared Administrative Support - -
Remove HR Duties from Clerk and Deputy (-0.5 FTE) 30,000 35,000
Shift Administrative Support from Clerk to Mayor - -
Add IT Director (70,000) (90,000)
Shift Media Services from Opera House to New IT Department - -
Add Full Time and/or Contract IT Support (60,000) (80,000)
Add Part Time or contracted Administrative or Engineering Support to Planning (10,000) (15,000)
Add City Administrator (+1.0 FTE) (100,000) (120,000)
Net Cost for Model 3 Changes: $ (260,000) | $ (335,000)
Potential Additional Funding Sources:
Utility Payment in Lieu of Taxes $ 80,000 | $ 80,000
Administrative Set Aside (for Planning/IT) 10,000 15,000
Reduce Clerk of Court Hours (-0.2 FTE) 20,000 30,000
Savings from Police Department Negotiations 35,000 40,000
Other Savings (adjustments to contracts, etc.) 10,000 30,000
Use of Contingency Funds 40,000 40,000
Fiscal Impact After All Potential Revenue/Savings Offsets: $ (65,000) | $(100,000)
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In order to realize the recommendations in this report, the City will need to plan and support specific
implementation steps. Fundamental process and cultural changes do not occur overnight. They take planning,
preparation, perspiration, persistence and passion. To help guide the City through this transformation, Baker
Tilly has constructed an implementation roadmap outlining key milestones, artifacts required for each process,
training requirements, process monitoring scorecards and data collection plans to support process monitoring.

The Implementation Roadmap can fundamentally be broken down into four components: Plan, Communicate,
Implement and Monitor. Change is disruptive. Although there is a risk that implementing all recommendations at
once will seem overwhelming to employees, Baker Tilly feels that the risk of change fatigue may be greater.
Change fatigue occurs for an organization when too many changes are implemented over too long of a time
frame. Whether the process changes are implemented simultaneously or separately, there will be disruption. By
implementing the primary changes at once, the disruption may be heightened, but will also be over a shorter
period of time. Also, aspects of the processes interrelate and are interdependent.

The following narrative summarizes a four month implementation cycle. These steps are chronological but
some overlap. The basic steps of the cycle are:

A- Plan 6 weeks

B- Communicate 4 weeks

C- Implement 6 weeks

D- Monitor ongoing

Total Approximately 16 weeks or,
4 months

Plan — Approximately 6 Weeks

Developing a clear and coherent plan prior to actually communicating, training and implementing the process
changes is required to achieve success. Efforts to implement material organizational or process changes
primarily fail for two reasons; poor design and poor communication. Ensuring that each activity listed below is
thoroughly considered and prepared for will go a long way in mitigating risk. Note that some of the activities
listed below will be done concurrently or occur in a slightly different order than is listed. Although planning is
vital, events can occur which are unpredictable. As a result, flexibility is also required.

A.1l: Confirm Resource Availability

With a view towards the end in mind, consider what needs to be done to implement each process and who has
availability over the next several months. If resource availability is limited, what projects or activities are being
worked on that can be postponed until after implementation. This step may need to be revisited throughout the
implementation process.

A.2: Assign Leadership and Accountability

Although implementation of selected organizational redesign and process changes will require everyone’s
commitment and dedication, specific accountability needs to be determined and assigned. Although one person
may have oversight of the full implementation, leadership also needs to be delegated as the initiative is too
large for any one person to lead. Baker Tilly recommends that the person responsible for overall
implementation should delegate some leadership responsibilities to make the change process manageable.
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A.3: Finalize Position Descriptions

The City should carefully consider the competencies required for any additional roles. While it has been the
tradition of the City to hire first from within, it is crucial that the right candidate with the right skill set fill any new
or modified roles, and an accurate and complete position description is key for candidate evaluation.
Furthermore, a strong alignment between job description and job function will support job satisfaction.

A.4: Develop Detailed Workplan and Schedule

To ensure the implementations stay on track, a detailed work plan and schedule should be developed by each
person leading the implementation of the project. Within each of the milestones outlined in this document,
implementation leaders should think through what specific activities will need to be put into place. To develop
these plans, implementation leaders may want to utilize Microsoft Project or a work plan spreadsheet.

A.5: Determine Impact

Who will be most impacted by this change? Implementation leaders need to think through who will eventually
be involved and how their perspective may need to be included and added to the process.

A.6: Assign Responsibility and Develop Mechanisms for Tracking and Monitoring Feedback and Quality

Once the new organizational design and processes are implemented, there needs to be infrastructure in place
to monitor and track quality. These should be developed and assigned accountability during the planning phase
to ensure everything is prepared well in advance of actual implementation. Consideration should be given as to
who will be responsible for answering questions, tracking issues, addressing challenges and reviewing the
effectiveness of the processes. Thought should also be given to how issues will be tracked and quality
reviewed.

A.7: Review Plan with City Council

The City Council may be intimately involved throughout the implementation process or may prefer to delegate
implementation entirely to the Mayor or City Administrator. Reviews with the Council may occur frequently or
infrequently throughout the process. Either way, the Council should be updated as to the overall implementation
plan at least once prior to moving on to the Communicate milestone.

Communicate — Approximately 4 Weeks
B.1: Communication Strategy

Effective communication is absolutely necessary for the process implementations to succeed. Communication
needs to be clear, consistent, frequent and targeted to the right audience. Key messages that will need to be
communicated include:

What is changing?

Why is it changing?

Why do individuals need to be informed of this change (i.e. how will it impact them)?

When is this change going to occur?

What do the recipients of the communication need to do and when do they need to do it?

How will the change be communicated?

How often will communication occur prior to and during Implementation and Monitoring?
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B.2: Develop Group Specific Communication Strategies

Different stakeholders will have different communication requirements. Communication will need to be designed
and contoured based on the audience.

B.3: Designate Representatives to Answer Questions

Once initial communication is delivered for each process there will invariably be questions. Prior to
communicating any information on the implementation, designate a specific individual or individuals who are
responsible for answering questions. These individuals should be listed, with contact information, in the
implementation communication.

B.4: Review Communication Strategy with City Council

Similar to the Plan phase, the Council may be intimately involved or may not. At a minimum, however, the
Council should be updated on the Communication Strategy prior to its release. Feedback should also be
obtained.

B.5: Communicate Training and Future State

The actual communication to employees should be based on the approved Communication Strategy and walk
the recipients through the key milestones of the implementation including, in general, a tentative training
schedule. This will allow the recipients to gain an initial understanding of the timeline and voice concerns if
there are wide spread scheduling conflicts previously unknown to the implementation team.

Implement — Approximately 6 Weeks

C.1: Set and Communicate Clear Start Date for Each Process

Once training is complete, the Council and implementation leaders should establish a communication strategy
specifically around the start date for each organizational and process change. There will most likely need to be
several communiqués with City employees to ensure everyone has a clear understanding of when the new
organizational design and processes will be implemented.

C.2: Confirm and Review Start Date with the Council and Implementation Leaders

Prior to actual implementation, the Council and implementation leaders should have an opportunity to review
preparations, training results and current readiness status of the team.

C.3: Implement New Processes
The first week of implementing the new organizational design and processes will be the most difficult. The IT

team should make every effort to decrease or postpone activities for that week to ensure there are sufficient
resources available for implementation.
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Monitor - Ongoing
D.1: Set Initial Weekly Review of Feedback and Quality

The implementation leaders responsible for each change should set up a weekly review meeting to confirm how
effectively the new processes are being followed and to identify problem areas early and address immediately.
The first few weeks of implementation are crucial in imbedding the new organizational structure and process
habits into the City.

D.2: Provide Update to Relevant Stakeholders on Results of Implementation

Communication should be developed for all relevant stakeholders updating them on how successful the
implementation was, challenges still being overcome and opportunities for the team to continue ensuring
success.

D.3: Set Ongoing Quality and Process Improvement Meetings

Even with a successful implementation, there will always be opportunities for improvement and a need for
quality review. There should be an ongoing checkpoint to ensure the new organizational design and updated
processes are operating as designed. This review can occur as often as is deemed necessary but Baker Tilly
recommends that this occur at least semi-annually once the redesign and processes have been fully integrated
and are working as initially designed.
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Report
Recommendation Monitoring
Number ~ |Recommendafion Priority |~ Timeline | Necessary Action Steps Assignedto |Responsibiity |Completion Date
Through attrition over the next three-year
period, reduce staffing levels for field
functions by 14.0 FTE from the current levels.
The reductions ideally would take place on Y ——— " -
the following crevs: |dentify specific position reductions if diferent | . ANing process (steps
.g y . from VK recommendation. 2. Detemine if any ey &2) January 2009,

+ Ttruck driver positions As identified positions|. . Commissioner, | Transportation !

1 " . i High identified positions are currently vacant. 3. As they . Implementation (stap 3):
+ 2 positions from the grading crew; become vacant County Commitiee -
A noston fomth cach . occur, delete budget authority for each identfied ittt ongoing unflall identified

mmmemmm, position newly vacant positions have vacancies

+{ position from the base crew;
+{ position from the bridge crew;
+1 backhoe operator; and
+1 parks mainfenance position.

2 glc. BlC 0 0 el Ble el
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