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Executive Summary

Littleton, Massachusetts’ Board of Selectmen (B@8ablished the Town Government
Study Committee (TGSC) in April 2006 for the purpas evaluating the effectiveness of
the Town’s organizational structure and managersgstems and to report to the
Selectmen with recommendations for further study/@nchange. Specifically the
TGSC was charged by the BOS to:

Study the town’s organizational structure;

Review the efficacy of the current structure;

Evaluate the duties & functions of individuals, tsmand committees;

Examine models of government in comparable areaspw

Study management systems/major function areasidiak budgeting, personnel
& procurement, public safety, public works, heajilanning; and

Prepare a final report of findings, conclusions] eecommendations.

The BOS selected eight (8) former elected and/poigped town officials to participate
on the TGSC:

Member Initials* |Former Board/Committee

Joe Knox, TGSC Chair** JK BOS, current ZBA

Roland Gibson RG School Committee

Mike Knupp MK BOS, Finance Committee, ZBA

Nate Long NL School Committee

Lynn Masson LM Board of Assessors, Finance Commifte
Karen Duggan McNamara KM BOS, Finance Committee

Rod Stewart RS Planning Board

Harry Swift HS Board of Health

* Note: initials used to denote interview assigmis
** Stepped down as Chair in May 2007 followingatlen to Board of Selectmen; replaced by Harry Swif

During the course of its work from April 2006 thgiuJune 2007, the committee
conducted and completed the following:
26 Department Interviews
10 Town Board Interviews
Six (6) Meetings with Officials of Other Towns
More than 40 posted committee meetings
Citizen Questionnaires
Two (2) Public Forums
Two (2) Meetings with the Department Of Revenuewdion of Local Services
Numerous telephone conferences with the Massadludanicipal Association
Presentation at Special Town Meeting (fall 2006)
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Numerous Status Update Me
Presentation At Town Meetin

etings with BOS
g (May 2007)

The Committee drew the following primary conclusdrom the data collected during

the course of their study:

Sub-optimal town leadership has resulted in ingffitinternal operations, and
the erosion of public trust and confidence in Td3wovernment;

Strong, committed and loyal town employees andntelers have helped “make

up” for this situation;

Leadership issues appear to stem from systemioapricess-related

inefficiencies;

Town needs to implement changes to ensure effestargagement systems and

processes irrespective of indi

viduals in the rodes]

Fewer interested candidates for, and increasingtaxities associated with, the
Tax Collector and Treasurer positions have resufteshopposed elections for

these positions for more than

a decade.

In order to alleviate the issues it observed duiisid4 month study, the Committee made
the recommendations presented in the followingetabl

RECOMMENDATION

STATUS (June 7, 2007)

Next Step

Shift Treasurer and Tax Collector
positions from elected to appointed.

Accepted by Town Meeting
on May 5, 2005 and Town
Election vote on May 12,
2007.

) Appoint positions

when incumbents’
terms are up.

Create a new Department of Financ
and Budget with Associated Manag
(Assistant Town Administrator for
Finance and Budget).

eAccepted by Town Meeting
eon May 5, 2005 and Town
Election vote on May 12,
2007.

Establish greater clarity in
responsibilities in and assign more
authority to the Town Administrator
(TA) position

Accepted by Town Meeting
on May 5, 2005.

) Final vote required at
Special Town
Meeting on June 11,
2007.

) Selectman select,
hire, and empower

new TA

Require leadership training for senipiRecommended by TGSC Selectman discussion

elected/appointed officials and action

Appoint Town Wide IT Coordinator | Recommended by TT5S | Selectman discussign
and action

Appoint Facilities Manager Recommended by TGSC  e@mlan discussion
and action

Establish policies to ensure consisteirecommended by TGSC Selectman discussion

communications and action
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RECOMMENDATION STATUS (June 7, 2007) Next Step

Ensure all boards and committees | Recommended by TGSC Selectman discus

dealing with property and permits and action

utilize same tracking software

Improve permitting system (checklistRecommended by TGSC Selectman discus

coordinator) and action

Appoint HR Coordinator Recommended by TGSG Selantdiscussior
and action

Improve Town Hall lay out

Fianl plan being deveddp

Plan to be approved
and executed

Improve Web Site

Recommended by TGSG

Selectmangion

and action
Upgrade communications systems | Recommended by TGSC Selectman discus
(phone, voice mail) town wide and action

Consider making fire/police chief
roles consistent (strong/weak)

Selectman placed Strong
police chief article at Town
Meeting Warrant; passed
May 12, 2007.

None required

Develop a guide for incoming board
and committee members and a guid

Recommended by TGSC
e

for new employees

Selectman discus
and action
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1.0 Introduction

Littleton, Massachusetts’ Board of Selectmen (B@8ablished the Town Government
Study Committee (TGSC) in April 2006 for the purpas evaluating the effectiveness of
the Town’s organizational structure and managersgstems and to report to the
Selectmen with recommendations for further study/@nchange. Specifically the

TGSC was charged by the BOS to:

Study the town’s organizational structure;

Review the efficacy of the current structure;

Evaluate the duties & functions of individuals, tsand committees;
Examine models of government in comparable areagpw

Study management systems/major function areasidialk budgeting, personnel
& procurement, public safety, public works, heatitanning; and

Prepare a final report of findings, conclusions] eecommendations.

The BOS selected eight (8) former elected and/poigped town officials to participate
on the TGSC:

Member Initials* |Former Board/Committee

Joe Knox, TGSC Chair JK BOS, current ZBA

Roland Gibson RG School Committee

Mike Knupp MK BOS, Finance Committee, ZBA

Nate Long NL School Committee

Lynn Masson LM Board of Assessors, Finance Commifte
Karen Duggan McNamara KM BOS, Finance Committee

Rod Stewart RS Planning Board

Harry Swift HS Board of Health

* Note: initials used to denote interview assignise

The TGSC met first on April 18, 2006 and, given sleasitive nature of the charge,
agreed that the group needed clearly establisheddasies for member conduct and
group management. Accordingly, the committee agtbgite following guidelines for
individual and group conduct:

TGSC Ground rules for Conduct

Open and Honest Communications (no limits so Iageapectful)

Respect Others’ Opinions (disagree maturely angecttully)

Full Acceptance of Different Views: No Right or W@ (avoid early judgments)
No Personal Agendas or Preconceived Outcomes (@maiopen-mindedness)

Collect as much Information As Feasible (devotenash personal time as
possible)

Let the Data Guide the Conclusions and Recommenmtafuse the scientific
method to the extent possible)
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2.0 Process
The committee determined early on that its reconttedractions would most likely
come from two primary sources:

Problem areas for which solutions would need tddesloped; and
Opportunities for growth and continuous improvement

The former category would be identified primaritydugh introspection, that is, the
committee’s review and inspection of the Town'mal processes through interviews,
observations, and other means of Littleton-spediita collection. The
recommendations associated with these issues Wikelg have a strong “prescriptive”
theme, inasmuch as these would be specific chakeagd problems that needed to be
met and solved.

Recommendations based on the latter category woaaunee through benchmarking with
comparable and nearby towns, whereby the comnihitagght it likely it would identify
applicable and beneficial “best practices” fromstadowns’ internal procedures. This
second source of input might not necessarily lgnatl with internal problem areas; on
the contrary, some of the recommendations genefiatedthis source would follow the
spirit of continuous improvement, whereby any orgation should seek to identify ways
in which it can function better, even if the cuitretate is not specifically deemed
“problematic”.

With the recognition that the outcome would liketglude recommendations for change
in areas where there was not necessarily an olidergeoblem that needed to be solved,
the committee established the following generarag@gh to completing our charge:

Determine data needed
Collect data
Analyze data

Identify areas for improvement, including requirerseby which to test potential
solutions

Complete further data collection and analysis ags®ary to develop findings,
conclusions, recommendations

Develop preliminary findings; present to BOS, ToMiaeting, open public forum
Expand findings into conclusions

Prepare and present recommendations and implenoenpdén to BOS

Present proposed recommendations and implementaaarto public forum(s)

Prepare and make presentation to Town Meeting ypfamrant articles that result
from the committee’s recommendations
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3.0 Data Collection
The TGSC prepared a nine (9) question intervievwsgoenaire for the purpose of
collecting “data” from the interviewing processhelquestions were:

Interview Questions

What works well in your department? [...such as] peses, systems, interactions
with other departments/boards

What could be improved in your department?

What is the day-to-day interaction of your deparitngith other departments that
is part of the job? Could you compare that witlwvhbworks in other towns?

What would improve the interactions of your depanmtwith other departments?

Does your department [or board] have specific dpeggprocedures that are
mandated by Town Bylaws or State Statutes? If aahey help or hinder
efficiency? ... What would you change?

What, if anything has [helped or] hindered youdigbto meet changes in local
demographics?

In planning for the delivery of services is therng @ne thing that could be done tp
help you plan better for the changes you face theenext year, five years and
beyond?

What organizational changes, if any, would bermfibe a hindrance to your
department?

What changes, if any, would you like to make tonayovernment?

Members of the committee conducted interviews gladgnental personnel, Littleton
boards/committees, representatives from neighbdowgs, and state agencies, using the
interview questionnaire:

26 Department Interviews (listed in Appendix A)

Eight (8) Town Board Interviews (listed in Appendd)

Six (6) Officials of Other Towns (listed in AppendT)

Department Of Revenue - Division of Local Servifleted in Appendix C)
Massachusetts Municipal Association (listed in Amtig C)

In addition, the TGSC prepared a citizen’s questanre that was made available during
September 2007 (at the primary election, Donelardsket, Town Clerk’s office, and on-
line). The committee received a statistically gmsficant response; however, the
guestionnaire responses received were reviewed@mgidered during the data analysis
phase. In addition, the committee held a publiarfoto present the preliminary findings
and to collect additional public input. Seveni(@ividuals attended.

Through February 10, 2007, the committee has cdedgl scheduled (posted)
meetings in addition to the interviews noted abo@erall, the TGSC has spent more
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than an estimated ~600 person-hours in meetinggewiews (not including non-
meeting review, research or reading time) sincetimemittee was formed in April 2006.
The responses to these questions were collectediseussed during the TGSC'’s 26
posted meetings held during 2006 and the five ¢8}qul meetings held during 2007
(through February 10, 2007).

In order to keep the Board of Selectmen apprisquta@jress, the committee attended
multiple BOS meetings to provide interim statusated. In addition, the BOS was
invited to attend two specific committee meetinggtovide input to the committee.

As the committee’s efforts focused on completioganjunction with the Board of
Selectmen’s planning the Warrant for the 2007 ahhoan Meeting, several categories
of recommendations emerged:

Recommendations that would require by-law changd taus articles on the
Town Meeting Warrant);

Recommendations that could be implemented throungple majority decision;
and

Recommendations for change that would require énrgtvaluation to determine
the specific plan elements, schedule for implementaand potential budget
implications.

These recommendations are presented in SectioRéddmmendations, following
Section 4.0, Data Analysis and Findings, and Sed&i0 Conclusion Summary.
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4.0 Data Analysis and Findings

In order to better analyze these data, the respomeee entered into a spreadsheet. Once
entered, the committee reviewed the data liner®ydind determined there were four
major issue themes that came to light. These thenctude: Communications, Systems,
Staffing and Leadership. In addition, some answetsot fit any of the themes and

were classified into a miscellaneous group. Theagsheet is presented as Appendix F
to the report. Following the sorting of statemdmns the interviews, according to the
aforementioned categories, the following numberstatements were extracted:

Theme Statements Received
Communications 64
Systems 65

Staffing 75
Leadership 108
Miscellaneous 23

TOTAL 335

Once the data were categorized by theme, they thveresorted by question to give the
committee some sense of importance of each thé&eehown above, the number of
statements was generally about the same in termespbnse except for leadership which
made up nearly a third of all statements. In otdearioritize the issues to allow us to
make conclusions and provide recommended actiomslidva SWOT (Strengths,
Weaknesses, Opportunities and Threats) Analysé&h [Eesponse was reviewed to
determine if the statement was a positive stateifgirength) or a negative statement
(Weakness). The statements were then revieweetéordine if the statements could be
used as an opportunity to improve government tirafstatement posed a threat to the
improvement of government.

Throughout and following the process of data caite; the TGSC reviewed the data,
discussed the methods of and results of data asafysl debated the appropriate steps or
recommendations that would best mitigate the isglesdified for improvement. In
addition, as stated previously, the committee sdsewed and discussed the best
practices that it had identified during meeting®imiews with employees/officials from
comparable and nearby towns.
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4.1 Communications

Communication is one of the most critical elemédatsany organization, and typically is
the defining factor between organizations that fimmcsmoothly and those which
struggle to operate at maximum efficiency. Themefas would be expected, there were
many comments received from employees, town boarakpther towns that referenced
communications. The data suggest both positivenagdtive... there is good
communication and at the same time areas in whooimunication can be improved.

The interview questionnaire used during the in@ma of Littleton employees and
elected officials contained two questions directiated to communication:

What is the day to day interaction of your departmats with other
departments that is part of the job? .... and...Could you compare that with
how it works in other towns?

What would improve the interactions of your departnment with other
departments?

4.1.1 Intradepartmental Communication

There were few responses concerning intradeparaheotmmunication. Most of the
departments are so small that this type of comnatioic was not an issue, and in the
larger departments, such as the schools, thegdaimunication worked well.

However, one issue raised concerning communicatitnn a department is the
relationship between the staff of a board and kbeted members. This may need to be
addressed by the individual members of each bodmvever, it is imperative that
members of an elected board be responsive todffeasirking for that board. Not only
does a break in communication at this point indi&n slow down the work for that one
board, but it could easily affect the work of mantlger boards waiting for information or
decisions to be made.

4.1.2 Interdepartmental Communication

The majority of responses had to do with interdgpantal communicationtack of

regular interdepartmental meetings, such as reguladepartment head meetings.

The cause of this alleged absence is somethingssiehl in the leadership narrative,
although weekly or biweekly meetings of departnterads was the most often suggested
area for improvement.

Town departments communicate now “for the goocheftown”. One understated
concern was a situation where one personalitydagartment decided he/she did not
want to work with and communicate with a persogatitanother department. There is
nothing currently in the town structure insuringperation. Again, this is something
that could be addressed in the leadership narrdiitat should be noted that in a lateral
structure it is sometimes difficult to force coogigon if the groups involved are strongly
against it.
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Other interdepartmental concerns could be addraksedgh technological
improvements. Reporting issues between departmergoften blamed on outdated
software. Departments and boards depend on cénfammnation in a timely manner and
often it seems decisions are put off because theewaiting for information from other
boards.

There were positives concerning interdepartmermadraunication and Littleton’s small
size. Responses such ‘dowing faces makes it easier’and”l love the fact | can
walk across the hall and it's not a big bureaucracy show that Littleton is still small
enough where almost all of the town employees &aftllsnow each other. This clearly
is an advantage in communication.

4.1.3 Communications SWOT Analysis Summary of &tse
- Interactions depend on personalities, however,Usscthere is no central
authority.

Communication could be improved throughout all dgpants. There seems to
be resistance to this because of independent degatt protecting their territory.

Could do a better job of public relations.

Better communication with departments we provideises.
Not that much interaction with the Highway, L & W.
Dept and others are more reactive; should do marenmg.

Weekly or biweekly finance team meetings. Lackhid kind of collaboration
causes mis-communications.

Needs to be constant and better communication leetdepartments regarding
personnel and cash flow.

Interactions with staff from other departments.

Town Administrator’s office — holiday closing incgistencies, communication
with Finance Committee and Board of Selectmen]ifpaleaning or lack
thereof, scheduling multi-purpose Room for libraments, and snow removal.

Communication — the library frequently is the lesshear about various meetings.

Monthly meetings of all those who are helping cartchusiness of the town - did
this for a while some years ago, and lots of gdwngts resulted. Meetings need
to be regularly scheduled so that people can lain schedules accordingly.

Communication from accountant and/or treasureredafansfers are made.

Having a clear town government organization ctemdwing staff reporting to the
Boards. Boards going to the Finance Committedéuioding approval with Town
Meeting approving the budget would enable towns|eetmpsee how the elected
Boards relate to one another.

A clearly defined process for incoming employee&rehaccounts are established
and policies are provided.
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Communication could be improved greatly. Boards/Mpment (Selectmen) in
particular need to not rely on Administrator toad® information. He simply
isn’'t effective.

Other departments also need to communicate to nea wtaff is leaving so that
measures may be taken to safeguard data and resourc

Department works well with other departments exdepasury where there is no
accountability of available funds

4.1.4 Communications SWOT Analysis Summary of Opputies for Improving
Process:
Quarterly finance team meetings but not everyotends.

People with kids coming into town have high expgete for services and rights.

There had been regular interdepartmental meetangitated by the Treasurer,
although anyone would call a meeting if there wased.

Better communication between departments.
Would like to see minutes and summaries of boand (dher) meetings.

Recommended a wider meeting of department headbaards two or three
times a year.

More structured conversation such as regularlycaed meetings BOS,
FinCom, School Committee, Finance Team.

Would like to see a Town newsletter (internal news)
More frequent staff meetings.

Weekly meetings with the department heads thatrtegg@o the selectmen, in an
effort to improve communication.

Communication would be #1, followed by leadershipd proper management.

There is significant room for improvement of comnuations within Littleton’s
government. Some of that can come from a posdfdeadership holding department
heads accountable for meeting regularly and keegpéiot) other informed. Such staff
leadership could also serve as a resource fortairewhen staff is not receiving
adequate direction from their own boards. Othegrowements can come from
technological upgrades. Town operations are vablerto inefficiencies or worse, by
just relying on the good will of departments to wtwgether. Despite these concerns,
this issue seems like a very realistic one to solve

Discussions with other towns underscored the ingmag of regular communication.
The TGSC believes that regular communication islaual element that requires
leadership and cultivation. The development ad@ad operating system (of which
communication is one part) will take time, and v built on the foundation of a
regularly scheduled set of meetings that always pd#ce, and are used effectively for
two way communication.
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4.2 Systems
In conducting interviews with department heads rti®and officials from other towns,

one reoccurring theme was Systems. There is muethap between “Systems” issues
and the other themes we uncovered in our revieov.tHe purpose of this report, we have
defined systems to mean both day-to-day work pssseand actual hardware and
software systems in use by the town. We also addiesub-set of hardware systems
regarding the town’s web site. All three are dgsad below.

4.2.1 Hardware and Software Systems

Half of the people interviewed voiced opinions,tbgbod and bad, about the systems
infrastructure used by the town. All agreed that¢ is a tremendous amount of paper
generated by the town due to the reporting requeremof the State. The consensus was
that the amount of paper could be reduced if thene coordinated systems in place that
could alleviate redundant information. The wideaanetwork has helped make the work
processes more efficient.

The town currently uses “Admins” software as theld@ne of the data information
system. Itis old, difficult to use and does naiyide all the reports needs to operate
efficiently. It was described as not user friendhd tedious as far as data input is
concerned. Constant changes and upgrades arematit and have kept some
departments from doing their tasks efficiently.eTdtcounting module is in need of up-
dating and is very slow in processing data neegeglbry department to track budgets
and report to their boards and various state agenci

The State requires the Town to retain permanewtrdedn paper copy which is very
bulky and inefficient from an achieving standpoiMore data accessible on line would
be more efficient and cut down inquiry responsestlmetween departments and between
the town and the citizens. One suggestion, withesmerit, would be to archive every
parcel of land with all plans, documents, varianspgcial permits, assessments, etc. in
one data base for more efficient access to infaondty every department. Digitized
achieves of information from every department ie pitace with easy access would be
helpful.

4.2.2 Web Site, Phone System and E-mail System

The development of the web site over the last feary has helped meet the needs of the
public to get information. There does not appedrd any central control or assignment
of responsibility for either content or updatindonmation on the site. The residents
expect the town to have a web site and it needsri®ipport than is currently available.
This support would help in keeping data currenthensite.

The town telecommunication system is very out-dafBldere is no voice mail capability
in the town offices except for individual answerimgchines in each department. Inter-
office phone system capacity would facilitate betmmunication between offices and
with the general public. There is no mechanisinaosfer calls between offices. Callers
must hang up and dial again if they want to speabther department.

Final Revision Page 9 of 43



Littleton MA Town Government Study Committee Fifdport June 5, 2007

The need for a town enterprise wide e-mail systemgawith expanded and more
reliable internet capability would enhance commatian and productivity across all
town offices. The town does not even have a towdewnailing list in place.

4.2.3 Day-To-Day Work Processes

The committee did a fair amount of probing into tfag-to-day work processes in each

department to try to determine if efficiencies ebbk gained by modifying existing work
processes. Each department works as a totallypemtkent entity, setting its own hours,
policies and procedures.

Some departments have checklists and written puvesdvhich enable them to prioritize
work. Most have set policies and structured rasgithat adhere to State reporting
requirements and deadlines.

Related to the lack of a central data base noté&dnm 1 above, there is a need for a more
streamlined process for reviewing and issuing pestmrhere are independent checklists
in each regulatory board that could be streamlaretimore user friendly to the permit
seekers.

It is the committee’s view and based on the dalleced, that there is a lack of
collaboration and strategic planning between boamisbetween boards and their direct
reports. This is problematic when it comes toisgtindividual, department, and town-
wide goals and expectations. The town and its eyegls would be better served if there
were ways to infuse methods and skills across tiegats through professional
development programs.

The TGSC identified during interviews with othemtts that many town house layouts
had been specifically developed with efficiencyss-training, and better public service
in mind. Upon further review of the layout of llgton’s town house, coupled with
further discussions with employees, the committemd that the layout of Littleton’s
office space was inefficient, and could benefingigantly from re-alignment of like
functions (e.g. permitting, finance) in the sameegal area.

4.2.4 Facilities

During the committee’s interview with the Financen@nittee, Interim School
Superintendent, and other towns the issue of EasilManagement was discussed. The
FinCom felt very strongly that the Town would behdirectly and substantially from the
creation of a Facilities Manager position, chargéth managing building maintenance
and custodial services, as well as capital projettey noted that without one person
charged with the responsibility for day-to-day fisgimanagement, lapses in
maintenance would likely continue. Qualitativelye FinCom and the TGSC felt that
whatever directs costs were incurred by creatiegotbsition would be more than offset
in direct and indirect savings generated by hatsagneone on watch”. The need for
and benefits associated with the creation of difi@si manager position were echoed by
several of the other towns interviewed.
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4.2.5 Systems SWOT Analysis Summary of Threats:
- Too much paper and not enough automation.

“Admins” software is out of date and ineffectivedalivering needed data and
reports.
Frequent vendor software changes are problematic.
Inconsistent system for numbering streets (odd rassbn even number sides of
the street), can pose a public safety issue.
Town is technically challenged when it comes tallare and software systems.
There needs to be a more streamlined and consstemitting system. Need a
digitized archive of data from all department ireqiace.
Each department works independently so operatifigig® differ between
departments.
Selectmen need better procedure for signing wesklityant. Accountant should
not have to chase them down every week.
No uniform hours of operation across departmehis.system in place for
coverage.
Telephone system is grossly out of date and inefftdor employees and
citizens.
Physical layout of like service departments isefbtient for either function or
use by citizens.

4.2.6 Systems SWOT Analysis Summary of Opportusifitce Improving Process:
- Payroll function works well.

Continue to work on Web site. Was received welewimplemented but needs
update and maintenance. Currently more than 122hH@6 to the site (since
inception), averaging 20,000 per year.
Assessing function works well with current software
Checklist for contractors in building departmenipisavith permit process.
Contractors have stated Littleton works better timamst towns.
Accounting has set policies and procedures thak we|.
Help Desk log maintained by IT department to aseistoubleshooting.
Computer use policy in place.
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4.3 Staffing
General overview of Littleton staffing: Most lo@vernment departments in

Littleton are very small, with the exception of thehool Department, followed by
Police/Dispatch, Fire, Highway, and Assessors.

The following are the government offices of Litdat Each is staffed by one or two
permanent employees. Some are elected; othersrappobome are full time; others
part time. These offices may have seasonal helpreamy use the services of
volunteers.

Collector - 1 (Note: Collector and Clerk are eaelt pime and each supports

the other position part time as well.)

Clerk -1

Town Administrator (Administrator and Assistant)

Accountant (Accountant and Assistant)

Treasurer (Treasurer and Assistant)

Building Dept (Building Commissioner and Assistaniring, plumbing

inspectors)

Veterans’ Services — 1

Park & Recreation — 2

Cemetery — 2

BOH — 1 Assistant (Professional Health Servicevipied by regional board)

Conservation Com — 1

Planning — 1

ZBA-1PT

General observation: staffing is thin in many pkaoeny people wearing multiple
hats. Backup is insufficient or non-existent in gorases. Jobs have evolved in ways
that may no longer make sense. There is a Growaed for professional
development of municipal employees. This is esgdlgdrue for financial positions
and raises the question of elected versus appopusitions.

As local demographics change from a rural commuoityed room community, there
has been a significant growth in expectations tifems for more services and
quicker response time from local government.

Growth of population, although slower than in ndigting towns, continues. Some
departments may be able to have a slower rateoaftgrcompared to population if
helped by better computer systems. Others shautkpected to grow
proportionately to population. For example, schawld highways tend to grow in
direct proportion to additional students and neadso

Money for additional staffing and additional hotws existing staff is very tight.
Reduction in state aid over recent years has eatt problems. Upgraded systems
might help but are also under funded.
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There is terrific cooperation among Townhouse staff their dedication to the job
and to the town is exemplary. Performance is egnelnd self motivated, in spite of
lack of “Leadership” from Boards.

4.3.1 Staffing SWOT Analysis Summary of Threats:
Town house staff is “very thin”. There is no redandy or backup of jobs.
“Knowledge is one deep”.
Personnel responsibilities don’t necessarily belongeasurer’s office. Placed
there by default.
Increase in population has impacted workloadslidegartments. Expectations
of the public have increased.
Advantages and disadvantages of filling positioiasappointment versus
election. If elected, the incumbent must be adegsi which could be a hindrance
in limiting the pool to only residents. Having ordypool of Littleton residents to
choose from hinders your ability to find the rigigople for the job. Elected staff
positions may not be the best structure. It makesession planning very
difficult.
Coverage! There is no backup in many of the departsifor sick, personal and
vacation time.
Staff is very thin. There is no redundancy. “We keavily leveraged with the
possibility of failure.”
Wearing so many hats and having so many more chdacéings to go wrong
makes his job more difficult.
Be more proactive in retaining current employe€lsere are more dollars lost in
efficiencies in training new people than payindéep the current staff..
Personnel could be a little deeper so that theyt doave a crisis” when someone
leaves would be the biggest change...having somedashey.
Due to confidentiality issues, sharing of supptatfsvould be difficult.
Assistant’s hours have been cut in the face of mdereands from citizens for
information which still needs to be pulled by hand.
We have virtually no custodial or maintenance servContract cleaners are
ineffective. Senior Property Tax volunteers hasaalmaintenance in the last
year or so. Maintenance and / or repairs thapas¢poned due to short-term
budget constraints, only makes the problem motearidown the road.
We also need professional, properly paid stafflidegpartments. Sometimes it’s
like this is a shelter workshop when we rely sovilgan volunteers (not that |
don’t appreciate them, but it takes time to traupervise, hand hold the
volunteers).
A lot of people come to town and expect services thirror a suburb of Boston.
Job is more reactionary with no actual planningordiresources would help.

4.3.2 Staffing SWOT Analysis Summary of Opporti@sitfor Improving Process:
We are fortunate: people all know the process.
Our size seems to be right on the edge of needdegizated HR person.
Department’s motto is “simple & sustainable”.
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Town has good people, who do what'’s right for thert, in spite of (flawed)
structure.

The interactions with other departments worked wBloblems were usually due
to a lack of resources in other departments.

Good relationships with departments in town. Gtredsurer is important for
managing cash flow.

Highway Department — Great! Plowing, mowing andcsal projects are done
willingly and efficiently.

Competent, creative and trained staff.

The office structure works well. There is a jolahsystem where 1 position is
shared by 3 people.

The committee found that the Town Clerk, Tax Catdecand Treasurer positions had
not been contested in 11 years. Coupled with tbeigg complexities of the positions,
the committee observed that other towns appoirdetesor all of those positions. The
committee observed that by changing some/all (felpositions to appointed, the
following would be accomplished:

Greater pool of candidates (no longer restricteldttteton residents);

Direct supervision of these positions by othergamernment, such that poor
performance could be managed on a timelier baais ¢kected positions; and

Direct accountability to a supervisor.

This issue has generated one conclusion, anddas$ied in more detail in Section 5.0
Conclusion Summary, and 6.0 Recommendations.

The committee identified a common theme in therundsvs relative to staffing levels
and efficiency. On review of the data, the comeeittound that improving the layout of
offices in the town house (as discussed in sea&i@rSystems) would likely have the
ancillary benefit of improved awareness in empleyesgarding basic
requirements/processes associated nearby anddtedeepartments.

In discussions with other towns, and based on patsxperience, the committee found
that fully utilizing the Town Planner’s role to incle permit coordination across all
town-issued permits would provide significant bénef public service. Many other
towns have checklists of permits required and laa¥fast point of contact” identified on
staff who would provide “treetop level” guidancgaeding the permitting process (what
is required, who to see, in which order to see e@gartment, etc.).

Finally, the committee observed from employee wn&vs, as well as from actions at
recent Town Meetings, a high frustration level regay the human resources function.
As the committee “peeled back the layers of thewhiit found that much of the
confusion could be mitigated by a stronger HR (al& necessarily full time) in
conjunction with the recent re-birth of the Persaif@ommittee.
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4.4 Leadership

This narrative summarizes the “Leadership” themegmy. A total of 108 responses
comprise this category representing nearly a tbirthe responses to our interviews. We
believe leadership issues are the single biggesatho change and efficiency that we
found in the entire review process.

In order to aid in the analysis, the responses \ether divided into the following sub-
categories:

SUB-CATEGORY | # | %
Authority, Support, lack of support. 15 14%
Efficiency, quality of work, improvement. 2( 19 %
Guidance, decision making. 25 23%
Planning. 17| 16 %
Structure 221 20%
Working together. 9 8 %
TOTAL: (108 [100 %

More centralized authority like a Town Manager arenauthority for a Town
Administrator would seem to be the general theséot of the issues seem to be in the
area of needing and getting decisions, coordinatod a catalyst to working together
and improving inter-department relations. Furthealgsis of the sub-categories is
presented below.

4.4.1 Authority, Support, Lack of Support
This sub-category of responses relate to need areiponse of authority from the Board
of Selectman (BOS) or supervisors. The followingmes are evident:
- The BOS need to show more leadership or be strongeke decisions and be
more involved, or to show more respect to employees

BOS and Departments need more support from FinCom.

The BOS need to be more involved, provide more fonelepartment heads and
put in more time than the Monday meetings.

Additional comments are shown in the Leadership SWADalysis below.

4.4.2 Efficiency, Quality of Work, Improvement
This sub-category of responses relate to the effay of Littleton’s government.
Included are the quality of work and improvemerdgsiced.

Budget issues:

Sell off land not needed.

Better facilities maintenance.

Better fund state mandated requirements.
Better fund schools.
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Rules and negative comments that may be hindeffiugeacy:
Policies not adhered to by dept. supposed to emftbiem.
Vendor: Town most dysfunctional town the vendos taalt with.
IT promises not fulfilled.
Policies more important than solutions.

4.4.3 Guidance & Decision Making
This sub-category of responses relate to the guaprovided to town employees
including decisions that need to be made.

- Lack of response or decisions not made.

Good cooperation between departments but no cemitibrity to make it
happen.

No defined hierarchy, isn't someone who makes a®tss

BOS engaged in day to day activities, should empd\wdeninistrator.

Need clear delineation as to who owns the problem.

Strong manager at the top like Finance Directo/@ntiown Administrator.
No one who looks out for the whole business intsrestown offices.
FinCom appears to be setting policy vs. BOS.

Departments assume more responsibility that coelddmtralized in a finance
department. Charter would define.

Difficult to enforce policy. Need clear written Ipnes.
Worry about political fallout.
Role of elected boards should be crystal clear.

Present Town Administrator role lends itself to d&énands tied position in
dealing with employees.

4.4.4 Planning
This sub-category of responses relate to planfihgre is a lack of planning because the
BOS is reactive vs. proactive and have no town ionisstatement or strategic plan. BOS
needs to be more proactive with planning and lagkinthe big picture with a more
global perspectlve Some planning ideas to consmbéude:

Active planning cosponsored by more than one deyent.

Continuously examine processes.

Invest in infrastructure maintenance other tharostsh
Planning for economic development needed.

Need financial plan.

Recognize when plans no longer work.
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4.4.5 Structure

This sub-category of responses relates to the tshgestructure of the town. BOS and
FinCom have tried to centralize without successiceumore personnel issues. There is
a need for strong financial team to address capitaécts and long term financial
planning. All financial planning currently done Bglunteers. Some see a downside to
one person making decisions but stronger Town Adstnator can be productive &
efficient, but negative if not the right person.adging some positions from elected to
appointed positions would insure qualified persbrnneomeone just being elected to be
elected. Littleton continues to be a “starter tofan employees. We observed that a
better established personnel function is neededatce sure all employees are treated
fairly and equally. Divisiveness due to inequitiegpay is a threat to performance. There
needs to be more respect for employee & their joletions.

Over the past several years the school departnasribvden treated as an independent
entity rather than as another department. Integratif the school department into the
overall structure is critical. Too much “we v. #figoing on.

4.4.6 Working Together

This sub-category of responses relates to how pead departments work together.
Starting at the top with the BOS, there must bettebteam approach to solving
problems and moving the Town forward. Person&radtion is the key to a more
efficient BOS. The constant bickering and unprsi@sal behavior by the board was
brought to our attention in most interviews as fehe one thing that prevents the town
from solving problems and moving forward in a piesitdirection. There is no sense of
cohesiveness outside the town offices. Police, End L&W do what they want,
causing a lot of animosity. Relationships with aomon employees needs direct
attention by the BOS.

4.4.7 Leadership SWOT Analysis Summary of Threats
- Town lacks written personnel policies.

Need to make Littleton a place where people wastdyg. Avoid being the
“Starter Town”.

BOS needs to be more unified and show more leaigersh

Some former accountants appeared to be leavingetter compensation, but
others, including the immediate past accountaetngel to be more frustrated
with the lack of support from the Selectmen.

Issues “died on the vine” by lack of response dioac

Guidance on administrative affairs is often notegivOften information is
provided to board members in weekly/bi-weekly pagsawhich requires action,
but no action is taken. Board won't make a decision

Board of Selectmen is reactive, not proactive.
One vendor indicates Littleton is the most dysfioral town he has dealt with.
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4.4.2

There is good cooperation between the departmaitt®ugh there is no central
authority to make this happen. The process islyadapendent on personalities
and on people getting along and self-aligning.

With budget authority resting in the Finance Conteeif that committee may
actually be setting the policy rather than the &eden, who should be the policy
makers.

Handle finances holistically, not school side/tosite. Had 6 budgets rounds last
year.

No one seems to be looking at the big pictureseéims like a “we don’t want to
know” philosophy.

Selectmen need to spend more time with the depattamegoals and priorities
Would like to see more time from the BOS off camera

There is not a good culture in town governmenttrighw... but also a lot of
anger.

Who’s accountable; how do we measure that; how el@wvow we are getting the
best out of departments... how do they know? Thisage about customer
service than financial management or measurements.

Boards need to work more closely.
Politics appear far more important than solutianproblems.

We don’t behave like an entity — there’s no serfssbesiveness outside the four
walls of the town offices. Police, fire and L&W adhat ever they want.

Decisions aren’t made in a timely fashion and hkitg think service has suffered.
The BOS must learn to treat the employees hererespect.

The town administrator position lends itself toegblkands tied position in dealing
with employees. It would be easier to have soma@oradeadership position
when issues arise.

Over the past ~10 years the Selectman and Finanoen@tee have attempted to
centralize on their own without success causingenparsonnel issues.

Leadership SWOT Analysis Summary of Oppotiegifor Improving Process

(there appear to be more Leadership threats thportymities to build upon):

Other towns have issues with turf and funding whaghept for the divisions with
the school department, Littleton does not have.

Police and Fire work hand-in-hand. Police and [Eioea lot together vs. other
towns. Can this teamwork be expanded across We?to

Things are pretty “damn” good now. Can we buildlois statement?

L&W has a leadership model and management methwtshave been pushed
down into the organization

L&W has a strong chain of command. Buck stopsMtsGlesk
Long range planning has been initiated
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4.5 Miscellaneous

There are two primary sections that comprise thestillaneous” category: findings that
the TGSC developed based on interviews with DOR/Bh& other town’s personnel,
and feedback from employee/board interviews.

4.5.1 DOR/DLS and Other Town Interviews

Discussions with DOR/DLS and board members/empbjeen other towns provided
strong guidance to not pursue the charter pro¢esddngthy, cumbersome, difficult),
nor to pursue the Town Manager form of governmtrré were strong
recommendations to not go beyond what would bessecg to solve the town’s
problems). The committee discussed these tworfgedat length, and ultimately agreed
that neither charter commission or Town Managerewertessary.

4.5.2 Employee/Board Interview Responses

Not wanting to discount any data, the TGSC captursgview comments that did not
clearly fit into the previous Communication, SysgerStaffing, and Leadership themes
into “Miscellaneous”. We broke these comments Biiengths and Weaknesses to look
for patterns and/or areas for improvement. Winkedommittee did not draw any
specific conclusions from these data, we inclugeciimments here for review.

4.5.3 Miscellaneous SWOT Analysis Summary of Sitest
All activities are driven by State regulations anchl by-laws.

Over time the expectations of the town will change.
Many mandated procedures by legislation, litigatexmd good practices.

Yes — local by-laws, some of which are weakly wrtand restricts enforcement.
State requires in addition to building codes erdarent that the building
department is responsible for checking the buildews their subcontractors have
the proper worker’s comp insurance.

All functions are mandated.

Supportive townspeople, Library Friends, make gaagjestions that result in
improved services for all clients.

The certification requirements help us provide gservice to townspeople and
the planning requirement helps to focus our ression goals.

Every thing is dictated by Town & State by-lawshiS’does not hinder efficiency.
Always aware of where projects stand with otherdsand dept.

4.5.4 Miscellaneous SWOT Analysis Summary of Weskes:

Both said most of the duties or required by lavecal by-laws around voting and
town meeting also direct their functions.

Physical structure & safety issues prevent acagdit.
State bidding laws which don't give you the bestlitgyibecause of low bid laws.
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Lack of funding for capital improvements for heawisage.

No longer a farm community where people did thiflgghemselves. Want to be
in the country with city services.

Can't keep pace with upkeep demand given the usage.
A “zillion” statutes. Town bylaws can have some aapbut not a big one.
Change Town Meeting to April so that budget isssetner.

Planning needs to be fluid to take into accountalgnaphic changes and the
general economy that effects the town's abilitiutection efficiently.

Serving information needs of other town employegse-heed to know what they
need.

The only mention of library in the Town Code comseoverdue materials.
MGL's have no effect on our efficiency.

I'd like to see town government acting FOR the &ygy. Even a small thing like
having employees park farthest from the Town Hales®, leaving the nearer
spaces for visitors.

There is a huge need for space & facilities to iomet the progress of the Park &
Rec. A community center would be the way to go.

Would like to figure out how fits into job titleJob description does not match.
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5.0 Conclusion Summary
Conclusions and Recommendations are inextricabipected. Accordingly, the TGSC
presents a summary of the conclusions the comntitieenade from our data analysis
and findings that were in turn collected from alf data sources:
- Employee interviews

Board/Commission/Committee interviews

Department Head interviews

Public forum input

Public questionnaires

DOR/DLS interviews

Similar Town Board and Department Head interviews

Committee personal observations and experiencetanth government

Committee personal work and life experience.

During the process of conducting interviews andecting data, the committee was
impressed by the positive, team-oriented attituidee®employees in the town house.
The committee observed in town employees a comsigtidlingness to bend over
backwards to help each other out and to get theik wompleted, in spite of less than
optimal staffing. Nothing in the committee’s camgibns or recommendations should be
construed to indicate otherwise. The foregoing m@mtary notwithstanding, the TGSC
has drawn the following conclusions from the analp$ the data collected.

The reader is referred to the tables in the Recamdiate@n section for a more robust
discussion of the conclusions in the context ofrtfdmmendations they support.

5.1 Communications

C1. Overall communication between staff and the eleofédials could definitely
be improved.

C2. Communications between boards, departments, tovphogees and citizens is
inadequate.

5.2 Systems
S1. The physical communication (telephone, emalil, voiat, and data) system is
inadequate to facilitate communication within tbesh and with the citizens.

S2. The upkeep of the town’s physical plant is not besgstematically addressed.

S3. The current physical layout of the building is mohducive to the coordination
of like services.

S4. Boards do not submit updates for the town’s webisita timely manner. There
is lack of clarity regarding who is responsible fipdating the web site. The
web site’s central calendar is not functional.

S5. The Assessors, Building Commissioner, and Boatde#lth use different
software to store information about properties. aAgsult, there are occasional
discrepancies between the number of bedroomsderes is permitted to have
(septic permit), versus the number of bedrooms biclnmthe house is assessed.
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5.3 Staffing
ST1.The increasing technical nature and requiremesiscésted with several
currently-elected positions (town clerk, tax colte¢treasurer) has reduced the
gualified, town-resident pool of potential candetafor those positions.

ST2.The town'’s staffing is too “thin” in some placeshere are not enough hours
assigned to some positions. There may also bé@usihat the town should
staff to better protect assets, limit liability,ddor improve services.

ST3. Staffing of related functions are inappropriatelgdted in town offices with
little to no opportunities for cross training, matiackup, or other
opportunities that could better optimize scarceueses and better serve the
public. Some “savings” here could offset the niepotentially add resources
elsewhere.

ST4.The Town Planner’s title is “Town Planner/Permitd@ainator”; however, from
the data collected by the committee, it appearsthigapermit coordination
effort does not extend to include all permits.

ST5. The number of employees employed by the town hasmto the point where a
Human Resource function is warranted.

5.4 Leadership

L1. The organizational structure of the town is extrgnilat, leading to potential
and actual bottlenecks and confusion regarding ratel responsibilities.

L2. The authority of the town administrator is limiteshd results in varying
efficacy, dependent upon the skills, personality] experience of the individual
filling the position.

L3. Some functions, such as the human resources (HRJlioation function should
report to the Town Administrator so that the adsthation of those functions is
consistent for all town employees.

L4. The town does not have a centralized finance fandgee first Leadership
conclusion above).

L5. The town does not have a strategic planning process

L6. There appears to be confusion regarding the apjptepoles and
responsibilities of the Board of Selectmen, the mddministrator, and the
Finance Committee.

5.5 Miscellaneous
M1. Town does not need to form a Charter Commissidhisitime.
M2. A town manager is not needed at this time.
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6.0 Recommendation and Discussion Tables

As stated previously, the TGSC has combined thmudgon of conclusions and the recommendationsdhgyort into tables that are
contained on the following pages. The conclusems$ recommendations build on the data, data asadysl findings presented in
previous sections of this report.

Notes regarding format of tables:

Table Category Purpose

Recommendation Statement of recommendation basedromittee’s data analysis, findings, and
conclusions.

Basis Specific conclusions that support each recenaation (note that some conclusions
support more than one recommendation).

Analysis and Discussion Presentation of the conesiitrationale for the recommendation. This inetud
alternative solutions/recommendations (if any) thate considered.

Supporting Arguments Arguments in support of teisommendation not presented in Analysis and
Discussion section.

Opposing Arguments Dissenting views (either miryocidmmittee opinion, or potential opposing opinipns
not presented in Analysis and Discussion section.

Implementation Plan Preliminary summary of stepga@ccomplished to put this recommendation “in
play”. In some cases, the committee felt thatdtommendation need further
evaluation and/or planning, in which case the imq@etation included delegation to
another group for that purpose.

Potential Budgetary Implications This section,l@s\tagueness of the name implies, is intendedowige broad brush
assessment of potential costs associated withreaolhnmendation. In some cases
(e.g. new phone system), the committee recogniess is a cost, but feels the
research into alternatives and costs should be lepetplater, and/or by others.
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Recommendation 1: Make the following currently-&cted positions appointed :

Treasurer

Tax Collector
Basis - Conclusion ST-1: The increasing technical nature and requiremesgeciated with several currently-elected posstigax
collector, treasurer) has reduced the qualifiedntoesident pool of potential candidates for thpssitions.

Analysis and - These positions have grown incrementally over st decades to require significantly greater tnginbackground, and
Discussion experience than in the past.

During the same period, the demographic shift taymaore two-income households has reduced thegiguitential
candidates.

There has been little to no competition for thessitipns during the past decade.
When the last treasurer left the position, the Towvas lucky that Don Armstrong was available andinglto take the role.
Positions would be appointed by the Town Admintsirasubject to the approval of the Board of Sefext.

Following robust internal discussion, and receinimgut from others, the TGSC concluded that desstmitial support of
placing the Town Clerk position into this recommatioh, it was important for that position to remalacted. The Town
Clerk is one of the checks and balances, the gigni€e of which is underscored by the committeet®@mmendation that moie
authority be placed in the Town Administrator.

The alternative recommendation of no change wa®edrged because the committee felt that the towsliwizg on borrowed
time, as evidenced by the difficulties associatét the most recent filling of the treasurer pasiti

Supporting - Need to increase the pool of qualified candidates

Arguments Appointment will allow for a better functioning fimcial team (managers will have direct input on fili®the roles)
Selectmen retain their approval (or non approva$ in the appointment process

Opposing - We shouldn’t take the decision out of the handhefvoters

Arguments There are candidates out there, they don’t comesiat if the incumbent is doing a good job.

Implementation | - Present by-law at Town Meeting

Plan Vote on ballot at Town Election
If by-law passes, allow current office holders ¢ove out their terms (per Commonwealth statute)
Implement search and selection process when tepmesxto include incumbent, if appropriate)
Potential - Not applicable
Budgetary
Implications
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Recommendation 2a: Strengthen the Town Administrer (TA) position by implementing the following changes:

- The following positions would report directly toetifA: Highway Department Operations Manager, anitdiBg
Commissioner; and, if such positions are estaldisAssistant Town Administrator for Finance and geil IT
Director, Facilities Manager, and Human Resourcer@iaator.

- The TA should be charged with ensuring that théoperance review process is completed accordingum tpolicies.

- The TA would have a supervisory role with town hemasiministrative personnel that are appointed rén
Committees, or Commissions (e.g. town planner,doéhealth executive assistant, conservation agssessor’'s
office staff, etc.). This would allow the TA tov&input into performance reviews of these stafivalf as coordinate
facility hours, vacation coverage, etc. This raléntended to augment, not supercede the authadritye hiring board.

Basis - Conclusion L-1:  The organizational structure of the town is axidy flat, leading to potential and actual bottiekeand
confusion regarding roles and responsibilities.
- Conclusion L-2:  The authority of the town administrator is liedt and results in varying efficacy, dependent uperskills,
personality, and experience of the individualriidjithe position.
- Conclusion L-3:  Some functions, such as the human resourcesdbtiRdination function should report to the Town
Administrator so that the administration of thogedtions is consistent for all town employees.
Analysis The TGSC was created by the Board of Selectmen YBOZ06 based on their self-acknowledgementtti@tunctional
and leadership of the BOS and Town Administrator cdagdmproved.
Discussion

Further, the TGSC decided early in its existeneg itk work should not be based on people or pefdi@s; instead, the committe
focused on structure, process, and codified reouangs (i.e. by-laws) to ensure that town governmentld function effectively
irrespective of the individuals in the elected apgointed leadership positions.

The TGSC observed in the collection and analysdatd that the current BOS has gradually shiftemlam oversight role in
response to increasing day-to-day requirementgfatodins associated with the operation of town govent. The TGSC
concludes that this transition is appropriate agalthy, but also concludes that a commensuratgatgbe of responsibility,
authority, and accountability to the TA is a nedgdsr this transition to be effective.

The committee understands that certain membergeafurrent BOS desire to occupy the oversight saeare not comfortable
with delegating commensurate responsibility antheuitly to the TA.

The BOS can not have it both ways. Either they rdatgate more, or they must re-engage in a much substantive manner.
The TGSC supports the strengthening of the TAt@kugment and facilitate the transition of the B@$ocusing primarily on
policy and procedure, vs. day-to-day operations.

One alternative recommendation was to make no eantie TA role; this alternative would require BOS to re-engage in the
day-to-day running of the town, to meet weeklybéoavailable for office hour visits to the Town Keuor town business (e.g.,
signing the warrants). This alternative did nateigee support as the committee supports the BOSfon policy as opposed to
day-to-day operations.

Another alternative was to move to the Town Mandgen of government, which was not deemed necegsas/

D

Recommendation No Change-1).
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Recommendation 2a:

Strengthen the Town Administri@r (TA) position by implementing the following changes (Continued)

Analysis and The TGSC unanimously agrees that these organizatitvanges (including roles and responsibilitiesigbacted through by-
Discussion law, voted by the town, to ensure that the rolas@mocess are clear, unambiguous, and subjectigehonly by Town
(continued) Meeting vote.
Supporting Creating a stronger TA position is imperative te gmooth function of town government. Times hehanged, and the
Arguments expectation that the BOS will be available on a-titaglay basis may be unrealistic. Commensurate thét shift in role, the
TA must be more empowered to provide the day-toldaglership that the BOS provided in times past.
Empowered TA leadership would enhance and improgddilowing functions: management of town hoes®loyees and
policies, human resources, ensuring that time pmdace reviews are completed, economic plannirgdstmategic planning.
Opposing It is acceptable for there to be BOS/TA combinatitmat are relatively ineffectual; that's democraayd we need to let the
Arguments voters keep control of that process by voting tbpinions. Waiting several years to change theemplof the BOS is

acceptable.

Implementation
Plan

Hire a Town Administrator with the experience aagacity to handle this type of responsibility/auityo
Assuming it passes, work with TA to implement chesg

Potential
Budgetary
Implications

Potentially will need to provide an incrementallghrer salary to attract TA candidates who posdessdquisite experience fqg
the role.
At some point in the future as the Town grows,dieation of this position may require hiring adulii@l support to better

leverage the TA.
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1 Recommendation 2b: Create a Department of Financéop be managed by a newly created position of As&st Town Administrator for

Finance and Budget.
- Either the accountant or the treasurer may staffbsition (simultaneously with their other role)
The following positions would report to this nevdseated role: treasurer or accountant (whichawectfon is not
serving in the Assistant Town Administrator rol&)x collector, chief assessor, and treasurer.
The Assistant Town Administrator for Finance andl@et (AAFB) would have responsibility for coordiimat and
driving the budgeting process through interfacirththe Town Administrator; Board of Selectmen; Firance
Committee; and the town’s department heads, boardscommittees.

Basis - Conclusion L-4:  The town does not have a centralized financetiomc
- Conclusion L-1:  The organizational structure of the town is extely flat, leading to potential and actual botteks and
confusion regarding roles and responsibilities.
- Conclusion C-2: Communications between boards, departments, ésmployees and citizens is inadequate.
Analysis and Creation of a Finance Department, as the secoridpBRecommendation 2, complements the strengtigesfithe TA role and
Discussion represents further development of a more leveraggahizational structure.

The TGSC observed the need for better coordinatidimance-related functions, and concluded thatidest mechanism for
accomplishing this goal was the creation of a beterdinated department.

In interviews of other towns’ boards and persontina,benefits associated with combining the finalnftinctions (in those
towns that had made this change), were tangibtestongly recommended. Those benefits includet€tter efficiency
through improved coordination and cross-trainihgtaff, (2) better communication between the FImMCBOS, department

heads, and other boards/committees with budgeds(3rbetter planning/scheduling of the budgetinacpss that allowed morg

time for last minute adjustments (as necessary).

The TGSC, as presented in the discussion on Recodatien 2a, stated that its work should not be dhasepeople or
personalities; instead, the committee focused muttsire, process, and codified requirements (ydatys) to ensure that town
government would function effectively irrespectiviethe individuals in the elected and appointediéeahip positions. Creatio
of the Finance Department, and the position of AAWH provide for more effective and time-efficieprocessing by
coordinating the Town'’s financial functions, undee leadership of the AAFB.

The Town’s budget process for 2006 did not havadkimp “book”, nor does the 2006 backup as it existch the budget that
was voted at Town Meeting. The accountant showeddmmittee the budget book she has developatddd@007 budgeting
process.

As previously stated, the Town can rely on havhegright people in the right places, or the Town clhoose to create better
assurance that this functionality will exist, inéagdent of the personalities involved. It is theSK3s opinion that creating an
organizational structure and leadership role walte a minimum performance standard that will ensffective financial
leadership.

In the opinion of the committee, the transitiorited BOS to a more oversight-oriented board hadtessin a void in the area o
financial leadership. The Finance Committee fa#)eir credit, taken up this mantle and providgdificant leadership in
budgeting and financial administration. Howevbeit role has been one of necessity rather thaigrmesnd the TGSC feels
this proposed restructuring provides an importgpootunity to “get it right”.

14
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Recommendation 2b: Create a Department of Financép be managed by a newly created position of Asgasit Town Administrator for

Finance and Budget (Continued)

Analysis and
Discussion
(continued)

The TGSC specifically chose to entitle the posi#@sistant Town Administrator for Finance and Budaggeopposed to
Finance Director. The primary argument for thie titas that the Town should develop internal cgeircy succession
planning for leadership roles. When the prior '€&,Ithe BOS did not have one single meeting dunisghotice period in
which to discuss transitional matters. Thankfulye Town had competent personnel in Don ArmstienmdyBonnie-Mae
Holston who essentially “worked” the transitionaidvance of their official appointment as interimTo&’'s. By creating the
AAFB role, the committee concludes that there tdla better prepared backup for the TA for vacatidimesses, or for
interim filling of the position, not to mention aond set of eyes and ears to assist the TA wétllaly-to-day management o
town affairs.

The TGSC unanimously agrees that these organizatitvanges (including roles and responsibilitiesibacted through by-
law, voted by the town, to ensure that the rolasmocess are clear, unambiguous, and subjectimgehonly by Town
Meeting vote.

Supporting
Arguments

The size of the town’s operating budget, coupletth wie growing complexities of navigating the regaty and statutory
waters, support pulling together the town’s finahéiinctions into one department, and creatingthe role of AAFB.

A town with an annual budget of approaching $30iamineeds to move its financial functions to agamizational structure
with clearer lines of authority.

The organizational clarity associated with comhgniimese functions will provide efficiency and leage that is currently
absent.

The creation of the Finance Department and the Ag&Bogether; one without the other will not besefive.

This position will not require another manager/dapant head. It is expected that efficiencies eissed with creating the
finance department will more than offset the addiil responsibilities associated with asking thadurer or accountant to
simultaneously take on the AAFB role.

Opposing
Arguments

The current state is acceptable; no need for chahbe town can accept that the town’s financiahatggement is subject to
variability based on how well the departments wodether.

Implementation
Plan

Present proposed by-law for Town Meeting vote
Assuming it passes, BOS work with TA to identifydanetain appropriate candidate for the AAFB.

Potential
Budgetary
Implications

Potentially will need to provide an incrementallghrer salary to attract accountant or treasuredidates who possess the
requisite experience for the role.

At some point in the future as the Town grows,dieation of this position may require hiring adulii@l support to better
leverage the AAFB.
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Recommendation 3:

The Board of Selectmen, the Finae Committee, and the Town Administrator should péticipate in
appropriate leadership training. Once current memlkers have participated, all newly elected or appoird
persons should be required to participate in suchraining.
http://www.curp.neu.edu/sitearchive/thisweek.asp?id2333

Basis

Conclusion L-6: There appears to be confusion regarding the appte roles and responsibilities of the Board of
Selectmen, the Town Administrator, and the Findbommittee.

Analysis and
Discussion

The TGSC observed confusion amongst the BOS, TéFamnce Committee regarding appropriate roles and
responsibilities. This concern is addressed ihlpaRecommendation 14 (development of a guidelbookew board
and committee members), but the committee feltldatership training would assist the process.

In the opinion of the committee, the transitiorited BOS to a more oversight-oriented board witledigctive
delegation to the TA has resulted in a void indhea of financial leadership. The Finance Commitias, to their
credit, taken up this mantle and provided signiftdaadership in budgeting and financial admintgira However,
their role has been one of necessity rather thaiguleand the TGSC feels this potential restrustugrovides an
important opportunity to “get it right”. Taken aoncert with Recommendation 2b (creation of a FieaDepartment
and the position of Assistant Town Administratar Fonance and Budget), leadership training shossiisathe senior|
leaders in the town with additional skills wherabgy can effectively distribute responsibility appriately.

The Municipal Leadership Academy is MMA'’s recendlgnounced, joint program with Northeastern Univgisi
Center for Urban and Regional Policy. This prograpresents an applicable example of leadershigrigathat
could benefit the town’s leaders. Other, moredlacal or less-costly programs may be available.

While the implementation of this recommendation reagm onerous at the present time, once the ciB@8t
Finance Committee, and Town Administrator haveigigdted, only newly elected/appointed officialeddo
participate.

Supporting
Arguments

Our Town needs the best leadership available.slgett the training we can afford and reap the litsnaffbuilding
this type of training into the Town’s culture ofcegss.

Opposing
Arguments

Too expensive, not worth it.

Implementation Plan

BOS, Finance Committee, and new Town Administrat@luate options
Develop cost-effective plan for implementation

Potential Budgetary
Implications

Dependent on type of program and how many peotdadt
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Recommendation 4: Appoint a town-wide IT Coordinabr for the IT function at and between the light andwater departments,
schools, town house, police, fire, etc.). This ptisn would report directly to the Town Administra tor
Basis - Conclusion S-1:The physical communication (telephone, email, eiail, and data) system is inadequate to

facilitate communication within the town and witketcitizens.

Conclusion S-4: Boards do not submit updates for the town’s vitebiis a timely manner. There is lack of clarity
regarding who is responsible for updating the wih sThe web site’s central calendar is not fuorci.

Conclusion S-5: The Assessors, Building Commissioner, and Boéatdealth use different software to store
information about properties. As a result, theeacasional discrepancies between the numberdsbbms a
residence is permitted to have (septic permitlswethe number of bedrooms on which the housesésasd.

Analysis and - Funding should come from the following budgetsc¢siall these entities should benefit from hiring Bispecialist:
Discussion town operating budget, the school budget and tgbtland Water department budget.

The TA can leverage himself/herself through thle,rand can provide some leadership during timesaakition.

An alternative solution would be to retain the &g of a network consultant; however, these sesvice extremely
expensive, and are usually intended to augmenkiatirgy IT function, not provide one.

Another alternative would be to share the expehsefall time IT manager with an abutting town (Bmtough,
Harvard, Ayer, etc.). This possibility should heleated.

Supporting - This currently-open position needs to be re-filléalthe age of computers and electronic dataJtven can not
Arguments afford to go without leadership in this area.

Opposing - Enough existing town staff know enough about commuand networks that we can get by without theeze.
Arguments

Implementation Plan | - Task the newly appointed TA with evaluating thedseand potential budget sources for the IT position
Research abutting towns’ needs and resourcesdontiak if potential synergies exist
Develop plan for filling the role; implement ASAP.

Potential Budgetary |- $
Implications
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Recommendation 5:

Establish a central facilities mnagement function to manage the town’s physical @ht (including schools, town
house, police, fire, etc.). This position would port directly to the Town Administrator.

Basis Conclusion S-2:The upkeep of the town’s physical plant is nohbesystematically addressed and does not receije
the attention it deserves leaving it vulnerablaadficient and potentially poor maintenance.

Analysis and Lost opportunities for bundling service contracts

Discussion Maintenance issues not addressed; potential feridedtion of assets
Redundant efforts by multiple staff/boards

Supporting Improved efficiency in managing town'’s real estae infrastructure investments

Arguments Leverage on contracted custodial and maintenanuiess
Improved maintenance planning and execution

Opposing Additional expense;

Arguments Expected efficiencies not guaranteed

Implementation Plan

Appoint committee to evaluate alternatives, idgntifst ramifications, and report back to BOS wébammendation
for creating a “Facilities Manager” position

Create the position

Potential Budgetary
Implications

$
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Develop policies to ensure regulcommunications between boards, departments, empfees and citizens. Such
policies could consist of (but not necessarily benited to) establishing the following regularly-scleduled meetings
(frequency to be determined):

Recommendation 6:

Meetings attended by all town boards, committeesna/or commissions (posted, open, public meeting);
Meetings of those department heads reporting to thAssistant TA for Finance and Budget;

Meetings of those department heads reporting to th€A;

Meetings of TA and other functional, non-TA reporting departments;

“All hands” meetings for all town-employed staff.

Basis Conclusion C-1:Overall communication between staff and the etkofécials could definitely be improved.
Conclusion C-2:Communications between boards, departments, toyphogees and citizens is inadequate.
Analysis and Effective communication is not guaranteed by mandaneetings. However, the culture of a functiamganization
Discussion is built at least in part on a variety of sociabogting mechanisms, such as meetings.
Such communication has improved lately, and deveéy of a structured social operating system wiildoon the
foundation that is currently being created.
Supporting Setting a schedule for meetings will create muaagr imperative that they take place. When thezalates on a
Arguments calendar, people notice and there is accountalfditgonducting the meetings.
Opposing Setting a calendar for meetings does not guargaeeé communication. Good communication comes ‘tairgaly”
Arguments from good people doing good things. No structarmedcessary.

Implementation Plan

Appoint a cross-sectional focus group, led by Besiviae Holston, to identify the needs of the orgatidn and
develop an appropriate meeting/event structuresahddule.
Publish a meeting schedule and KEEP TO IT.

Potential Budgetary
Implications

$0
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Recommendation 7:

All town boards that deal with poperties and permitting should have access to, andilize the same software for
tracking property specific data (lot size, buildingparameters, actual number of bedrooms, permitted &drooms,
deed restrictions relative to septic permit, etc.).

Basis Conclusion S-5 Property information is managed using differesftwsare systems by Assessors, Tax Collector,
Board of Health, Building Inspector

Analysis and Confusion for taxpayers, boards

Discussion Some taxpayers are assessed for improvements @tataBd/or Bldg Insp. didn’t permit

Supporting Improved efficiency

Arguments Reduced confusion

Opposing Capital expense and training costs

Arguments Data entry/transition costs

Large expense for small universe of issues

Implementation Plan

Appoint committee to evaluate alternatives, idgntifst ramifications, and report back to BOS wébammendation
to identify applicable software system
Follow recommendations of the committee to purclzggeopriate software; populate with data, traio, e

Potential Budgetary
Implications

$ 0 (for committee)
$ _ (for purchase, implementation, training, gaipulation, support, etc. associated with software)
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Recommendation 8:

In order to provide better serwe to the public, the town should provide a systentia checklist/flowchart of permits

required for various activities. The Town PlannerPermit Coordinator should be the “first stop” for p ermit-
related inquiries, and should assist people in bedt understanding the full permitting process and giding their

efforts.

D

Basis Conclusion ST-4: The Town Planner’s title is “Town Planner/Per@dordinator”; however, from the data collect
by the committee, it appears that the permit coatibn effort does not extend to include all pesmit
Conclusion C-2:Communications between boards, departments, toyphogees and citizens is inadequate.
Analysis and The town is in the business of serving the taxpaged public at large. As such, the town showld bty providing
Discussion better introductory guidance on the property dgwelent and/or renovation permitting process.
The preparation and use of a checklist and flowabfesteps and interdependencies would providetiic with
assistance they need.
Further, these documents will assist Town employeesoviding general guidance when a certain badfide is
closed.
Supporting This recommendation represents a simple solutiovht has been an age-long problem. Preparatitreathecklist
Arguments and flow chart won’t take much time.
Opposing It's the public’s job to figure this out... survivaf the fittest. There is no incentive for the Totemake it easy.
Arguments

Implementation Plan

Appoint Maren Toohill to lead a team to developsthdocuments. Ask Beverly Cyr, Roland Bernier, Barbara
Chapin to join the team.

Potential Budgetary
Implications

$ 0 (other than the paper on which the documemetpinted)
At some point in the future as the Town grows,dieation of this position may require hiring aduli@l support to
better leverage the permit coordinator.

Final Revision

Page 34 of 43



Littleton MA Town Government Study Committee Fifport

June 5, 2007

Recommendation 9:

Establish an HR coordination fuation (by assigning this role to an existing managgto provide consistency in

pay, benefits and personnel management. This respsibility would report to the TA, and sit on and wak closely
with the town’s Personnel Committee.

Basis Conclusion ST-5: The number of employees employed by the towrghasn to the point where a Human Resour
function is warranted.
Analysis and The re-birth of the personnel committee has pravigleat momentum in this area. However, the rbléRo
Discussion coordinator should be one individual who could pdlevguidance to town employees and answer beiaiit-HR-
related questions.
The TGSC believes this function is a part-time raled can be an overlay set of responsibilitiesafoexisting town
employee. The person selected for this role Waly need some rudimentary HR training.
The HR coordination function, when combined with gersonnel committee, especially after that comemitnishes
their current work on job grades, etc., will prazitbwn employees with a significant improvementthia area.
Supporting Town employees need one stop where they can gétfidRnation or get guidance on a personnel mafiére TA is
Arguments not the right role, nor is the Personnel Committee.
Opposing We don't need this level of bureaucracy
Arguments

Implementation Plan

Keep the Human Resource hours current assignibe tssistant treasurer in place, but for thoseshbiave that
person report to the TA

Potential Budgetary
Implications

$
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Recommendation 10: Reconfigure the layout of thedwn Hall to enable more effective interaction amongimilar departments (finance,
permlttlng, etc.), and to improve service to the philic.

Basis Conclusion S-3 The current physical layout of the building ig monducive to the coordination of like services
Analysis and - Scattered “permitting” offices require taxpayerdlmito traipse all over building to get neededmfhation
Discussion

Remote location reduces ability of employees tenlsame of the rudiments of other board requireméntnimal
cross-training), thus limiting their ability to cevfor employees not in office

Internal inefficiencies result, and teamwork susfer
Building use is not maximized.

Supporting - Improved efficiency

Arguments Better customer service

Opportunity to purge out-dated or un-needed filleguments, etc.
Opposing - Minor moving expenses
Arguments

Implementation Plan | - Evaluate all space within Town House, and devekp approach for office layout

Implement plan ASAP. This recommendation has Ipegin motion with Police Chief Kelly working witGo-
Interim Town Administrator Armstrong leading thdost.

Potential Budgetary | - $ __ (labor and expenses for moving)
Implications
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Recommendation 11:

Improve town website function by

Mandating that all Boards submit final minutes for posting on the town’s website within one week of
finalization.

Mandating that the centralized calendar on the towfs website be updated with posted meeting datescet

Assigning to one person the responsibility for uplading web update information provided by Boards, at.
Ensure that the uploading/updating is completed om timely basis

Basis Conclusion S-4: The town’s website is ineffectively utilized asn@chanism for communications within and betwegen
town departments as well as with the taxpayerspaihdic.

Analysis and Boards do not submit updates for the town’s webisita timely manner.

Discussion It is unclear as to who is responsible for updativegweb site.
The web site’s central calendar is not utilized.

Supporting Simple solutions, easily implemented

Arguments

Opposing Additional work for one employee; where are thersaoming from?

Arguments

Implementation Plan

Develop and implement policy through IT Directodarown Administrator
Evaluate need for additional support for web sigmenance

Potential Budgetary
Implications

$ 0 (if no additional hours required)
~$1,500 (for 2 hours per week additional time)
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Recommendation 12: Upgrade the communication syste(telephone, email, voicemail, data) and coordinattown wide

Basis - Conclusion S-1: The physical telephone and voicemail communicatiggiems are inadequate to facilitate
communication within the town and with the citizens

Analysis and - Internal communications systems are inconsistent

Discussion . There is limited ability to transfer calls betwesffices/departments

No voicemail system exists(only answering machines)

There is inefficient communications between staff with taxpayers/public

Supporting - More efficient interdepartmental and external comioation
Arguments - Better service/value to taxpayers/public

Opposing - Expense

Arguments - Potentially increased maintenance, support, etc.

Implementation Plan | - BOS and Town Administrator appoint a committeerftdude the IT Coordinator for the town) to evakiat
alternatives, identify cost ramifications, and n¢gxack to BOS with recommendations for new (ordjggone

system

Purchase/implement new phone/voicemail system
Potential Budgetary | - $ 0 (for evaluation)
Implications - $  (capital cost for phone system)

Final Revision Page 38 of 43



Littleton MA Town Government Study Committee Fifreport June 5, 2007

Recommendation 13:

Evaluate the potential benefitsf consistent (i.e. strong or weak) police and f& department structure and
reporting relationship.

Basis

Conclusion : no corresponding conclusion.

Analysis and
Discussion

The TGSC feels that there should be consistenaydegt the structure of the police and fire departsehus the
BOS is encouraged to work with the Police chiedvaluate establishing like structure.

Supporting
Arguments

Opposing
Arguments

Implementation Plan

Potential Budgetary
Implications
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Recommendation 14: Develop and provide to incominigoard/commission/committee members and new town grtoyees an operational
guide for their role in town government.

Basis - Conclusion L-6: There appears to be confusion regarding the appte roles and responsibilities of the Board of]
Selectmen, the Town Administrator, and the Findbommittee.

Analysis and - The development and use of an operational guidédaamsist current and prospective employees, elaffiials,

Discussion committee members, volunteers, and the generaicpinlbetter understanding the responsibilitieoeisded with

each role/body, and how the boards/committeesaater

There is much boilerplate language available frtatesagencies and other towns that can be usesi/edaph an
appropriate for Littleton.

This document will play an important role in estsling the culture of the town’s government andalauperating

systems.
Supporting - Providing this sort of documents should provide cawers to town government a road map to rolespreshpilities,
Arguments requirements; frankly it will also help those whavk been involved before!
Opposing
Arguments

Implementation Plan | - Ask the new TA to assemble a small, cross-functitesam to develop a draft guide for review and iempéntation.
Finalize, and publish on the Town’s website.

Potential Budgetary |- $0
Implications
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Recommendation No Change-1: The TGSC does not renmend transitioning to a Town Manager form of govenment at this time.

Basis - Conclusion M-2: A town manager is not needed at this time.

Analysis - Strengthening the Town Administrator position (BeEommendation # 2A) should “fuel” the needed inaproents
in more efficient town government.

Further growth and increased complexity of stajusord/or regulatory requirements may warrant carsiibn at a
future time; however, the committee believes thangthening the Town Administrator role will suaffi at this time.

Supporting - Littleton does not need (at the current time) t®@aomous decision making and delegated hiringfiresponsibility|
Arguments associated with the Town Manager role.

Strengthen the Town Administrator role now; thigsiot preclude further strengthening in the future.

Opposing - Leadership at the Board of Selectmen/Town Admiatistrievel is so dysfunctional that major changesngeded.

Arguments Board of Selectmen have become a remote, hand®dff, thus requiring the change to a much strodggsto-day
town manager style of government

Advertising for and hiring a Town Manager will iearse the size and experience-level of the poalialifeed

candidates.
Implementation Plan | - Form search committee for Town Administrator (uney)
Potential Budgetary | - Not applicable

Implications
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Recommendation No Change-2: Littleton does NOT néeo establish a charter commission at this time.

Basis Conclusion M-1: Town does not need to form a Charter Commisaidhis time.
Analysis and The TGSC's recommendations can be accomplisheddhrpolicy changes, clarified/changed job desaiysj
Discussion and/or enactment of revised or new by-laws.
Such a commission is an 18 — 24 month commitmeulttlee committee believes that such a delay inemghting
recommended changes would increase or worsen #iiermpes the town is currently experiencing.
Supporting Can’t wait 24 months to make changes
Arguments Changes can be made with policies and by-laws
Charter Commission can be formed at any time
Opposing Let’s do it right the first time; bite the bullebéd form the Charter Commission now. Can make sdmeges at this
Arguments time, AND start the charter process; one doese'tlpde the other

Implementation Plan

None

Potential Budgetary
Implications

Not applicable
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APPENDIX A

Department/Board Staff Meetings

Board/Department Person Interviewed | Team Date
Town Administrator Timothy Goddard Committee | 17-May-06
Building Inspector Roland Bernier JK/MK 31-May-06
Conservation Comm. Barbara Chapin KM/JK 06-Jul-06
Tax Collector Becky Quinn LM/HS 07-Jun-06
Town Clerk Linda Knupp LM/HS 07-Jun-06
Treasurer Donald Armstrong KM/NL 08-Jun-06
Former School Super. Paul Livingston KM/NL 09-Jun-06
School Bus. Mgr. Matthew Lucey KM/NL 12-Jun-06
Police John Kelly RS/RG 13-Jun-06
Highway James Clyde JK/MK 14-Jun-06
Assessor Kenneth Mildren LM/HS 16-Jun-06
Health Beverly Cyr HS/MK 16-Jun-06
Planning Maren Toohill JK/HS 19-Jun-06
Former Accountant Gail Henry LM/HS 19-Jun-06
Fire Steven Carter RS/RG 23-Jun-06
Water & Electric Depts. | Savas Danos MK/JK 23-Jun-06
Library Marnie Oakes RG/RS 27-Jun-06
Park & Rec Lisa Paradis NL/JK 29-Jun-06
Former Town Counsel Judith Pickett KM/HS 07-Jul-06
IT Theresa Campbell RG/MK 14-Jul-06
New School Super Diane Bemis KDM/JK | 06-Oct-06
New Accountant Bonnie-Mae Holston | JK/KM 01-Dec-06
Acting Town Clerk Diane Crory LM/HS 29-Jan-07
Tax Collector 2" mtg) | Becky Quinn LM/HS 29-Jan-07
Nashoba BOH Rep. Ira Grossman JK/HS 30-Jan-07
Planning (2"’ mtg) Maren Toohill JK 08-Feb-07
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APPENDIX B

Board/Committee/Commission Meetings

Board/Department | Person Interviewed | Team Date
Finance Committee Entire Committee Committee 20-Sep-06
School Committee Charles Ellis Committee 25-Sep-06
Board of Selectmen | K. Eldridge, Committee 04-Oct-06
I. Pagacik,
A. McCurdy
Board of Health Entire Board JK/RS/KM 04-Dec-06
Personnel Committee | Entire Committee JK/KM/RG 14-Dec-06
Conservation Entire Committee JK/RG/MK/ 18-Dec-06
Commission RS/ILM
Planning Board Entire Board JK/RS/LS/RG | 21-Dec-06
Board of Assessors Entire Board JK/RG/LM/ 05-Jan-07
HS/KM
Library Trustees Entire Board JK/RS/KM 11-Jan-07
Park & Rec Entire Board JK/KM/RS/ 12-Feb-07
Commissioners LM/MK
Board of Selectmen | . Pagacik, Committee 20-Feb-07
A. McCurdy
Cemetary Entire Commission Committee 5-Mar-07
Commissioners
Light & Water Three requests made;
Commissioners N0 response
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STRENGTHS , WEAKNESS, OPPORTUNITIES, THREATS (SWOT ANALYSIS)

t

Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
COMMUNICATIONS
1 S 0 Interactions with BOS is OK. Access to Schoolk&tgood. Working with BOS, School Committeera@diRigood.
Not a good feedback loop in budget planning. Rlatige coming year cut but aren’t told until trdgbt is done (or nearly done) and dop
1 w T get explanations.
1 w T Accountant and Treasurer need to work together
1 W o) Quarterly finance team meetings but not everyanesco
Employees’ expectations of benefits may outpadetovira can deliver... they get complaints about elsafgtirees will become a biggqr
1 W T piece of this.
1 o T People with kids coming into town have high exj@tsdor services and rights.
Feels there is good interaction. Has less witfinitvecial departments and more with the regulat@y (planning, appeals, selectmen).
1 S (0] Interactions with finance departments are fine.
Both have industry contacts and network with otheteir same positions, and both feel that ¢his tworks as well as any. Neither ha|
1 S T participated in association activities as mucheagedd due to budget and time constraints.
1 S State email network of (similar position)....pagtestion in the morning, she has 25 — 30 respbysgsm.
Both feel that communication is the key to the #maperation of the town. Good communication @oykcation depends on getting th
1 S (0] right people in the right positions..
1 W o) There had been regular interdepartmental meediciigfed by the Treasurer, although anyone walild meeting if there was a need
1 w T Overall communication between staff and the eleffteidls could definitely improve
1 w T poor communication between regulatory departments
1 W T BOH doesn’t move quickly on building permit isswkinspector issues permit because he can’t wait
1 W o) Better communication between departments
1 S (e} Interaction with other departments is good.
1 W T Interactions depend on personalities, howeverubedhere is no central authority
He relies on Town Administrator, the town treasutéown accountant heavily and works with the Tavk in getting ready for town
1 S (0] meeting. These interactions have worked welldhigriime in Littleton.
1 S o Loves the fact he can walk across the hall amibit'a big bureaucracy.
1 S (0] Common goals and objectives help communications.
1 S (0] Good relationships with departments in town
1 S (0] Relationship with Fire Dept. “Uncharacteristigathg” & interact well with Highway Dept.
Can't get better with most departments becaugadtitns are good except for school superinten@hers in the School department like
1 S T the business manager and principals, had gooibredaips
Communication could be improved throughout alrttepats. There seems to be resistance to thislbead independent departments
1 W T protecting their territory.
1 S (0] Regular department meetings
1 S (0] Get very few complaints and operate very efficient!
1 W T Could do a better job of public relations
1 W T Better communication with departments we provigess
1 S (0] Daily with accounting and treasury.




STRENGTHS , WEAKNESS, OPPORTUNITIES, THREATS (SWOT ANALYSIS)
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
1 S (0] Interactions with other departments very wellitiRas
1 S (0] Keeping communication lines open. Continue towapvithin the other departments and within teelEpartment.
1 S (0] Knowing faces makes it easier when he needs samethi
1 wW T Not that much interaction with the Highway, L & W.
1 S (0] Keeping communications open
1 wW T Dept and others are more reactive; should do rfeomeipg
1 W T Weekly or biweekly finance team meetings. Lagis &frid of collaboration causes miss-communication
1 Wi o) Would like to see minutes and summaries of bazid{her) meetings
1 w [e} Recommended a wider meeting of department heatisamis two or three times a year
1 W o) More structured conversation such as regularlydsdée meetings BOS, FinCom, School Committeegcé&iheam
1 w [e} Would like to see a Town newsletter (internal news)
1 w T Needs to be constant and better communication dretiepartments regarding personnel and cash flow
1 S o) E-mail communication, between staff, really easy
1 w ) More frequent staff meetings
1 w T Interactions with staff from other departments
1 Treasurer’s office — payroll, deposit of fundeatedl, reports on funds managed by Commissiongtssgfbenefits
1 S 0 Accountant’s office — statements indicating statisidget (amount spent, remaining),and otheraftowlinting practices
Town Administrator’s office — holiday closing isisbencies, communication with Finance CommittéBaard of Selectmen, cleaning 9
1 wW T lack thereof, scheduling multi-purpose Room farjitevents, and snow removal
1 S (o) IT — complete support for all of our computer neess computers, software purchase and installatgpairs and troubleshooting.
Council on Aging — we've done some interactivegmsgwvith the C O A, and use volunteers from ther $goperty Tax Relief program
1 IS T help with library tasks, resulting from budget cuts
A grant from the National Endowment for the Huesawithe Library and Historical Society resuited Eagle Scout project organizing
1 S (0] boxing records in Town Vault, to keep them in godition for posterity — an excellent examplénaf ean happen
1 wW T Communication — the library frequently is thedastar about various meetings,
Monthly meetings of all those who are helping cohdisiness of the town - did this for a while spgaes ago, and lots of good things
1 W T resulted. Meetings need to be regularly schedalttht people can plan their schedules accordiAgheeting ann
1 W T Communication from accountant and/or treasurerebieinsfers are made
Having a clear town government organization diantisg the staff reporting to the Boards. ThedBaaning to the Finance Committee|
1 wW T funding approval wit Town Meeting approving thggbuebuld enable townspeople to see how the eBotads relat

for




STRENGTHS , WEAKNESS, OPPORTUNITIES, THREATS (SWOT ANALYSIS)

Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
1 W T A clearly defined process for incoming employeeselvi accounts are established and policies avédph
Communication could be improved greatly. Boardagdarent (the Selectmen) in particular need telgairr Administrator to provide
1 W T information. He simply isn’t effective.
1 W T Other departments also need to communicate to eresidff is leaving so that measures may be talsafaguard data and resources
1 W o) Weekly meetings with the department heads thatedto the selectmen, in an effort to improve eamitation
1 W o) Communication would be #1, followed by leadeestdproper management
1 S 0 Interaction is a triangle between Park & Rec, aljgand School Departments. The three departesas have been “able to figure it o
1 S 0 We interact well with other departments when veethav
1 wW T Department works well with other departments eXeeasury where there is no accountability obdlailunds
1 S o Work well together as whole. In some cases madzldo talk to about proble

-
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
SYSTEMS
2 S 0 Payroll and Personnel functions work well.
2 W T There is a tremendous amount of paper due, ingstate requirements. Could be automated (sejtimar no time/money to do that.
2 S 0 Consider bi-weekly payroll
2 w T Too much paper... it could be reduced.
W T Computer software, called “Admins” is old, difftoulise and does not provide the reports needed
W le) Automation
2 w o) Better computer systems
The State requirement to retain permanent recobdikly. Both have as much information as posaidéronically, but some things neg
2 W T be stored on paper.
2 S (0] The development of the web site in the last few lyaa helped meet many needs of the public
2 W o) People expect towns to have a web site now amelis mo be better supported.
2 W o) Having more support for the website might hekpeipitig the information current.
2 S 0 Has undertaken a major organization effort imgette files in the office under control
2 S (0] Getting more organized definitely helps
2 S (0] Assessing functions work ok. The computer aided appraisal (CAMA) software application works well
2 wW T "Admins” software is not as good,; it's not usenéty and input is tedious.
2 wW T Frequent vendor software changes are problenifittmoperates and helps with this.
There is no system, there are even numbered honske odd numbered side of the street. Thetiaheaio deal with this would have bden
2 W T with the implementation of the 9-1-1 system, isubid important from a public safety perspetivet do no
2 W One change is more people not being home durimigyhmaking it harder to get inspection data..
w [e} More data on line would be helpful and might sameynby saving live response time
Eliminated elected staff (full-time) positionpoyments offer greater candidate pool. Alsortieg to a Town manager assures contifued
2 W o) competent performance. Town manager governmeittgsauthority commensurate with responsibiligppesed
2 W o) It's important to deliver data so the things camsbessed. But, it takes a lot of time and etem@gt the data.
S 0 Budget practices, dept is creative, flexible, wellkk and relations with union are good.
W le) Streamline, make more efficient
The department has developed a set of checklistevelopers/builders to understand what is redjoiréhem to obtain permits and pasp
2 S 0 inspections
2 S 0 Has been told that our process is better than otiost towns.
Software changes and the IT department have lgggtrdent from being more efficient. Softwaretia fame size fits all” solution. Towd is
2 W T technically challenged when it comes to stateeddrttsystems and software.
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
Need a more streamlined process for reviewingsuidg permits. There is no regulation that resjB©OH approvals to issue building
2 w T permits but can’t issue occupancy permit withqutomed septic plan. Would like bylaw requiringcsapproval prior to bldg permit
2 w (0] Digitized achieves of information from every ttapat in one place for easy access.
Suggests an archive of every parcel that conthiplsias, documents, variances, special permitsoebuyers, sellers, and all town
2 w e} departments have knowledge base in one place.
2 S (0] Accounting has pretty set policies and structuvatires. These must be adjusted as the volumerkinereases.
Each department works as if it is totally indeperstepolicies differ between departments. Agmsrhetween departments may be in
2 w T conflict with the law putting the Town Accounieahienforcement position; no other position hiw@ment authority
2 W T The number one priority should be updating theuatiog package, admits. Itis very slow.
2 S T Good system to priories work
2 S (0] Routine tasks like inspections, plan approvals
2 S (0] Procedures help. Also, getting to know other tfepats better
2 W o) Collaboration and strategic planning. They hawgahtargets for upcoming 3 years; publish theormefate as needed over time
2 W o) They all could be better at infusing methods altisl @kofessional development) in what he caléed time”
2 W T Need to get more timely data from accountanteeslter
2 W T Structure is screwed up between department andratect
2 w T Need updated IT infrastructure
2 W T Warrant signing procedure needs attention from BOS
2 W o) Need to address technology tools for paying bills
2 w o Technology demands more than they use to be ¢eeixample)
2 S (0] IT assistance has been great!
2 S 0 With so many part time staff, a Logbook is madetainensure important information is recordechmaiiable
W o) Expanded and more reliable internet capacity
Uniform hours in Town Offices, with departmentsiogvfor each other during lunch and vacatiohs.liirary continues to get complairjts
2 W T from people who take time off from work to do éssiat the Town Offices, and find that the offieeslosed
2 w o Town-wide mailing list; e-mail list — all boamsntissions, employees, and grouped as such
2 w o A Town-Department-Wide Master Planning Calenddhené&fit all departments
2 W o) Inter-office phone system capacity would facit@t@munication
2 W o) Improved software would go a long way to impréwngjtuation.
2 W o) A formal Help Desk and Inventory tracking systarhéelps me keep track of work orders and equipment
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
2 S (0] Consistent versions of Operating Systems workfeslnanual processes exist within the department
2 W [e) We should offer more formal training in basic ctanppplications for all the departments.
S Work daily with any number of users to assist thelwing their jobs
2 S (0] We have policies that were adopted by the Bo&attacomputer user is asked to sign and abide by
2 S (0] Wide Area Network has helped make my work moienéffi
Web based forms and business should be encouragaitithe permitting departments; more forms dhmimade available from all thg
2 i o) departments.
2 W [e) Recognizing that the citizens are out at workgithienday and would appreciate web access to things
A phone system with a voice mail option instealll thiese silly answering machines (some depagmeanmtt even use answering machipes
2 wW T — they fear that they won't have time to retuls)cal
2 wW T Revolving accounts are ancient and tough to wtrk wi
2 wW T Possible groups of departments, as it is now ifjpaen vacation the office clos
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
STAFFING
3 S 0 We are fortunate: people all know the process
3 W le) More time to do planning and think about how #hedould save more money.
3 W le) Outsource payroll function
3 W le) Recommend that the town invest in an interim parsen someone likes the Treasurer, Accountanigate.
Combine Treasurer and Collector. Something todeormsier the next 5 years. Longer term we mighthaté about Finance Director. If
3 W [e) do, that person should be responsible for longer fieancial policy.
W T Town house staff is “very thin” by which he mdaeretis no redundancy or backup of jobs. “Knowlisdyee deep”.
W T Personnel responsibilities don’t necessarily bellotigasurers office
Other towns combine Treasurer and Collector... &asiimking and cash management. It would reéguirglerks: one for cash
3 W le) reconciliation and one for collector.
The job description for the position is “castatestaw” and takes precedence over what town waghto do. The “what” can’t be chan|
W le) but the “how can be changed.
W le) Combined Treasurer/Collector in the next 5 ye&isaAce Director... long term
3 W le) Combine Treasurer & Collector
W o) Think about a Finance Director or a “Budget Ahéhgstwould look at long term planning and policy
S Good partnership between the Town Clerk, TaxtGo#ied Board of Registrars
W T Changing Town Meeting to Saturday may be chafjéngitaffing it with the registrars.
Increase in population has impacted their work|@eudsthat seems to be the case in all departmErfctations of the public have
3 W T increased.
3 W T People may be busier so they don’t volunteer fomittees as frequently as they might have in #te pa
S Counting on the support the IT and the Accountant.
3 w T Duties and staffing would be more difficult if they't share offices and responsibilities as tuegently do.
S (0] Feels it is fine at present. Our size seemsrighteon the edge of needing a dedicated HR person.
S Town Manager form of government is not needed ttté.
3 W T If there are competent people in the existingipasithere would be no need for change at thes fithe risk is getting good people.
Advantages and disadvantages of filling positi@nappointment versus election. If elected, terbent must be a resident which coy
3 W T a hindrance in limiting the pool to only residents.
Felt change in the structure now on top of thextetenges due to transitions of personnel wouldhbedifficult. Recommended longe
3 W T range thinking about this issue.
w T Coverage! There is no backup in many of the degastfor sick, personal and vacation time
w T Hire a good accountant
3 S (o) department’s motto is “simple & sustainable”. \mnlose an employee this makes it easier @ceegiiem.
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
3 w T Staff is very thin. There is no redundancy. fé/keavily leveraged with the possibility of &ilur
w T Wearing so many hats and having so many more shfan¢kings to go wrong makes his job more difficu
W o) It makes sense to have one overarching persomiigebf technology for Littleton.
3 w T Town has gotten larger which creates more of doadrk
The personnel could be a little deeper so thatih@y “have a crisis” when someone leaves woulldebeiggest change...having some
3 w T redundancy
Be more proactive in retaining current employBesre are more dollars lost in efficiencies initginew people than paying to keep th
3 w T current staff.
w T Elected v. appointed - having only a pool oftbittlesidents to choose from hinders your ahilifintl the right people for the job.
w T Funding! Lost 25% personnel in the last few yedirbelow national standards
3 w T Biggest change is transient traffic — budget @risssly impacts safety
3 w T Loss of money and staff reduction hinders — imgaftsy, also increases workload on remaining staff
3 w T Due to confidentiality issues, sharing of supgaft would be difficult
3 W o) Return to staffing levels of 14 months ago.
3 S (o) Town has good people, who do what's right footrg in spite of (flawed) structure
3 w T Department has fallen behind in systems and gtaffin
3 w T Assistant’s hours have been cut in the face of d@rands from citizens for information whicmetitls to be pulled by hand.
W o) Reinstate admin. Hours to previous level
S (o) The interactions with other departments worked Reblems were usually due to a lack of resouragber departments.
3 w T The increasing budget has added volume to theedaugtivities.
3 w T Elected staff positions may not be the best streictii makes succession planning very difficult.
3 W [e) Increase staffing levels to stay ahead of problems
3 w T It's future impact on call volume. Not yet, lupditential to get tight
3 W o) Looking at better ways to staff full time hours6&s. 7 — 6
3 wW T Will need more coverage when volunteers are aawénlngs increase
3 W When staff increases — Day Time officer
3 W [e) Would like a high level Accountant to replacéH8aily — someone like her
3 W T Resources
3 wW T Affordable housing can sometimes bring in additdindent costs
3 S (0] Good relationships with departments in town. @easurer is important for managing cash flow.
3 W T Use to many volunteers to do core tasks. Theyldshe value added service not status quo service
3 W T Staff meetings — budget cuts impact morale andicapmenable staff development, i.e. staffingsehave been reduced to 3 or 4 a yepr.
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
3 S 0 Competent, creative and trained staff
We have virtually no custodial or maintenancecee@ontract cleaners are ineffective. SenioeRyopax volunteers have done
3 W T maintenance in the last year or so. Maintenanceoamepairs that are postponed due to shorthedyget constraints,
School Department — work closely with some teaahdrschool librarians, in the past. Current buifgiéations adversely impacts work
3 W le) with school librarians
3 S (o) Highway Department — Great! Plowing, mowing acidlgprojects are done willingly and efficiently
An aging population needs more daytime hours, twioitgncome families need library hours in theieyemBudget cuts that required cut]
3 W T hours exacerbate the tension between these twestge
3 w T Missing services to maturing adults getting readiefirement, and teens that cannot yet drive.
3 W [e) The Town needs to re-institute the position ofitegcManger in order to protect its investmeintfastructure
w T | don't see any advantage to adding another l&firancial management to town government. Wiktt egeds to be made effective.
w T Keep the Town Website up to date. The last seféstilinutes are for March 20th.
We also need professional, properly paid stdffdegartments. Sometimes it's like this is aesteel workshop when we rely so heavily
W T volunteers (not that | don’t appreciate themt takes time to train, supervise, hand hold thentegrs)
W T The overall poor maintenance of the building
w T Some towns rely exclusively on vendors to do stippor
3 W T The IT priorities aren’t in order. When conflicémgls exist, the LELWD wins and everyone else wait
W o) Return the department to being an autonomous entitgorporate it into the future Finance Depattme
W [e) We owe it to the Town to maintain the physicdlfplapetter than we do now
3 W o) A centralized Building & Grounds crew (incluaihgads) for the entire town.
S (0] The office structure works well. There is a jalestystem where 1 position is shared by 3 people
w T A lot of people come to town and expect servie¢siinror a suburb of Boston
W T Job is more reactionary than actually planninge Msources would help.
3 W T As population has increased so has the demanérfaces. More time is required for service
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Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
LEADERSHIP
T Town lacks a Personnel Policies.
W T Littleton is a starter town for personnel...makeri @ttractive to stay
4 W o) Suggest a person or team to outline financialypwdifore hiring a Financial Director
Treat the people better and have better Persemoébhs and organization... possibly a separatefebsfunction reporting to someon
4 W le) other than the Treasurer.
4 W T BOS needs to be more unified and show more legersh
4 W le) Planning for Economic Development is needed
4 W le) We need to better fund schools
4 W le) Better maintenance of our facilities
4 W le) Sell off extra parcels of land that the town doesrd
Some former accountants appeared to be leavibhgtfer compensation, but others, including the @iateepast accountant, seemed to
4 w T more frustrated with the lack of support.
We are indeed public servants in these positichsvarstrive to follow the law and meet the nedtie plublic as best as they can withinj
S law.
w T Board has put some strict rules around admin positid it may be hindering efficiency.
4 wW T Issues “died on the vine” by lack of responsetiora
Guidance on administrative affairs is often nehgi®ften information is provided to board memieekly/bi-weekly packages that requires
4 w T action, but no action is taken. Board won't malegiaion.
4 w T Board is reactive, not proactive
4 wW T Vendor indicates that Littleton is the most distiomal town he has dealt with.
4 W o) Stronger Town Administrator or a Town Manager
4 W o) Stronger, more involved Board of Selectmen
4 W o) Get the school department integrated
There is good cooperation between the departniteouygh there is no central authority to makehtiyigoen. The process is totally
4 w T dependent on personalities and on people getting aind self-aligning themselves.
More comprehensive personnel bylaw and polickesnites of inequities that result from currentsgire are often seen between union
4 W [e) non-union personnel. There is no personnel stafftiain or deal with these perceived inequities.
Carrying out state statute is each department’griopty.. However, it should be properly fundéstre are mandated regulatory functig
4 W T that should be funded.
With budget authority resting in the Finance Coeentlitat committee may actually be setting theypalher than the Selectmen, who
4 W T should be the policy makers.
Departments assume much more responsibility thit be centralized in a finance department betheseisn't a centralized finance
4 W le) department. A Charter would define these resplitresbi
4 W 0 Treat the school department as a department thdrean independent entity.
4 W le) Personal interaction in working relationshipsysté&ehis town.
There isn't a defined hierarchy. There isn’t@oen@ the town who makes a decision. The caosessnfusion. Everyone have the
W T intentions but it still can be very difficult.
W T In Littleton selectmen are engaged in day to diajtias. Should empower Administrator
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4 W [e) Have one decision maker in the town as opposeudltiplen
4 S Other towns have issues with turf and funding
4 W o) Felt he could improve his administrative skills.
4 w T Some possible animosity with the Town Hall betaepdeel PD “gets what it wants”.
Would like more streamlined government. Don’tdeael control like a town manager. Have t@waeks to get decisions from the
4 W o) Selectmen
4 W o) Would like to see Town Manager who could makédsdisa timely manner
4 W o) Centralization of Government
4 W e} Town Manager or person who has authority to maisiotis, in a timely manner
4 w T Handle finances holistically, not school side/&idan Had 6 budgets rounds last year
4 w T Worries about political fallout of decisions made.
4 W [e) When the town hires a good person, make suredhegmto them by paying fairly and treating thignrespect.
4 S Doesn't think the town has grown enough in popultiwarrant a change in the structure of towergment.
4 W [e) Hire people based on competency and not who yeuddres a political favor.
4 W o) Better leadership from the board on prioritiessandces
4 W o) There could be more of a team approach.
4 wW [e) Strong manager at the top, such as a Financeddiaext/or Town Manager.
4 w T No one seems to be looking at the big pictuseerits like a “we don’t want to know” philosophy.
4 T Someone with a global perspective to do longee ilagning. Now things are done too much in aivacu
W le) Someone to oversee and coordinate finance.
This office mostly deals with the small departmefftswn Hall, and it seems that the “powers &iatdm’t fully realize how necessary tl
4 W T departments are to generate revenues to keep gmeirfunctioning, so these departments aren’t gfieeneccesary resources.
4 W T Need a clear delineation on who owns the problem
4 W T Selectmen need to spend more time with the dep&xamegoals and priorities
4 W T Need to invest in other infrastructure maint besideools
4 W [e) Long term financial plan that would allow us tgtaeour infrastructure plan
4 W o) Town Manager or person who has authority to maiséotls, in a timely manner
4 W [e) Town Manager
4 W le) Public Works Commission similar to L&W
4 W o) Strong financial team to address capital projeasganized manner
4 S 0 Police and Fire work hand-in-hand. Police andd-adot together vs. other towns
4 W le) Respect others’ jobs and what they have to do
4 S 0 Things are pretty “damn” good now
4 W T Grew up in town with a Town Manager. Sees somsidietmone person making decisions
4 W T Would like to see more time from the BOS off camera
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Class Strength | Weakness | To Change Threats Answer
4 w [e} Not sure the town is ready for a Town Managese€drow a Town Manager could offload work.
4 S Likes the way things are.
4 w T Town manager can be productive and efficieng hutégative if not the right person. Could cprgd#ems, animosity
W Don’t see the need to rush into a Town Manageld Wéaal a good sell job for Town Manager
S (o) Has leadership models and methods that he hasgdshe into the organization
w T There is not a good culture in town governmeritrragh... a lot of anger
4 w T The town doesn’t have a mission statement noidéitzbstrategic plan”; something that all departsmiean “align to”.
Who's accountable; how do we measure that; how Boow we are getting the best out of departmdras:.do they know? This is mo|
4 W T about customer service than financial managememtasu
4 S 0 We have a strong chain of command. Buck stopd'sid@sk
4 W T Boards need to work more closely
4 W T Politics appear far more important than solutopsdblems
Needs to be a strong administrator that coordinlagedelivery of town services. Not run departnbentcoordinate the budgets and acf]
4 W le) liaison and mediator
S Disaster plan is in place
S 0 Long range planning has been initiated
4 S 0 Trustees are supportive and interested. Individaithoxes are available for trustees and staff
Uniform policies on holiday closings should be&igetn an annual basis, well in advance, and themeatito; posted on the web site an
4 W [e) publicized in local press publications, and reabosheanswering machines
4 W [e) Active planning of cooperative programs cospondmyedore than one department
4 W [e) IT Committee function is limited to special pmjdthneeds to be active, on a regular basis
The relationships with non-union employees neextntmated attention to protect the major investmeritave in intelligent, trained and
4 w T dedicated personnel. Departments to be able b ondair and equitable treatment of wages arefiteen
We cannot have the divisiveness of one Departreadtgétting a 12% raise, while others go withentaegost-of-living adjustment, or n
w T hires being given raises, while others go witlowmion workers getting regular increases, anein@n workers.
W T With good people, we can do just about anythihgdmuities impact morale.
4 W [e) Town-wide planning needs to be proactive. Alitdegrats need to be included in town planning éofutiare.
4 W le) Meeting the needs of teenagers. When will theCBeeer become reality?
4 W lo) The role of elected boards should be made criestal c




STRENGTHS , WEAKNESS, OPPORTUNITIES, THREATS (SWOT ANALYSIS)

er

Common Theme Opportunity
Class Strength | Weakness | To Change Threats Answer
We don’t behave like an entity — there’s no sérsdhesiveness outside the four walls of the tdfices. Police, fire and L&W do what ¢
4 w T they want.
It is difficult to enforce policy because of thieg'snall” mentality that exists for some departieads. Clear and consistent written polies
4 w T and procedures should govern much of what we do.
I would continually examine our processes to eniatevhat we do still makes sense in the curceréxt — we do way too many things
4 w e} because “that’s how it's always been done”. Waktndeok for and employ best practices.
We need to be able to recognize when our planager work given shifting economics, for examptauEage communication, encourgge
4 W o) exploiting available technologies, make the tofioe diours consistent across all the departmendssdrain
4 W T Decisions aren’t made in a timely fashion andKlyrthink service has suffered.
4 W T Policies aren’t adhered to by the departmentstsapposed to enforce them.
4 W T Promises are made by IT management to placatebusaikstoo frequently go unfulfilled.
4 W T The BoS must learn to treat the employees hereesfitbct
4 W o) Establishing a simple, concise, easy to rememisgretat Mission Statement that all of us couldsiag@ichstone when making decisiol
Right now, we're 18 departments all pulling oeeceasources in different directions. Whicheygartieent has the most mass often “
4 w T — kind of a “might makes right” scenario
W [e) Getting more support from the finance committeseladtmen
4 W T There isn't a person who looks out for the whaliaéss interests of the town offices. Everyoowistheir own
The town administrator position lends itself ta bands tied position in dealing with employéegouilld be easier to have someone in g
4 W T leadership position when issues arise.
W o) A strong personality in town administrator goventicen go around the back door and get things done
W o) Having one person look over the business inteoésit® town would be the biggest benefit
W o) Change to a town manager form of government
4 W o) Have some positions change form elected to apgoimein favor of getting the best person fojotn@nd not the best resident.
S (o) Board has experienced members. Knows they wiltstice same ground rules for everyone.
w T Long range plans are not defined and they should baified planning approach is needed
W [e) Define job descriptions and be specific aboutiction between departments.
Over the past ten years or so the Selectman aamacEi€omm have attempted to centralize on theivithout success causing more
4 wW T personnel issues
4 s 0 Possible appointment of Treasurer/Tax Colleatotects professionalism and would help prevent eonication breakdown




STRENGTHS , WEAKNESS, OPPORTUNITIES, THREATS (SWOT ANALYSIS)

Common Theme
Class

Strength

Weakness

Opportunity
To Change

Threats

Answer

OTHER

Both said most of the duties or required by lawallbylaws around voting and town meeting alectdireir functions

All driven by State regulations and local bylaws

Over time the expectations of the town will change.

Physical structure & safety issues prevent acataxit

ajoja|la|lo

Many mandated procedures by legislation, litigatimhgood practices

Yes — Local bylaws, some of which are weaklynvaitterestricts enforcement. State requires iiti@ultb build codes enforcement that]
building department is responsible for checkindptiiders and their subcontractors have the propeter’'s comp insurance

the

All functions are mandated.

State bidding laws which don't give you the besditgibecause of low bid laws.

ajoaja|o

2|

Lack of funding for capital improvements for heawig heavier useage

No longer a farm community were people did ttongiseimselves. Want to be in the country witls@ityices

Can't keep pace with upkeep demand given the usage

A “zillion” statutes. Town bylaws can have somadhiut not a big one

ajoaja|o

zlg|g(=

Change town meeting to April so that budget soseter

al

=

Planning needs to be fluid to take into accounbodeaphic changes and the general economy thatseffiectown's ability to function
efficiently

Supportive townspeople, Library Friends, make giaygestions that result in improved services fatiahts

Serving information needs of other town employeesneed to know what they need

The only mention of library in the Town Code csoeerdue materials

ajlajloa|a

gz

MGL's have no effect on our efficiency

The certification requirements help us provide geodce to townspeople and the planning requitemegs to focus our resources on
goals.

I'd like to see town government acting FOR thaytexEven a small thing like having employeedarthikst from the Town House door
leaving the nearer spaces for visitors.

There is a huge need for space & facilities tincenthe progress of the Park & Rec. A commenitgravould be the way to go

2=

Would like to figure out how fits into job tilleb description does not match.

Every thing is dictated by Town & State by-lais.ddes not hinder efficiency

Always aware of where projects stand with othedbaad dep




