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ethics matter! | fundamentals

BY MARTHA PEREGO

Focus on the Fundamentals

t the beginning of this new year,

local government leaders may

well face significant challenges in
delivering ethical, transparent democ-
racy. Limited financial resources at every
level of government are likely to force
difficult choices about services, commit-
ments, and investments in the future.

Although opportunities and innova-
tion may result as well, it will no doubt
be a tough period. Successfully navigat-
ing staff, organizations, and communities
through challenging times requires lead-
ers to focus on the fundamentals, that
is, on ethics. Building a strong ethical
foundation is the key to success. During
periods of uncertainty, it’s prudent for
managers to take steps to ensure that the
foundation is rock solid.

Is there agreement about the core val-
ues that will drive decision making and
policies? Do we demonstrate respect for
the unique roles and responsibilities of
elected officials, staff, and residents? In
the push for results and accountability,
is it clear to all that how we achieve our
goals is as critical as getting there?

Consider these steps to promote an
ethical culture:

* Renew your commitment to the
profession’s values. Commitment is
more than hanging the ICMA Code
of Ethics on the wall (although that
isn’t a bad idea). It is a dedication to
the highest standards of honor and
integrity in all public and personal
matters in order to merit the respect
and confidence of those we serve. It is
unwavering integrity.

Engage elected officials. Use council
orientations and goal-setting ses-
sions to encourage elected officials

to understand how their conduct and
commitment to public service values
contribute to ethical government. Take
the time to enlighten them about the
ICMA Code of Ethics and the values
that guide professional local govern-
ment managers.

Set organizational values. If the
organization lacks a code of ethics or
statement of values, implement a pro-
cess that engages elected officials, staff,
and residents in the definition of core
values and acceptable conduct. If you
have a code of ethics, is there clarity

2 PUBLIC MANAGEMENT | JANUARY/FEBRUARY 2016

PUBLIC MANAGEMENT

Public Management (PM) aims to inspire
innovation, inform decision making,
connect leading-edge thinking to everyday
challenges, and serve ICMA members

and local governments worldwide in the
pursuit of excellence in local governance.

ICMA EXECUTIVE DIRECTOR
Robert O’Neill, Jr.

DIRECTOR OF PUBLISHING
Ann Mahoney

EDITOR
Beth Payne

DESIGN

Thor Design Studio
www.thor-studio.com

Public Management (PM) (USPS: 449-300)

is published monthly except February by ICMA (the
International City/County Management Association)

at 777 North Capitol Street. N.E., Washington, D.C.
20002-4201. Periodicals postage paid at Washington,
D.C., and at additional mailing offices. The opinions
expressed in the magazine are those of the authors and
do not necessarily reflect the views of ICMA.

COPYRIGHT 2016 by the International City/County
Management Association. All rights reserved.
Material may not be reproduced or translated without
written permission.

REPRINTS: Apply to the editor for permission to reprint
any part of the magazine.

SUBSCRIPTIONS: U.S. subscription rate, $46 per year;
other countries subscription rate, $155 per year.

Printed in the United States.

Contact: 202/289-4262; subscriptions@icma.org.

POSTMASTER: Send address changes to Public
Management, ICMA, 777 N. Capitol Street, N.E.,
Suite 500, Washington, D.C. 20002-4201.

ARTICLE PROPOSALS: Visit icma.org/pm to see
“Editorial Guidelines” for contributors.

EDITORIAL INFORMATION
202/962-3619
bpayne@icma.org

ADVERTISING SALES

Ben Harmon

The Townsend Group, Inc.

Tel: 301/215-6710 x106

Fax: 301/215-7704
bharmon@townsend-group.com

PRINTING
Westland Printers
Laurel, Maryland

ICMA

icma.org | icma.org/pm



2015-2016

ICMA EXECUTIVE BOARD

PRESIDENT
Pat Martel*
City Manager, Daly City, California

PRESIDENT-ELECT

Lee Feldman*

City Manager, Fort Lauderdale, Florida
PAST PRESIDENT

James Bennett*

City Manager, Biddeford, Maine

VICE PRESIDENTS

WEST COAST REGION

Robert Harrison
City Administrator, Issaquah, Washington

Jeffrey Towery*
Assistant City Manager, Springfield, Oregon

Bruce Channing
City Manager, Laguna Hills, California

MOUNTAIN PLAINS REGION

Jane Brautigam*
City Manager, Boulder, Colorado

Susan Sherman*
Assistant City Manager, Olathe, Kansas

Bert Lumbreras*
Assistant City Manager, Austin, Texas

MIDWEST REGION

Tanya Ange

Deputy City Manager, Mankato, Minnesota
Daryl Delabbio*

County Administrator/Controller,

Kent County, Michigan

Lon Pluckhahn*

City Manager, Marion, lowa

SOUTHEAST REGION

Alan Ours*
County Manager, Glynn County, Georgia

G. William Hammon*
Assistant City Manager, Alcoa, Tennessee

Carl Harness*
Chief Human Services Administrator,
Hillsborough County, Florida

NORTHEAST REGION

and agreement on the core values that
drive critical decisions? Organizations
or teams with shared values produce
the best results.

Ethics training. It’s a myth that good
people always make wise choices.
Regular training builds awareness of
common ethical issues, provides tools
and strategies for effective problem
solving, and, yes, can even inspire
someone to do the right thing when
faced with a difficult ethical dilemma.

Welcome the dialogue and the
dissenter. Make sure that individuals
have formal and informal opportuni-
ties to raise any ethical concerns they
may have about conduct or decisions
in the organization. Create a safe
environment for those seeking advice
Or raising a warning.

Transparency, transparency, transpar-
ency. Clear and regular communica-
tion, complete and accurate disclosure
of the facts, taking responsibility for
decisions and outcomes, and a focus
on transparent processes all work to
build trust with those we serve.

As Dave Childs, ICMA liaison, has
noted, “We are all experiencing a time
of extreme stress in our organizations. A
key result is that our employees are
justifiably worried about the stability of
their jobs, about their personal finances,
and ultimately about their own future. In
uncertain times, it is imperative that we
provide our employees something solid
to hold on to.

“And, to that end, what could be
more important than having every
employee be totally sure of the values
and ethics of their workplace and
their organization? As the leaders of
our organizations, we need to
redouble our efforts to bring that
sense of stability and grounding to all
of the dedicated employees who serve
the public each and every day. Build-
ing a solid ethical foundation is one
of the keys to providing that stability
and restoring confidence. And now is
the time to begin.” Py
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on point | ahead in 2016

WHAT ARE THE CHALLENGES YOUR
COMMUNITY WILL FACE THIS YEAR?

SHARON SUBADAN

City Manager

Albany, Georgia
sdsubadan@albany.ga.us

Economic recovery has been
slow in Albany, Georgia
(77,000 population). As the
new city manager in 2015,
my administration is focused
on creating the best possible
climate for economic develop-
ment to ensure that Albany
is a great place for existing
businesses to expand and
new businesses to locate.

It is a challenge to
increase the number of avail-
able jobs and to ensure that
there are qualified workers to
fill these jobs. In response, we
are working as a multisector
collaborative in this endeavor,
including the county govern-
ment, the school board, three
higher education institutions,
the economic development
commission, and the chamber
of commerce, to tackle some
of our greatest challenges.

Providing high-quality
services while keeping the
cost of government low
is a challenge. Significant
downsizing has created a lean
and efficient organization
resulting in lower property
taxes. Continuing efficiency
and revenue generating efforts
will be ongoing.

KENNETH WILLIAMS

City Manager

Buda, Texas
kwilliams@ci.buda.tx.us

Buda (11,590 population) is
experiencing a phenomenal
growth rate and facing

the challenges of provid-
ing essential services and
infrastructure that come
with such an increase.

Providing a long-term
water supply for the
increasing population in an
area that has experienced
long-term drought is a
difficult task.

In response, the city
has formed alliances with
other cities, utility agencies,
and water districts to arrive
at solutions that provide
water for the region. This
has proven challenging in
a place where conservation
is often the top priority
in evaluating sources that
provide answers to water
shortages.

Through good interac-
tion with the community,
foresight by the city council,
and staff working to offer
solutions agreeable to all,
Buda is now on the brink
of ensuring its water supply
well into the future.
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FRAN DAVID, ICMA-CM
City Manager
Hayward, California
fran.david@hayward-ca.gov

One challenge is managing
after the 2015 election,
where we had a majority of
councilmembers up for elec-
tion or reelection, as well as
a ballot measure renewing a
critical, existing tax.

A second challenge is
that we are overwhelmed
with development interest
and cannot staff up fast
enough from recession lev-
els to handle the workload
and provide the level of
customer service we expect
from ourselves.

My goals are to 1) ease
the stress of the election
process for the council
and successfully reenact
the tax, 2) minimize the
challenges of workload
demand on my organiza-
tion, and 3) maximize the
opportunities afforded our
community from develop-
ment interests while the
economy holds steady.

ANDY PEDERSON, ICMA-CM
Village Manager

Bayside, Wisconsin
apederson@bayside-wi.gov

One of the biggest challenges
our community and organiza-
tion face is communicating
in a constantly changing,
instantaneous, social media-
driven society.

An equally difficult
challenge is determining the
manner in which people
receive their information,
especially with those who
still do not receive electronic
communication. As a local
government, so many of us
struggle with communicat-
ing complex issues in 140
characters or less.

As we provide the
community with open
communications through
weekly e-mail newsletters,
social media, print media,
and more, are we communi-
cating too much information
or not in the right form? By
the end of 2016, we may be
communicating in a format
that does not presently exist
even as I write this. PV

icma.org/pm



@lcma-org Visit icma.org to learn more about these topics.

Charles City, lowa, City Administrator Tom Brownlow wanted to address
flooding and the damage it caused his community’s waterfront. Find out
what was done to create a new riverfront park.

) icma.org/riverfrontpark

2015 LEADERSHIP
PROJECTS

Members of the Leadership ICMA Class of 2015 worked in
teams to complete Capstone Projects for four communities:

Charlotte, North Carolina (Implementing Enterprise Risk Management); Issaquah, LE AnE RSHIP

Washington (Capital Facilities Planning Process); Navajo County, Arizona (Reset
Strategy: Road Map to Financial Sustainability); and Tacoma, Washington RE

(Developing a Human Services Funding Framework). IMAE INE n

P icma.org/leadershipicmacapstones

Discover leadership best prac-

tices and tips to achieve orga-
SUEH A G n n nizational excellence in local
n government with ICMA's new
HE LPE R | blog, Leadership {RE}Imagined.
°

Updated and sent weekly, the

In 2015, a three-foot-tall robot named blog features posts from ICMA
Bibli joined Longmont, Colorado’s pub- Executive Director Bob O'Neill,
lic library team, along with a new menu and also includes engaging con-
of services and resources targeting tent on a wide variety of local
children and teens with autism spec- government issues through the
trum disorders. lens of leadership.

» icma.org/bibli » icma.org/leadership_reimagined
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GET THE
PICTURE:

Ensuring local programs are well designed
and effectively managed

By Mark Ryckman, ICMA-CM, and Don Zoufal

TAKEAWAYS

> Consider how to store,
manage, and release
video data.

> Identify ongoing video
program costs not covered
by initial program grants.

> Collaborate with stake-
holders and community
partners to develop a suc-
cessful camera program.

he use of video in public
safety is growing rapidly.
Local governments are
deploying a wide range of
such systems as downtown
surveillance cameras,
automated license plate
readers, police dash cams, and police body-
worn cameras. Some communities are also
implementing systems that allow the public
to submit video to central command centers
during an incident.
Video surveillance technology is alluring.
It can provide greater situational awareness
during an incident, and it can be used for
evidentiary purposes after a situation has
occurred. It has wide public appeal, as it can
be seen as a quick technological solution to
reduce crime and provide greater transparen-
cy and accountability of officer performance.
If carefully developed and properly resourced,
video programs can help meet a community’s
public safety expectations.

6 PUBLIC MANAGEMENT | JANUARY/FEBRUARY 2016

Unfortunately, however, careful analysis
and enactment of public policy to address the
implications of this new technology has not
always kept pace with video deployment. Nu-
merous factors must be considered, including
privacy issues, system security, record storage
and retrieval, maintenance costs, criminal
justice matters, and civil liability.

Local government managers are in a
unique position to facilitate this debate to
ensure their agency’s video programs are ef-
fective and sustainable, while being tailored to
the political sensitivities of their communities.

Post-9/11 Revolution

The video surveillance revolution began
slowly in the decade following 9/11. Some
communities, large and small, experimented
with the development of fixed systems cover-
ing high-crime areas, commercial centers,
government facilities, and other areas of
critical infrastructure.

Along with this growth in government
surveillance programs was an increased use
of video solutions to enhance security in the
private sector. Camera and computer technol-
ogy advances allowed for the capture and use
of increasingly detailed visual imagery through
digital networks, making this expansion
possible. It also facilitated such new uses for
cameras as automated reading of license plates.

While large static systems and even lim-
ited mobile systems in the public sector were
being developed, there was a simultaneous
growth in the consumer market for mobile
devices. Smartphones and tablets allowed the
general public to capture and transmit high
volumes of visual data.

This phenomenon has resulted in in-
creased pressure for public 911 centers to take
in this data through a new Internet protocol-
based system called the Next Generation 911
initiative (http://www.911.gov/911-issues/
standards.html). The Boston marathon bomb-
ing in April 2013 increased public awareness
about the importance of mobile camera data.
The value of data collection and compilation
for solving crimes and documenting events
became apparent.

icma.org/pm
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The weighing of costs and benefits is often a
challenging task with respect to the introduction of new
technology. This suggests a need to move cautiously
with new technology that can have significant cost,

social considerations, and legal ramifications.

The most recent iteration in the
surveillance revolution is the introduction
of body-worn cameras (BWCs) to law
enforcement. Representing a fusion of the
mobile revolution and the desire for en-
hanced, large-scale government systems,
BWCs promise to dramatically enhance
government information on both criminal
conduct and the activities of large sectors
of the government workforce. Recent
high-profile law enforcement incidents
have fueled public and political pressure
to widely deploy them.

Local governments are now con-
fronted with sustaining these systems,
meeting storage retention and dissemina-
tion requirement costs, and balancing
privacy issues with public safety
benefits. Managers play a critical role in
guiding these discussions and ensuring
public safety video programs are as well
designed and effectively managed as any
other local government program.

Purpose and Policy Are Key
Developing strong written policies is

a critical starting point for any mu-
nicipal service. Camera programs are
no different. A clear understanding of
the governmental purpose to be accom-
plished through the camera program is
an important first step.

In this regard, it should be noted that
each type of camera can have a unique
use. The purpose of a BWC program, for
example, may be different than one for
area surveillance. The policies governing
each program should be consistent with
the camera’s particular purpose and the
authorized use of camera data.

Those differences require individual-
ized retention schedules, access and use
policies, and rules for dissemination.
Customized policies to address the

governmental purpose, protection of
privacy and civil liberties, and concerns
over data security should undergird all
camera programs.

Advantages and Challenges

Like the introduction of most new pieces
of equipment, cameras offer advantages
but also present challenges. In deciding
whether and how to implement a camera
program, local governments would be
sensible to consider both of these aspects
before acting.

Deployment of video technology is
not a quick fix for public safety issues.
Rather, the deployment of cameras is
one tool among many in furthering local
government public safety objectives.

Reviewing the benefits. Empirical
evidence to support an assessment

of many of the positive claims about
camera programs is in short supply. (One
local government example can be found
in the November 2015 PM at icma.org/
en/press/pm_magazine/issue/166/2015/
November.)

Much of the understanding of the
value of camera systems, be they large,
fixed systems or BWCs, is mixed or
anecdotal! at best. The data also differs
by use; for example, deterrence versus
guiding response efforts.

Initial reports from departments
using body cameras suggest a reduction
of resident complaints of misconduct
and better behavior by both officers and
subjects.? These are certainly positive
signs, but until more detailed research
can be conducted, the extent of this
benefit cannot be fully assessed.

Also claimed, but unclear, are benefits
in the area of cost reduction in civil
litigation and in prosecutions. Proponents
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contend that the evidence that body
cameras produce will strengthen positions
in prosecutions and reduce liability for
frivolous civil claims. To the extent that
officers are compliant with all department
rules and policies, both claims are likely
true. Where there are departures from
policy, liability may be expanded.

Given the current state of research,
local governments should expect to
operate without detailed quantitative
support. Reliance on public sentiment
along with first-responder experience
and expertise is likely the best avenue to
support decision making.

Understanding the cost. On the negative
side of the ledger are issues of cost and
personnel resources created by camera
programs. With the proliferation of digital
systems inside law enforcement—from
computer-aided dispatch to digital record
systems to digitally collected evidence

of the commission of crimes—there is

a growing need to develop systems that
can manage, track, secure, and produce
this information for police, prosecutors,
defense attorneys, and courts.

One thing is certain with respect
to cost and resource requirements.

The larger the program and the more
complex and flexible the process for
collecting data, the greater the need for
content management.

While there are often grant
programs that provide funding for the
purchase of cameras, those programs
frequently fail to cover the ongoing
operating costs.? Quantifying these
costs during program planning and
securing long-term funding are impor-
tant to avoiding unanticipated costs in
the future, which may jeopardize the
camera program’s sustainability.

icma.org/pm
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Access to and release of records.

The introduction of systems like BWCs,
largely owing to the substantial amount
of data they promise, add to the existing
digital footprint of most agencies. This
has more squarely focused attention on
back-end problems like storage, reten-
tion, dissemination, and developing
processes to use and access digital data.

Local governments should under-
stand that requirements for manage-
ment of camera recordings can require
additional investment in personnel and
other resources for complying with
court-ordered processes, open records
requests, and reporting requirements.

Along with requirements for
dissemination will likely be redaction
requirements. Redaction—that is, adapt-
ing for publication or release—of video,
audio, and metadata from retained
records can be technologically challeng-
ing and time-consuming.

It should be noted that not all data
being accessed is initially a public
record, but it may be collected from
private systems and personal devices.
These private data sources need to be
managed as well.

Nongovernmental systems, includ-
ing camera networks established by
businesses and individuals, along with
smartphone stills and videos captured
by residents, must be accommodated in
new systems for evidence and data col-
lection. Determining who owns the data
at various points in the collection and
dissemination process should be outlined
during system design.

Managers need to encourage the
development of written agreements
between their local governments and the
owners and operators of private camera
systems that cover data rights, responsi-
bilities, and release parameters.

Ongoing maintenance. In addition

to the cost of managing and disclosing
recordings, there are also additional

costs for maintaining the equipment and
systems used to gather and store records.
Like any other piece of equipment, cam-
era systems need a maintenance program.

For systems that are based on a
public-private partnership, the respon-
sibility for ongoing maintenance and
capital improvements should be well-
defined during the design phase—long
before deployment.

Cyber security. Finally, there is the issue
of data storage and security. This is a cost
issue but also has policy implications. As
the size and scope of data increases, local
governments are turning to cloud-based
solutions for management and storage.
While each jurisdiction needs to assess
this structure in light of its own unique
operational needs, it is likely to be the
most cost-effective solution.

The use of third-party private entities
to store and manage data—and par-
ticularly evidence—is a relatively new
phenomena and public officials need to
carefully consider whether such critical
government functions should be placed
in the hands of nongovernmental entities.
Managers would be wise to exercise cau-
tion when selecting data storage services
to ensure the data can be readily retrieved
without additional costs if the community
decides to change vendors in the future.

While the cost argument certainly
favors cloud-based solutions, there are
important policy considerations for
contracting an essential governmental
function like evidence management to a
third party. Security and integrity of data
are critical.

The system selected or developed
internally must meet court-imposed
standards for admissibility of evidence
and standards like those of the FBI’s
Criminal Justice Information Systems Di-
vision if the information is to be shared
or used in connection with any federally
administered or funded criminal justice
system or program.

Final Thoughts

Community expectations for cameras,
be they fixed programs or BWCs, as a
method of increasing public safety or
enhancing transparency, are actively
pushing local governments to develop
camera programs. Arrayed against those
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pressures are governmental concerns
over the proper implementation of
camera programs.

This includes securing stable
funding streams to cover the cost and
personnel burden associated with
the implementation of surveillance
programs. There are also concerns over
privacy and civil liberty implications of
growing camera programs.

Cautious movement. The weighing of
costs and benefits is often a challenging
task with respect to the introduction of
new technology. Issues like community
confidence are difficult to quantify.
Information on benefits is frequently
only anecdotal and unsupported by other
research. This suggests a need to move
cautiously with respect to the introduc-
tion of a new technology that can have
significant cost, social considerations,
and legal ramifications.

Caution suggests that before a
camera program is established there
needs to be a clear understanding
of expected benefits and anticipated
costs. This is the case even when
a local government is just seeking
to engage in a pilot. Metrics should
be identified to measure success or
failure of any camera program. Those
metrics need to be reviewed regularly
to ensure the program is continuing to
meet expectations.

Focus on total system integration. The
introduction or expansion of any govern-
ment camera program, but particularly a
BWC program, will interject new eviden-
tiary material into the criminal justice
system; however, it is only one element
in a substantially larger system.

All camera data needs to be viewed
as a part of this larger digital ecosystem.
To be sure, new BWC programs will
add substantial content, but in many
jurisdictions there is already a sig-
nificant amount of digital data already
being captured. As necessary back-end
expansion occurs, it would be wise to
do it in the context of a larger, more
encompassing growth plan.

icma.org/pm



Developing strong written policies is a critical starting

point for any municipal service. Camera programs

are no different. A clear understanding of the
governmental purpose to be accomplished through

the camera program is an important first step.

To that end, thought should be given
as to how to integrate existing and
future inputs that can accommodate
all the digital sources that will feed the
21st century criminal justice process.
Assistance by people skilled at perform-
ing the task of digital system integration
would be advisable.

Inclusion of multiple stakeholders.
Camera programs generally touch a wide
variety of interests. As such, multiple
groups of stakeholders have an inter-

est in camera program adoption and
implementation, including:

¢ Community groups seeking to restore
trust and/or enhance safety.

e Law enforcement professionals and
bargaining groups concerned about
operational efficiency and effective-
ness, cost, and officer rights.

¢ The criminal justice system of courts,
prosecutors, and defense counsel that
will be affected by the introduction of
new technology to gather evidence.

e Private sector business operators and
commercial concerns.

® Residents looking to share data.

e Privacy and civil liberties advocacy
groups that want to weigh in on the
issue of government camera use.

All of these groups have a rightful
stake in how a program is implemented.
As with other programs in government,
success is best achieved through an
inclusive effort and the engagement of
interested stakeholders. Managers need
to help facilitate this dialogue.

Examining the application of this
principle to the deployment of BWCs
is instructive in this regard. It makes
little sense to streamline collection and

icma.org/pm : online and mobile accessible

processing of digital evidence by police
departments, if prosecutors and courts
are not willing to accept the evidence.

Just as a department has to work to
ensure its information and collection
integrate internally, thought has to be
given to integrating the department’s
system into a larger criminal justice
system. That type of system-to-system in-
tegration does not happen in the absence
of engagement and cooperation.

Collaboration with internal stake-
holders is also important. Use of BWCs,
like any other enforcement tool, requires
engagement of the officers who must
use those tools. Understanding their
concerns and responding is critical for
program success.

BWC manufacturers offer a range
of features for camera wear and perfor-
mance—not just in how the cameras are
worn, but also in how they are activated
and downloaded. Considering the views
of officers in the selection and use of all
aspects of these systems is essential to
efficient and effective functions.

Last, but certainly not least, is the
need for community engagement. Under-
standing and managing the expectations
of the community and the advocacy
groups that represent differing constitu-
encies is important in the development
of good policy.

Camera programs are just another tool
for law enforcement. They are not a pana-
cea, and all stakeholders would do well
to understand that fact. The heightened
pace of implementing these programs has
been partially fueled by high-profile cases
covered in the national media.

The community emotion surrounding
these issues cannot be discounted when
determining how and where to deploy
new camera technologies, but raw

emotion alone is not a sufficient basis for
program determination. Careful analysis
using objective data must be at the core
of these discussions.

Application of the reasoning process
outlined above is essential for any
camera program. Identifying technical
solutions is much easier and quicker
than building consensus. Without con-
sideration of the concerns of all stake-
holders, program goals will be difficult, if
not impossible, to achieve.

The most successful systems will
include comprehensive solutions that are
analyzed and developed in an objective
manner while engaging stakeholders to
build consensus and support. Manag-
ers would be wise to take the lead on
structuring these processes and facilitat-
ing the dialogue.

This type of new camera technology is
rapidly evolving. If done right, it can help
meet the community’s public safety needs
and build trust between law enforcement
and local constituencies. P

ENDNOTES AND RESOURCES

1 U.S. Department of Justice, Bureau of Justice
Assistance, has created a “National Body-Worn
Camera Toolkit” (Cited at https://www.bja.gov/

bwc and accessed August 31, 2015) as an online
resource center.

2 White, Michael D, “Police Officer Body-Worn
Cameras: Assessing the Evidence,’ U.S. Department
of Justice, 2014.

3 For example, current federal programs for funding
BWGCs cover only the camera itself and associated
hardware and software. It is almost universally
acknowledged that such costs are relatively small with
respect to a BWC program implementation.

MARK RYCKMAN,
s ICMA-CM, is city manager
[ 2 ' and director of public

= - safety, Corning, New York

i .'ﬂ (mryckman@stny.rr.com).

DON ZOUFAL, JD, CPP, is an independent adviser
for SDI Solutions, LLC, Chicago, lllinois (dzoufal@
sdisolutions.com).
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The city of Santa Clara,
California (Julio Fuentes, city
manager), opened Levi’s®
Stadium in August 2014. With
just 142 sworn police officers
serving the city at that time,
Santa Clara would have one of
the smallest law enforcement

agencies in the country to protect an NFL stadium. This article
explains how the police department was able to hire 136
officers representing 43 jurisdictions since the stadium opened
to provide public safety services on event days.

The police department, human
resources department, and city at-
torney’s office created an innovative
model for any community that needs
to regularly expand the capacity of its
police department for large-scale special
events. This model met Santa Clara’s

TAKEAWAYS

> Collaboration, internal to an
organization as well as external,
has the potential to create a vari-
ety of both tangible (personnel,
equipment, joint/cross training,
nontraditional funding) and
nontangible (teamwork, relation-
ships, trust, problem solving,
communication) benefits.

> Creative thinking and the exper-
tise of multiple departments—in
this case, police department, hu-
man resources department and
city attorney’s office—expands
possibilities to address challeng-
ing situations.
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goals of providing effective protection
to the stadium with no negative impact
on the delivery of service to the rest of
the community.

In turn, this model has also
strengthened relationships between the
Santa Clara Police Department (SCPD)
and federal, state, and local law
enforcement jurisdictions.

Planning and Staffing Challenges
Police planning of the 2016 Super Bowl
50 began more than two years ago.
Members of the police department at-
tended Super Bowl XLVIII in New Jersey
and Super Bowl XLIX in Arizona to learn
from past successes of lead law enforce-
ment agencies. As a result, Santa Clara
has been able to develop a comprehen-
sive law enforcement plan involving
federal, state, and local partners.

Each workday, Santa Clara’s popula-
tion swells from 120,000 to more than
150,000 as employees of the city’s 12,000
businesses—many of them high-tech
corporate giants—come to work. Due
to this 30,000 increase, SCPD is adept
at handling the influx on top of its core

responsibility to serve and protect its
residents. The city is recognized as one
of the safest communities of its size in
the United States.

It might be thought that 60,000 +
people coming into Santa Clara for
events at Levi’s Stadium would be a
similar situation. That thinking would
be wrong. Whether they are San Fran-
cisco 49er football fans, rock concert
attendees, or participants in an outdoor
business convention, that number of
excited people arriving at and departing
from the same place at the same time
can significantly disrupt traffic and
cause parking challenges.

It also has the potential to disrupt the
quality of life of nearby residents and
business operations.

Exploring Options

As soon as voters approved the measure
authorizing the creation of the Santa
Clara Stadium Authority, a tax-exempt
public authority, in June 2010 to build
and own the new football stadium, the
police department started to develop
strategies to allow it to effectively handle
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construction, then operational, challenges
without depleting city resources needed
for day-to-day services. Early exploration
of options was ramped up in 2012 when
the city received funding from the 49ers
for a special events unit consisting of one
lieutenant and one sergeant.

The unit studied 21 stadium opera-
tions across the country and created
an operations plan and manual for
all events at Levi’s Stadium based on
National Football League best practices.
The plan and manual cover every
contingency—traffic flow, parking lot
incidents, ticket scalpers, gate-entry
issues, medical emergencies, alcohol-
related incidents, disorderly behavior,
threat-assessment procedures, and pos-
sible theft and vandalism in the stadium
or the surrounding neighborhoods.

The plan identified the need for a law
enforcement coalition for the stadium
that included SCPD; 49ers security team;
homeland security partners; contracted
security officers; Santa Clara County
Sheriff’s Department; California Highway
Patrol; and neighboring Sunnyvale’s
Public Safety Department.

at the stadium on an overtime contractual
basis. But other jurisdictions were hesitant
to take on the increased liability and the
potential personnel complaints that could
occur with officers wearing their own
uniforms and patches at the stadium.

As police chief, I needed an alterna-
tive plan to attain additional law enforce-
ment personnel for these special events.
Through collaboration and countless
hours of discussions between the police
department, human resources, and city
attorney staff, an idea was born: Hire
police officers from other departments
on an as-needed basis.

A great deal of research and discus-
sions were held in a timely manner
with external subject matter experts and
local jurisdictions before the concept of
“double badging” could be implemented.

The Solution

Santa Clara devised the solution of creat-
ing a new position of special events police
officer—that is, sworn officers from other
jurisdictions who would be brought on
duty as needed wearing Santa Clara uni-
forms. Funding of these positions, as well

Funding of these positions, as well as all
of the special costs to SCPD or any of
the other participating law enforcement
agencies comes from stadium funds, not

the city’s general fund.

Service agreements were put in place
for special resources, including canine,
bike patrol, helicopter, and other needs,
should they be necessary.

Even with this extensive coalition of
expertise and resources, it was clear that
major events at the stadium would need
more boots on the ground by experienced
law enforcement personnel than what off-
duty Santa Clara officers could provide.

The original thought was to sign agree-
ments with other municipal police depart-
ments to provide law enforcement services

as all of the special costs to SCPD or any
of the other participating law enforcement
agencies, comes from stadium funds, not
the city’s general fund.

The requirements for a “double
badge” special events officer were strict:
1) currently employed by a California
law enforcement agency as a full-time
police officer or level 1 reserve officer;

2) peace operations specialized training
certificate; 3) completion of field training
officer and probation; 4) psychological,
medical, and background investiga-
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tion reviews; and 5) an interview with
SCPD’s professional standards unit.

The position would be categorized
as “as needed, at will,” but the special
events officer would have full police
powers in deployment in and around
the stadium to provide crowd and traffic
control, arrest of offenders, report writ-
ing, and general enforcement duties.

Individual applicants for events
officer positions had a good many ques-
tions and concerns, including these with
city responses:

e What is the length of the shift?
Answer: Depending on the event,
between eight and 11 hours.

¢ Will there be benefits? Answer: No.
Officers will receive per diem compensa-
tion of $55 per hour in 2014 with the
possibility of an increase in future years.

e What uniform will be worn? Answer:
SCPD battle dress uniforms purchased
by the special events police officer
with the cost reimbursed after the
officer worked 10 special events.

e Who will provide the badge and name
tag? Answer: SCPD.

¢ Who will provide safety gear, includ-
ing ballistic vest, duty belt, straight
baton, and handgun? Answer: Officers
will use their current gear.

e Who will be responsible for radio
communication? Answer: SCPD will
issue radios.

e Will there be training? Answer: Yes, a
full day of paid training at the stadium
is required so officers can become fa-
miliar with the facility, the operations
plan, Santa Clara municipal code, and
other policies and guidelines.

Other jurisdictions were especially
concerned about worker’s compensation
and legal defense issues. Detailed agree-
ments had to be worked out so that those
jurisdictions would not have financial
or legal exposure if they allowed their
officers to moonlight as a special events
officer for Santa Clara and were put in
one of those unfortunate scenarios.

Special liability insurance coverage
was purchased and paid for by the sta-
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Santa Clara devised the solution of
creating a new position of special events
officer-that is, sworn officers from other
jurisdictions who would be brought on duty
as needed wearing Santa Clara uniforms.

dium authority to cover civil, criminal,
and administrative action coverage for
the special events police officers.

Officer recruitment began in fall
2013. With herculean effort by the po-
lice department’s professional standards
unit recruiting officer and HR personnel,
Santa Clara hired 95 officers represent-
ing 37 different agencies throughout
California prior to the first event at the
stadium in August 2014.

As noted earlier, that number
increased to 136 officers from 43 jurisdic-
tions as of the writing of this article. The
city plans to have 150 special events
police officers hired and trained prior to
Super Bowl 50 in February 2016.

Positive Results

Levi’s Stadium hosted more than 200
events in 2014, ranging from corporate
meetings to charity events to large-atten-
dance athletic competitions. Most of them
were easily handled by stadium security
backed up by regular law enforcement
services provided by SCPD.

Since the stadium opened, hosting
35 large-scale events (20,000 to 71,000
attendance, including Wrestle-Mania,
international soccer games, NFL games,
and concerts) has warranted the use of
double-badged special events officers.

There was the exception of one
beat area near the stadium that had
an increase of police officers, police
reserves, and community services officers
to handle the Neighborhood Protection
Plan. Response times throughout the city
remained consistent during large special
events at the stadium.

A survey of guests at four special
events about their stadium experience
included a question on whether they felt
safe before, during, and after the event.
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The results were positive:

e Sounders vs. Earthquakes Soccer
Match, August 2, 2014, the first
event held in the stadium (42,575
attendance): 47 percent very satisfied
or satisfied; 50 percent neutral; and 3

percent dissatisfied or very dissatisfied.

¢ Friday Night Lights High School
Football, October 10-11, 2014 (10,441
attendance on Friday, 9,399 at-
tendance on Saturday): 86 percent
very satisfied or satisfied; 11 percent
neutral; and 3 percent dissatisfied or
very dissatisfied.

¢ Foster Farms Bowl, December 30,
2014 (27,025 attendance): 92 percent
very satisfied or satisfied; 7 percent

neutral; and 1 percent dissatisfied or
very dissatisfied.

e Pac-12 Championship, December 5,
2014 (39,331 attendance): 83 percent
very satisfied or satisfied; 11 percent
neutral; and 6 percent dissatisfied or
very dissatisfied.

Santa Clara’s innovative double-
badging program can serve as a model
for any community that needs to
regularly expand the capacity of its
police department for large special
events. It met Santa Clara’s goals of
providing effective protection to Levi’s
stadium, with no negative impact on the
delivery of service to the rest of the
community. It would not have been
possible, however, without the collabora-
tion of the three city departments. P/

ELIZABETH BROWN is
human resources
director, Santa Clara,
California (lizbrown@
santaclaraca.gov), and

MICHAEL SELLERS is police chief, Santa Clara
(msellers@santaclaraca.gov).
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ified staff on livability vision

How Evanston un




n 2006, Evanston,
Illinois, adopted a
strategic vision to
create the “Most
Livable City in
America.” During
the following nine
years, Evanston took
a number of bold
actions to help hold
the line on property
tax increases and increases to pension
contributions beyond the minimum
requirement.

It created partnerships and delivered
workforce development programs,
provided mental health services, and
created volunteer efforts to protect the
urban forest—all with area agencies and
not-for-profit organizations.

Here are other bold actions the
city took: eliminated Evanston Town-
ship, a duplicate body of government
that shared geographic boundaries
and elected officials with the city of
Evanston, and reorganized the city and
provided resources for dedicated staff
to focus on the key areas of community
engagement, economic development,
and youth and young adult services. The
city also created one-stop-shop com-
municating through a 311 nonemergency
customer service center.

It also went about building a stronger
relationship with Northwestern Uni-
versity. As the city’s largest employer,
Northwestern also owns nearly 5 percent
of all land in Evanston and does not
pay property taxes. Improving the
strained relationship was a top priority
for Mayor Elizabeth Tisdahl, who took
office in 2009, the same year that current
Northwestern President Morton Schapiro
joined the University.

They now meet personally on a quar-
terly basis, and several city-university
committees meet regularly. In March
2015, Northwestern agreed to donate $1
million annually to the city for a period
of five years, with proceeds to be spent
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on projects and services agreed to jointly
by Mayor Tisdahl and President Schap-
iro. Areas of focus will include improving
infrastructure, including building bike
lanes and replacing aging water mains
on an accelerated schedule.

The city also surpassed its goal to
reduce greenhouse gas emissions by
13 percent by 2012. While improving
Evanston’s livability played into all of
the initiatives, it remained a largely
informal goal.

In December 2014, the city set out
to change that by creating the Evanston
Livability Academy for city employees.
All 800 full-time staff employees were
required to attend a half-day session.
There were 13 opportunities due to the
number of staff members and the room
size. There also was the need to accom-
modate staff across all shifts, including
police, fire, and administrative staff and
water treatment plant operators.

The academy was designed to explore
each employee’s role in making Evanston
a more livable community and to renew
their shared enthusiasm toward support-
ing a high quality of life for all residents.

Sustaining and enhancing livability
is key to Evanston’s continued success
and financial health. As city staff, we all
need to be on the same page about what
livability means and how achieving it fits
into everyone’s job description.

Nurturing Teamwork
Before launching the academy, plan-
ning efforts were led by Evanston’s
sustainability manager with input from a
committee of senior-level staff represent-
ing all departments (some 10 people). In
truth, the planning task took 50 percent
of the sustainability manager’s time
during the two-month window that was
used for the majority of the planning.
Three meetings of the planning
committee were held in that time along
with many smaller discussions and
planning activities. In-house organizers
for the academy training prepared a

video with both city and community
leaders describing the features that make
Evanston livable.

The interviewees talked about good
schools, walkability, historic character,
and public art, along with the commu-
nity’s strong tradition of resident engage-
ment, commitment to volunteering, and
numerous social programs. They noted
how beautiful the tree canopy is across
the entire city. A long-time employee
who also grew up in Evanston said that
the community is even better than when
he was growing up, and he is proud to
be both an employee and a resident.

As an icebreaker, academy sessions
started out with a “marshmallow chal-
lenge.” Using only 20 spaghetti sticks,
string, and tape, small groups of staff
members from different departments had
18 minutes to build the tallest structure
they could to support a marshmallow.

This exercise was designed to
encourage cross-departmental teamwork
and collaborative problem solving, while
challenging participants to work together
on how best to use the flimsy objects.
Afterward, the teams discussed their
experiences, and the organizers shared
findings from other groups.

A main takeaway was that the teams
needed to continuously talk through the
project to make adjustments and be flex-
ible with their design and construction.
The exercise created a nice segue into
showing a video with community leaders
discussing their views on what factors
make Evanston a great city in which to
live, work, and play.

Designated staff from a variety of
departments then elaborated on themes
in the video with short, TED Talk-style
presentations. These included facts and
figures about conditions in Evanston as
well as key city programs, policies, and
partnerships in six areas: built environ-
ment; climate, energy, and natural
environment; economy and jobs; educa-
tion, arts, and community; equity and
empowerment; and health and safety.
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As city staff, we all need to be on the
same page about what livability means
and how achieving it fits into every-

one’s job description.

The data came primarily from
information that Evanston had col-
lected for the STAR Community Rating
System, a comprehensive framework and
certification program for measuring local
sustainability (http://www.starcom-
munities.org/rating-system/history). The
rating system was developed by some
200 expert volunteers from 50 cities and
counties, state and federal agencies,
nonprofits, national associations includ-
ing ICMA staff, universities, utilities, and
private corporations.

Evanston was part of the STAR Pilot
Program in 2013. Evanston’s efforts
ramped up in late spring, and program
certification was submitted at the end of
January 2014. Our program announce-
ment was made at the State of the City
Luncheon on March 20. ICMA staff
continue to support STAR communities
by serving on the steering committee

and participating in the development of
STAR Version 2.0.

Evanston’s staff and administrators
are proud of its 4-STAR [out of five]
rating. But for us, the most important part
of going through the STAR evaluation was
to collect in one place real data on how
we are doing in areas that make Evanston
a great place to live. What STAR calls
“sustainability” basically fits into what
we call “livability.” So it was a logical
jumping-off point for the academy.

Presenting the information thematical-
ly rather than by department also helped
city staff see their roles more holistically.
“The Livability Academy highlights our
strong partnerships and collaborations
across many departments,” says Evonda
Thomas-Smith, Evanston’s director of
health and human services.

For the final academy exercise, partici-
pants returned to their marshmallow chal-

lenge teams to discuss ways they could
make Evanston more livable in their own
job duties, work collaboratively across
departments, and adjust city government
operations to improve livability.

These conversations generated ideas
and productive information sharing. In
fact, staff came up with 60 unique ideas
on how to make Evanston more livable
(see the “Getting Creative” ideas at www.
cityofevanston.org/Livabilityldeas).

As another example of how
participants collaboratively produced
valuable insights, a police officer in
one discussion mentioned his difficul-
ties trying to reach at-risk young adults
in the community. A parks and recre-
ation staff member told him about the
mayor’s Summer Youth Employment
Program, which provides workforce
training and life skills for 500 at-risk
teenagers annually.

It was like a light bulb went off when
they both realized that existing city
programs and resources in other depart-
ments could be used to help them fulfill
their mission.

In other words, they realized that ev-
eryone has a role in making the city more
livable. “Today’s exercise helped me see
that residents are impacted by so many
city employees every day. We all have an

Continued on page 20

LOW COST, HIGH PARTICIPATION, IMPRESSIVE RESULTS

DURING SIX WEEKS IN 2015, 95 percent of Fort
Lauderdale, Florida's 2,214 staff members participated in
a two-and-a-half hour training entitled “Climate Change
and Sustainability - Science, Seriousness, Solutions” The
goal of the training was to engage all staff in the city’s
vision plan related to adaptation and mitigation.

City staff facilitated the training, and 77 percent reported
that the training made them more aware of climate change
issues, while 69 percent felt that the information learned
could be used during their everyday work activities. The cost
to provide the training was $16.77 per city staff member.

Following this session, Fort Lauderdale hosted
staff from nearby communities to attend the same type
of training. Training will also be offered to the 108
communities in the Southeast Florida Regional Climate
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Compact, a globally recognized governance model that
commits compact counties to foster sustainability and
climate resilience at a regional scale.

Through support from ICMA and United States Agency
for International Development, Southeast Florida's efforts
toward regionalizing around climate action are being
replicated in communities in South Africa and Tanzania.

In August 2015, Fort Lauderdale was recognized in a
fact sheet distributed by the White House Office of Science
and Technology Policy as a prime example of a community
that has implemented a program integrating the best
available climate science to enhance climate literacy.

For more information, contact Nancy Gassman,
assistant public works director — sustainability, Fort
Lauderdale, Florida at ngassman@fortlauderdale.gov.
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opportunity to make those interactions
as positive as they can be,” says Kevin
Brown, community services manager.

Working Together on Priorities
After employees attend the Livability
Academy sessions, a follow-up memo
was sent to staff members thank-
ing them for their participation and
sharing their ideas. Many employees
said that having an opportunity to get
together with fellow colleagues face-
to-face was one of the most valuable
parts of the experience.

Now we are all working toward
addressing three ideas that repeatedly
surfaced during academy discussions:

Improve internal communication.
While this can be a never-ending
challenge for all local governments, the
academy underscored the importance of
sharing information non-electronically,
especially for employees out in the field
without easy access to e-mail.

The city manager visits key work-
places two times per year to provide
updates on city issues and to answer
questions. People wanted to have even
more information shared through staff
meetings, small-group meetings, and
paper handouts they can keep at their
work places.

In that vein, a memo was also
posted in workplaces to reach employees
without regular e-mail access. Digital
display monitors in the service center
and water plant are also being installed
as a way to provide real-time information
to field staff.

Improve infrastructure. Recognizing
that city facility and citywide infrastruc-
ture improvements require financial
resources, it was explained that Evanston
has traditionally issued debt for such
improvements, but current fiscal condi-
tions call for debt reduction.

Since most of the general purpose
infrastructure funds for the next three
years have already been allocated to
street repair and improvements, there
are limited resources for new significant

STATS ON

EVANSTON,
ILLINOIS:

+ 75,000 population.

+ 800 full-time employees
plus hundreds of seasonal
workers, including summer
camps and beaches.

+ 13 Evanston Livability
Academy sessions.

+ 31 staff presenters.

investments in facilities. Even so, staff
were invited to propose any specific sug-
gestions for low-cost repairs or refurbish-
ments related to livability.

Employee housing programs: One

idea that gained traction during several
academy sessions was to explore options
and incentives for employees to be

able to live in Evanston. With market
pressures in the densely populated city
driving up housing costs, some staff
expressed dismay that they cannot afford
to live in the city.

If they could be residents, staff would
be able to gain new insights into ways to
make Evanston more livable and feel a
greater sense of civic pride as part of the
community. As follow-up to the academy,
a staff committee will do more research to
identify resources and to develop recom-
mendations that can move this project
forward. Staff members were also invited
to apply to serve on the committee.

In addition to these items, various
departments will work to refine other
ideas from the academy and begin imple-
mentation. These include improving
travel within Evanston. The community
development department has created
a transportation and mobility positon
to implement the city’s transportation
programs and coordinate across depart-
ments to improve multi-modal transpor-
tation in Evanston.
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Helping employees feel connected
to the community was another idea
that is being implemented by several
departments, including opportunities
for employees to volunteer with local
originations and to participate in “fun”
activities outside of the workplace.
Evanston will continue to track the
data staff collected for the STAR
Community Rating System to measure
sustainability trends and the impacts of
their efforts.

Improved Connectivity

A shorter version of the Livability
Academy program is being developed to
use with Evanston’s many community
groups. The goal will be to have a “plug-
and-play” version that managers from
any department can use with groups

or committees to discuss livability
issues affecting the community. Piloting
the academy with all city employees
first helped to educate staff about the
livability initiative so that they feel more
informed and confident in talking with
the public about it.

“The Livability Academy exercise
refreshed everyone’s focus,” says Dave
Stoneback, public works agency director.
“In many ways, it’s business as usual,
but we can see greater connections
between our policies and programs and
work going on in other departments.”

Mayor Tisdahl explains that the
academy has helped to crystallize the
concept of livability so that it feels more
tangible and actionable. “Our city
employees work so hard on their own
duties and responsibilities,” she says.
“The Evanston Livability Academy helped
them step back and see how their work
fits into the greater mission of making our
city a great place to live, raise a family,
open a business, and participate in
community activities.” PV

| WALLY BOBKIEWICZ
is city manager,
Evanston, lllinois
(wbobkiewicz@
cityofevanston.org), and
CATHERINE HURLEY is sustainability manager,
Evanston (churley@cityofevanston.org).
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commentary | council performance

HIGH-
PERFORMANCE
LOCAL <
GOVERNMENT

A memorandum to managers

<

To: Local Government Governing Body
Members and Staff

From: John Nalbandian

Re: The Work of the High-Performance
Local Governing Body

want to share my ideas on elements

that can contribute to a high per-

formance governing body and have
organized the ideas into these sections:

e Roles and responsibilities.
e Structures.
® Processes and engagement.

Each section concludes with a ques-
tion for readers to ponder and perhaps
use at a retreat for elected officials.

Roles and Responsibilities

Under this heading, you might expect
a discussion of the governing body’s
responsibility for policy making and
big picture thinking, while deferring
to staff for administration and man-
agement. While this consideration

is important, I want to point you in
another direction.

In some ways, the most basic issue
regarding roles and responsibilities for
councilmembers is whether—or maybe
when—they will act in their role as rep-
resentatives of constituencies—customer
service representatives—in contrast to
acting as “trustees” of the community.

A trustee has a significantly different
role than a customer service repre-
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sentative—sometimes acting in ways
contrary to customers’ and residents’
wishes. The interesting challenge is that
councilmembers are charged with fulfill-
ing both roles and, unfortunately, there
is no common guidance as to when a
councilmember should act in one role
as opposed to the other.

The failure of governing body
members to acknowledge and discuss
the differences in these roles can easily
lead to confusion and conflict. Without
an appreciation for the two roles, the
conflict can be misinterpreted and inap-
propriate motives ascribed to those with
whom one disagrees.

Fulfilling one role as opposed to the
other has implications for both council
dynamics and council-staff relations.
My experience as an elected official and
adviser with many jurisdictions suggests
that while staff acknowledge and accom-
modate council’s representative role,
they are inclined to show more respect
for council as trustee.

The trustee council role is more
consistent with the orientation that
staff has toward its own work. Thus,
the discussion of representative versus
trustee role is not only important among
council, it can be fruitful in engaging
council-staff discussion.

Question: Do the council and the
staff respect the trustee as well as the
representative role? What triggers one
role versus the other?

Structures
In both urban and rural areas, collabo-
ration between governments is becom-
ing an imperative. This is not just a
fad; it is the result of an understanding
that today’s challenges do not respect
jurisdictional boundaries often estab-
lished years ago. The nature and scope
of problems change, and the structures
designed to deal with the problems
must change as well.

This proposition is based on an
understanding that problems should
drive structures—roles, relationships,

icma.org/pm



THE FAILURE OF GOVERNING BODY MEMBERS TO ACKNOWLEDGE AND
DISCUSS THE DIFFERENCES IN THESE ROLES CAN EASILY LEAD TO CON-
FUSION AND CONFLICT. WITHOUT AN APPRECIATION FOR THE TWO ROLES,
THE CONFLICT CAN BE MISINTERPRETED AND INAPPROPRIATE MOTIVES

ASCRIBED TO THOSE WITH WHOM ONE DISAGREES.

and processes—rather than vice versa.
In an urban area, for example, it makes
little sense for each jurisdiction to

have a separate transportation policy.
But the same idea holds in rural areas
where perhaps a hospital for every rural
jurisdiction is not sustainable.

The proposition that function
should drive structure is not only
applicable in obvious arenas like
transportation and environment, but
it also challenges our approach to
economic development when every
jurisdiction in a metro area acts as if
it has its own economy.

Furthermore, it is just as applicable
when looking at an organization’s
internal structure as it is when consider-
ing interjurisdictional relationships. If
starting anew, would a contemporary
analysis of 911 calls lead to police, fire,
and EMT delivery systems we currently
and commonly employ?

Question: Do you foster an organi-
zational and community culture that
focuses first on the problems to be
solved, and then adapts the structures of
service delivery, or do the service delivery
protocols have a life of their own?

Processes and Engagement

While our acceptance of more resident
engagement is widespread and acknowl-
edged as needed, I think its dimensions
are not well understood.

I want to go beyond providing
more avenues for residents to express
their views. I think those opportuni-
ties are plentiful. Missing, I think, are
forums where advocates or naysayers
are encouraged to consider the conse-
quences of their views.
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One of the most effective expres-
sions of a deliberative view is a budget
exercise that forces participants to
allocate X amount of money between Y
services with the acknowledgement and
full understanding that allocating more
for one service will reduce resources
available for the others.

Further, just as in the previous
section where I argue that problems
to be solved should determine
structures to solve them, the same
can be said about engagement. Is
the goal to inform residents? Consult
with them? Empower them? The

goal should determine the technique
or methods.

Question: Do you have forums where
citizens are encouraged to consider the
consequences of their views, or are your
efforts mostly aimed at providing addi-
tional outlets to express those views? PV

JOHN NALBANDIAN

Professor Emeritus,

University of Kansas

| Former Governing Body Member
and Mayor

Lawrence, Kansas

nalband@ku.edu
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balancing act | interruptions

BY JEFF DAVIDSON

FOCUS, FOCUS, FOCUS

How to keep interruptions at bay

ou have found yourself being in-

terrupted in the course of a work

day with greater frequency. How
do I know this to be true? We’ve all
experienced it, including myself. Inter-
ruptions are now the chief impediment
for people when it comes to getting
things done. Worse still, interruptions
are on the rise!

In 2011, a survey by U.S. technol-
ogy research firm Basex revealed that
interruptions account for 28 percent
of the typical career professional’s
workday. On average, employees
typically get only 11 minutes to focus
on any one task before they encoun-
ter another interruption. Then, on
average, another 25 minutes are
consumed before returning to the
original task or project, if it happens
at all on that day.

While some people are specifically
hired to be interrupted—front desk
personnel come to mind—most career
professionals, most of the time, have
more leeway over their schedules,
when they need to be available, and
when they prefer not to be.

Bombarded and Battered

Why do so many people allow them-
selves to be bombarded by interrup-
tions around the clock? In a single
word: fear. They fear that if they are
not readily available, opportunities will
pass them by. They fear that if they are
not instantly responsive, they will be
regarded as less competent.

These erroneous notions likely
strike deep into the mind and emotions
of many local government profes-
sionals. Yet, to do your best work
often requires being able to give your
complete and undivided attention to
the task at hand, not only being free of
interruptions, but knowing in advance
that you will not be interrupted.

The notion that you might be
interrupted during a given task
might impede your productivity and
possibly inhibit you from beginning
in the first place.

The most productive members
of society, in one way or another,
gravitate to the idea that they must
safeguard their work environment
and determine in advance how
and when they can be reached.
These highly productive individuals
recognize that working in the face of
constant interruptions takes a toll.
The loss of focus and concentration,
as well as overall productivity, is
simply not worth it.

What do highly productive manag-
ers do to stay productive, keep inter-
ruptions at bay, and still remain in the
communications loop? They keep their
communication technology at hand and
periodically check to see who has left
a message, and then immediately turn
back to the task at hand.

By briefly monitoring the calls and
text messages that come in, but not
responding to them, they are able to
quickly turn back to their work and
make good progress.

Workable Strategies
If you monitor your messages every
five or 10 minutes, increase the interval
to 15 or 20. In the grand scope of
things, that’s not a big deal in terms
of staying informed, while at the same
time affording you the ability to stay
focused and accomplish great things.
Then, increase the interval to 25
minutes. You’ll accomplish even more.
On those rare occasions where you
monitor your messages and something
requires your immediate response, by
all means, get in touch with that party.
To not do so would create more anxiety
than you need to experience.
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Decide in advance which
correspondents and which type of
messages truly represent that which
merits your quick response. If you're
honest with yourself, you’re likely
offering rapid responses three or
four times as often as you need to
based on the nature of the commu-
nications you receive.

A 60 to 80 percent reduction in
rapid responses, combined with your
ability to return fully to the task at
hand, will make a dramatic difference
in your productivity.

Safeguard Your Attention

For some part of each day, you need
to have a 30-minute period, if not 60
to 90 minutes, when you cannot be
reached by external correspondents.
This simple measure will make a
notable difference in your family life,
with friends, and even among profes-
sional colleagues.

Your personal attention is one of
the greatest gifts that you can give to
others. When you allow yourself to be
constantly interrupted, you dishonor
them and do a disservice to yourself.
Being constantly interrupted isn’t
pretty, and allowing yourself to be
constantly interrupted is even worse.

Fortunately, by learning and
practicing some new habits, we can all
safeguard our personal environments
for significant stretches throughout the
day so that we’re free from interrup-
tions and stay focused, attentive, or
simply engaged. PV

JEFF DAVIDSON, MBA, CMC, is
principal, Breathing Space®
Institute, Raleigh, North Carolina
(www.BreathingSpace.com or
Jeff@Breathingspace.com). An
author and presenter on work-life balance, he
holds the world's only registered trademark from
the United States Patent and Trademark Office
as “The Work-Life Balance Expert!®
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management minute | in transition

BY RICK DAVIS, ICMA-CM

IN TRANSITION?

How to emerge as a stronger manager

A

ost local government managers
are eventually going to experi-
ence bumps along their career
path. These may manifest themselves
as fiscal or natural crises, dysfunctional
elected bodies, or a host of other things
that may cause us to rethink whether we
have selected the right career.

Indeed, our profession can present
us with a literal roller coaster of emo-
tions and obstacles. The one experience
that nearly all managers try to avoid,
though, is the one that we commonly
call “in transition.”

Having been there myself, and hav-
ing watched my colleagues pass through
the same experience over the course of
two decades in city management, there
is advice that I believe I'm qualified
to offer. Which I believe, if employed
correctly, will allow a manager to not
only endure temporary separation from
active management, but also emerge in a
better situation.
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Don’t Beat Yourself Up

First and foremost, before you can move
on, you need to realize that there are

a thousand reasons why a manager
may have to transition, and nearly all
of them have nothing to do with your
competency. One of the more destruc-
tive things a manager can do when
separated from his or her organization
is to spend precious energy second-
guessing and endlessly reviewing what
could have been done differently before
the separation.

Discipline your thoughts, and keep
your eye on the future. Do this regardless
of whether you were terminated by an
elected body, your contract was not
renewed, or you voluntarily resigned.
While your thoughts are in the past, you
will not be able to move forward.

Develop a Plan
Just like you have been trained to do
over the course of your career, take
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ample time to evaluate the situation and
develop a rational plan. Because emo-
tions are high at this time, you will want
to seek out the advice of your spouse or
partner and/or other family members,
including a mentor or someone in the
profession whose opinion you respect.
Also talk with trusted friends and others
you know who have your best interests
at heart and who can help you emotion-
ally navigate the situation.

The common inclination once a
person has lost his or her job is to
flood the job market with resumes and
applications. Do take time to evaluate
your options, considering potential orga-
nizations carefully. The fast approach is
rarely successful.

Stay Out of the Fray

When a manager transitions, it’s pretty
big news. It’s likely that quite a few
people will emerge, some in or through
the media, who are going to take the op-
portunity to say things and write things
that are of course not true and perhaps
downright nasty.

Our profession, meanwhile, is one
of the most dignified and, I daresay,
respected professions. The vast majority
of your family, friends, colleagues, and
residents will expect you to continue to
behave as a local government manager
would behave. Avoid petty fights and
protect your dignity.

Not every comment needs to be
countered unless it is truly impeding
your ability to find another job. Realize
that most people understand how almost
neurotic local politics can become. What
they may not understand is why you
chose to enter the fray.

Keep a Routine and

Remain Engaged

My wife and I have always maintained
an office in our home. Soon after
transitioning from the city where I had
been working, I reported to this home
office at 8 a.m. every morning to begin
my work for the day, and I didn’t go to
work in my pajamas!
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ONE OF THE MORE DESTRUCTIVE THINGS A
MANAGER CAN DO WHEN SEPARATED FROM HIS
OR HER ORGANIZATION IS TO SPEND PRECIOUS
ENERGY SECOND-GUESSING AND ENDLESSLY
REVIEWING WHAT COULD HAVE BEEN DONE DIF-
FERENTLY BEFORE THE SEPARATION.

Just as I had been doing for years,
I used my lunch hour to get some
exercise, and I returned promptly to
work afterward. Meanwhile, I filled my
day with a variety of tasks.

To be sure, at least half of my day
was filled with evaluating potential
positions and applying for those that
I thought fit the parameters that my
wife and I had established. A lot
of my day, however, also involved
outreach to my colleagues. They all
knew that I had transitioned, but I
let them know that I was available
during this time to assist them in any
way they thought appropriate.

Many of your colleagues, and take
my word for this, will find ample
ways for you to remain engaged in the
profession during your transition. It
is absolutely crucial that you remain
connected. That’s why I also main-
tained my membership in the local
management association and attended
as many events as possible.

Not only is this tactic emotionally
necessary, but remember that some of
your fellow managers may be called
upon by a recruiter to provide an
evaluation of your competency and
standing in the management profes-
sion. It doesn’t hurt to remain in the
good graces of your fellow managers.

Take Care of the Physical

and Spiritual

When you don’t have something
externally driving you every day, the
temptation will be there to neglect
some aspect of your life and pay
lopsided attention to simply becoming
employed. Please understand that your
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capabilities to meet this objective are
going to be heavily influenced by how
well you have cared for other dimen-
sions of your life.

The time during which you are
transitioning presents an opportunity
to regularly, as Steven R. Covey puts
it, “sharpen the saw.” Make exercise
and a healthy diet part of your daily
routine. Your emotional self cannot
disconnect from the physical condition
of your body. You are going to need
to feel physically good and mentally
sharp during this time.

Next, take regular time to read,
meditate, pray, or engage in any other

activities that build your spiritual capa-

bilities. This includes paying attention
to the needs of your spouse or partner.
Remember that he or she is also going
through a rough time. You are unlikely
to perform well in any interview if
your physical, spiritual, and emotional
selves are in shambles.

Being in transition is nothing to
be ashamed about. Most managers
who pass through a job loss usually
emerge in a better place. Getting to that
better place is going to require that you
proactively employ tactics that minimize
the emotional and potentially physical
toll such a career dislocation can cause.

At the same time, maximize your
chances for emerging as a stronger
manager with an organization that is a
better fit for you. P/

RICK DAVIS, ICMA-CM
City Manager

Baytown Texas
Rick.Davis@baytown.org

SAVE:DATE

Join us in the Greater
Kansas City Region for the

102nd ICMA
Annual Conference

ICMA 2016 | SEPT 25-28

KANSAS CITY

102nd ANNUAL CONFERENCE

For information about
exhibiting, contact:
Kristy Wagner
Corcoran Expositions Inc.

kristy@corcexpo.com
312.541.0567(t) ® 312.541.0573(f)

For information about conference
sponsorships, contact:

Julie Butler
Director, Conference
Programs and Exhibits
jbutler@icma.org ¢ 202 962 3573

ICMA.ORG/CONFERENCE
#ICMA2016

ICMA




Cut through the noise

at the ICMA Job Center

FOR JOB SEEKERS FOR EMPLOYERS
* Find the top local government * Connect with the widest range
management and management- of candidates.
track jobs.

® Reach ICMA's members, the largest
* More early and mid-career opportunities. audience of dedicated local government

* Search by function, geographic location professionals worldwide.

and population, salary, and job type. * |t's the only job board devoted to
management and management-track
positions with more than 12,000 unique
visitors and more than 150,000 page
views each month.

Get started with the ICMA Job Center at icma.org/jobcenter IGMA
Follow us at @I CMAjobcenter



s

ﬁ /_] BOoB MURRAY
| & AssocliaTEs
-

EXPERTS IN EXECUTIVE SEARCH

1677 Eureka Road
Suite 202
Roseville, CA 95661

phone 9167849080

www.bobmurrayassoc.com

EMS & Fire Consulting

Fitch & Associates has been a worldwide provider of
complete financial, operational and HR management

consulting services for more than 30 years.

Visit fitchassoc.com or call us today
at 888-431-2600

Proud to be an ICMA Strategic Partner

Solutions for people who pay people.

Job Classification
Compensation
Performance Pay
Salary Surveys

1335 County Road D Circle East
St. Paul, MN 55109-5260
Phone: (651) 635-0976 Fax: (651) 635-0980

Fox Lawson & Associates
a Division of Callagher Bersefit Services, Inc.

Cirepemction and Human rsowren fpecialin

P.0. Box 32985 ® Phoenix, AZ 85064-2985
Phone: (602) 840-1070 Fax: (602) 840-1071

www.foxlawson.com

m GovHRusA

Voorhees Associates GovTempsUSa

855.68GovHR
855.684.6847
Executive Recruiting

Interim Staffing

Human Resource Consulting
Management Consulting

Professional Development

GovHRusA.com

THE CENTER FOR STATE AND LOCAL
GOVERNMENT EXCELLENCE
| —

Visit sige.org to =

B Download free publications
on pensions, health benefits,
competitive employment
practices, demographic
trends, and financial
planning.

B Use the Public Plans Database containing
comprehensive information for more than
126 state and local defined benefit plans.

B Subscribe to the Center's e-newsletter.

www.slge.org

icma.org/pm: online and mobile accessible

-

KEMP CONSULTING, LLC

Expert Consulting Services for

City Government and College Campus Relations

v Service Agreements

v' Revenue Agreements

v Capital Projects Planning

v Joint Policies and Procedures
v Town and Gown Briefings

¥ Town and Gown Partnerships

v Joint Participation Facilitation
v Presentations and Speeches

v User Fees and Charges Studies
v Joint Initiatives and Programs
v Enterprise Fund Projects

v Main Street Renewal

Roger L. Kemp, President
Tel: 203.686.0281 « Email: rlkbsr@snet.net
www.rogerlkemp.com

JANUARY/FEBRUARY 2016 | PUBLIC MANAGEMENT 29

TO ADVERTISE, CONTACT Ben Harmon, The Townsend Group, Inc., 301/215-6710, ext 106 or bharmon@townsend-group.com

marketplace | professional services



marketplace | professional services

TO ADVERTISE, CONTACT Ben Harmon, The Townsend Group, Inc., 301/215-6710, ext 106 or bharmon@townsend-group.com

matrix

consulting group

201 San Antonio Circle, Suite 148
Mountain View, CA 94040
650.858.0507+ www.matrixcg.net

With offices in California, Texas, lllinois & Massachusetts

= Management and operations studies
> Feasibility studies
= User fees and cost allocation

Police ¢ Fire * Public Works ¢ Utilities
Parks & Recreation * Administration
Planning & Building

The Merecer Group., Inc.

Consultants To Management

* Organization and Management Studies
 Executive Search
* Utility Studies
* Compensation and Classification Studies
* Privatization
* Strategic Planning

1000 Cordova Place #726
Santa Fe, New Mexico 87505
505.466.9500 © Fax 505.466.1274
E-mail: jmercer@mercergroupinc.com

55798 Chamblee Dunwoody Road #511
Atlanta, Georgia 30338
770.551.0403 « Fax 770.339.9749
E-mail: mercer@mindspring.com

Pinpointing Workable Solutions from 18 Offices Nationwide

Strengthening

ORGANIZATIONS

Leadership Expertise. Exceptional Service.

< Facilitation & Strategic Planning

< Community Engagement

< Training

< Executive Coaching 0,222

1,%%88%° Seeal

me NOvak

%, Consulting Group

< Organizational Development Wils...
Performance Management

info@thenovakconsultinggroup.com 513-221-0500

“ Executive Search

< Organizational Assessment
and Optimization

< Financial Planning

30 PuUBLIC MANAGEMENT | JANUARY/FEBRUARY 2016

Maximize the value of every dollar.

PUBLIC SAFETY:

efficiency studies

HUMAN RESOURCES:

compensation analysis
consolidation studies performance assessments
master planning palicies & procedures

executive recruitment HR outsourcing services

(815) 728-9111
www.mecgrathconsulting.com

Get the most from your municipal services.

"-. Il fmll:

HELPING BUSINESSES
LOOK GOOD MAKES

YOU LOOK GOOD.

We build community
directories:

* Coupons * News
* Photos  * Events

See what we can do for your town at

S [TV P P e e (e U
\ MobileTownGuide

e R A A e

( 916.630.4900
& Andersen & Associates

There’s an Entire Team Behind
Every Assignment

¢ Executive Recruitment
* Management Consulting
¢ Public Safety

www.RalphAndersen.com

icma.org/pm



New Cloud-Based Performance

Measurement Assistance

From The National Center for Performance Measurement

Proven municipal performance
measurement system
FREE
release to
towns, cities,
& counties!

+ 18 core municipal
services available

« Over 820 KPIs
« Flexible reporting formats

« Hundreds of savings/
Best practices/Active resource library

PUBLICPerformance’
Running Your Town, Only Better

For more information and demo visit:

www.publicperformance.info

TriData

A Division of

SYSTEM PLANNING CORPORATION

Fire, Police, EMS, and Emergency
Management Studies

 Deployment and overtime analysis

« Best global practices for increasing productivity
¢ Performance measurement

¢ Consolidation studies

¢ Building bridges/cultural competency

¢ Emergency management and preparedness

« Post-incident analysis

¢ Data analysis

Contact Philip Schaenman, President, TriData Division
3601 Wilson Boulevard, Arlington VA 22201 (703) 351-8300
www.sysplan.com/capabilities/fire ems/index.html#capabilities

SB Friedman

Development Advisors

Our mission is to guide and enable our clients
to create high-quality places through real
estate economics, development finance and
urban planning

« Public-Private + Impact Analysis
Partnerships « Community & Economic

« Public-Private Development
Development Finance . Urban Economic &

+ Real Estate Economics Policy Studies

221 North LaSalle Street | Suite 820 | Chicago IL 60601
312.424.4250 | www.sbfriedman.com

VISION | ECONOMICS | STRATEGY | FINANCE | IMPLEMENTATION

Comprehensive
Executive Recruitment
focused on matching
professional skills, management
style and core values to fit your
organization’s specific requirements.

“/ C | Waters & Company

A Springsted Company

www.waters-company.com 800.899.1669

REACH YOUR MARKET

As the membership magazine of ICMA, a premier local government leadership
and management organization, PM reaches more than 10,500 local government
decisionmakers around the world. Advertising in PM puts your message in front
of the top appointed official in local government—the city or county manager, as
well as department heads and assistant chief administrative officers, who are all
dedicated to improving quality of life in their communities.

For advertising information, contact The Townsend Group, Inc.,
301/215-6710, ext 106 or bharmon@townsend-group.com

icma.org/pm: online and mobile accessible

JANUARY/FEBRUARY 2016 PUBLIC MANAGEMENT 31

TO ADVERTISE, CONTACT Ben Harmon, The Townsend Group, Inc., 301/215-6710, ext 106 or bharmon@townsend-group.com

marketplace | professional services



short story | leadership

BY JAMES WICKMAN, ICMA-CM

WHAT I LEARNED
AT HARVARD

The best of knowledge and know-how

hen the manager goes to a

three-day conference, the

office buzzes with sighs
and eye rolling over the anticipation of
newfangled fiats to follow. Now, imagine
that the manager leaves for three weeks
to go to Harvard! Staff’s collective
imagination and fretting could very well
cause spontaneous combustion.

Last year, I was blessed with

the opportunity to attend the Senior
Executives in State and Local Govern-
ment program at Harvard University.
Studying at the John F. Kennedy School
of Government proved to be a once-in-a-
lifetime experience. For this experience,
I owe thanks to the Taubman Company
Fellowship for Executive Excellence
through the Southeast Michigan Council
of Governments.

What Did | Learn?

I have been asked numerous times what
I learned and have found my words lack-
ing. It is difficult to distill three weeks

of intense education into a coherent

response. In the end, however, there are
no wholesale changes. Just simple, incre-
mental improvements to what managers
already do well.

Don’t get me wrong. I had plenty of
aha moments. I was duly reminded of
common sense and gained new tools.

I also learned logical frameworks for
principles that you might already know
and just did not realize there was an
entire school of thought from which to
further benefit.

String all of that together for three
full weeks, within a well-designed
ecosystem of people and learning, and
I found myself thoroughly reinvigorated
for professional focus. Here is my list of
major takeaways from the three-week
program that are simultaneously simple
and profound to me:

Be a student of our founding

fathers. There is much to learn
about the thoughts behind their words.
It applies to all levels of government, big
and small.
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2 Relationships matter. Invest
yourself in others sincerely.

3 There are no leaders, just
exercises in leadership. It’s about
choosing effective behaviors.

Listen. Covey nailed it: “Seek first
4 to understand, then to be under-
stood.” The best decisions and solutions
are born from this.

5 Elicit multiple perspectives. Don’t
get stuck on one idea.

Be positive. Focus encouraging
6 energy in your interactions and mes-
saging to both staff and residents. There
is a world of difference in the response.

7 Focus. Try to have no more than
two major priorities in front of you
at any one time.

Be prepared for windows of
8 opportunity. Many brilliant ideas
are wasted or lost for lack of preparation
and discernment for the right time to
take action.

9 Are you offering value to the
public in return for their tax and
trust? Ask this for all you do.

I can’t possibly do justice to these nine
points by summarizing. In fact, each word
evokes deep and rich reflections for me
that the reader could not possibly know or
understand. So this list is of more value to
me than it is to others. I look forward,
however, to fruitful conversations I might
have with readers in the future, on any or
all of these thoughts. PV

This article was originally published in the Fall
2015 issue of The Manager published by the
Michigan Local Government Management
Association, a state Affiliate of ICMA.

JAMES WICKMAN, ICMA-CM
Township Manager

Hartland Township, Michigan
jwickman@hartlandtwp.com

icma.org/pm
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ICMA

Celebrating the difference professional local government management makes

2016

CALL FOR NOMINATIONS

Have you or a colleague made a significant difference in your community or to
the profession? Have you implemented an innovative program that addressed
a critical community need, improved quality of life for residents, or saved your
local government valuable resources?

If so, plan to nominate a colleague or program to the

2016 ICMA Awards

U.S. and International nominations accepted.

Program nominations open January 2016
and close on March 9, 2016

Visit icna.org/awards
or check the January 1st edition of the ICMA Newsletter for more information.




