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S - (& ey U0 Ra¥AN D
1IEY, by snd between the Boroogh of Faly Havens in the County
of HMommoubh. tha State of New Jersey, (hereinafter referred to
as the Boroughl) and the Falr Haven Folice Department section
of FEA Local #1234 of the Bovoughs of Rumson and Fair Hawveins

{heyreinatter referred to as the fAsscciastion and/or Emplovees).

RECOGNITION

{AY Tne Borocugh hereby recognizes the Asscciation as the
exclusive collective negotiaticns agent for all;time Faolice
Officers except the Chief and probationary poli;e cfficers
emploved in the Paolice depaitment of the Borough of #éir Haven.

(H} The titie of Folice Officar shall be defined to

incledle the pluwal ss well as the singular and female as well as

male.

A
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whaation shall be represented by three (3 membigrs of the

h

¢ Haven Folice Depariment and the Forouwagkh shall be represented

the Folice Committee of the Mayor armd Council. MNo person

cther than ones designated heretofore shall attend negotiation

mesrtings.  Legsl counsel for esach party may attend upon piricr

ot

1o Lo the other paritv.

Meetings zhall be held as often as necesssary at mubtually

agreed upoint times and places to reach a fair and =guitable

cethlamant., Should settlement not be veached and either the

Eorcugh or the Asscciliation fesl they have reached an impasses

the

v shall noetify the other in witing of their imtenticon to

zezl. outside assistance.

D
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FROEAT ION

Eachh new Folizcs Officer shall bes requivred to serve a

“ationary period of s minimum of 2leven (11) months. Regul. r

Advtment shall be ceoatignent upon satisy sctory completion o
Dasic Folice Trainid g Program recognized by the New Jersey

e Traiving Commiss.on and the vecommer iation of the Chief
Folice that the protationary officor has successtul iy

ieted hkis probaticooary tvaining with the Borough o of  Feor



This agreement doss v L apply to Frobsticorzry police

cfficers.

AlMUIAL. EASE SALARY
The Schedule of base salaries herein beliow sst fovth
A}
shall be effective for the designated peositicons from January

1, 1290 thyvovoh December ©1. 1550

CREERIM o« w4 & s a6+ s o w = s o= o« o« GFL.FT2.00
CLieutenant . . 0 4 s - s s s w0 . e . G1,182.00
Sergeant W x e m w e e e w e e m e 35,64 .00

nan Class VM & o & v v v 4 4 4w . Ha . 652 .00

—
3

Fatro
PatFAEmaﬁ Ciass IV © n e 4 ok a w o w 224624 .00
Fatroiman Class 111 . o o & & + + « « . 31,137.0Q0
Fatralman Class I1I 6 e m W e e e . 28.207 .00

man Class 1 o .« . « o o v o« o w » BZ.719.00

()

Fatre
from January 1. 1991 thiough December 31, 15971,

Capfaim v w v 0 & o 2 = v mw e e w w s 4718000

LLieuwtenant “ e r e e e e w w e e mm

Sergesnt e e e m e e e s s aw s

e amanr Llass YL 0 L L L w w e

Fatrolmar Class IV . e e h e e e e SRR YT N
Fatrolqnar Class I1IT . . Lo .« .+ « .+ .« .+ . TR A 3F4 00

Fatralmar Class 11 . . & v v v v o« . =S.ESE.0 0

i P b TP - - e g
Fa=srolman Ulass T o . s e e e . . R et TR

L
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and from Jancary 1. throught Decemb..r

Captain . . « « o+ « . = L Y
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el

I pas 1ts emplovess twice s morth,

The Bovough

thalt 1 on the Tiftesoth (1596 and the thirtieth {(Z0th) of

wontihg except February when the second pay shall be made

ot the final davy of February.

The hourly rate shall be computed by dividing the

anmual salary by the number of hours in the emploves"s

If payday falls on & holidays paychecks shall be

viime for memberszs o the Folice Depeartwmont,. shall

b as follow.:

Lo tal Cowrt time o o o « v « Time o 1/2  sivimum of
2 howrs pay v sen officer
ie reguived t v be in
court,

An meetings, includio
th - bike prograd,

re cotlics programs. schioal
prograns. etc o . . . . . . Compensatory  1me and 1/t

m



recular scheduled =hift, shall bo guaraofesd & miniows of two

t the rate of time and ooz ralf thelr boosrly

i

(23 hours pay

rate. In addition, employees shall be sntitied fto pavment at

the rate of time and one balf for howrs sctually worked 1n

b

excese of two () hours.

Court time ather than

local, which reauived

abpeaance cutside of

niovmal due shift o . . . . . . . . . Fay at the rate
o of time and 1/2.

ALl anthorized

EMErgency duty s e e o x m e+ o« a2 FPay at the rate
of time and 1/2a.
minimum for the
first hour or
any thereot)

ot rroul
e e ok e 4 e w e = w Time andg /23

Time worked over the
2ight (8) howr day of
regular worlk week . e a = e e s

ke of time #ad
i/2 for all tiae
Loavrked.

Overtime for all F.lice Dapartssnt per somnmel must be
4
authorizad by a superior off.icer befovre 1t is pe- formed. The
officer sust sign the overti«e authorization foron. or 1f an

J
1

vfficer 1z noeh avallabhle, he‘she wmay be contacted by telephone.



contirnuous

Bf ey the coapletion of five years service . . . . 1000, 130

Bfter the completion of ten years and through
fitisen full yvears of service .+ . « & w & & « o o« Ao, O

After the completion of fifteen years and
thirough the ftwentieth full yvear of service . « « . . 11i50.00

After the completicon of twernty vears and
through the twenty-fifth year of service . . + « o . 1550.00

AfTter the completion of the twenty-fTifth year
through thivty full years of service . . . - . « . 2050.040

After the completion of the thirtieth vear

f SEFVIC®. ¢ & 2+ 2 s s & e e e e e m e e e a 550,00
Effective January 1. 1591, longevity pay for vears

of contioucus service shall increase by an additional $75.00

forr mach sten of the icnzevity plan. Effective Januwavy 1. 1993,

nevity pay for vears of continuwous servicse shall iccres

an s !diticnal $7Z.00 per step over the amow s pald v 19%1.,

HOURE

in
2

JORE

=h

Hours of worl "or Employvees are as desiognated iv the

Pepa tment work schedule

-1



Hidi. 11

Full—-time vegulsr Folice Officers shall be esntitled
to an extra days pay at thelr regular rate for thiviesw {133
helidays sz desigrnated below. FPayment shall be made in a lump
sum o the 15th day of MHovember of each vear.

Hew Year s Day

Martin Luther King Day
Livicoln®s Birthday
Washington®s Rirthday
Good Friday

Memorial Davy

July Fourth

Labor Day

Columbus Dav

Yeterants Day
Thanksgiving Day
Chyistmas Day

One (1) Floating Heliday

\ The RBoreouagh shall give prefersnce for promatlon and

advancement to the resent Enploees. Recommendabticn for

promoticn and adva ement shall be mad: by the Folics Cemm: ttee
with the advice of the Chief of Foclice. The Committese will

present 1ts recommesdaticons to the Maye - and Council for review.



inCresasEe. longevity sten 1ncressess andd

date fTor salavy
increagses for =ick and vacation himes an enploves hicsd peilor
toe January 1. 1950 will have their effective date of hire

calculated from January 1. of the vear of thelr achtusl hire.

For smploavess hlved afTter Januwary 1. 19%0, the date

uged for the purpose of determining the aforementiconed salary

H

and benefit lrcresses will be Jarary 1. of the vear in which

]

hired, if the emplovee is hived between Jamuary 1, and June
20y dimclusive of that vear. For emploveess hired afier Jaruary

1. 1970 whoese hire date falls from July 1. to December 31y

inclusive, the effective date of hivre will be January 1, of the

ekt sacresding vear.

For purposes of determinivng sewmicirity for pension
purposes, layoTfz. offering of overtimes vears of servics on
the job, and 2y and all cother conditions, an empiovee ™.

actual date of ore will be used.



VALATION

Faadl—tame veguiar Folicw WU77ioer ohie b md”

vacations, accordling to the Tollowing schedule:

Up to and i1ncluding five yvears
of service . + . . . . s« o« . 12 working dave

After the completion of five
vears of service « « - .+ - o« . 1T wooking dave

AT ter the completion of nine

vears of service and the

twentieth vear s A s 4 e o oom 1 adcéitional day
for ach vear of
z@rvYyice up to a
max taowm of 29
woitk ing days.

The Chief of Folice shall determine the times and

tevms of the vacation leave according to departmental.ﬁeeds.

1t sccumulate

of vacsation will te o

O w
te the ne«st vear with the provisilon that the offilcev reguest

1
this of the Chiet of Folice before Ootober 1sth.

If & “elice Officer is ursble fo veport Ffor v ark
J
due to 1lliness. this fact shall be ropovted to headuartsras at

least twelve (12% hours in advance. f possible.

If the officer 1s absent “or moare tharm one dao. the



re Rmaldee -

Tew 1990, a full-time E Wb

hiegse enploved for at least five (3) consscublive ysars and who

lesvas emnplavment 1m Qoed standing shall bhe entitled to

acoumulated irncentive day compensaticn at the rate of $25.00

ey dey for each day of wiused sick leave.

Effective January 1. 1991, the per diem rate for each
dav of wwsed sick leave shall incireasse to $330.00. and effective
Jarnuary 1. 1992. the per diem féte shall be iﬁcreaﬁed to $35.00,

Regardless of the amournt  of irnicentive daye

accumulated.  the maximum pavment to an employee foor unused sick

lezve shall be 10,000,

)]

METHOL

i

CF ALCUMULATIO

Each full-time Employvee shall be entlitled to fifteen

{(1%) days of sichk leave per year and all uvhused days of sick

leave may be car~ied forward to futur-e vears.

Credis for uvinused days of slck leave shall be R

caiculated retrosctively to the initial date of employment.

11



The "imcentive Day" provis szl )l be administered

separately from the prevailing sick Jleave provision and shall

v ono way Lmpact upen the benefits of the latter.

#ffter an emplovee has been absent from work due to
arn 1)llness for a pericecd of thres (37 consecutive work devs. the
department head may veguire the employee to submit medical
eviderce in support of the emplovee™s absernce of work. In

addition, the dessrtment head may reguire proocf of illivess of

an emnploy Gy gl leave. whenaver such requirement appzars

reasonable.
A

Faiiuw 2 of the emplovee t. submit such =vider:

1

coulad e

it i the sick leave abse: ce being disanproveo and
absence charged .o a&bsence without 1 ww. Neothing herein shall
preclude & depar fment head 1vm an aprropriate case Trom

veguestivg an errloves to submit to 1 medical examinastic s atb

Eorocugh expense v a physiclian selecad by the Rorocugh » v boe

iz



R TH R A AT ¢F i
o 1ty 12 v k] o Ly
ST owmial loesve i i

BT hiom.

linen a permanent full-time enplove

is 1njured oo
disabled resulting from or arising oculb of hislhes emplioyment,

the Mavor and Counmcil may gramt a lsave of ab

n

=nce with pay.

for sald zmploves, provided that the Borouogh chysician or some

1

ici

U]

ather phyw 2w 2ppointed by the Mavor and Council shall certify
to sach Snjury or disability. When a leave of absence has been
granted. the emploves shall vict be charged with any sick leave
time for time lost due o such perticular injury or disability.

The Boveough shall pay the srplovee hilis/her regulasvy salavy and

the emplouyvee shall remit to the Rorough any worker®s compensation

et
i

azrd fo- =sxlary compernsatica.

An oemployes may not work at another ok while on sick
L

leave from thao

Borough: how:zvers e Borough erves the right

toe receil the amployee to perform light duty 17 possii ie.

13



s A

When a permanest full-time employees s injured or

ot resulting from or arising cut of his/her emplovment.
the “layor and Council may grant a leave of absence with pay. for
salc gmplovee, provided that the Borouwgh physician oy some cther
phys:cian appointed by the Mavor and Council shall certify to
such injiury or disability. When & leave of absence has been
grantad, the employeese shall be charged with any sick leave time
for time lost due to such particular injury cor disability. The
employvee shall be pald thyrough the Bovough’s disability incoms

INSUrance coverage.

A IN THE FAMILY LESVE

In the event of & death in the immediate family of the
\ .
emplovess the Chief of Folice may orant three (3) days leave
with pav. Sucs leave shall be i1nm addition to vacatior leave and
sick leave. I an employee has Lo travel cocver 500 milss. leave is
>
increazed to fove (07 days. Immediate Tamily 1s defirvad as
mothers father . sister. breother. ssvuse, child., grandparent,

grencchildy mosher—in—law or fathe ' —-in—-law.

14



Srey Teguen T Toy d cof somemioe Wl thioaet s

Uiz wf FPolioe whe will refer 31 with b

aril Do s b With frim

I the evendt an emploves is called for Reserve Duby in

e Tifhesn (19 dav

the ara =7 the U Statez fTor tt

summer leave. hel/she shall be entitlesd to the difference betweesn

ray s eid hissher regul

av Borowgh salarys, for thet peviocod. The

atisence shall be 1n acditiorn to reguiar vacation leave.

The Chief of Folice shall keep perggnnel recorrds for
the Folice Departméﬁ%. The records shall include datss of
appointments and  promotions. jobk  actions, amounts of leave
acocrued  and  unused. and related matters. Ari émployee ie

entitled to review the contents of hissher ocwn personnel folder,

but net of other employees. However. the Borowugh reserves the

right to remove such retords as medical, nsyehological. and
L]

pasochiateric examinations; pre—emplayment imqulries: and

kgirow: 2 1nvestigations. p o icr to review of th: folder contentes
oy the € oloyee. The Chief f Folice shall trananmit all
Gecessary records for payrol . and benefit purposcos to the

Gdministy ator.

fAn oaployees 1 eupected to actify the (hief of Folice



The Bovouoh shall

g love

tie Folice Departmesi

Emplovees shall be v

ot Borough prop

Chy avid eo pn
svent any damage to Bovough egulpment andlor pooperty shall be
rapoci-ted lmmediately to the supervisor.

A cloethiling allowarnce of b

Prandred and Fifhy dollave

(£5350.00) per man zhall be alioctted to puwrchase oniforms,

including shoes, Gl uniferms exgept 1n emergencies shall be
muchased for the department at ocre Lime.
In additicn te the above cleothing allowance. the

L1 oprovido o ek A bo sl o

Borough wi

-

enploeyes, for purchase of unitorms and egquipment. Im 1991 thisz

A} . 3 — e S = . A et
pravment will increase to 220000 for esch @aploves. and 1n 19%3

to %250.0-0  The Horough will mabke an amousl lump sum payment

te mach & s3loavee as zoosn as p osctical atter adopli:ion of tite
- * - )
Mumicipal Sudget.
Ylpon termlvation of esplovment. &0 emploves shsall

return to the Boroogh any uwni o ore

At oand or property

&0 [ T

segigned to hriedher before the lesiance of missher Fimsl pay



unme bheir acocrued =ick

gact/or wacaticon leave Tor maternlity purcoses. The pavioid o

actual incepacity for work must e supported by a phys:

certifilcate. The esploves may request an additiconsl absernos

a2 lezsve withoulb pav.

jT2

Emplovees

to the Chief of FPollice who in tuwrn will Forward such reguest

the Adminiastrator.  The Administrator will refer such reaoesst

1] e

trr Flavor anod Courrr: Dowd bl ke

211 submlt & request for convention leswve



Folive Dey persoanel shall submit

2

Wit hten veguest for lesve. annuel . exchange o pay baZiy to

tficer 1n charge of the work schedole on the prescribed

Torm et least seventy—twe (72) houvs in advance wheve

practicable.  Thz Chied of Folice shall approve recue for

wrochange for ooocd and substantiasl vreasons.

Fll Emplovees fowered under the Fulice and Fire
Fetirement System shall be governed by the reguliemsiits end
nrovisions of the System velatlnag to retivement benellis.
The enplinyves cshould notif? the Admimistrator 1in writing at
least three (37 months befors planned revivrement.

» Loncevity zmd holiday pay are included in base pay
Tor pans ton purposes Tor an o emplovee of his/iher Final one (1
waar of eyrvice. Siuch emplo vees shall notify ©F 3 Admicistra

E

Ehivrty (30) dave prior to their final cne (13 vear

EET S LT, ~ e M

LTy

o



ALL oermanent Tuli-tlime anpic shall conticnue Lo

be provided with hospitalization and major medical Health
Insurarnces coverage as presently in effect. to be paid for by the
Eorocugh. The hospitalization insurance is presently the Garden
State Houspitalization Flan and the Major Medical Insurance is
presently provided by Metropolitan Life Insurance Company.

i additicn, all permanent Tull-time emplovess are

gligible to be emrolled 1n a disability i1ncome insurance plav to

provide a&gainst illness  an

,igﬁabilitiea that are nol job

related. 5uch insurancévshall be provided at no cost to the
employee. Details of this program are available from the Borough -
Administrator’s Uffice.

The major medics! insuranca shall provide a 200,00
deductible for the individusl and a $200.00 deductible for
depegemnts, totaling $4473.00  fer  the ent. e family. The
1nsuranTe plan will provids that the insuwrance company shall pay
gighty 1 30%) percent on the next Drne Thousand (51,000.00) Dollars
for the i1ndividual and eigh .y (B0%) percent of she next One
Thousar Five Hundred (21,500,00) Dollars. ivcliuding the

individial s One Thousand Cillaigss for the entire Temilwv.

Lot



I onot be chang

The Eorough shall oay Hospiltallization and  Mazor

Medical Insurance coverage for those emplovess who  retice with

Luwenty-—five or sovre yvears of service, and disability or medical

retirement recardless of the vears «of service. Such cove

i

artend to an employees and spouse.  The Bovough wiil also cay  far

eligible dependentz.s as long as gpremiums for an emplovee =0d

dependents remain at the same rate as premiums Tor an emplovee

and spouse.

2c



Effective September 1. 1988, all permsnent full-time
@hnloyees are eligible to be envolled in the dental program
kriownn and designsited as Bollinger Associates Flan #1.

This plan covers ail full-time permanent. active
employees who work 30 hours or more a week. Also covered are
fiusband or wife of employves and any unmarried children under
ane 19 ‘urnmarried children up to age 23 if full-time studewnt).
The maximum benefit per individual per pelicy vear shall be
w1 L0000, 00,

The deductible shall be $25.00 anvnually for Basic
and/or Major Services. %0 annual deductible for prevéﬁtive
gservices:; $50.00 femily masimum.

The inswance coampany shall pay the following TFor
#ervices as provided in the plan: Freventive Services . . .

]

100% ., Rasilc Bervices . . . 80%, and Majmir Service . . . S04,

The emrloyee shall nsay the balance of same.

ITn the evznt the Burough wishes to ci.ange Insuirance

Companies. they wili notify the Asscciation of their intentions.

Howeve: v during the term o this Agreement the aforesaid

deductipbhles shall not be changed.



Ay employees whio 1y the cowse of official Boraugh
business uses his e own motor vehicles shall ke entitled to
mileage allowsnce &t the rate of eighteen (187 cents per mile
and. in additions relimbursement Yor tolls.

Employees =hall be entitled to reitmbursensnt for
meals when on Forcough busliness and out of town during meal
time, at the vate of four (4) dollars per meal., or more at the
discretion of the Chief.

Fieimbursement for loudgling shall be made according
to the discretion of the Mayor and Eouncil.

& veqguest for reimbuwrsement shall be Eubmifted to the
Police Chief oin the prescribed form for approvals. who in tuwrns
shall forward such vequest toc the Borcugh Clerk—-Treasurer. for

pavment. Expenses shall be supporited by a detailled claim., &nd

Az appropriate, receipts for meals and tolls ansd lodging.

When a Folice Off.cer attends s=chool for a job-related

course or tralning sessians. heszshe shall receivs & day 1n

Compenéatory time off for e.ch day of school hesshe attends



attmi U nn

Fovm o Lhe officer o onarge of the scheduls.

lack of work or & lack of Funds

1]

Wheneswes there 1s

reguiring & raeduction in the number of emplovees. the reguiced

vaducticns shall be nade as the Mavor and Council may desi
Fermarnesnt fuli-time employees shall be given a minimum of Forty-

five (49) days written aotice.

’ RESIGNATION
Employmes are expectad to give thirty (30) days
viritten notice of thelr intended resignaticn. Al resignations

zhall be submitted to the Chief of FPolice and forwarded to the

Folice Committes.

TERMINAL LEAVE WITH FAY

menEnt fuil—time employee who vetires after the

completion of twenty (20) vears service shall be entitled to

' -
thirty (30) calendsr days leave with pav. &Suoh leave zhali be
in adeition to any other benefits due o the ~mplovee upon

vetiremnent.

23



Ay of the Tollowing infractlonss bud npt iimited
thereto, may bhe cause fTor rvemoval. suspensions demotion. sub—
ject toe approval of the Mayvor and Council.

1. HNeglect of dutvy.

n

- Incompetency or inefficliency.

. Incapacity due to mental or physical disability.
. Imsubordination or zerious breach of discipline.
2. SBubstance abuses wHila o dutyv.

. Chronic or excessive absenteeisn.

. Pisorderly or immocvral conduct.

€. Willfuwl viclation of any of the prnvisiéns of the
2tatutes, rules or regulations relating to the
amployment of public emplovess.

?. The conviction of any discrderly perscns or more
serious criminal offensss.

1. Megligence of or willful damage to public propevty
or waste of public supplies.

11. Coanduct mbecoming & emolovee 1n the public
service wh.ch adversely reflec s on the Borough.

12, The use or attempt to vse ones  authority o
afficial influence to control  or modify thes

political =#cticn of any activiivy duving working
how 5.

24



It s the policy of fns sroanh dhat every aapiovee

times be trgsted failviyve couvrbeouslyy and with resoect.

- S

of the Folice Deoartment

a
.
=
-
i
i

(A Wk ene,

hzs a grievaence 1% shall be prasented to the

mEdt superior officer In ranbks, as designated
on the Folice Depsrtment crganizaticnal chart.
This ofiicer shal! attempt to resclive the
matter within threze (3) calendar dave of its
presentation. If he i1g unable £0 resoclve the
matter to the satisfzction of all parties
irnvolived, he shall notify the complaintant in

wirltivg to that effect. before the erd of the

S T
AL BErda Oéi'v &

tlhiird ¢

(By  Upon unzatistactory ssttlemant of grievesrce
thirough step one. the officsr shall submit his
grievar s 1t writinog to the mext highest rank—
ing ofticer, within Tive (57 calendar davs of
the tirs of notification in step (AY., This
efficer =hall acrrange a meeting conzisting of

those ¢ ficers invelwved in step (A). review



Thi=s provedurs

o Folioe

1= urmable to setitle the grileva saticsfactorily.

L3y caelendar Jda tign he

ate an officer of the department to

investigate the grievancs.

The finding shall be prezsented at a mossbling wWith
the Borough Admicistrator.  This seseting shall
covsist of the officer submitting the grisvance.
the Chief of Fclice, and  the investigating
officer. The Bovough Administrator shall attemnt
to resolve the grievance within sever (7) calendar”
days of the meetivio znd shall notify the Chief of
Folice and the grievivng officer tn writing as to

the results of hie efforts.

IT & satisfactory settlesent has not be reached

atter steps (AY thvruw (O) have been tak
Borough administrator shall present the grie ance
to the Folice Committes within fouwrtesn (14)

calendar davs attended bw the Chilef of Folic:

and the grieving offlicer. The Folice Commibie
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davs oT ths meeting to the Chief of Folloce and

ahall be
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final.

SEVERARILITY

If any article, section or part of this program shall

be declavred 4o be urconstituticnal s invalid, or inoperative. in

whole or 1n parts by a couri ovr body of jurisdictions such

article. section. ocr parts shall, to the extent that it is not

vnconstitutionals 1nvalid or irnoperative, yemaln v full Fforce

and effact

ivvalidate

and no such determivations shall be deemed to
the reralining articles, sections or parts thereot.

TERMS ABNL:

(A This asgreement shall Le 1n full force and affect

rerrcactively from Javuary 1, 1920 and shatll

retain in effect to angd including December 1.

152,

(H) Thizs Agreement shall contivwe in Full force and
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Why Small Towns Do Not
Need Managers

am writing this from a personal perspective, having been
a city manager in two small communities, one in Michi-
gan and one in Tennessee. There will not be a large bibli-
ography or many references, only some opinions,
thoughts, observations, suggestions, and solutions.

When talking with other people in the local govern-

ment management profession (whether they are from a

city, county, town, village, or borough), then looking at
their problems with elected officials, one realizes that
many larger communities do not have a professional

manager and desperately need one, while conversely,

many smaller communities do have a professional man-
llllllllllllllllllllllllllllllllll L L L PR YRS XY ) ager and do not need One. I know this thinking will not
I_ook go over big with ICMA, nor will it be read by the elected

Vurvsrnassaeredeesannenas eeetsrerseesasaresesteeatsesareeersassanns officials of communities that need to read it the most.
Elected officials will not believe what will be said herein,
due to the fact they will not see themselves as being that

“kind of community.”

[ 1] ” . .
Bed Flag I have not determined where to draw the line between
-------------- lIl...'l.."..:..Il...Il...'III..O.IIIII'."II.‘...‘! wha[ is a small Community and what is a ]arge One‘ People
. B have different opinions as to whether their community is
:,- Warnings P ther their ¢ v
L ........ s big or small. Since more than 80 percent of all governing

: units in the United States have less than 5,000 residents
! Allthllllv sca"y and 90 percent have less than 10,000 residents (Schenker
) 1986), it is difficult to distinguish big from small. Instead
of using population as my criterion, I will use “small
thinking.” T am going to say small thinking communities

do not need professional managers.

16 March 1982
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The Definition

What makes a community a small
thinking community? The first, and
maybe 1nost important, criterion is
the refusal of the elected officials to
acknowledge their community has
any problems. They feel theirs is the
greatest community in the world in
which to live. A second problem
elected officials have is the reluctance
to give up any power they perceive
they have received by being elected
to the council or board. They believe
they have inherited this power just by
being elected. A transformation from
being an average citizen to someone
special occurs after they have won an
election. This power becomes diffi-
cult to give up when they hire a man-
ager or administrator.

In some communities, relinquish-
ing this power never occurs and the
manager/administrator becomes a
go-fer instead of a manager. Elected
officials must delegate the authority
necessary to allow the manager to
manage. This means giving up the
perceived power they have as an
elected official, allowing the man-
ager the flexibility to hire and fire
employees, deciding what work will
be done, and choosing the company
from which the community will buy
its paper clips.

The Manager

Professional managers are generally
hired from outside the community.
You will be looked upon as an in-
_truder, People will question your
ability to know their local govern-
ment’s needs and wants, The culture
. of a community might not allow an
" outsider to run the city’s or town's
daily business. Citizens feel that the
elected official, who has lived there
all their life, knows more than the
manager. The problem with this
thinking is that lifelong residents
who think they know everything
about the community really know
very little about it, and nobody can

Public Management

Trying to find the

..............................................

..............................................

..............................................

----------------------------------------------

----------------------------------------------

manager's joh.

tell them differently.

It does not matter that a person
moving into a community can see
things that need correcting quicker
and easier than people who have lived
there all their lives. Elected officials
are so close to the problem that either
they do not see it, or worse, ignore it,
hoping it will go away. The problem
can also involve a friend or influential
member of the community who sup-
ports an elected official. Trying to
find the real power base of the com-
munity is the toughest part of a new
manager’s job. The power is usually
not the elected official, but a silent
base that has been present for years.
This silent power can be as hard to
motivate as the elected official.

Problem solving in a small thinking
community has a correlation be-
tween the age of the elected body,
the length of time these officials have
been in their elected positions, and
how long these officials have lived in
the community. The longer for each
criterion, the more retrograde the
governing body, and the less that will
be changed. This is a point you can

observe yourself if you doubt its va-
lidity. Check the age and longevity
factors and see how much has really
been accomplished in any commu-
nity by looking back in the minutes
of elected officials meetings.

Usually, you will find a pattern of
putting off fixing community prob-
lems. The problem will not be voted
on to be solved and eventually disap-
pears from the minutes. Smaller
thinking governing boards also will
have a pattern of the occupation
and/or affiliation elected bodies rep-
resented. The board will have one
person who is retired and has abso-
lutely nothing to do but hang
around city hall. This might not be
totally true, but each and every
elected small thinking body seems to
have one such person. They are usu-
ally the ones that know everything
abeut the community, even though
they have had no formal education
in management, budgeting, person-
nel, or purchasing. They come from
the school of hard knocks and can be
more of a hindrance than a help.

The board will have a prominent
businessman of the community or
the communirty’s largest employer. In
the northern United States, the
board usually has a woman, and in
the south, a good old boy and no
women. Once in a while, you will en-
counter a young person who does
have a good educational back-
ground. If the town has a bank, the
board will have a person who works
for the bank; and if the community
has a ward system you will find a blue
collar representative. If you do not
believe this scenario, check it out
yourself and see how close my de-
scriptions come.

Why Prohlems Exist

This will give you a thumbnail sketch
of why these small thinking commu-
nities have not been able to meet the
demands of the 1990s. With the se-
vere budget crises confronting all lev-
els of government in 1990-91 and fu-

17
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wre budget years, these small com-
munities are faced with smaller bud-
gets and larger expenditures. For
years now, there has been an exodus
of businesses from small cities and
towns all across America, causing a
loss of tax base and tax revenue.
With the prospect of revenue being
curtailed even further, these elected
officials have entered into a crisis
stage of governing. Thus begins the
scarch for an “instant fix” to all of the
problems that have built over the
years. Failure to face these problems
has not changed over the years;
which causes the communities to be-
come rigid and unable to adapt
(Glueck 1971).

These problems have been com-
pounded by the precipitous drop of
citizen participation within the com-
munity. People no longer run for
elected offices, donate their dme to
volunteer programs, or volunteer for
fire and police work. Some have
dropped out of the political process
completely. This dropping out pro-
motes the return of incumbent
elected officials, which perpetuates
bad governing and stymies new
ideas.

The citizens also demand the pub-
lic official provide new, and some-
times expensive, programs for the
community without raising taxes.
The elected official must then take
drastic measures to please the voers.
One alternative is to hire a man-
ager/administrator. Some communi-
ties might have already adopted the
manager/administrator form of gov-
ernment into their charter, while
others must present this to the public
for adoption. Since the elected offi-
cial really does not want to go in this
direction and is doing so only cut of
desperation, it makes a new manager’s
or administrator’s job impossible.

What Bo They Want?

In reading the advertisements in the
ICMA Newsletter over a year’s time,
(ICMA 1989), a pattern emerges of
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the requirements communities are
seeking in a manager or administra-
tor. Minimum requirements include
a bachelor’s degree in public admin-
istration and preferably a master’s
degree, experience in budgeting,
personnel, planning, economic de-
velopment, industrial park develop-
ment, downtown revitalization (or
the revitalizing of an older neighbor-
hood, which relates to the “quick fix”
syndrome), and a professional with
proven leadership.

This is really an oxymoron in
smaller communities. Professional
managers must learn that they will be
working with elected officials that are
less educated, less trained in public
adininistration, and will not under-

stand modern managing techniques.
How will elected officials recognize
professionally proven leadership if
they themselves do not have any pro-
fessionalism or proven managerial
leadershipr I have sent resumes to
many smaller communities and
never received an acknowledgment
of having received my resume or, in
some cases, no letter at all concern-
ing the position. How can you adver-
tise for professional managers when
you treat them in an unprofessional
manner?

A person looking at these ads
should note some “red flags” that
pop up, warning you a rough time
can be had by all if you accept these
positions. Watch for ads that say
“must like small town” or “new posi-
tion” or “previous manager retiring
after 30 years.” These communities
wauld be better off hiring a local per-
son who will be there in title only.

This local person will try to keep
everybody happy, especially the peo-
ple working for the manager. One
example is the community I worked
for in Michigan. Before I was hired as
city manager, the city had hired a
local woman as city manager. She was
born and raised in the community,
was a very close friend of the mayor,
had no formal education past high
school, and had never been a city
manager. She was friends with every-
body, as vou would expect in a small
community. What happened was ba-
sically nothing—neo problem was
solved and the employees ran the
community, including getting seven
weeks’ vacation after 10 years' ser-
vice, 14 paid holidays, and 2 sick days
a month with no cap on accumula-
tion. Get the picture?

Look Ahout You

As we drive through small communi-
ties in America, one observation be-
comes obvious. These communities
have a lot of empty buildings, little
industry, and a large stock of older
housing. Rural communities have
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heen hit harder by the exodus of
business and population than urban
communities. The smaller commu-
nity has become stagnant or lost pop-
ulation, its population base is aging
and local business has moved to a
nearby population center—usually
the county seat. This move has been
precipitated by the ability to travel by
automobile to the larger city more
quickly and efficiently. Traveling 30
to 40 iles 1o go shopping today is
common.

With the community population
aging and older people not wanting
to leave their homes, the younger
people of the community have very
few housing choices, which forces
them to move where housing is avail-
able. One of those housing choices is
the mobile home. How does the
local elected official react to this type
of housing? “We do not want that
kind of housing in our community.”
In reality, it is exactly what the com-
munity needs.

An even greater struggle occurs
over revitalizing the downtown of the
smaller community. The town might
have a local gas station/convenience
store, a couple of bars and restau-
rants, a funeral home, maybe a drug
store, and a lot of empty buildings.
Some buildings might have been
empty 10 to 15 years and are beyond
repair and redemption. The best
thing the council could do would be
to tear these buildings down. But
does itz Not if the owner is a long-
time resident and friend of the
mayor or thexouncil.

Smaller cities will not have a mas
ter plan and, in most instances, will
not have plans for the future. They
rarely look into the next week or
month, much less the next year or 10
years. They are very happy with the
past, They visualize today as the past
and are happy that all is well. This
also holds true for the daily operation
of the community. Do not plan on pe-
riodic equipment replacement. Their
motto is “if it ain't broke, don’t re-
place it.” Even though the police car

Publle Management

The elected officials
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has more than a hundred thousand
miles no it, keep it until it falls apart.
If you have a computer system (that
new-fangled gizmo) that is obsolete,
never buy a new one so that em-
ployee productivity can be improved.
(Yes, you can measure employee pro-
ductivity in the public sector.)

Which brings us to personnel mat-
ters. The area of public administra-
tion where you need the best pro-
gram possible is in the area of hiring
employees. Poor employees cause
you more grief than any other area

of inanagement. The sinaller com-
munity has a larger percentage of
poor employees than any other form
of government. The spoils svstem is
not dead in the smalley community,
nepotism is rampant, and good per-
sonnel practices are non-existent.

Both communities I worked in fol-
lowed a pattern of hiring. New em-
ployces were either friends and/or
relatives of present emplovees or
friends and/or relatives of the
elected officials., This caused verv
sloppy personnel practices. In one
position, no background checks were
done on newly hired employees, in-
cluding checking to see if the em-
ployees had a valid driver’s licenses.
When I had the employees checked
who were driving city vehicles, I
found two did not have a valid
driver’s license. I also discovered wo
police officers did not have high
school diplomas, nor had thev gone
through the police academy to be
certified, both state law requirements
for police officers.

In another position, six of the
eleven employees were close relatives
of each other (brother, uncle, son,
and sister). In one place, of the five
employees working in town hall, two
were sisters, one was a sister-in-law.
Three brothers were in the Public
Works Department, of which one was
a department head supervising the
other two, which was against adopted
town regulations.

Job descriptions or pay classifica-
tions did not exist, which led to the
favorite employees of the elected of-
ficials getting the largest pay raises,
causing a high employee turnover.
Within one year, a supervisory
change occurred in five of the eight
departments. Eight of the nine em-
ployees hired while I was there quit
within six months to take better jobs
after they had acquired the work ex-
perience. The elected officials had
very little knowledge of state or fed-
eral laws concerning employee
rights. According to them, the em-
ployee had no rights.
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Status Quo

Small communities can become
closed systems that shut out any new
ideas and, even worse, do not recog-
nize old problems that need correc-
tion. Small local governments might
be the ultimate bureaucracy, tending
to use their power to maintain the
status quo, rather than promote
change or innovation (Blau 1987).
This inertia and self-preservation has
rendered existing elected bodies in-
capable of change. They become re-
active instead of proactive, They will
refuse to acknowledge their eco-
nomic decline until it is too late. Any-
thing new will have to be accommo-
dated to much that is old {Gorman
1976), which, in many cases, means
nothing new will be proposed. They
believe in an old myth that to never
raise taxes is a great accomplishment
for an elected official. If you do not
raise taxes, businesses will beat a path
to vour door and, more importantly,
the voters will love you and reelect
you over and over again.

Their obedience is to traditional
authority wed to the past. What rules
exist are those that have operated in
the past (Blau 1987). You will hear
them say, “We have always done it
like this.” It is the most frequent re-
sponse from a closed town to a new
idea. When hiring a professional
manager, the elected official will not
listen to the manager, but instead lis-
ten to the employees who are neigh-
bors, friends, and, more importantly,
a local person. This inbreeding in-
hibits any new ideas. If adopted by
the elected officials, these ideas
could improve productivity, which
means it is a bad idea for the em-
plovee who also has always done it
one way.

Progressive Communlties

I must pause here and switch from
the negative to the positive. There
are progressive, modern, innovative,
smaller communities that do not fol-
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low the above-mentioned parame-
ters. These communities allow the
manager to manage, they listen to
new ideas, they have good hiring
practices with job descriptions and
pay classifications. They have recog-
nized the problems of their commu-
nity and are doing something to cor-
rect these problems. They are
actively recruiting new business, not
expecting the business just to come
to their front door. They do raise
taxes in a slow, manageable way with
a master plan to let the citizens know
where their tax dollars are being
spent.

They have recognized you cannot
have a cozy, friendly relationship
with every person in town and have

economic growth, new housing, or
the revitalization of an older neigh-
borhood. They are willing to surren-
der that perceived power elected of
ficials think they have, and give the
authority to the manager to manage.
They have a master plan or a list of
goals and objectives with priority
items that will be implemented and
followed through to completion.
These communities have not lis-
tened to the nay-sayers and can’t
doers. They have tried to mobilize
the business community, tried not to
make decisions strictly on a political
basis and, most importantly, stood
behind the manager they have hired.

Suggestion

The elected officials of a small com-
munity should not hire 2 manager or
administrator if they are not willing
to let go of the authority necessary to
improve community operations,
They should not look upon the man-
ager as the new kid on the block who
is an outsider and intruder. The new
manager is now a part of the commu-
nity, and should be treated as such. If
officials are not going to accept them
into their family, they should not
hire them. 311
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