JUNE 2015 | icma.org/pm INSIDE

p SHOULD | STAY OR MOVE ON?

12 PRESERVING PROFESSIONAL
MANAGEMENT

28 SPECIAL THANKS TO CONTRIBUTORS

36 MANAGING VS. UMPIRING

PUBLIC MANAGEMENT

EMS IN THE ERA OF
HEALTH CARE REFORM

How 3 Local Governments Are Reducing,Costs and Improving Care

]
ADVANCING PROFESSIONAL LOCAL GOVERNMENT MANAGEMENT WORLDWIDE ICMA



% Study on campus or online

MASTER OF ARTS IN
Public Policy and Administration

Build a broad, highly relevant skill set for a career in nearly any type of
organization: government, nonprofits, business and private enterprise

Learn analytic methods, statistics, qualitative and quantitative research
Understand, manage and lead organizational change
Strengthen critical thinking, leadership and communication skills

Earn your Northwestern University master’s degree on campus or
entirely online

Choose the new Global Health specialization or one of four other
specializations

Apply today — the fall quarter application deadline is July 15.
mppaonline.northwestern.edu ¢ 877-664-3347

SCHOOL OF

PROFESSIONAL

NORTHWESTERN STUDIES
UNIVERSITY




EMS IN THE ERA OF oS e,
HEALTH CARE REFORM

Local case studies focus on the i
changing landscape of emergency

medical services.

Jay Fitch AND Steve Knight, KANSAS CITY, MISSOURI

PRESERVING
PROFESSIONAL MANAGEMENT
Key elements explained about the
campaign to abandon council-manager
government in Sacramento, California.

Kevin Duggan, MOUNTAIN VIEW,
CALIFORNIA

icma.org/pm: online and mobile accessible

contents

June 2015 | Vol. 97 Nao. 5

Conference

preliminary program

SAVE THE MOST — Register by July 16

2 Ethics Matter!
Should | Stay or Move On?

4 On Point
What's the Best Management Advice
You Have Ever Received?

5 @icma.org

22 Your Replies
Women Leaders in Bucks County,
Pennsylvania

26 Tech Touch
Bridging the Digital Divide

28 Special Report
A Special Thanks to 2014
Supporters

33 Professional Services Directory

36 Short Story

Managing vs. Umpiring
ITALY’S INSTITUTIONAL

RENAISSANCE

City managers and other civil servants
should play a fundamental role in ltaly’'s
government reorganization processes.

Stefano Tripi, MODENA, ITALY

JUNE 2015 | PUBLIC MANAGEMENT 1



ethics matter! |

BY MARTHA PEREGO .

SHOULD I STAY
OR MOVE ON? -

Balancing ethics with difficult Career decisions

he trouble with having high ethi-

cal standards is that sometimes

they get in the way of doing
what’s in your personal self-interest.
Consider these two scenarios encoun-
tered by ICMA members working for
local governments.

Manning the Helm

Following months of public discussion
about the failure of the organization to
deliver on key initiatives and criticism
of the manager’s leadership, the city
council voted to terminate the manager.
The assistant city manager understands
that this is entirely the council’s call, but
is totally demoralized by what she views
as an unfair and arbitrary decision.

This manager, who recruited the
assistant to join the city less than a year
ago, has been an innovative and effec-
tive leader. If the manager who hired her
gets fired and she doesn’t support the
council’s decision, is it appropriate for
this assistant to start searching for a new
organization now?

Challenging times call for profession-
als to demonstrate commitment to the
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career decisions

organization and to exercise leadership.
During this difficult time of transition,
the assistant’s talents and leadership are
needed to encourage and support the
staff and to ensure that services and or-
ganizational momentum are maintained.

All members of ICMA commit to
serve a minimum of two years in a local
government in order to make a profes-
sional contribution. This standard is
outlined in Tenet 4 of the ICMA Code of
Ethics, which states: “Recognize that the
chief function of local government at all
times is to serve the best interests of all
of the people.”

Exceptions to the two-year guideline
are limited to these special circum-
stances: a person is asked to leave by
the appointing authority; the appointing
authority doesn’t honor conditions
of employment; or severe personal
problems arise.

The ICMA Committee on Profes-
sional Conduct advises that the two-year
tenure may be waived where there has
been an agreement reached during the
hiring process. This agreement between
a manager and a member in transition,
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department head, or an assistant can
include the fact that the individual may
leave before the end of the two years for
career advancement purposes. In this
situation, there must also be no pattern
of short tenures for the waiver to apply.

The assistant may not agree with
the decision of the council, but she
should respect their role and fulfill
hers. Once she completes her two-year
tenure, she can then assess her future
with the organization.

The Counteroffer

After several years of playing a lead

role on economic development and
community-building efforts, the assistant
village manager was looking outside the
organization for the next challenge.

He found it as the assistant manager
for a much larger county in a neighboring
state. He negotiated with the county man-
ager, signed an offer letter, and submitted
his resignation to his current employer.

News of his planned departure
sparked expressions of overwhelming
gratitude by business leaders in the
community, activists, staff, and elected
officials for his contributions to the
village. Most expressed their dismay at
the news. The assistant was surprised by
the response and started to reassess his
motives for leaving.

During a heartfelt talk with the
village manager about life balance and
career tracks, the manager asked the
assistant to reconsider. The manager
then offered him a promotion to deputy
village manager and more pay.

The assistant was conflicted because
he had great affection for the commu-
nity. Would there be any ethical issues
if he withdrew his acceptance of the

county offer to remain with the village?

With regard to the ICMA Code of
Ethics, it’s clear that this assistant
has an ethical obligation to reject the
counteroffer and fulfill his commitment
to the county. Tenet 3 and the guideline
on appointment commitment address
this situation: “Be dedicated to the
highest ideals of honor and integrity in
all public and personal relationships in
order that the member may merit the
respect and confidence of the elected of-
ficials, of other officials and employees,
and of the public.”

The guideline on appointment com-
mitment under Tenet 3 states that even a
verbal acceptance of a bona fide offer is
binding. Consider the harm a last-minute
withdrawal causes to the other organiza-

tion in time, recruitment costs, and attri-
tion in the pool of qualified candidates.

The time to consider the personal and
professional aspects of a career move is
before you accept an offer. Keeping your
word is an essential part of demonstrating
integrity. Your integrity and professional
reputation are on the line when you don’t
live up to your commitments.

Tenets 3 and 4 are likely candidates
for review as the ICMA Committee on
Professional Conduct continues its
overhaul of the Code. If you have
stories, scenarios, or comments to
share about your experience with these
tenets and their related guidelines,
don’t hesitate to send them to me at
mperego@icma.org. PA

MARTHA PEREGO

ﬁ Ethics Director, ICMA
® "% Washington, D.C.

' mperego@icma.org
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on point | advice

WHAT'S THE BEST MANAGEMENT ADVICE YOU
HAVE EVER RECEIVED?

LAUREN PALMER, ICMA-CM
City Administrator
Parkville, Missouri
Ipalmer@parkvillemo.gov

There are many great mentors in the
profession, so it is hard to pick just one
piece of advice. ICMA Life Member
Orville Powell taught me to adopt the
attitude of managing for respect rather
than popularity.

Managing for respect means staying
professional at all times, even when
taking positions that are bound to cause
some disappointment. I may not have
everyone’s support, but I strive to earn
respect and maintain healthy working
relationships, in spite of disagreements.

Along that same vein, I have been
advised more than once to understand
and adhere to the ICMA Code of Ethics.
That wisdom has protected me from
many potential pitfalls.
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JAMES HUNT

City Manager

Seward, Alaska
jimshunt@yahoo.com

Earlier in my career, I was appointed
city administrator with managerial
authority. Despite my diligence to
research the city’s political history
prior to accepting the position, I found
myself positioned as a fulcrum in a
conflicted council where bad blood
flowed back more than a generation.

Actions by the mayor repeat-
edly violated the city code; the city
attorney failed to act; and after a city
council election when the balance of
power switched from a minority to
a majority, I found myself (and my
wife) embattled and alone.

I contacted a fellow city admin-
istrator and asked his advice, who
wisely told me, “At all costs, stay
above the fray, both personally and
professionally. Do not succumb to
the temptation to respond in kind.
Remember the ICMA Code of Ethics.”

I suffered emotionally, profes-
sionally, physically, and financially
due to the untrained actions of that
council. My management colleague’s
advice, though difficult at times
to adhere to, ultimately preserved
my dignity and reputation and also
served as experience to aid others in
similar situations.

LAURA HANNAH, ICMA-CM
Manager in Transition
Golf, Florida
laurajhannah@gmail.com

I've had several mentors over the years,
and I walked away with one piece of
advice from each:

® Be empathetic. When you are faced
with firing someone, it’s not just an
employee you’re firing—you are also
firing the individual’s family.

® Don’t expect someone to do
something you aren’t willing to do
yourself.

¢ Build your team with people who
possess strengths you lack.

¢ Don’t make any changes for the first
six months. Analyze, reflect, prepare,
and then execute a plan for change.

I reflect on these thoughts with
warm memories and can still envision
each of my mentors making these
statements! P/

icma.org/pm
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Collaborating to reduce
costs and improve care

By Jay Fitch and Steve Knight

HEALTH CARE

REFORM

Despite a tremendous diversity in how emergency
medical services (EMS) are provided in communi-
ties around the country, most U.S. EMS systems
remain focused on responding quickly to serious
accidents and critical emergencies, even though
patients increasingly call 911 for less severe or
chronic health problems.

Reimbursement schemes have also failed to adjust, as most EMS agencies receive pay-
ment from insurers based largely on transportation to the hospital, rather than the health
care services provided.

Simply put, the existing EMS response model has failed to evolve as community
needs for emergent and non-emergent health care delivery have changed. Recent efforts
in health care to improve quality and reduce costs, including the Affordable Care Act,
pose significant challenges to the existing EMS response model.

Health care payers have become increasingly unwilling to reimburse for services
that fail to prove their value. As a consequence, EMS agencies will soon be required to
demonstrate their worth like never before. At the same time, local governments continue
to confront the economic realities of stagnant and even shrinking budgets.

icma.org/pm : online and mobile accessible

TAKEAWAYS
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> A growing percentage of
EMS responses are for non-
emergent issues that do not
require a rapid response or
immediate transport to an
emergency department.

> EMS agencies must prepare
for a shift away from fee-
for-service reimbursement
toward fee-for-quality and
value-based purchasing.

> Changes in the U.S. health
care system are provid-
ing opportunities for EMS
agencies to enter partner-
ships with public and
private members of the
health care continuum and
provide innovative commu-
nity health services.

PUBLIC MANAGEMENT 7



URBAN AND SUBURBAN
COMMUNITIES HAVE BEGUN TO

EXPERIMENT WITH A NEW TYPE OF
COMMUNITY PARAMEDICINE, WHICH

SOME ARE NOW CALLING MOBILE
INTEGRATED HEALTH CARE.

It’s critical for city and county manag-
ers to know that despite these challenges,
the changing health care landscape also
presents opportunities for EMS systems
to evolve from a reactive to a proactive
model of health care delivery—one that
better meets the needs of their communi-
ties by preventing unnecessary ambu-
lance transports, reducing emergency
department visits, and providing better
care at a lower cost.

Health Care Reform

Triple Aim. During the past decade,
economists and policymakers have
largely abandoned the belief that better
health outcomes could only be achieved
through increased spending. Instead,
changes to the health care system,
including some of those created by the
Affordable Care Act, are now based on
the Institute for Healthcare Improve-
ment’s Triple Aim Initiative, which
suggests that it is possible to simultane-
ously improve the patient experience,
reduce health care costs, and improve
the population’s health.!

Fee for quality versus fee for service
and value-based payments. Currently,
most of health care works like a restaurant
menu: The more you order, the more you
(or your insurer) pay. Unlike a restaurant,
however, consumers often don’t know
whether the services are any good, are
often ignorant of the costs, and sometimes
aren’t aware that other options exist.

If they are treated but get sick again
a few days later, their physician or the
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hospital treats them a second time and
charges for the second visit—in some
ways, making more money because their
initial efforts were unsuccessful, whether
or not that failure was preventable.

In a fee-for-quality model, the goal
instead is to reward providers and
hospitals who keep patients healthy by
treating problems efficiently and effec-
tively. There are different combinations
of these two models, but the current
health care system still relies heavily on
fee for service.

One example of Medicare’s attempt
to tie reimbursement to quality is the
penalties that hospitals face for high
rates of readmission for certain condi-
tions. In the past, when a pneumonia
patient who was sent home from the
hospital returned two weeks later, the
hospital could bill in full for treating the
patient a second time.

Now, in an effort to encourage
hospitals to ensure the patient is able
to remain healthy once he or she leaves
the building, that return visit will also
result in a financial penalty. The hope is
that hospitals will now spend more time
making sure that patients are prepared
to go home, by providing adequate
discharge instructions and ensuring such
proper follow-up care as doctor’s visits,
prescription medications, rehab, and
home health.

While the impact of these changes
on EMS remains unclear, the head of the
U.S. Centers for Medicare and Medicaid
Services (CMS; CMS.gov) has publicly
stated that the goal is to shift the pay-

ment system to a largely
fee-for-quality model.

That will impact EMS
indirectly as hospitals and
other health care providers
shift their focus from vol-
ume to achieving certain
metrics, and possibly also
directly if CMS adjusts
payments for emergency
medical services to include
quality metrics or value-
based purchasing.

Rise of Mobile Integrated

Health Care

The concept of community para-
medicine—employing EMS providers

to provide a broader array of services
and focus on prevention and primary
care—is not a new one, but it has gained
renewed focus in recent years, thanks in
large part to the advent of the Triple Aim
and the Affordable Care Act.

Community paramedicine was
initially developed as a way to provide
basic primary care services to rural areas
with limited medical resources and to
avoid long, expensive trips to distant
hospitals for minor problems. Urban and
suburban communities have begun to
experiment with a new type of commu-
nity paramedicine, which some are now
calling mobile integrated health care.

Mobile integrated health care is
broader than community paramedicine
in that it contemplates using providers
and organizations of all types to provide
the best care in both the home and
other nonclinical environments.? MIH
programs often employ EMS providers
who receive advanced training on such
topics as chronic disease management
and mental health issues, but whose
technical and medical scope of practice
remains unchanged.

Among some EMS leaders, there is
a concern that EMS agencies are diving
headfirst into mobile integrated health
care without a clear path to sustain-
ability—even while there is also growing
agreement that the current EMS response
and funding model is not sustainable.

icma.org/pm
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As with any service delivery, local
governments should assess community
needs; available resources; and the fi-
nancial, political, and regulatory climate
before deciding which type of mobile
integrated health care services, if any, are
appropriate for their particular communi-
ties—and also who should provide those
services. In any case, mobile integrated
health care programs will not eliminate
the need for emergency medical re-
sponse or the use of EMS as a safety net
by some members of a community.

Here are three local government
examples of how three different types
of EMS systems have implemented
integrated health care programs.

Fort Worth, Texas

In 2013, MedStar EMS, the sole pro-
vider of nonemergency and emergency
ambulance services in Fort Worth and
14 other surrounding cities changed its
name to MedStar Mobile Healthcare.
The new moniker reflected a realiza-
tion in the EMS community that 911
calls do not always result in emergency
medical care so much as unscheduled
health care.

The provider has been one of the
most aggressive innovators in the
realm of mobile integrated health.

As a public utility system, it has a
government-mandated monopoly of
EMS services in the community but
also the flexibility to adapt.

The provider also has launched sev-
eral community health programs in recent
years, which highlight the importance
of establishing partnerships to ensure
both positive patient outcomes and fiscal
sustainability. The programs include:

® Nurse triage of low-acuity 911 calls
to avoid ambulance transports to the
emergency department when not
medically necessary.

* An EMS loyalty program to reduce
EMS and emergency department use
by frequent users.

® Readmission avoidance to prevent
return visits to the hospital within 30
days of discharge.

e Hospice revocation avoidance to
prevent unnecessary hospital visits for
hospice patients.

e Home health partnership to provide
after-hours care.

Specially trained mobile health
paramedics who use vehicles that are
not equipped to respond to emergencies
perform in-home visits with enrollees in
the high-utilizer program. As a provider
can’t bill Medicare and Medicaid service
centers (or most other insurers) for
these programs, it has partnered with
local hospitals, physician groups, and
hospice and home-health agencies,
each of which has a financial interest in
keeping their patients out of the hospital
whenever possible.?

The provider, who launched the first
of these programs in 2009, has reported
that in the first several years:

¢ Patients in the High Utilizer Group
who graduated the program had an 84
percent reduction in use of 911.

e Readmission rates for patients in the
program were reduced by more than
90 percent.

¢ 911 calls referred to the nurse triage line
resulted in alternatives to ambulance
transport to the emergency department
more than 40 percent of the time.

Mesa, Arizona
The Mesa Fire Department recently
acknowledged the shifting priorities of
the fire service by changing its name to
the Mesa Fire and Medical Department.
The department also received a $12.5
million Center for Medicare and Medic-
aid Innovation (CMMI) award to expand
its Community Care Units program.
This program partners paramedics
with other health care providers to
provide appropriate care to patients
at the scene, keeping other depart-
ment resources available to respond to
emergency calls. The innovation awards
were established by the Affordable Care
Act to fund programs that would test
innovative ways to provide better care
and reduce costs.
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The department’s Community Care
Units look like typical ambulances, but
are staffed with a combination of senior
paramedics and midlevel practitioners in
a public-private partnership between the
city and a local hospital.* One unit partners
the paramedic with a nurse practitioner or
physician assistant, who is employed by
Mountain Vista Medical Center.

That midlevel practitioner can often
handle low-acuity emergencies by prescrib-
ing a medication, treating someone’s pain,
or even suturing a wound in the field,
preventing an unnecessary ambulance ride
and emergency department visit.

A second unit partners a paramedic
with a crisis counselor to respond to
behavioral emergencies and determine
if a patient might be better served at
a psychiatric facility rather than the
emergency room. Partnering with these
other health care providers has allowed
the department to expand the scope of
services it can provide in the field.

Although Mesa’s program has only
recently expanded, the department
reports that in 2014, emergency depart-
ment transports have been avoided for
more than half of the low-acuity patients
seen by a Community Care Unit.

Wake County, North Carolina

In Wake County, North Carolina, the
county EMS agency that provides 911

EMS response and transport added a new
level of provider: the advanced practice
paramedic. These paramedics receive ad-
ditional training and supplement the emer-
gency medical response system, ensuring
the presence of an additional, experienced
paramedic on critical incidents.

But the main success of the program
has been the use of the paramedics to
conduct in-home visits with frequent
callers and patients who are referred
by other EMS providers when they
determine that a patient needs additional
services other than emergency transport.

Wake’s advanced practice paramedics
are also able to medically clear intoxicat-
ed patients so they can be taken directly
to a detox facility, preventing the use
of both an ambulance and emergency

icma.org/pm
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HEALTH CARE IS EVOLVING AT A RAPID
PACE, AND EMS AGENCIES CAN PLAY
A SIGNIFICANT ROLE IN IMPROVING
THE HEALTH OF THEIR COMMUNITIES

AND REDUCING COSTS.

department bed for a person without a
medical need for either.

Similarly, they can evaluate psy-
chiatric patients in the field in order to
determine the most appropriate transport
destination and arrange the services they
need in a more timely and cost-effective
manner, often avoiding ambulance
transports in favor of police escorts to a
psychiatric facility.

Unlike Mesa and Fort Worth, Wake
County funds the advanced practice
paramedic program through the agency’s
budgeted funds and not with agreements
with hospitals or other payers. The aim
of the program is to avoid unneces-
sary ambulance transports, which may
certainly help patients but also increases
the efficiency of the EMS system.

Wake County’s advanced practice
paramedics now divert more than 300
patients per year to alternative destina-
tions. They reported that in a nine-
month period in 2013, of the 171 patients
diverted to one mental health and
addiction recovery facility, only 24 were
subsequently seen in the emergency de-
partment, and none suffered any adverse
consequences from the diversion.®

Lessons for Managers

These local government examples of
how EMS systems are adjusting to the
changing health care landscape offer
these insights:

1. Changes in health care financing
will impact EMS. Already, it is clear that
changes in how the Centers for Medicare
and Medicaid Services reimburses hospi-
tals have had significant impacts on the

health care system. Hospitals now want
to avoid having certain patients show up
in the emergency department.

While the future remains unclear, the
Centers for Medicare and Medicaid Ser-
vices has made no secret of the fact that
it wants less fee-for-service and more
value-based purchasing. This will create
opportunities for EMS to help other
health care providers meet this mandate,
but it also means that EMS must itself be
prepared to demonstrate value in order
to survive.

2. EMS must develop relationships
with other health care partners.
Successful community paramedic and
mobile integrated health care programs
rely on public-private partnerships with
hospitals, physicians, payers, and other
members of the health care community.
No longer can an EMS agency see itself
as independent from the rest of the
health care system.

3. Not all mobile integrated health
care programs should look the same.
Since the passage of the Affordable Care
Act, EMS agencies across the country
have rushed to start MIH programs.
While some have been successful, their
long-term sustainability is still unclear.
Each community should conduct
an assessment to determine its needs,
available resources, and what role
EMS can play in improving the health
of the community.

4. Not every EMS call needs the same
response. What mobile integrated health
care programs are doing, essentially,
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is recognizing that EMS
providers can provide (and
patients require) services
other than immediate trans-
port to the ED.

In order to truly serve
the community, both by
providing patient-centered
care and fiscally respon-
sible service, leaders
should examine whether
the services they cur-
rently provide match the demands and
expectations of those they serve.

Health care is evolving at a rapid pace,
and EMS agencies can play a significant
role in improving the health of their
communities and reducing costs.
Although the long-term value and sustain-
ability of new programs is still unclear,
with so much change occurring, manag-
ers and elected officials need to ensure
that local EMS services are preparing for
the new health care world in a way that
meets the needs of their communities. PV

ENDNOTES AND RESOURCES

1 For more information on the IHI Triple Aim
Initiative, visit http://www.ihi.org/Engage/Initiatives/
TripleAim/pages/default.aspx.

2  Learn more about MIH at http://mihpresources.com.
3 More on MedStar mobile health care programs
can be found at http://www.medstar911.org/
community-health-program.

4 For a presentation on the Mesa, Arizona,
program, visit http://www.mesaaz.gov/fire/ PDF/
FireHouse_World_2014_Presentation.pdf.

5 Wake County, North Carolina, described its
results in an article found at http://www.emsworld.
com/article/11289649/advanced-practice-
paramedics-and-alternative-destinations.
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St. Petersburg, Florida. Contributing author
MICHAEL GERBER, M.PH., is a Washington,
D.C.-based paramedic, writer, and researcher.

For a more in-depth look at the future of EMS in

the era of health care reform, read ICMA's InFocus
report “The New EMS Imperative: Demonstrating
Value! Single-copy online issues are $12.95 (ICMA
members) and $19.95 (nonmembers) at http://icma.
org/en/press/digital.
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Lessons Learned in
Sacramento, California
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> A grassroots campaign in support of the council-
manager form of government can overcome a
better-funded effort.

»ICMA and the Fund for Professional Management
can play a valuable role in explaining the
importance of local government professional
management.

> Local supporters are important to leveraging
ICMA’s investment.
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he future of local
government professional
management in Sacra-
mento, California, did
not look good last sum-
mer. The city’s well-known mayor, Kevin
Johnson, rode positive public opinion
for his efforts to preserve Sacramento’s
professional basketball team—he being
a former NBA player himself—and made
a full-court press to change the form of
government from council-manager to
mayor-council or “strong mayor.”

Mayor Johnson had raised several
hundred thousand dollars to fund this
campaign and had secured a variety of
influential endorsements, including one
from the dominant daily newspaper in
Sacramento. The opposition had just be-
gun to get organized, but had challenges
initially raising enough seed funding
to determine whether an opposition
campaign had any chance of success and
would be worth mounting.

Since he had first been elected in
2008, Mayor Johnson had made four
attempts to change the city’s form of
government. The first three had failed
to make it on the ballot for a variety of
reasons, including the opposition of a
majority of the city council.

The November 2012 election changed
the composition of the council, however,
and provided the mayor with a majority
willing to place the proposed charter
change on the ballot. The Sacramento City
Council voted in late 2013 to place Mea-
sure L, the strong-mayor charter change,
on the ballot for the November 2014 elec-
tion. The stage was set for a showdown
over the city’s form of government.

Time for a New Strategy

In an attempt to reduce opposition to
the proposal from a community that had
been well served by the council-manager
form of government, the proposed new
charter under Measure L would have
retained a position with the title of city

icma.org/pm : online and mobile accessible
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manager. The fundamental authority and
responsibilities of the city’s day-to-day
executive management, however, would
have been transferred to the mayor.

A number of local supporters of
professional local government manage-
ment had worked diligently since the
initial proposal in 2008 to retain the
council-manager form.

These included local government
professionals, many of whom are ICMA
members; former councilmembers and
mayors; neighborhood associations;
academics; and labor organizations.

Convincing previous city councils not
to place strong-mayor proposals on the
ballot had been quite a different task than
countering a well-funded and well-orga-
nized campaign once a majority of the
new city council placed the matter on the
ballot. The proponents of the change used
the long pre-election lead time to aggres-
sively fundraise and seek endorsements.
They generated more than $800,000 and
obtained a wide range of endorsements in
support of Measure L.

In light of this new and different type
of challenge, supporters of the council-
manager retention had to develop a new
strategy. Early on, it became clear that

PHOTO CREDIT: CITIZENS FOR A FAIR SACRAMENTO.

it was essential to have representation
from the local political leadership as part
of the opposition effort.

Some former mayors and council-
members were active in the opposition
campaign, but it was current council-
member Steve Hansen who became the
face of the campaign.

While having served only two years
on the Sacramento City Council, Hansen
decided to join the challenge to Measure
L, even though the proposed change was
endorsed by a majority of his colleagues.
He was also willing to take the political
risk of alienating the mayor, who soon
could have substantially greater power.

ICMA Renders Assistance

Over the past several years, ICMA had
monitored the efforts to abandon the
council-manager form in Sacramento, and
during the Measure L campaign, members
in and around the area were instrumental
in keeping the organization informed of
developments regarding the issue.

Once the proposal was placed on the
ballot, ICMA communicated its ability
to assist local supporters of the council-
manager form with information and
potential financial assistance.
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The opponents of the proposed change
formed Citizens for a Fair Sacramento, and
they clearly understood the magnitude of
the challenge that they faced.

First, they needed to measure current
public opinion regarding the proposal
and what would be the most important
messages to emphasize during their cam-
paign. They also faced reluctance from
donors to contribute to the opposition
without some sense of whether or not the
measure could realistically be defeated.

Supporters of the measure based
their campaign on the premise that the
strong-mayor form would make city
government more “modern and contem-
porary” and would make it clear to the
community who was in charge. Oppo-
nents portrayed the effort as leaving the
city more vulnerable to special interests
while reducing the role and authority of
the city council as a whole.

They also emphasized that the
current form of government had served
Sacramento effectively for many years.

Citizens for a Fair Sacramento
requested that ICMA’s Fund for Profes-
sional Management provide funding
to undertake a public opinion poll
to determine the chances for mount-
ing a successful effort. ICMA’s Fund
provided this assistance. The California
City Management Foundation (CCMF)
supplemented ICMA’s contribution with
its funds assisting with voter education.

With ICMA’s funds, the campaign
was able to obtain the services of a
professional polling firm, and poll results
demonstrated that there was strong early
support for maintaining the council-
manager form in Sacramento.

This data provided the encourage-
ment that council-manager proponents
needed to undertake an aggressive

Measure L opposition campaign, while
also providing support for obtaining ad-
ditional financial assistance from local
sources that may have otherwise been
reluctant to support what could have
been perceived as a doomed effort.
Councilmember Hansen made it
clear that without that initial financial
support from ICMA, it is unlikely that
a successful effort to retain the council-
manager form of government would
have been possible. The existence of
the Fund for Professional Management
was fundamental to providing the early
financial support that proved pivotal to
the campaign’s outcome.

Going to the Grass Roots

Citizens for a Fair Sacramento successful-
ly solicited nearly $200,000 in contribu-
tions to support an opposition campaign;
however, supporters of Measure L raised

lies that included the League of Women
Voters and neighborhood associations.

Supporters of the council-manager
form deployed a number of strategies
ranging from a well-designed website to
an impressive deployment of yard signs.
They also created a “speakers bureau” of
individuals who were prepared to debate
the measure during a large number of
forums that were held throughout the city.

In addition to providing initial finan-
cial support and form-of-government
information, ICMA disseminated a posi-
tion statement discussing the proposed
measure, which was authored by Cali-
fornia ICMA members Pat Martel (ICMA
president elect), Rod Gould (ICMA
Executive Board member), Bill Edgar
(former Sacramento city manager), and
Ted Gaebler (ICMA senior adviser).

The statement emphasized the im-
portance of having both strong political

THE PROPONENTS OF THE CHANGE USED THE
LONG PRE-ELECTION LEAD TIME TO AGGRESSIVELY
FUNDRAISE AND SEEK ENDORSEMENTS.

in excess of $800,000. It was clear from
the start that the opposition could not
compete with Mayor Johnson and his
supporters from a fundraising perspective.

It also became clear that mounting a
grass-roots effort on a neighborhood-by-
neighborhood basis would be critical if
the opposition were to have any chance
for success. The opposition campaign
also secured the advice and assistance
of professional campaign advisers in
crafting its strategy. The campaign also
benefited from the memorable, clever
(and brief) slogan “L No!”.

While the mayor lined up a formida-
ble array of supporters and contributors,
including the development community,
portions of the local business community
including the chamber of commerce, and
such nationally known acquaintances
as former New York City Mayor Michael
Bloomberg, the opposition relied on al-
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leadership, as well as strong professional
management to ensure Sacramento’s
long-term success. Despite the formi-
dable odds against the opposition to
the strong-mayor proposal, Sacramento
voters soundly defeated Measure L by a
margin of 57 percent to 43 percent.

Residents demonstrated their
understanding of and appreciation for
the council-manager form and profes-
sional management of the city’s day-to-
day service delivery. They saw beyond
the Measure L proponents’ campaign
rhetoric and media messages and
demonstrated their belief that council-
manager government will continue to
serve them well.

A History of Success

One factor that bolstered the opposition
campaign was Sacramento’s history of
success under the council-manager form.

icma.org/pm



Current City Manager John Shirey, as
well as previous managers, had worked
effectively with the community’s elected
leadership for decades to provide suc-
cessful local government to the city.

The argument that there was no rea-
son to change from a successful system
was an important asset for supporters
of the plan. When asked why he was
willing to take on the effort to oppose the
strong-mayor proposal given the political
risk involved and the common belief that
the effort to prevent the change would not
be successful, Hansen stated that it was
based on his personal conviction of what
was best for Sacramento residents, along
with his belief that the council-manager
form of government was the best alterna-
tive for efficient, effective, and ethical
governance for his community.

In January 2015, the Cal-ICMA Board
formally recognized Councilmember
Steve Hansen for his efforts on behalf of
good government in Sacramento and the
local government management profes-
sion. The board also recognized Profes-

sor Chet Newland, Sacramento, Califor-
nia, and Murray Levison, administrative
officer, who are longtime supporters of
preserving the form in Sacramento.

Valuable Insights

Here is a summary of lessons learned in
the campaign to retain the council-man-
ager form of government in Sacramento:

e A grass-roots effort to defend profes-
sional local government management
can overcome a concerted and well-
financed assault, and the side that can
afford the most advertising and media
time will not always prevail.

® Depending on the local environment,
engaging professional political consult-
ing assistance, including polling,
may be critical to the success of a
campaign to retain a council-manager
form of government.

e Initial funding, especially to obtain
early voter opinion data, can be
fundamental to undertaking a success-
ful campaign.

e While ICMA cannot directly undertake
a council-manager retention or adop-
tion campaign without the involvement
of a local group of supporters, timely
and strategic support from ICMA and
the Fund for Professional Management
can be critical to a campaign’s success.

¢ The presence of local political leaders
who understand and support the
concept of professional local govern-
ment management greatly enhances
the potential for a campaign’s success.

¢ Getting the message across through
existing community groups and
organizations such as neighborhood
associations can be extremely effective.

¢ Building a coalition of individuals
and organizations who understand
and value the council-manager form
is critical to successfully defending
the plan. Pv1

KEVIN DUGGAN, a former manager,
is ICMA's West Coast Regional
Director, Mountain View, California
(kduggan@icma.org).
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By Stefano Tripi

ITALY’S INSTITUTIONAL

RENAISSANCE

Managers should play a fundamental role in transformation processes
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taly is a country of small cities. History in

central Europe has always been a tale of small

cities, of kingdoms and states trying to win, rule, and

develop cities in strategic locations.

At the beginning of the 19th century, Napoleon

Bonaparte defined and applied the traditional

“French model” for state organization: an “ideal”

model based on a strong central state, departments

(counties) and municipalities, all with different duties and

responsibilities, and all governing the same territories, on

different levels.

The French traditional model was
adopted by other countries such as Italy,
with minimal customizations, including
provinces instead of departments. The
Italian local government changed slightly
after the two world wars, the fascist era,
and the new national constitutional law.
Italy created a new level, the region, be-
tween the central state and the provinces
in 1948, in the new national constitu-
tion, but this new level was effectively
activated only by 1970.

Party politics played an important
role, even at the local level. City council-
members, elected by citizens, chose the
mayor of the city inside the city council.
The only administrative head in local

TAREAWAYS

»Local government in Italy is a
centralized matter: reforms have
always been difficult to approve
and implement.

» The last few years have created
opportunities for local government
reforms at the national level and
local government innovation in
service delivery at the local level.

» Italian city managers should keep
playing a fundamental role in these
processes, strengthening gover-
nance mechanism at local, regional,
and national levels.
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government was the secretary general, a
jurist appointed by the national govern-

ment to oversee the juridical legitimacy

of local government policies.

Towards the Third Millennium

In the 1990s, important local government
reforms by the national government
pushed towards decentralization, profes-
sional management in local government,
and intermunicipal associations, with
the aim of simplifying and strengthening
local government.

This took place in a country where
fragmentation has always been a big
problem because 70 percent of the
8,047 municipalities in Italy have
less than 5,000 inhabitants. A major
breakthrough happened when citizens
directly elected the mayor.

Another major step occurred when
bigger cities—those with at least
15,000 inhabitants—established the
director general’s role, with duties
and responsibilities similar to a city
manager. (“City manager” is used for
the remainder of this article for inter-
national comparison.) This connected
the political and administrative levels
of the municipalities.

Unfortunately, global and local
crises during the first decade of the 21st
century brought the country to a new
centralization, and expenditure cuts
halted many of these reforms. These

left unresolved problems in Italian local
government management.

One law, for instance, forbid the
appointment of city managers in cities
with less than 100,000 inhabitants (some
50 of the 8,047 in Italy), deepening the
governance problem at the local level. It
is a problem that secretary generals with
backgrounds and approaches far from a
governance paradigm can’t resolve.

This law leads to a second issue
that is deeply rooted in Italian public
administration, the strong juridical ap-
proach commonly called “management
by decree.” Is it right to enforce correct
managerial practices by law?

To sum up, Italian local government
is at the same time strong and weak.

It is strong because it has always been
extremely difficult to reform Italian local
government, introducing more efficiency
and efficacy due to strong self-defense
mechanisms against innovation, even
by lobbying the national government by
opposing municipalities. Municipal ag-
gregation, for instance, has always been
difficult to implement.

It is weak because cities still lack
juridical and managerial instruments
for continuous innovation to align with
social changes.

Radical Changes Under Way
After the crises and some recovery
measures, Italy recognized the need for
growth at the local government level. A
new national government, with the partic-
ipation of former city mayors and staffed
by former city managers, supported new
economic and social policies along with
new measures for government reorga-
nization. The main strategies include
innovation, transparency, anticorruption,
financial, and planning reform.
Provinces, 110 of them, have been
one of the most important parts of recent
reforms. Their government system was
quite similar to the municipalities, with
a directly elected president and coun-
cilors. Provinces have key functions for
wide territorial areas regarding public
transportation, roads, environment,
education, and so on.
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Summary of the Tiers of Italian City Government Before and After Reforms.

BEFORE RECENT REFORMS: ‘

government.

not compulsory.

council.

State: Directly elected parliament, nominates

Regions (20): Directly elected president and assembly.
Provinces (110): Directly elected president and council.

Intermunicipal Associations (309): Indirectly elected,

Municipalities (8.047): Directly elected mayor and

government.

small provinces.

AFTER RECENT REFORMS:

State: Directly elected parliament, nominates

Regions (20): Directly elected president and assembly,
with wide spaces for merging of small regions.

Provinces (100, number to shrink): Indirectly elected
president and council, with wide spaces for merging of

Metropolitan Cities (10): indirectly elected president
and council (depending on Metropolitan City statute).

Intermunicipal Associations (309, number to grow):
Indirectly elected, reforms and local governments are
moving responsibilities and functions from municipalities
to these associations.

Municipalities (8,047, number to shrink): Directly
elected mayor and council, with wide spacies for merging
of small municipalities.

Provinces, according to public
opinion, have always been targeted as
responsible for public money waste and
inefficiency. This is why recent reforms
approved a radical change.

New laws for local government
reforms, as a result of spending
reviews aiming towards efficiency,
were approved through the indirect
election of the province president
and council; between mayors and
councilors from the municipalities in
the province (less elected officials);
through new measures for compulsory
associated public service provision (less
waste through “tiny” municipalities);
and in 10 selected big cities, through the
creation of a metropolitan city (a new
level for wide-area governance).

It is then possible to underline the
changes that are now happening—and
have been since fall 2014—in provinces
and metropolitan cities.

For 10 selected cities—Bari, Bologna,
Florence, Genua, Milan, Naples, Turin,
Reggio Calabria, Rome, and Venice—the
province has been replaced with a new
institution called the metropolitan city.
Composed of all the municipalities of

PROVINCES, ACCORDING TO PUBLIC
OPINION, HAVE ALWAYS BEEN TARGETED AS
RESPONSIBLE FOR PUBLIC MONEY WASTE
AND INEFFICIENCY. THIS IS WHY RECENT
REFORMS APPROVED A RADICAL CHANGE.

the former province but without merging
them, the metropolitan city has a metro-
politan mayor, by law the mayor of the
provincial capital, and dedicated grants
from the central government that target
new metropolitan functions.

The other 100 provinces will become
new provinces, with indirect election
of politicians and forced cooperation
through associated public service
management and delivery.

There are still many issues to be
assessed at the national level. A lack of
coordination between different laws and
decrees on the topics of local govern-
ment has led to more fragmentation,
with the creation of many different
government levels (municipality, inter-
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municipal associations, provinces/metro-
politan cities, region), which means that
more coordination is needed.

A territorial problem of the new met-
ropolitan cities area, exactly the same as
the old provinces (and often historically
designed using chariots and horses many
centuries ago), means that many metro-
politan cities represent areas that are not
metropolitan, while nearby provinces,
presenting similar metropolitan features,
are not included in the area.

A-recent development regarding the
provinces presents an uncertain destiny,
since new drafts of reforms are trying
to remove this level from the national
constitution. So another change could be
around the corner.

icma.org/pm



Best Practices for the Future

In this uncertain situation, putting aside

the numerous unresolved issues is

important to understand how city man-

agers and other civil servants in local

government could, and should, operate

given this new institutional landscape
composed by metropolitan areas and
new provinces.

Managers should play a fundamental
role in these transformation processes.

Many are already working in this direction,

anticipating central government decisions
through such leading practices as these:

¢ A new role for such major cities
as the provincial capitals. These
municipalities have a correctly sized
structure, and their city managers
should create the basis for the new
metropolitan cities and provinces
through extended cooperation on
local service delivery and the
implementation of intermunicipal
back-office structures for internal and
external services.

¢ A new role for minor cities. Many

smaller municipalities should stop
delivering their own services and
increase intermunicipal cooperation
at a subprovincial level, through
networked service delivery and
control, but also through the merging
of smaller municipalities.

An indirect lobbying on the national
government through elected officials
and associations for the implementa-
tion of effective reforms.

Stronger and innovative planning
and control systems. Italy lacks a
culture of constant evaluation, both
inside and outside local govern-
ment. Through management control
systems and an increased participa-
tion of municipal employees, the
new challenges for local government
should be addressed in a planned but
flexible way, increasing the use of
digital solutions.

Network relations. It is time for city
managers to step up and increase
network relations at the local level,

creating horizontal and vertical links
inside and outside municipalities
and provinces.

¢ A new link between elected officials
and administrative officials through
intermunicipal governance. It is
important to complete the shift from
government to governance. That is
why more managers and fewer law-
yers are needed in local government,
to support local politicians—mainly
mayors—with increasing duties and
responsibilities.

In these times of uncertainty for
Italian local government, city managers
can play a central role in the transition
towards new provinces and metropolitan
cities, leading the path towards effective
and efficient network governance. PV

STEFANO TRIPI is coordinator of the
strategic planning unit, city manager's
office, Modena, ltaly (stefano.tripi@
* gmail.com), and he is a member of
ICMA’s International Committee.
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your replies | women leaders

BY GAIL WENIGER

WOMEN LEADERS
IN BUCKS COUNTY,
PENNSYLVANIA

27 percent and counting

PHOTO CREDIT: ASHLEY THOMPSON

Women leaders working in communities in Bucks County, Pennsylvania, are: (left to right, back

row): Marianne Morano, East Rockhill Township; Robin Trymbiski, New Britain Borough; Gail
Weniger, Warwick Township; Sandra Zadell, Chalfont Borough; Andrea Coaxum, Perkasie Borough;
Linda McCreary, Tinicum Township; and Dana Cozza, Buckingham Township. (Left to right, front
row): Eileen Bradley, New Britain Township; Stephanie Teoli Kuhls, Middletown Township; and

Stephanie Mason, Doylestown Township.

fter I read the January/February

2015 PM article, “Women Leading

Government: Why So Little
Progress in 30 Years,” I want to share
my thoughts on what is happening with
female leaders in Bucks County, Penn-
sylvania. In the year 2000, there were
three female managers in Bucks County.
Fifteen years later, the number of females
taking the lead management position has
risen to 11 of 40 or 27.5 percent.

Noting some commonalities and
trends, including women being ap-
pointed in smaller communities at lesser
salaries, I sought input from my female
colleagues in Pennsylvania to identify
factors that played a role in their becom-
ing a local government manager and
what challenges remain.

They reported these prevalent
experiences:

¢ The hiring process included a female
board member.

¢ With one exception, the managers
were hired from within as a promo-
tion or from another community in
Bucks County.

e Qvert resistance to hire a female was
identified in several instances.

¢ [nappropriate (illegal) questions were
part of some interviews, particularly
those regarding care of children.

e Women promoted from within were
not usually replaced, had challenges
with getting an employment agree-
ment, and were paid less than their
predecessors.

The Bucks County managers are all
college educated and involved in both
ICMA and their state professional associa-
tion. Stephanie Teoli Kuhls, township
manager, Middletown, is current presi-
dent of the Association for Pennsylvania
Municipal Management; and Stephanie
Mason, township manager, Doylestown,
is past president. Of the 11 managers, five
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have served as president of the Bucks
County Consortium of Communities.

It is notable that our male colleagues
were instrumental in making this
advancement happen, encouraging the
women to move up and take leadership
roles. A self-assessment of the county’s
female managers also reveals that the
majority of them list communication as a
top strength.

Working hard and earning a reputa-
tion for excellence has paid off. One
of the highest paid managers in Bucks
County is, in fact, a woman. Nine of 11
women have been successful in getting
employment agreements. We’d like to
see 100 percent, but still, it is progress.

True progress will be the day we
don’t have to differentiate and celebrate
an accomplishment because of gender.
Our group discussion on this topic
concluded that women strive for one
thing: a level playing field.

Need for More Respect

The belief that women are generally
given the same consideration and respect
as men is not supported by my findings,
although I recognize that the Pennsylva-
nia group is just a small sample, and this
was not a scientific research study. Such
issues as perceived inexperience due to
youth might be attributed to generation
gaps. Other issues are clearly gender-
related, in my opinion.

Take, for instance, that turning age
62 results in an elected official asking
you to rearrange your schedule at a
lesser salary to spend time with the
grandchildren. And imagine that you, the
manager, are excluded from work-related
social invites with elected officials and
professionals—all who are male—while
male subordinates are included.

Even routine meetings can be
interesting. How about an executive
session where a board member paces
and stops to give you an unwelcome
shoulder massage or a friendly pat on
the backside? Imagine responding to a

Continued on page 24

icma.org/pm



You chose public
service because you
wanted to make a
difference.

Yet, it's difficult to be a game-changer when your days
are filled with paperwork and repetitive processes.
Fortunately, help has arrived.

From tracking service requests and processing business
licenses to live-streaming council meetings and
everything in between, the Accela Civic Platform delivers
a simple, secure and efficient way to engage citizens and
improve communication across departments.

By moving services online and giving citizens and staff
access to information, everyone wins. And you can
become the civic hero you were meant to be.

Download Governing Institute’'s free Issue Brief:
Improving Citizen Trust in Local Government

= Accela
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your replies | continued

resident volunteer who doesn’t like your
idea, and he publicly exclaims, “Get

her husband in here to get her under
control.” These are just a few samples of
real events that would likely not happen
to our male counterparts.

I’ve never been trained on how to
counter these moments and until dis-
cussing this article as a group of female
managers, we’ve never all shared our
experiences. As women, we need to do
a better job communicating with each
other and exploring ways to handle
these situations.

Recognizing that your colleagues
may have experienced the same, similar,
or worse situations is both comforting
and frustrating. There is much to be
gained, however, by discussing possible
solutions. We cannot predict, and may
not be able to change, the behavior of
others, but we can change ourselves and
perhaps develop responses that don’t
leave us feeling victimized.

My Experiences Are Good

It’s not all doom and gloom for women
leaders. At a personal level, I enjoy a
tremendous professional relationship
with the Warwick Township Board of
Supervisors. This relationship, developed
over the past 14 years, is based on
mutual trust and respect.

In addition to having a board chair
who is a professional female, the
township’s solicitor is also female.

Two board members who are male are
equally supportive of the concept of
professional management and support
me as a manager.

The staff—particularly traditional
male department heads—had some
adjustments to make in working with the
first female appointed to the manager
position in Warwick. One director, for
example, was known to say endearing
things like, “Don’t worry your pretty little
head” to both myself and the board chair.

It’s not an isolated example. The board
chair, a partner in a local law firm, was
advised by a male volunteer at a joint wa-
ter and sewer meeting that a question she

LOOKING AT THE NEXT GENERATION OF
MANAGERS, THE NUMBER OF WOMEN
COMING UP THROUGH THE RANKS IN
BUCKS COUNTY IS SMALL, NOT EVEN
APPROACHING 13 PERCENT.

asked was a legal matter, and she wouldn’t
understand how that works. Some of these
moments are just an exercise in keeping

a straight face. Did I mention a sense of
humor helps with this job?

That First Step

How do we take the first step? One
example is Ashley Thompson, an educa-
tion major who was hired as a general
summer intern for Warwick Township.
She proved to be competent and capable
and was exposed to a variety of depart-
ments. Perhaps like other students, she
was unaware of what local government
does or that there were great career
choices in the field.

She rerouted her career path and
worked for two townships in parks and
recreation and planning and zoning.
Both managers have supported and
encouraged her to continue her educa-
tion, network, and grow in her position.
While her journey may have led to the
same place, the support, opportunities,
and encouragement should give her the
confidence and exposure to be successful
for future management opportunities.

The managers in Bucks County
frequently noted that luck or being in
the right place at the right time was
a strong factor in their ascent. Being
prepared for such opportunities is the
second part of that equation. As current
managers, we can identify talent and
help the future leaders prepare for
management positions.

Chalfont Borough is unique in that
four of the past five managers have been
women. In fact, current Manager Sandra
Zadell was assistant manager to Stepha-
nie Mason before being recommended
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by the former female manager for her
current role. Zadell credits much of her
success to her female mentors, but also
notes that the Bucks County managers,
in general, have been vital in her early
transition to becoming a manager.

Sandra is the kind of success story
that is possible with the right skills and
support. Chalfont officials have not
shied away from the unique challenges
young families present, but have worked
with their managers, creating a flexible
environment that has resulted in highly
successful outcomes.

The Next Generation

Looking at the next generation of manag-
ers, the number of women coming up
through the ranks in Bucks County is
small, not even approaching 13 percent.
Identifying top talent and assisting with
the mentoring and growth of exception-
ally talented women—and men, too—
will prepare the next generation.

Promoting the idea of hiring assistant
managers and developing succession
plans are topics worthy of discussion
in-house as well as within managers’
groups. These issues also require buy-in
by the elected officials.

While women have the momentum
of this topic and a good working
relationship with elected officials, it’s
time to move forward, standing next to
our male colleagues and elected officials,
planning for the future of local govern-
ment leadership. PV

+ GAIL WENIGER is township
manager, Warwick Township,
Pennsylvania (gweniger@warwick-
township.org). She is an ICMA
ambassador for active living.

icma.org/pm



EVERY
PUBLIC
SERVANT
IS UNIQU

UNDERSTANDING THAT IS HOW
TO KEEP THEM HEALTHY.

The challenges of running local governments are unique, to say the least. That’s w.
you need a different kind of health insurance company - Cigna. First, we don’t see
your employees as numbers on a piece of paper. We see each and every one as the
unique people they are. We get to know what makes each one of them tick, and tha
helps keep them healthier. Because when your workforce is healthy, productivity

increases and benefit costs decrease. And that’s something everyone can agree on.

EMPLOYEE BENEFITS FOR THE PUBLIC SECTOR
Cigna.com/HealthierGov

GOYO

Offered by: Connecticut General Life Insurance Company, Cigna Health and Life Insurance Company, and their affiliates.

Products and Services provided by Connecticut General Life Insurance Company or Cigna Health and Life Insurance Company.
“Cigna;” the “Tree of Life;” and “GO YOU” are registered service marks of Cigna Intellectual Property, Inc., licensed for
and its operating subsidiaries. All products and services are provided by or through such operating subsidiaries and n
864592 03/14 © 2014 Cigna.




tech touch | digital inclusion

BY SHANNON ROSEDALE

BRIDGING
THE
DIGITAL
DIVIDE

Community programs reach
out to seniors

ocal governments across

America are creating initiatives

to address the problem of a
digital divide affecting seniors. While
computer use rates among those aged
65 or older have improved, seniors still
face obstacles to achieving technologi-
cal proficiency.

By 2014, the Pew Research Center
found that the rate of computer use
among seniors had jumped to 56 percent
from 26 percent in 2006, while 18- to
29-year-olds reached an 89 percent
usage rate compared to 84 percent in
2006.! Seniors report, however, that their
understanding of and access to comput-
ers still proves to be problematic. Issues
identified by the Pew Research Center
include physical challenges, skeptical
attitudes toward the benefits of own-
ing a computer, and difficulty learning
constant updates.?

This digital divide raises three
concerns for local government. The first
is a lack of engagement and accessibil-
ity between seniors and social services
that is necessary to maintain a higher
quality of life in later years. The second
issue is civic engagement and inclusivity
with local government. And the third is
feeling a lack of connectivity within their
community and families.?

Improving Digital Literacy

To address the problem, communities
have developed programs by partnering
with local nonprofits, libraries, and
community centers to provide seniors

a source of support and education on

technology. This approach generally
does not require a new building or staff,
but does tend to rely heavily on volun-
teers. Initiatives across the nation focus
on improving digital literacy—a term
defined by the University of Illinois’
University Library as “the ability to

use digital technology, communication
tools, or networks to locate, evaluate,
use, and create information.”

This goal can be achieved through
the use of tutors leading class sessions
and training that focuses on the desired
needs of the targeted population, as well
as having a designated location to field
and answer questions, concerns, and
comments on an ongoing basis.

Communities are using senior
citizen mentors who have completed a
technological training program, or local
school students participating in a bridge-
the-divide program, as tutors for their
programs. These two approaches have
been successful with senior participants
by showing them that their peers can
achieve digital independence* and also
by re-establishing a connection with the
younger generation’s unique skill set.®

Overall, there have been three
main reasons identified for wanting to
increase technology usage for seniors:
engage and communicate with friends
and family, research medical and
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health concerns, and access social
service providers.®

National Efforts

Two successful nationwide programs
appear to be making significant
impacts building the bridge across the
senior digital divide. The first is the
ICMA report Building Digital Com-
munities: A Framework for Action (to
access this report, search this report
title at icma.org/kn).

This resource seeks to help
communities chart a designated plan
toward digital inclusiveness. States
that have begun using this framework
and seeing successful responses are
Wisconsin, Texas, and Pennsylvania.
There are also innovative efforts
currently underway in Seattle, Wash-
ington; Minneapolis, Minnesota; and
Los Angeles, California.”

In Los Angeles, for example, citi-
zens identified the need of support for
low-income individuals, senior citizens,
and tablets in regard to technological
advancements.® In order to do this, the
city identified at-risk neighborhoods and
replaced up to 2,600 new computers.
They have opened up multiple computer
centers that now offer health screenings
for individuals who otherwise might not
receive assistance.

icma.org/pm



The second is the Digital Inclusion
Initiative (DII) funded through Senior
Service America. DII relies on participants
in a second program offered by Senior
Service America called Senior Community
Service Employment Program (SCSEP)
to serve as mentors and tutors for DII’s
“Generation On Line” classes.

Nearly 500 SCSEP members have
assisted more than 20,000 adults in DII
classes; participants are 55 and older,
though the average age is closer to
75. Classes are taught in such public
settings as libraries, senior centers,
churches or other faith-based organiza-
tions, and multiple community action
agencies. Skills taught include conduct-
ing computer searches and sending and
receiving e-mails.

DII shapes its programs to help
participants learn skills they specifically
need. This includes spending time with
the individuals to hear what they are
wanting out of the class and designing
one-on-one time to make sure their
direct needs are being met. DII programs
are held in various cities, including Chat-
tanooga, Tennessee; Sioux City, Iowa;
and Baltimore, Maryland.

Through these national programs,
seniors report feeling more included and
that their needs are being heard by com-
munity members. One member, Patrick
Carew of the Eau Claire, Wisconsin,
program, says the DII program was cre-
ated “to offer citizens of the community
the chance not to be left behind” and
by doing so, it has been “helping people
enjoy the computer age by crossing the
digital divide.”

Case Study: Knoxville, Tennessee
In 2014, the city of Knoxville, Tennes-
see’s 311 Director Russ Jensen began an
initiative to connect seniors using their
own tablets and computers through
the 311 Touch application system. This
system uses videoconferencing software
and the center’s phone operators.

The program grew from participa-
tion with the inaugural Innovation
Academy, which was created in 2013

icma.org/pm: online and mobile accessible

through the Alliance for Innovation
and the Arizona State University to
focus on developing innovative local
government projects to further develop
their culture in unique ways. The
program has since developed into a
partnership with Knoxville’s Office of
the Mayor, Office on Aging, and Com-
munity Action Committee (CAC).

All partners recognized that while
there is an increase in seniors’ use of
computers and tablets—of the tablet
market, 25 percent are seniors 65 and
older, which is predicted to increase—
there is still a gap in the understand-
ing of functionality with tablets.’

This led to the creation of Knoxville’s
Digital Inclusion Program to help
seniors reach an understanding of and
functionality with the technological
world, especially as more community
programs go online.

The program consists of using space
offered by CAC’s John T. O’Connor se-
nior center; resources and iPads donated
through the Office on Aging; and tutors
and program development through the
office’s 311 Call Center.

Each month, classes are held Friday
afternoons, in a two-part series. The
first focuses on learning basic computer
skills; the second uses participants’
individual tablets (or tablets borrowed
from the city). Fellow tutor Justin
Bradley, who is employed by the 311
Call Center, and I work with each
participant to help him or her with
individual requests, depending on each
class member’s tablet of choice.

This approach has proven to be
the most successful because it allows
seniors to practice and learn more about
each type of tablet, before committing
financially to a specific brand.

The program, launched in Novem-
ber 2014, has already graduated more
than 40 participants. Those who have
completed the classes have reported feel-
ing more “included and listened to, as
though they are important members of
the community,” and also that “someone
has taken the time to reach out and find

a unique way to connect neighbors with
their home.”

Knoxville Mayor Madeline Rogero is
dedicated to developing a more
inclusive and diverse bridge across the
digital divide, especially as more and
more agencies and programs are turning
to online usage. With the help of the
digital inclusion classes and incorpora-
tion of new technology, Knoxville is
determined to meet the needs of its
residents while continuing to keep pace
with the race of digital advancements
without leaving anyone behind. P
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special report | 2014 contributions

A SPECIAL THANKS TO THE 2014 SUPPORTERS
AND FRIENDS OF THE FUND FOR PROFESSIONAL
MANAGEMENT AND THE LIFE, WELL RUN CAMPAIGN

CMA would like to thank and honor the individuals
and organizations listed in this special report for their
commitment to the local government management
profession. By financially supporting the Fund for Pro-
fessional Management, the Life, Well Run campaign,
or both, they have helped strengthen local communities
everywhere by promoting and preserving the profession.
Because of contributors’ generosity, the Fund
for Professional Management was able to continue
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In Honor of
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In Honor of

Albert Rigoni
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key audiences.

its mission of aiding local community groups in their
efforts to preserve or create professional management
positions, while Life, Well Run was able to continue to
spread the word about the value of the profession to

The gifts made in 2014 are particularly meaningful,
as that year marked both ICMA's and the profession’s

100th anniversary. ICMA applauds and thanks everyone
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Sustaining Contributors

These donors have been offering their generous support for more than

a decade. ICMA wishes to recognize their commitment and dedication

to the profession.
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We Specialize in Fiscally Responsible Public

Safety Assistance 1677 Euteka 'Rodd
Associates Across the Country Suite 202
Offices: Colorado, Florida, lowa, Texas Roseville, CA 95661
(352) 516-7319 phone 916+784+9080

mike@almontassociates.com

www.almontassociates.com
Proudly supporting the ICMA for 23 years WWW. b o b murrayassoc.com
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T —

EMS & Fire Consulting

Visit slge.org to S

Fitch & Associates has been a worldwide provider of

B Download free publications
on pensions, health benefits,
competitive employment

complete financial, operational and HR management

consulting services for more than 30 years.

prac(;[ices,gef:mograplhic Visit fitchassoc.com or call us today
trends, and financi
i at 888-43 -2600

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.

Proud to be an ICMA Strategic Partner

Solutions for people who pay people.

GET THE HELP YOU NEED!

If your jurisdiction is struggling with assessment
. p . standards, personnel requirements, ratio studies, or
JOb Class1f1(:at10n any number of other issues, let IAAO Technical
Compensation Assistance Consulting Services provide the expertise
you need. At IAAO you will find:
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P.O. Box 32985 * Phoenix, AZ 85064-2985 Fox Lawson & Associates

Phone: (602) 840-1070 Fax: (602) 840-1071 a Division of Callagher Bemetfin Senvices, Inc. INTERNATION AP A e I O PO F ASSESSING OFFICERS

www foxlawson.com Chmpomunion aul Homam ot Spicialion B} 314 W.107H St. * Kansas City, MO 64105

800-616-4226 ¢ IAAO.org ¢ techassist@iaao.org
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TO ADVERTISE, CONTACT Ben Harmon, The Townsend Group, Inc., 301/215-6710, ext 106 or bharmon@townsend-group.com

&

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

v" 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

HeLrinG LocalL GOVERMMENT LEADERS

Management
Partners

www.managementpartners.com
Budget Strategies + Service Sharing
Organization Analysis - Performance Management
Process Improvement - Strategic Planning
Executive Recruitment - Facilitation & Team Building
EXPERIENCE, TALENT,
COMMITMENT TO PUBLIC SERVICE

Cincinnati + San Jose - Orange County * 513-861-5400

MANITOU
INCORPORATED

Pragram Evaluation, Planning &
Public Safety Management Consultants

Evidence-based research applied to
public sector challenges since 19949,

Charles Jennings, Ph.D.
Tristi Nichols, Ph.D, Principals

1008 Main Strest, Suite Z01, Peekskill, MY 10566
911-137-8745 phone, 9714-801-50617 fax
NP A r LA CO

Maximize the value of every dollar.

PUBLIC SAFETY:

efficiency studies

HUMAN RESOURCES:

compensation analysis
consolidation studies performance assessments
master planning policies & procedures

executive recruitment HR outsourcing services

(815) 728-9111

WEIREICIUN  \ww.mcgrathconsulting.com

Get the most from your municipal services.
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consulting group

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

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

The Mercer Group, Inc.

Consultants To Management

* Organization and Management Studies
* Executive Search
e 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
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Ralph Andersen & Associates

Leadership Expertise. Exceptional Service. There’s an Entire Team Behind

Every Assignment

“ Facilitation & Strategic Planning * Executive Recruitment

< Community Engagement .

- Training ¢« Management Consulting

“ Executive Coaching , ,:,",';::::_:_:;_-_ * Public Safety

“ Executive Search : P -

< Organizational Assessment A www.RalphAndersen.com
ang Optimization o The Novak P

< Financial Planning

Consulting Group

< Organizational Development
Performance Management

info@thenovakconsultinggroup.com 513-221-0500

gl SB Friedman

Development Advisors

Our mission is to guide and enable our clients Independent Consultants
to create hlgh-guallty places through real in Information Technology
estate economics, development finance and
urban planning * Strategic Plans * Management and
e Feasibility Studies Operational Reviews
« Public-Private « Impact Analysis * System Procurements * Implementation Assistance
Partnerships C ity & E . e Evaluation of Vendors' o Performance-based
L P * fommunity &Economic Proposals Contract Negotiations
+ Public-Private Development e Infrastructure Planning e Interlocal Cooperation
Development Finance . Urban Economic & and Analysis o System Audits
+ Real Estate Economics Policy Studies
Contact: Sheldon Cohen, Senior Consultant

700 Bulfinch Dr. Unit 301 * Andover MA 01810
Phone: 978-470-1470 * Fax: 508-302-8271
e-mail: shelcons@aol.com ¢ www.tsgma.com

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

VISION | ECONOMICS | STRATEGY | FINANCE | IMPLEMENTATION

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

Comprehensive
Executive Recruitment
focused on matching

¢ Consolidation studies professional skills, management

¢ Building bridges/cultural competency style and core values to fit your

0 Emergency management and preparedness organization’s specific requirements.

¢ Post-incident analysis

* Data analysis Waters & Company
Executive Recruitment

Contact Philip Schaenman, President, TriData Division

3601 Wilson Boulevard, Arlington VA 22201 (703) 351-8300 A Springsted Company

www.sysplan.com/capabilities/fire ems/index.html#capabilities S —— 8008051665
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short story | managing vs. umpiring

BY MITCH WASSERMAN

MANAGING V5.

UMPIRING

The passion for making a positive difference

or whatever reason, some people

believe I already have two strikes

against me because I spend time
in these two jobs: local government
management and baseball. People claim
these two professions are nothing alike. I
have to disagree because I have been an
umpire and in the management profes-
sion for more than 30 years.

Any success I have had in either

of these two careers may be linked to
their similarities and the skills I have
used in both.

Why Do Both?

One question I am asked is why I do
both, and why anyone would want to be
subject to constant criticism, to second-
guessing of every move, to heckling, to
in-your-face personal discussions, and
occasionally, to tantrums. I believe the
answer is similar for all of us: It is the
passion for what we do and the knowl-
edge that we are making a positive and
direct difference.

Whether it is for the short-term enjoy-
ment of a game or for the long-term en-
richment of a community, it is a passion
for what these professions do that drives
people to strap on umpire equipment
when its 100 degrees or go to yet another
late-night meeting. It is knowing that we
can directly and constructively influence
outcomes in a fair and positive way using
personal skills and knowledge.

Extensive Training and Skills

Both professions require an extensive
amount of training and a set of honed
skills to do them well. Did you know that
in the Major League Baseball rulebook
there are more than 100 known inconsis-
tencies with other rules in the same book?
How many inconsistencies do you think
there are in your local codes?

An important skill to have in both
professions is knowing just how and
when to deal with these inconsistencies
or ambiguities, and that everything we
face is not always black or white.

When you are skilled in these
professions you also know the associated
rules, interpreting them and using them
for the benefit of all. Do you know how
many different ways a pitcher can balk
in baseball? (Answer: There are at least
19 different ways for a pitcher to balk in
professional baseball.)

Do you know how to change the
zoning next to a residential property
for a development that will benefit
the entire community? (Answer: Walk
the developer and make a pitch to the
neighborhood association.)

Both professions need what umpires
describe as an accomplished set of
mechanics to communicate well. A good
umpire has three different out/safe calls
that are used depending on the intensity of
the call and the need to “sell the call.” A
good manager also knows how and when
to differ her or his management style.

The capacity to make decisions
within pressure situations and to cope
with stress is a necessary skill for both
professions. All managers know we work
in a fishbowl with residents looking over
our shoulders. In umpiring, folks are
literally sitting right behind you.

Managers and umpires must pos-
sess the skills necessary to cope with
this pressure, process the information
available, and still make good decisions.
Both also need the ability to make split-
second and tough decisions with which
not everyone will agree.

I haven’t counted the exact number
but during the course of a typical city
management day, I need to make numer-
ous decisions, some tougher than others.
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In each nine-inning ballgame, there will
be the need to make more than 350 ball/
strike decisions and more than 54 out/
safe calls. Often, these are split-second or
multiple decisions within one play that
require concentration and judgment.
Both managers and umpires need
the skills to diffuse hostile situations.
A fun difference is that an umpire has
the ability to toss someone out of the
game. Ever wish you had that tool
as a manager without having to deal
with unions, progressive discipline, or
legal procedures?

Rewards of the Job

Some believe that management and
umpiring are thankless jobs. I am not
convinced that a thank you is what
keeps individuals in these profes-
sions coming back. You bet there are
challenges and stress and decisions
that will not be universally accepted;
however, the thrill of hundreds or
thousands of people waiting on your
call or decision is exciting.

I have umpired a good game when no
one even knows [ was there. Similarly, I
managed a situation well when the results
of my efforts are appreciated without the
need for any personal accolades. It is all
about empowering the players, whether
they are in baseball uniforms or in work
clothes as part of a council. Pv1

MITCH WASSERMAN

City Administrator and Umpire
Clyde Hill, Washington
mitch@clydehill.org

The original version of this article was published
by the Washington City and County Management
Association, Seattle, Washington.
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