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See Something, 
Say Something
Why reporting wrongdoing is essential

W hether out in the field deliver-
ing services or occupying the 
manager’s chair, all employ-

ees have a stake in reporting incidents 
of suspected or actual wrongdoing. an 
organization’s reputation is built—for 
better or worse—on the conduct of each 
individual employee.

Creating a culture that encourages 
an individual to raise the red flag when 
something unethical or illegal is tak-
ing place is critical. everyone needs to 
be willing to report what’s happening 
behind the scenes or even take steps to 
stop it from happening in the first place.

but it’s a tough sell. whistle-blowing 
feels like a violation of that kindergarten 
rule not to be a tattletale. Very few of us 
enjoy confrontation or being the instiga-
tor who causes trouble for someone 
else (even if that person deserves it). 
the lack of certainty about facts and 
motivations keeps others silent. but the 
consequences of keeping silent can be 
significant and harmful.

Unethical Conduct Is Visible
the typical case of unethical conduct in 
the workplace is rarely a secret. some-
body besides the perpetrator knows. after 
all, the conduct is taking place in a fairly 
sophisticated work environment in the 
light of day to be witnessed by a work 
colleague or perhaps even a supervisor. 
and if it is a serial activity, the number of 
witnesses just grows.

Or perhaps no one actually witnessed 
the activity but suspects it based on 
some level of tangible evidence. then 
there are the others who didn’t see the 
conduct but heard about it. 

Cost of Silence
this all begs the question: what do we 

need to do to create a culture where 
individuals feel personally responsible 
and safe enough to report questionable 
conduct and to convey the point that 
sitting on the sidelines while a colleague 
falls off the ethics cliff is harmful to all?

Leaders are not immune from the 
urge to sit on the sidelines. the topic 
at one city’s management team meet-
ing was the recent dismissal of the It 
director. this individual, recruited from 
the private sector with high expecta-
tions, lasted only a year before the city 
manager asked for his resignation.

the manager explained to the man-
agement team that in several instances 
the director entered into contracts that 
violated city policy. this employee 
continued the practice even after being 
counseled on the matter. the final straw 
was his personal relationship with a 
direct report.

as members of the management 
team talked about their experiences with 
this individual, they were startled to real-
ize that they all had inklings that things 
were not okay, that he just didn’t seem 
to get it about operating in the public 
sector, and, yes, that they had heard 
those rumors about his affair.

but—to a person—no one had talked 
with the individual or raised the issue with 
the city manager. what was their ethical 
obligation to address their concerns with 
their peer? would an early intervention 
have produced a better outcome?

the result of the team members’ 
reflection was a personal and joint 
pledge for real, mutual accountability. In 
practice, this meant having the courage, 
in private, to call their colleagues on 
unacceptable conduct. the next step 
would be directly to the city manager’s 
office, if required.

Professional Accountability
as a profession, we face the same 
ethical obligation to hold our colleagues 
accountable for their conduct. and, 
yes, it’s tough to do. we’ve walked in 
their shoes. we relate to the difficulty 
of having every misstep, big or small, 
reported in the media and kept alive by 
the bloggers.

the ICMa Code of ethics establishes 
a uniform and high set of standards 
for the profession. In a murky and 
complicated universe, it defines clear 
lines of acceptable conduct. some ethical 
violations, like taking extra compensa-
tion or gifts, are obvious. they get the 
required attention of elected officials, 
other authorities, and the public. Usually 
they will be addressed by both the local 
government and ICMa.

but there is a whole universe of inap-
propriate conduct where the associated 
risk and potential damage to the public 
and the profession may be visible and 
understood only by another professional 
in the field. therein lies part of the value 
of self-policing.

Personal Responsibility
after many years of discussion about 
whether members have an ethical obliga-
tion to report incidents of unethical 

conduct by peers, the ICMa Committee 
on professional Conduct concluded that 
we do. In 2004, this guideline was added 
to the Code: “when becoming aware of 
a possible violation of the ICMa Code 
of ethics, members are encouraged to 
report the matter to ICMa. In reporting 
the matter, members may choose to go 
on record as the complainant or report 
the matter on a confidential basis.”

see something that raises a substan-
tial question as to a colleague’s honesty, 
trustworthiness, or fitness to serve the 
public? see conduct that is damaging 
to the reputation of other professionals 
and to the profession? then you should 
report it in good faith to ICMa, even 
knowing that you might not have all the 
facts. allow an objective peer review 
process to sort out those facts and reach 
an independent judgment.

bottom line? Create a culture within 
your organization that actually encour-
ages employees to report wrongdoing. 
blow the whistle on your peers. the cost 
of silence is too high to the profession 
and to your organization. -

icma.org/ethics  •  202-962-3521
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on point  | “smart” risks  

how do you promote “Smart” riSkS in a 
riSk-averSe political environment?

BREnDA EIVEnS

City Manager
Cedar park, texas  
brenda.eivens@cedarpark 
texas.gov

as a manager, I have a firm 
understanding of the goals 
and expectations of the 
elected officials and their risk 
tolerance in order to provide a 
healthy environment that en-
courages staff to use creativity 
and innovation to advance 
community goals.

sometimes that requires 
taking a risk, but making 
that risk “smart” should 
include thoughtful analysis 
and clear communication 
of the impacts of success, 
as well as the impacts of 
failure. train staff to vet not 
just the end result, but also 
the risks and rewards of the 
steps along the way.

also encourage them to 
identify unintended conse-
quences of projects or 
decisions to better under-
stand the level of risk 
associated, but acknowledge 
that the unexpected may still 
arise. support staff in keeping 
people —elected officials,  
stakeholders, residents—in-
formed along the way to 
reduce the surprise factor that 
can often elevate the 
perception of risk. 

DAlE IMAn

City Manager
winchester, Virginia
dale.iman@ci.winchester.
va.us
 
throughout my career, I have 
supported the theory that 
big risks equal big rewards. 
while the role of the manager 
is a risky proposition in and 
of itself, it is more so in a 
politically charged arena.

In order to evaluate 
the risk-reward ratio of a 
proposal or, as some would 
say, to determine if the juice 
is worth the squeeze, I follow 
three guidelines:
•	 benefit to residents. will 

the proposal or project 
create public value for  
residents? 

•	  apolitical. politics should 
not be allowed to be a 
deciding factor when 
evaluating risk. be careful 
not to be led astray.

•	  Collaboration and commu-
nication. does the proposal 
provide opportunities to 
improve collaboration, 
citizen engagement, and/or 
methods of communication 
among stakeholders within 
the jurisdiction? proposals 
that result in changing 
community dynamics in a 
positive fashion are often 
worthy of taking high risks.

CHRIS HIllMAn, ICMA-CM

City Manager
surprise, arizona
Chris.hillman@surpriseaz.
gov

It is not a risk-averse busi-
ness. there is more pressure 
than ever on the public 
sector to be innovative and 
to act, meaning more risk 
than ever. elected officials 
are aware of this and need to 
feel confident that risks are 
minimized in decision  
making.

we accomplish this 
through informative and 
interactive discussions, by 
keeping the public well 
engaged, and then merging 
these pieces with financial  
realities. this develops 
rational choices that council 
knows are supported by data 
and public input. 

Council also needs to 
be confident that staff can 
follow through and deliver. 
all these components give 
elected officials the confi-
dence needed to tackle the 
community’s most difficult 
and risky challenges.

MElInDA gREEnWOOD

City administrator
pleasant View, Utah
mgreenwood@pleasantview 
city.com

a risk can only be “smart” 
when it is taken with the 
greatest extent possible of  
factual knowledge surround-
ing the risk. as a situation 
merits, a thorough  
analysis of potential benefits 
and consequences is well 
worth the time spent  
generating such a list. Making 
risky decisions isn’t an easy 
thing for  anyone, and it’s 
even less comfortable when 
involving public monies.  

what we as local govern-
ment managers should want 
for ourselves, staff, elected 
officials, and our communi-
ties, is the ability to make 
well-informed decisions. 
when hindsight comes into 
play, which it often does, if 
a decision was made lacking 
pertinent information, the 
compromise could be lost 
trust, perceived lack of 
competency, or worse.

some risks are worth 
the trade-off, and some are 
not. but if you don’t make a 
decision or take a risk based 
on valid data, I don’t think 
it’s a “smart” risk, even if 
the decision turns out to be a 
favorable one. 

icma anniversary  

  MoMent in History

poetry 
and 
civic 
pride

A civic pride campaign 
in Miami Beach, Florida—
Like2Love Miami Beach—
which highlights what 
makes the city great, invited 
residents to submit poems on 
why they love Miami Beach.

 icma.org/Like2Love

Public Service Recognition 
Week (PSRW) will be 
celebrated May 4–10, 2014, 
with the theme of “Honoring 
Our Public Servants; 
Connecting Citizens with Their 
Government.” Celebrated the 
first week of May since 1985, 
PSRW is “time set aside to 
honor the men and women 

who serve our nation as federal, state, county, and local 
government employees and ensure that our government 
is the best in the world.”

Connecting with residents has always been an important 
aspect of the professionalization of local government 
management. In January 1894, as part of an effort to 
“nationalize” municipal movements, 147 representatives 
from 27 cities met in Philadelphia, Pennsylvania, for the 

National Conference for Good City Government. This 
conference led to the creation of  the National Municipal 
League (later to become the National Civic League), 
which would go on to endorse professional local 
government management and the council-manager form 
of government in the second through eighth (and most 
recent) editions of its Model City Charter.

To learn more about the many milestones in the 
history of ICMA, its members, and the professionalism 
of local government management, visit icma.org/
anniversary and scroll through the anniversary 
timeline on the homepage. Also, continue to watch 
this space in PM, where an anniversary moment will 
be highlighted each month.

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

2

1
Sharing 
international 
inSightS

 icma.org/fellowsblog

Exchange visits between U.S. local 
government professionals and their Asian/
Pacific counterparts set the stage for a 
lively blog in which contributors talk about 
their experiences and share what they have 
learned about local management practices 
and national customs and culture. The 
exchanges are a key feature of the Legislative 
Process and Governance Professional Fellows 
Program funded by the U.S. Department of 
State and managed by ICMA.
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on point  | “smart” risks  

how do you promote “Smart” riSkS in a 
riSk-averSe political environment?

BREnDA EIVEnS

City Manager
Cedar park, texas  
brenda.eivens@cedarpark 
texas.gov

as a manager, I have a firm 
understanding of the goals 
and expectations of the 
elected officials and their risk 
tolerance in order to provide a 
healthy environment that en-
courages staff to use creativity 
and innovation to advance 
community goals.

sometimes that requires 
taking a risk, but making 
that risk “smart” should 
include thoughtful analysis 
and clear communication 
of the impacts of success, 
as well as the impacts of 
failure. train staff to vet not 
just the end result, but also 
the risks and rewards of the 
steps along the way.

also encourage them to 
identify unintended conse-
quences of projects or 
decisions to better under-
stand the level of risk 
associated, but acknowledge 
that the unexpected may still 
arise. support staff in keeping 
people —elected officials,  
stakeholders, residents—in-
formed along the way to 
reduce the surprise factor that 
can often elevate the 
perception of risk. 

DAlE IMAn

City Manager
winchester, Virginia
dale.iman@ci.winchester.
va.us
 
throughout my career, I have 
supported the theory that 
big risks equal big rewards. 
while the role of the manager 
is a risky proposition in and 
of itself, it is more so in a 
politically charged arena.

In order to evaluate 
the risk-reward ratio of a 
proposal or, as some would 
say, to determine if the juice 
is worth the squeeze, I follow 
three guidelines:
•	 benefit to residents. will 

the proposal or project 
create public value for  
residents? 

•	  apolitical. politics should 
not be allowed to be a 
deciding factor when 
evaluating risk. be careful 
not to be led astray.

•	  Collaboration and commu-
nication. does the proposal 
provide opportunities to 
improve collaboration, 
citizen engagement, and/or 
methods of communication 
among stakeholders within 
the jurisdiction? proposals 
that result in changing 
community dynamics in a 
positive fashion are often 
worthy of taking high risks.

CHRIS HIllMAn, ICMA-CM

City Manager
surprise, arizona
Chris.hillman@surpriseaz.
gov

It is not a risk-averse busi-
ness. there is more pressure 
than ever on the public 
sector to be innovative and 
to act, meaning more risk 
than ever. elected officials 
are aware of this and need to 
feel confident that risks are 
minimized in decision  
making.

we accomplish this 
through informative and 
interactive discussions, by 
keeping the public well 
engaged, and then merging 
these pieces with financial  
realities. this develops 
rational choices that council 
knows are supported by data 
and public input. 

Council also needs to 
be confident that staff can 
follow through and deliver. 
all these components give 
elected officials the confi-
dence needed to tackle the 
community’s most difficult 
and risky challenges.

MElInDA gREEnWOOD

City administrator
pleasant View, Utah
mgreenwood@pleasantview 
city.com

a risk can only be “smart” 
when it is taken with the 
greatest extent possible of  
factual knowledge surround-
ing the risk. as a situation 
merits, a thorough  
analysis of potential benefits 
and consequences is well 
worth the time spent  
generating such a list. Making 
risky decisions isn’t an easy 
thing for  anyone, and it’s 
even less comfortable when 
involving public monies.  

what we as local govern-
ment managers should want 
for ourselves, staff, elected 
officials, and our communi-
ties, is the ability to make 
well-informed decisions. 
when hindsight comes into 
play, which it often does, if 
a decision was made lacking 
pertinent information, the 
compromise could be lost 
trust, perceived lack of 
competency, or worse.

some risks are worth 
the trade-off, and some are 
not. but if you don’t make a 
decision or take a risk based 
on valid data, I don’t think 
it’s a “smart” risk, even if 
the decision turns out to be a 
favorable one. 

icma anniversary  

  MoMent in History

poetry 
and 
civic 
pride

A civic pride campaign 
in Miami Beach, Florida—
Like2Love Miami Beach—
which highlights what 
makes the city great, invited 
residents to submit poems on 
why they love Miami Beach.

 icma.org/Like2Love

Public Service Recognition 
Week (PSRW) will be 
celebrated May 4–10, 2014, 
with the theme of “Honoring 
Our Public Servants; 
Connecting Citizens with Their 
Government.” Celebrated the 
first week of May since 1985, 
PSRW is “time set aside to 
honor the men and women 

who serve our nation as federal, state, county, and local 
government employees and ensure that our government 
is the best in the world.”

Connecting with residents has always been an important 
aspect of the professionalization of local government 
management. In January 1894, as part of an effort to 
“nationalize” municipal movements, 147 representatives 
from 27 cities met in Philadelphia, Pennsylvania, for the 

National Conference for Good City Government. This 
conference led to the creation of  the National Municipal 
League (later to become the National Civic League), 
which would go on to endorse professional local 
government management and the council-manager form 
of government in the second through eighth (and most 
recent) editions of its Model City Charter.

To learn more about the many milestones in the 
history of ICMA, its members, and the professionalism 
of local government management, visit icma.org/
anniversary and scroll through the anniversary 
timeline on the homepage. Also, continue to watch 
this space in PM, where an anniversary moment will 
be highlighted each month.

@icma.org  Visit icma.org to learn more about these topics.
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I
n order to successfully 
improve the complex and 
interconnected issues facing 
communities today, local 
government managers are 
looking across their organiza-
tions to find the capabilities 

and skill sets that can influence 
creative and leading-edge solu-
tions. One resource that might be 
undervalued and overlooked by 
managers is the public library.

Highly Relevant Places
When you hear the word library, 
what immediately comes to mind? 
Digital media labs? 3-D printers? 
Virtual and in-person homework 
help? Internet and information 
safety? GED and post-secondary 
education? Resume and interview 
skill building? Job search centers? 
Language instruction?

Early life experiences have 
left many of us with the image of 
libraries as quiet places surrounded 
by books. Yet, public libraries have 
become much more now, provid-
ing highly relevant services and 
engaging directly with residents. 
With this interaction and relevancy, 
library services and programs are 
constantly evolving.

In addition to providing resi-
dents with general developmental 
and educational opportunities, 
libraries also provide access to 
the Internet as well as technology 
training. In our technology-driven 
world,  30 percent of American 
adults ages 18 and older don’t 
have access to broadband or wire-
less transmission in their homes.2 
As businesses, medical providers, 
and local governments transition 
to online-only registration, bill 

paying, and customer support, 
where do people turn? The free 
and welcoming library.

Here are a few statistics on 
what is happening at today’s 
public library:

 
•	 97 percent of libraries help 

people apply for e-Government 
services.

•	 92 percent of libraries help 
people access online job 
databases and resources.

•	 90 percent of libraries provide 
formal or informal technology 
training.

•	 76 percent of libraries help 
people apply for jobs online.

•	 62 percent of libraries report 
that they are the only free 
provider of public Internet 
access.3

Our preconceived notions of 
what libraries “are” have cre-
ated barriers to engaging them 
in strategic problem solving and 
community building. Now is the 
time to step back into your library 
to recognize and strategically plan 
how libraries can help with com-
munity issues. 

A Holistic Approach 
A manager’s openness to engage 
the library demonstrates a willing-
ness to take a holistic approach 
to community problem solving 
and the enhancement of his or 
her organizational toolkit. ICMA’s 
work with public libraries began 
more than five years ago4 with 
a series of community-specific 
projects intended to demonstrate 
that a strong partnership between 
the local government manager's 

office and the library staff is a 
productive strategy.

The goal of these efforts is 
to provide resources that help 
strengthen the manager-library 
partnership and to develop strate-
gic and innovative ways to improve 
the lives of residents. While the 
library director and local govern-
ment manager may be separately 
offering dynamic, relevant, and 
innovative services, the sky’s 
the limit when the two partner 
together (see sidebar, “Working 
Together” for tips on building ef-
fective partnerships). Here are two 
case studies that provide a closer 
look at what is possible.

MiAMi Public libRARy
Library organization: City 
department 
Area served: Miami, Oklahoma5

Population served: 13,570
Percentage of students eligible 
for free/reduced lunch: 69.9 
percent

After Miami Public Library’s 
(Miami PL) participation in Edge, 
a national assessment and toolkit 
intended to help libraries evaluate 
their public-access technology 
and services to better serve the 
community, the library began to 

CheCk Out 
the New LIbrary

A vital, multiservice hub for all generations
By Craig Gerhart and Kira Hasbargen
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94% 
of Americans ages 16 and 

older say that having a 
public library improves 

the quality of life in 
a community.1
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94% 
of Americans ages 16 and 

older say that having a 
public library improves 

the quality of life in 
a community.1
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SAcRAMento Public libRARy
Library organization: Joint Powers 
Authority
Areas served: Sacramento County and 
the cities of Citrus Heights, Elk Grove, 
Galt, Isleton, Rancho Cordova, and 
Sacramento 
Population served: 1.3 million 
Percentage of students eligible for 
free/reduced lunch: 42 percent

Seeking to decrease crime, engage resi-
dents, and assist in improving educational 
outcomes, Sacramento Public Library 
(SAC PL) partnered with the News10 
television station to transform a unit in a 
transitional living center into a resource 
center/children’s library for the station’s 
2013 “Make a Difference Day” project.6 
The team expanded on the success it built 
through the “10 Books to Read” program, 
which was designed to encourage parents, 
grandparents, and caregivers to read aloud 
and spend time with their children. The 
program still exists today.

The Sacramento Friends of the 
Library and SAC PL also worked with 
News10 to create a safe and fun place 
for residents at the Salvation Army’s 
E. Claire Raley Transitional Living to 
model positive family interaction, help 
children with their homework, and 
increase literacy skills.

Also, to ensure mission alignment 
and manage expectations, all par-
ticipating organizations agreed that the 
difference made could be small: one 
mom reading to her son, one dad playing 
reading games with his daughter on the 
iPad, or one child graduating from high 
school or even going to college.

The remodeling and installation took 
place in one day. “Like public libraries, 
local TV stations provide information 
and serve the community. When we join 
resources, we truly can make a tangible 
difference in people's lives,” says Maria 
Barrs, general manager, News10.

The television station also donated 
$5,000 and provided media coverage 
and volunteers to design and set up the 
library room. SAC PL provided com-

puters, shelving, expertise, and labor, 
while the Friends of Library provided 
books and materials. 

it’s All Good
The past five years have forever changed 
the way professional local government 
managers lead their organizations. 
Building partnerships with libraries to 
proactively and effectively provide 
services and programs is, and will 
continue to be, integral to building 
communities where residents can happily 
live, work, and play. 
 

EnDnOTES

1 Pew Research Center, December 2013, 
“How Americans Value Public Libraries in their 
Communities.” 
2 Pew Home Broadband 2013: http://www.
pewinternet.org/2013/08/26/home-broadband-2013.
3 iPAC publications: http://ipac.umd.edu/
publications.
4 icma.org/libraries: http://icma.org/en/icma/
knowledge_network/topics/kn/Topic/161/Libraries. 
5 Because Miami Public Library is the only library 
in Ottawa County, Oklahoma, residents of the county 
that live outside of the city limits are able to obtain 
complimentary Miami Public Library cards. The library 
does not receive funding from the county.
6 “Make a Difference Day,” which was launched 
more than 20 years ago by USA Weekend magazine 
and the Points of Light volunteer program, encourages 
volunteers to complete local community projects.

 
1. REACH OuT. Sometimes it’s all 
about relationships. Reach out to your 
library director. Visit the library and get 
out to all the branches. Invite the library 
director for coffee or lunch.

A good way to get a firm handle on 
your community’s needs is to ensure that 
representatives from all facets of your 
organization are invited to the table. If the 
library director is not already a member of 
your leadership team, invite him or her on 
board and encourage active participation.

2. SEEK unDERSTAnDinG. Keep 
an open mind. The two most important 
factors of a successful partnership are to 
understand your community’s needs and 
focus on what you have in common.

Recognize that sound partnerships 
create benefits for all parties and that 
engaging the library in community-wide 
problem solving must also work for the 
library system.

3. DEfinE THE pluSES AnD 
minuSES. Identifying where you can 
make the most difference is one key to 
being relevant. Defining the key assets 
each party brings to the partnership is a 
great way to start the dialogue.

Another key to being relevant is to 
understand the real (and imagined) bar-
riers. Sometimes you’ll have to create op-
portunities and be open to nontraditional 
solutions with nontraditional partners.

4. BE pATiEnT. Some partnerships may 
go off without a hitch, whereas others 
may be a little more difficult to implement. 
Think of collaborating like fishing.

You may not catch fish with every cast. 
Look for ways to expand the manager-
library partnership through engaging such 
other community groups as nonprofit or-
ganizations, service clubs, and the media.

And remember, it’s okay for partners 
to benefit from the relationship. Bringing 
attention to a group, getting its name out 
there, networking, and raising a group’s 
community profile are not reasons to 
forgo implementing a partnership that will 
positively impact your community.

5. DEvElOp BEnCHmARKS. Don’t 
let the perfect get in the way of the good. 
Develop measures of success, establish 
ownership for outcomes and activities 
to hold partners accountable, and build 
in an evaluation plan. That way, you can 
incorporate the partnerships into decision 
making and operations. 

develop a long-range strategic plan. 
Library Director Marcia Johnson’s first 
step was convening a focus group to 
understand the community’s needs.

To ensure full representation from 
community supporters and promote 
library staff and board buy-in, specific 
names were submitted by the staff and 
board members. The library director 
and board selected the attendees. Invita-
tions were then made either in person 
or on the phone.

After the focus group invitations were 
accepted, Johnson sent out a packet of 
material to enable group attendees to 

have a solid working knowledge of the 
services offered by the library and show 
how it compared to peer libraries.

Attendees represented diverse 
constituencies and areas of government, 
which included the former mayor, 
acting mayor, city manager, assistant 
city manager, local business owners, 
and representatives from the school 
district, hospital, tribal nation, and state 
workforce development office.

Through the focus group, Johnson 
was able to educate attendees on the 
services offered at the library and create 
a shared understanding of community 

issues, allowing focus group members to 
work together to solve them.

In addition to including community 
partnerships as a key element in the 
strategic plan, more opportunities for 
tangible partnerships were identified. 
Besides developing a three-year strategic 
plan, the library implemented a partner-
ship with Oklahoma Workforce—a 
website at www.ok.gov/okworks that 
connects job seekers, employers, and 
community partners—to improve 
community employment through 
skills-building and training, along with a 
partnership with the hospital and tribal 
council to improve community health.

“Our issues are probably similar to 
many communities: an aging infrastruc-
ture, underemployment/unemployment, 
and literacy,” says Johnson. “In response, 
the library has partnered with our local 
workforce development office to provide 
skills training. In fact, the courses have 
doubled in size since changing the venue 
to the library’s computer lab.

wOrkINg 
tOgether
Here are five ways 

for managers to build 
effective working part-
nerships with library 

directors. 

8  PUBLIC MANAGEMENT  |  MAY 2014 icma.org/pm

CRAiG GERHART is 
president, Gerhart 
Enterprises, Wood-
bridge, Virginia, and 
former county executive, 

Prince William County, Virginia (csgerhart@gmail.
com). KiRA HASBARGEn is senior manage-
ment associate, ICMA, Washington, D.C. 
(khasbargen@icma.org). 
 
The authors thank Edge Coalition, Chicago, Illinois; 
Miami, Oklahoma; Miami Public Library; Sacramen-
to, California; and Sacramento Public Library for 
their contributions to this article’s content.

81%
of Americans 16 and older 

say that public libraries pro-
vide many services people 

would have a hard time 
finding elsewhere.

“ Education is what makes the difference. 
if people can read, they can learn. if 
people can learn, they can make informed 
decisions. By making informed decisions, 
people can participate in democracy.” 

—RIvkAh SASS, LIBRARY dIRECToR, SACRAMENTo PUBLIC LIBRARY, 
SACRAMENTo, CALIfoRNIA

“After engaging with the library, it is 
evident that it leverages technology and 
education to help our community meet 
our greatest challenges.”

—JEff BIShoP, CITY MANAGER, MIAMI, okLAhoMA

Today’s libraries are demonstrating a 
flexible approach to problem-solving by 
leveraging resources, finding partnerships 
in unusual places, and doing what they 
do efficiently and economically.” 

—JohN ShIREY, CITY MANAGER, SACRAMENTo, CALIfoRNIA
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1 Pew Research Center, December 2013, 
“How Americans Value Public Libraries in their 
Communities.” 
2 Pew Home Broadband 2013: http://www.
pewinternet.org/2013/08/26/home-broadband-2013.
3 iPAC publications: http://ipac.umd.edu/
publications.
4 icma.org/libraries: http://icma.org/en/icma/
knowledge_network/topics/kn/Topic/161/Libraries. 
5 Because Miami Public Library is the only library 
in Ottawa County, Oklahoma, residents of the county 
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wOrkINg 
tOgether
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I
n the October 2013 PM cover 
story, authors Jon Johnson, 
Chris Fabian, and Cheryl Hilvert 
argue that in the coming “decade 
of local government,” city and 

county managers will not be able to 
return to the status quo that existed 
before the recession. We will instead 
need to “manage, use, and optimize 
resources in a much different way 
than has been done in the past.” (To 
review article, go to icma.org/pm and 
check “Archives” tab.)

The authors emphasize the im-
portance of effective communication 
of financial information, developing 
a multiyear perspective on revenues 
and expenses, and framing budget 
decisions so that policymakers can 
set priorities for government services 
and programs.

I believe this advice is spot-on. 
The emphasis, though, is on the 
activities of the governing body, the 
chief executive officer (CEO), and the 
chief financial officer (CFO). How do 
we engage the rest of the organiza-
tion in meeting the challenges of 
a new fiscal reality? Have budget 
and financial management systems 
changed to match what managers 
now know about effective leadership 
and management of organizations?

Age-old Traditions Hard to Shake
As we celebrate the 100th anniver-
sary of the management profession, 
we can credit the strong financial 
management skills of the pioneering 
city and county managers, along with 
a public service ethic, for a large part 
of the success of the council-manager 
form of government.

But the way that budgets are 
managed has changed little in 
the past century. These steps in a 

budget cycle would be as familiar 
to the first managers as they are to 
those in present-day organizations:

•	 Departments prepare budget 
requests.

•	 The CEO or designee reviews the 
requests, which inevitably total 
more than the available revenue.

•	 Top management goes through a 
process of forcing the total of the 
departments’ budgets to balance 
to available revenues. Because this 
requires shaving the requests, this 
is typically referred to as a series of 
budget cuts, even if the net result is 
an increase in the total budget from 
one year to the next.

•	 The governing body receives the 
proposed balanced budget and goes 
through a series of work sessions 
and hearings that may result in 
some changes in a few areas, but 
leaves the bulk of the proposed 
budget untouched.

•	 Operating managers are given legal 
appropriations, and are told not 
to go over budget. They may even 
have limits at the line-item level.

•	 If general fund programs generate 
revenue, this revenue is typically 
accounted for in a separate place 
(the general fund “black hole”). 
Once the budget is adopted, operat-
ing managers focus on expenses, 
not revenues.

Good managers confronting this 
process learn to become experts at 
playing budget games. Tricks of the 
trade include padding of line items; 
over-estimation of revenues; the 
“Washington Monument” syndrome, 
which is defined as offering up popular 
services for budget cuts; and spend-it-
or-lose-it behaviors, among others.

This kind of central control, 
top-down approach may have been 
okay 100 years ago when managers 
worked under the assumption that 
their employees avoided both work 
and responsibility. But we’ve learned 
a lot about people in organiza-
tions, especially during the past 
half century. From authors Douglas 
McGregor’s Theory Y (1960) to 
Daniel Pink’s Drive (2011), we know 
these things:

•	 People are intrinsically motivated 
to do good work.

•	 Individuals in an organiza-
tion not only accept, but seek 
responsibility, and can exercise 
self-control.

•	 Operating managers and their 
employees need to have the tools 
and resources to get the job done.

•	 Direct feedback on performance, 
including financial performance, 
should go directly to the line man-
agers who provide the service.

A top-down centralized budget 
management system is completely at 
odds with a management philosophy 
of delegation and empowerment. It’s 
no wonder it tends to produce such 
pathological behavior in managers 
and governing boards.

A 21st Century Budget Process
Over the past three decades, a 
number of governments have ex-
perimented with a variety of ways to 
change the rules of the budget game 
in order to bring budget systems in 
line with principles of good manage-
ment. The pioneers include cities 
(primarily in the Southwest); the 
state of Minnesota; and even, on a 
pilot basis, some federal agencies. 

Takeaways

 › Budget management systems have seen 
little change in the past 100 years and have 
not kept up with new research on manage-
ment practices.

 › Innovations in budget systems have 
shown that it is possible to align the orga-
nization with the policy direction set by 
the governing board, while giving operat-
ing managers a high degree of flexibility in 
managing both resources and expenses.

 › These systems not only improve the orga-
nization’s efficiency and effectiveness, they 
also reinforce good management practices.

Incorporate 
good management 
principles
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Some of the concepts were introduced 
in Ted Gaebler and David Osborne’s 
Reinventing Government, under the 
label “Expenditure Control Budgeting.”

In my 35 years of preparing city 
budgets, reviewing other governments’ 
budgets for the Government Finance 
Officers Association, and studying budget 
management as a doctoral researcher, 
I’ve drawn conclusions on how budget 
systems can be shaped to work with, and 
not against, good management principles.

Here is what a 21st century budget 
process might look like:

•	 Citizen input is at the front of the 
budget process, not the end. This in-
put should take the form of expressions 
of values and priorities, not technical 
issues. Surveys and focus groups are 
good tools for soliciting this input.

•	 The governing board sets overall 
priorities and goals, per the advice of 
the authors of the October PM article 
“Embracing the `Decade of Local 
Government.’” In a continuing envi-
ronment of fiscal scarcity, these will 
be difficult decisions. As managers, it 
is our job to provide good background 
information and help frame the 
decisions. And above all, we need to 
empower elected officials to own this 
policy domain.

•	 Based on the governing board’s pri-
orities, the CEO sets the amount of 
general tax revenues (e.g., property, 
sales, and income taxes; franchise 
fees; state-shared revenue; and more) 
that will be allocated to each general 
fund program. Revenues for enterprise 
funds are limited by the utility rates 
approved by the governing board, and 
special revenue funds typically face 
similar limits.

•	 Costs for internal support ser-
vices (administration, IT, human 
resources, and legal services) are 
fully allocated to the direct-service 
programs, including those within the 
general fund. Their customers—direct 
service managers—should have a 
say in the amounts of these budgets, 
and as much flexibility as possible in 

exploring such alternatives as using 
contractors or even other departments 
for IT services or facility maintenance.

Once these steps are completed, 
the budget balancing process is essen-
tially done. If the operating managers’ 
priorities are truly aligned with those of 
the governing board, as they will be in 
a well-managed organization, then the 
governing board’s job is done as well.

Operating managers work out the 
line-item details. For general fund depart-
ments, the available resources include 
the allocation of general revenues noted 
above, plus any carryover savings from 
the prior fiscal year and any direct 
departmental revenues.

Expenses include indirect support 
service charges as well as direct operat-
ing costs, including personnel, supplies 
and services, and operating capital. 
Each program should have a contin-
gency account to eliminate the need to 
pad line items.

Note that the line-item detail is simply 
there to give operating managers a way 

to plan and manage their own programs. 
They are not subject to further review or 
approval by a central budget czar.

Each program within the general 
fund is self-balancing: Resources equal 
estimated expenditures plus contingency. 
During the ensuing fiscal year, the 
operating manager is accountable only 
for the bottom line: Expenses must equal 
or be less than resources.

If more money comes in—depart-
mental revenues or carryover savings are 
higher than estimated—then the operat-
ing manager can spend more without 
interference from the finance depart-
ment, or put more aside in contingency. 
Someone in the organization may need 
to amend appropriations to conform to 
antiquated legal requirements, but this 
would be done automatically.

By the same token, if resources come 
in less than estimated, the operating 
manager must make adjustments on the 
spending side.

many Side Benefits
This process also has some side 

Sample Budget
What does a budget prepared under the management principles explained in this 
article actually look like? This example is the budget for a direct-service program—
police or sheriff services, for example—within a government’s general fund.

benefits. First, most budget games are 
eliminated, since there is no request 
process and no zero-sum game where 
operating managers compete with each 
other for a slice of the budget pie. The 
CEO must use skill and judgment in 
allocating general revenues, but this 
allocation is nonnegotiable.

As a city manager, I’ve been doing 
this for more than two decades, and it 
works. Department heads may think 
their allocation is too small, but if they 
have full freedom in how they manage 
their limited resources, the trade-off is 
worth it to them.

By allowing 100 percent of the sav-
ings—and revenue that comes in higher 
than estimated—to be carried forward, 
the spend-it-or-lose-it problem disap-
pears. Knowing that they have flexibility 
in how to allocate the savings, operating 
managers constantly look for ways to 
reduce the cost of doing business.

A major benefit is that the govern-
ing board and CEO have now enlisted 
all the operating managers in the hard 
work of managing with constrained 
resources. I’ve been amazed at the 
innovative and thoughtful ways that 
operating managers have met the chal-
lenge of stretching resources to provide 
excellent services. I’ve also had to 
admit they know their operations 
better than I do; they can make tough 
decisions, and because they own them, 
they buy into them.

Another benefit is that with operating 
managers responding immediately and 
independently to external pressures on 
revenues and expenditures, there is little 
need to go through an annual budget 
process. Budgets can be adopted for a 
24-month fiscal period.

The time freed up from number 
crunching can be used, in the off-year, 
for a thorough review of the govern-
ment’s services and programs using best 
practices in performance measurement. 
And the next step in this evolution will 
be to eliminate budgets altogether and 
replace them with rolling forecasts, 
allowing the organization to make 
continuous fine-tuning adjustments to 

priorities and the allocation of resources. 
(For more on this approach, check out 
the work of the Beyond Budgeting Round 
Table at bbrt.org.)

The primary benefit of this system 
has nothing to do with finances at all. It 
simply reinforces the principles of good 
management—delegation, empower-
ment, alignment of goals—that managers 
follow or should follow in other aspects 
of leading an organization. Better budget 
decisions are a side benefit, but here are 
the ones that really matter:

•	 Ability of the organization to respond 
quickly to abrupt changes in the 
environment.

•	 Resilience of the organization to 
external and internal challenges.

•	 Adoption of creative or innovative 
solutions to problems.

•	 Alignment of the activities and output 
of the organization with the priorities 
of the governing board.

•	 Job satisfaction of employees.

going for the “Best-managed” 
moniker
If we are entering the “decade of local 
government,” local governments may 
emerge as leaders in dealing with the 
challenge of providing government 
services, doing so more effectively than 
state and national government counter-
parts. But that’s a pretty low bar.

Wouldn’t it be nice if local govern-
ments emerged as the best-managed 
organizations, period? When author Jim 
Collins next speaks to managers at an 
annual conference, wouldn’t it be great if 
his presentation was based on a book 
highlighting cutting-edge leadership in 
cities and counties? That won’t happen if 
we continue to cling to a century-old 
budget management system. 

IteM AMount CoMMent

Beginning balance $350,000     Carryover savings estimated by department; 
can only be used for one-time expenses or 
contingency.

Departmental revenues $950,000       Estimated by department.

General revenues $8,216,000    Allocation set by the CEO.

total Resources $9,516,000    

expenSeS
Personnel $7,800,000    Estimated by department with finance 

assistance.

Services and supplies $226,000       

Operating capital $200,000       

Indirect support expense $1,040,000    Based on support service budgets approved 
by direct service managers.

Departmental 
contingency

$250,000

total expenses $9,516,000    

SCott LAzenBy, Ph.D., 
ICMA-CM, is city manager, Lake 
Oswego, Oregon (slazenby@ci.
oswego.or.us). He is author of the 
book The Human Side of Budgeting 

(2013), available through Amazon and in all major 
e-book formats.

$60 hourly to $100 depending on experience, qualifi cations, and job assignment.

     Regional Government Services seeks Public Sector Professional positions at 
a variety of professional and technical levels, from analyst to director, for our 
service partners (other public agencies).  
     We off er fl exibility and independence! Assignments vary and are throughout 
California.  Work is mixed between home-based and service partners’ offi  ces.  
Must be willing to travel between several areas and work with multiple agencies.  
Guaranteed compensation of 20 hours per week with the possibility of up to 40 
hours of work per week on extended assignments. 
     Candidates must have STRONG public sector experience.  Requires at least 
a BA in HR, Business, Finance, Accounting, Public Policy or related (Master’s 
preferred) and 5 years of progressively more responsible professional-level 
public-sector managerial experience.    
     For more detailed information and to apply, go to CalOpps at http://www.
calopps.org.  Click Member Agencies, then Regional Government Services, then 
Public Sector Professional.  Only applications fi led through CalOpps will be 
reviewed on an Open Until Filled basis.   

Seeking Public Sector Professionals
in Human Resources and Finance.

Contact roppenheim@rgs.ca.gov for questions.
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IteM AMount CoMMent
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expenSeS
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SCott LAzenBy, Ph.D., 
ICMA-CM, is city manager, Lake 
Oswego, Oregon (slazenby@ci.
oswego.or.us). He is author of the 
book The Human Side of Budgeting 

(2013), available through Amazon and in all major 
e-book formats.
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P
arking can be a powerful 
resource for promoting 
economic development and 
improving the quality of life in 
any community. And one of 

the most important tools at the disposal 
of city and county administrators and 

planners is parking pricing. By imple-
menting strategic pricing, local govern-
ments can influence where drivers park 
and for how long.

When done right, this can have an 
extraordinary impact on a community's 
economy and the health of local busi-
nesses. It can also affect the quality of 
life for residents. The problem is, most 
communities don't do it right.

The good news is that some places are 
starting to recognize the power of pricing 
and are beginning to leverage parking 
pricing as an important tool for supporting 
local businesses, reducing traffic conges-
tion, cutting vehicle-borne pollution, and 
generally improving the quality of life for 
residents. A number of cities, including 

San Francisco and Santa Monica, Califor-
nia, and Seattle, Washington, just to name 
a few, have begun setting prices strategi-
cally to achieve urban planning goals. 

Common Mistakes
The most common mistake communi-
ties make is not charging—or at least 
not charging enough—for parking, 
particularly in downtown business dis-
tricts. Often, local officials and planners, 
as well as business owners, assume 
that the best way to attract shoppers, 
patrons to local entertainment venues, 
or other visitors is to offer plentiful 
free parking. This approach, however, 
typically has significant unintended 
consequences, making it even more dif-
ficult for people to conveniently access 
businesses or services.

The problem is that when free or 
underpriced parking is provided, it typi-
cally causes the most valuable spaces—
those that are located adjacent to local 
businesses, services, and entertainment 
venues—to be overused. Often, these 
spaces are occupied early in the day 
by employees of area businesses, even 
before the visitors for whom they are 
intended have come downtown.

And they tend to remain occupied 
by these same parkers throughout the 
day. In addition to reducing—or even 
eliminating—the number of open spaces, 
this practice also dramatically increases 
roadway congestion as drivers circle 
blocks looking for available spaces or 
waiting for occupied spaces to open 
up. This unnecessary congestion makes 
roadways less safe for both drivers and 
pedestrians, and needlessly generates 
unhealthy emissions.

In the end, the common practice 
of providing free or excessively cheap 
parking doesn’t accomplish the desired 
end of supporting local businesses and 
providing convenience for residents. 
Instead, it merely ends up frustrating 
drivers who are trying to get to local 
businesses and those who are trying to 
get home. If the problem becomes acute 
enough, it can cause shoppers to look 
for other options outside the city, and 

even for residents to consider moving to 
less-congested communities.

A Planning Solution
So what’s the answer? The solution be-
gins with setting a goal of 85 percent oc-
cupancy for on-street parking spaces. This 
threshold is based on the accumulated 
knowledge of parking planners on what 
level of occupancy maximizes use while 
assuring sufficient on-street parking.

When cities and counties achieve and 
maintain this 85 percent threshold, their 
on-street parking resources are doing 
their job—providing accessible and 
convenient parking—while ensuring that 
there will typically be parking spaces 
available for newly arrived parkers.

How can communities achieve this 
level consistently? The most powerful 
tool available is pricing. Downtown 
spaces that are in close proximity to 
such high-demand destinations as retail 
establishments, restaurants, and enter-
tainment venues are worth a premium, 
and they should be priced as such. For 
these spaces, parking prices should be 
set at levels that will be acceptable to 
short-term parkers, but too high for 
long-term parkers.

This depends on the market. A $6 
hourly rate in San Francisco or Chicago, 
for example, may be acceptable to con-
sumers parking on-street and then dining 
at a nearby restaurant, in lieu of paying 
$10 to $20 or more for restaurant valet 
parking. A $6 hourly rate in a Nebraska 
community, however, probably is not 
going to be acceptable.

The on-street hourly rate should 
be higher than the off-street hourly 
rate.  Although some patrons will park 
on-street no matter the rate, the aim is to 
move most of the long-term patrons off 
the street and this can be accomplished 
through strategic pricing.

This requires a balancing act of sorts, 
with prices set low enough to attract 
parkers but high enough to encourage 
frequent turnover. This balance can 
be difficult to achieve and is a moving 
target. Trial and error is the best way to 
arrive at the right balance.

Local governments practicing 
demand-based pricing should raise or 
lower on-street rates on a block-by-
block basis until the 85 percent target 
occupancy rate is achieved and hold at 
these rates until changes in occupancy 
patterns develop. Regular monitoring of 
space usage is necessary for purposes 
of informing decision-making. Turnover 
can be promoted further by limiting how 
long parkers can stay in a given space.

This market-based approach can 
only succeed if less expensive parking is 
available within walking distance. Park-
ers need to have an attractive alterna-
tive available, particularly if they are 
planning to park for an extended period 
of time. If tiered pricing is established 
throughout a community, drivers are 
able to make conscious choices about 
where to park and how much they are 
willing to pay.

When this approach is pursued, 
employees of local businesses and 
visitors who are planning to stay for an 
extended period of time are more likely 
to use more remote and less pricey park-
ing spaces, leaving premium spaces for 
short-term parkers.

Some communities are even refining 
their market-based pricing to the point 
where they are adjusting prices periodi-
cally, or charging different rates at differ-
ent times of the day, to make sure that the 
cost of parking reflects current utilization. 
These places conduct periodic use 
surveys that indicate whether individual 
spaces are under- or over-used, and when 
demand is greatest for those spaces, and 
then adjust prices accordingly.

This option is made possible by 
such new parking technologies as smart 
meters and single-space sensors. These 
new tools record and measure when 
parkers are using a given space and for 
how long. When parking administrators 
use this information to set varied prices 
throughout the day, they can go a long 
way towards ensuring that their spaces 
will always (or almost always) enjoy 85 
percent occupancy.

Even though market-based pricing has 
gained widespread acceptance throughout 

the parking planning community, many 
communities are still hesitant to imple-
ment it. Part of this hesitancy is the result 
of discomfort with change and part is due 
to opposition from community and busi-
ness leaders who are afraid that raising 
parking will hurt businesses.

Explain the Pricing Rationale
That’s why it is essential for communi-
ties to undertake strategic communica-
tions efforts designed to inform local 
business and community leaders about 
how free parking is hurting downtown 
business, and why strategic pricing will 
actually promote economic growth. It 
may seem counterintuitive to say that 
raising parking prices will result in more 
economic growth, but experience dem-
onstrates that this is indeed the case. By 
educating key constituencies about these 
benefits, cities can garner the support of 
local business and community leaders.

And the need for education extends to 
residents, too. In fact, whenever a parking 
planning initiative is undertaken, local offi-
cials should undertake a strategic program 
to communicate to the entire community 
what the parking program entails, why it 
is being pursued, and how the community 
will benefit. Fortunately, local govern-
ments tend to reap the benefits of strategic 
parking planning quickly, and opposition 
to market-based pricing tends to disappear 
soon after it is implemented.

Parking is one of the most valuable 
resources that any community has at its 
disposal. Unfortunately, it is typically 
underused by communities, which don’t 
recognize its power or just see it as a 
way to raise revenues.

By establishing strategic parking 
pricing, localities can promote some of 
their most important urban planning 
goals, including supporting local 
businesses, creating a more sustainable 
community, and improving the quality of 
life for residents. 

Takeaways

 › Learn how pricing on-street parking 
can support economic development 
and urban planning goals by freeing 
up short-term spaces for customers.

 › Learn how not to price on-street 
parking and reasons why.

The 
Parking 
Price 
i$ righT
Achieve urban planning goals 
through strategic pricing
By John Dorsett

John Dorsett, AICP, is a 
certified planner and principal, 
Walker Parking Consultants, 
Indianapolis, Indiana (john.dorsett@
walkerparking.com).
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The PrinciPle of 
one Voice
What good councils do when they disagree

A s a freshman in the civil engi-
neering program at the Univer-
sity of New Hampshire (a long, 

long time ago), I learned Isaac Newton’s 
law of motion, “A body in motion tends 
to stay in motion” and its corollary, “A 
body at rest tends to stay at rest.”

While Newton’s Laws of Motion, 
which were developed by this 17th 
century scientist, and governing may 
not seem to have much in common, my 
experience tells me that good governing 
bodies tend to stay good, and one of 
the key principles that they use to do so 
is “The Principle of One Voice.”

 

Group Power
In essence, this principle says that the 
power of the group is as a group and 
that no individual—even if he or she 
disagreed with and voted against the de-
cision—has the ability to counteract the 
group. Further, the group accepts split 
decisions without rancor or concern 
because in ongoing good governance 
the group does not always have to (and 
even should not always) agree.

What I tell governing body members 
is that this does not mean that if they 
voted against a particular course of 
action that they have to become the 
spokesperson for the decision. It simply 
means that they cannot undermine or 
act contrary to the decision.

What they can certainly say to 
their constituents, the media, or 
others who might ask is something 
along the lines of, “As you know, 
I opposed this decision and voted 
against it. Now that the council has 
voted, however, in the interest of good 
governance, I will be supporting the 
decision as we move forward.”

If this sounds too perfect to be true, 
consider this. At a recent training for 

city councilmembers in the Wichita, 
Kansas, area sponsored by the Hugo 
Wall School, I was joined by a panel 
of successful mayors who shared their 
experiences in these matters. I heard a 
great story by Willis Heck, the former 
mayor of Newton, Kansas.

Mayor Heck talked about an exceed-
ingly controversial item involving a 
shared facility with the school district 
that he spoke strongly against, going so 
far as to attend a school board public 
hearing to try to influence the decision. 
The community was sharply divided 
and after much debate, the school 
board and the city council, of which he 
was a member, voted to proceed with 
the endeavor. Willis voted against the 
motion.

After the vote, and when it was 
clear that the facility was indeed going 
to be shared, the council asked him 
to help negotiate the terms because in 
their words, “We think you have the 
best skills for this.” As Willis so simply 
put it when I asked him about that 
situation recently: “I, of course, did the 
best I could because that was the will 
of the majority!”

Group Wisdom
Another example came to me early in 
my career by one of the first mayors I 
worked with in Pittsburg, Kansas. After 
an extremely controversial decision in 
which he sided with staff and lost the 
vote, I asked him what his next course 
of action was going to be.

He looked straight at me and said, 
“Why, support the wisdom of the 
group of course. I learned long ago 
that I was going to win some and lose 
some. I didn’t prevail on the item today, 
but guess what? There always will be 
another item.”

When council can take this type of 
long view, you see good governance 
tending to stay good.

If councilmembers behave this way 
now, be sure to reinforce their behavior 
by pointing it out and complimenting 
it. Also be sure staff plays by this rule 
as well. If the council votes against 
the staff recommendation, even if you 
believe in your heart they were wrong, 
remember my early mayor’s admoni-
tion—there will always be another 
issue. Make sure council knows that 
you and the staff always follow the 
majority direction.

If your council does not adhere to 
the Principle of One Voice and you 
experience pushback, subterfuge, 
or outright defiance on the part of 
individual members, try to get good 
governance going by reminding them, 
privately at first and then publically if 
necessary, that the staff is duty bound 
to follow the will of the majority.

You also can point out that even 
though they disagree personally with 
the decision, it hurts the community to 
try to undermine it, and that it is in the 
best interest of all to look to the next 
issue, because there always will be one.

Group Support
Mayor Heck closed his story this way: 
“When I look back on my time as 
mayor, I can say that ensuring that both 
sides got a fair deal on that one issue 
brought me so much credibility that I 
was able to advance many other causes 
that were even dearer to me.

“Folks knew that I could be trusted 
to support the will of the council, 
irrespective of where I stood as mayor, 
and so were much more willing to 
listen to me than they otherwise might 
have been.” 

 6
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neTworking leads 
To BeTTer resulTs
Local governments show how it’s done

M erriam-Webster’s definition of 
networking is: “The exchange 
of information or services 

among individuals, groups, or institu-
tions; specifically: the cultivation of 
productive relationships for employment 
or business.”1 An important part of 
the mission of the Alliance for Innova-
tion is to further develop networking 
among local governments and their staff 
members for the purpose of accelerating 
innovative practices.

Most organizations, public and 
private, recognize the benefits of well-
networked members. Longstanding civic 
organizations, for example, were formed 
to do good work in their communities 
and to provide a platform for networking 
community leaders with one another.

While networking can take place 
in informal settings, increasingly local 
governments intentionally create 
opportunities for employees to learn 
from others in their field or their 
region. This article highlights two 
exchange programs that intensified the 
networking experience. Benefits real-
ized through these activities include:

•	 Learning how others accomplish 
similar work or tasks.

•	 Sharing ideas on how to do tasks and 
projects better.

•	 Building stronger bonds with other 
staff and organizations.

•	 Providing staff development for 
participants.

•	 Providing an attractive workplace in 
order to recruit and retain talent.

Cities Unlimited
The Cities Unlimited program between 
Coon Rapids and Brooklyn Park, Min-
nesota, allows them to share internal 
expertise and resources purposely 

but without contracts. With increas-
ing demand for service and limited 
capacity, the goal of the program was 
for the cities to focus on developing 
and strengthening their natural talent to 
maximize the effectiveness of internal 
resources deployment.

A program developed by Brooklyn 
Park Assistant City Manager Michael 
Sable and Coon Rapids Assistant City 
Manager Matt Stemwedel, which is 
under the guidance of Matt Fulton, city 
manager of West Saint Paul, and Jamie 
Verbrugge, city manager of Brooklyn 
Park, allows a city to identify its natural 
talent and develop it into strengths for 
each organization.

When a problem arises where one 
organization needs the expertise it lacks, 
instead of outsourcing to a consultant, 
the city can share (i.e., trade) its own 
internal experts with each other, saving 
financial resources to be reinvested in 
internal talent. 

When Coon Rapids wanted to create 
an innovation team, for example, and 
recognized it needed facilitation services, 
the city contacted Brooklyn Park where 
trained internal facilitators were able to 
help with the initiative Coon Rapids was 
undertaking. Brooklyn Park offered to 
facilitate the Coon Rapids meetings and in 
return, Coon Rapids offered performance 
measurement expertise to help Brooklyn 
Park coach its staff on improving that 
performance measurement program.

The two organizations have gone 
on to collaborate on a number of other 
training programs, saving both time and 
money. While not all problems can be 
solved by borrowing talent, it creates a 
powerful tool for managers to cost-
effectively address challenges.

Some cities have collaborated this 
way informally for years but usually 

only where established relationships 
already existed. By formalizing this 
process, Coon Rapids and Brooklyn 
Park have created new opportunities to 
share costs, train more staff, and build 
connections that didn’t exist previously.

Both organizations have been able 
to network more, promoting greater 
collaborative opportunities and idea 
generation. Building on the initial suc-
cess, Coon Rapids and Brooklyn Park 
envision a document or website that 
could identify experts in the communi-
ties so that participants know what is 
available to them.

Recently, Coon Rapids created 
the Wizard Program to catalog staff 
expertise that will better enable it to 
use and deploy resources internally 
and externally in the future. The city 
is currently encouraging as many 
“wizards” to come forward as possible. 
The next phase will include recruiting 
people who can be identified as having 
such specific skills as Word, Excel, or 
PowerPoint.    

Management Talent Exchange
In 2003, two Silicon Valley city manag-
ers at the time (Frank Benest, Palo 
Alto, and Ed Everett, Redwood City) 
were discussing the upcoming retire-
ment of baby-boomer managers and 
the lack of interest in public service 
from younger generations.

As they developed the litany of 
shortcomings their organizations faced 
in offering high-quality training and 
opportunities for advancement in small 
organizations, they also outlined a po-
tential solution that came to be known 
as the Management Talent Exchange 
Program (MTEP), which is now entering 
its 10th year.

MTEP provides high-potential 
employees a three-month opportunity 
to work in a nearby Silicon Valley com-
munity to develop new skills, relation-
ships, and context for their future 
careers. It currently consists of 20 local 
governments (cities, counties, special 
districts) that nominate an employee 

and generally receive an employee 
from another agency in return.

The “hosting” agency agrees to 
provide a supervisor who also acts as 
a coach and mentor. Learning forums 
also allow all exchange employees 
to hear speakers on such topics as 
leadership and career development.

In order to supercharge the 
development of the high-potential 
employees, they are not only placed 
in a different organizational culture 
but in a different discipline and 
work on projects with which they 
are not familiar. Thus, the partici-
pants develop new competencies, 
experiences, and relationships.

The program is sponsored by the 
City/County Management Associations 
of Santa Clara and San Mateo coun-
ties. It is administered by the Human 
Resources Department of San Mateo 
County. Participating jurisdictions pay 
$1,000 to cover administration costs.

Participants and local govern-
ment leaders are unanimous in their 
praise of the program. They say that 
MTEP exposes high-potential em-
ployees to professional development 
beyond what any single organization 
could provide, as well as experience 
in different work cultures that will 
assist them in future career choices.

Lessons Learned
These two programs highlight 
the vast potential of networking 
exchange programs:

•	 There is tremendous underused 
talent within most organizations. 
Identify it and leverage it!

•	 Organizations can seek out 
expertise within the organiza-
tion and use it to train their 
own staffs. This is inexpensive 
and helps connect your own 
employees to one another and 
highlights skill areas that aren’t 
included in traditional trainings.

•	 Talent can be traded with other 
organizations. Which com-

munities nearby do you admire? 
What could you trade them for 
access to their expertise?

•	 A broader exchange program can 
leverage mid-level staff who would 
benefit from more challenging 
work opportunities, which aren’t 
offered in their home organiza-
tion. This creates a chance for an 
up-and-comer to get exposure to 
a new organizational culture and 
new ways of operating.

•	 “Fire bullets, then cannonballs” 
(Collins and Hansen, 2011, p. 69)2 
allows ideas to be shared from 
experts in other communities 
before an organization develops 
something new. Narrow some of 
your options by getting ideas from 
others who have addressed the 
problem you are trying to address.

•	 Grow the organizational talent 
capacity by teaching each other. 
The opportunities are unlimited.

Networking takes time and 
intentionality. For low costs, organiza-
tions can support their own employ-
ees, increase their skill set, help 
position mid-level employees to 
prepare for leadership roles, and build 
regional relationships that will bear 
fruit through new collaborations and 
enhanced expertise. 

endnotes

1 Networking [Def. 1]. (n.d.). Merriam-Webster.
com. In Merriam-Webster. Retrieved February 6, 
2014, from http://www.merriam-webster.com/
dictionary/networking. 
2 Collins, J. and Hansen, M.T. (2011). Great 
by Choice: Uncertainty, Chaos, and Luck--Why 
Some Thrive Despite Them All. HarperCollins. 
Retrieved from http://books.google.com.

karen thoreson 
is president, Alliance 
for Innovation, 
Phoenix, Arizona 
(kthoreson@

transformgov.org), and GreG stopka is 
central regional director, Alliance for 
Innovation, Oak Park, Illinois (gstopka@
transformgov.org). He is a current participant 
of the Leadership ICMA Class of 2015. 

CALENDAR OF EVENTS
For information about ICMA events  

Visit icma.org/calendar

  MAY
 April 30–1 Mountain Plains Young Professionals  
  Leadership Institute

 1–2 Mountain Plains Regional Summit 
  Hilton DFW Conference Center  
  Dallas Metro Area, TX

 1 Civic Engagement Workshop: 
  “Engaging Your Community:   
  It’s More Than... Three Minutes  
  at the Microphone!   
  Workshop 
  Village of Hoffman Estates, IL 

 7 Knowledge Management: Transfer It  
  Before It’s Too Late! 
  Online Webinar

 7–8 West Coast Young Professionals  
  Leadership Institute

 8–9 West Coast Regional Summit 
  The Fairmont San Jose  |  San Jose, CA

 11–15 International Regional Summit  
  Yangzhou, China

 22 A Higher Standard: Performance,  
  Accountability, and Customer Service 
  Online Webinar

 31–June 7 SEI Leadership Institute   
  Charlottesville, VA

 JUNE
 2 Online and Housing registration open  
  for the 100th  Annual Conference  
  Charlotte/Mecklenburg, NC

 26 The Great Motivator: Motivating  
  Employees/Leading Change 
  Online Webinar

 JULY
 1 Application deadline for Voluntary  
  Credentialling Program 

 8 Deadline to Save the Most on the  
  Annual Conference Registration

 30 Application deadline Leadership  
  ICMA Class of 2016

14-535 ICMAU Calendar Ad-PM-April.indd   1 3/20/14   11:49 AM



18  PUBLIC MANAGEMENT  |  MAY 2014 icma.org/pm icma.org/pm 

innovation edge  |  networking

BY kArEN ThorEsoN ANd GrEG sToPkA 

neTworking leads 
To BeTTer resulTs
Local governments show how it’s done

M erriam-Webster’s definition of 
networking is: “The exchange 
of information or services 

among individuals, groups, or institu-
tions; specifically: the cultivation of 
productive relationships for employment 
or business.”1 An important part of 
the mission of the Alliance for Innova-
tion is to further develop networking 
among local governments and their staff 
members for the purpose of accelerating 
innovative practices.

Most organizations, public and 
private, recognize the benefits of well-
networked members. Longstanding civic 
organizations, for example, were formed 
to do good work in their communities 
and to provide a platform for networking 
community leaders with one another.

While networking can take place 
in informal settings, increasingly local 
governments intentionally create 
opportunities for employees to learn 
from others in their field or their 
region. This article highlights two 
exchange programs that intensified the 
networking experience. Benefits real-
ized through these activities include:

•	 Learning how others accomplish 
similar work or tasks.

•	 Sharing ideas on how to do tasks and 
projects better.

•	 Building stronger bonds with other 
staff and organizations.

•	 Providing staff development for 
participants.

•	 Providing an attractive workplace in 
order to recruit and retain talent.

Cities Unlimited
The Cities Unlimited program between 
Coon Rapids and Brooklyn Park, Min-
nesota, allows them to share internal 
expertise and resources purposely 

but without contracts. With increas-
ing demand for service and limited 
capacity, the goal of the program was 
for the cities to focus on developing 
and strengthening their natural talent to 
maximize the effectiveness of internal 
resources deployment.

A program developed by Brooklyn 
Park Assistant City Manager Michael 
Sable and Coon Rapids Assistant City 
Manager Matt Stemwedel, which is 
under the guidance of Matt Fulton, city 
manager of West Saint Paul, and Jamie 
Verbrugge, city manager of Brooklyn 
Park, allows a city to identify its natural 
talent and develop it into strengths for 
each organization.

When a problem arises where one 
organization needs the expertise it lacks, 
instead of outsourcing to a consultant, 
the city can share (i.e., trade) its own 
internal experts with each other, saving 
financial resources to be reinvested in 
internal talent. 

When Coon Rapids wanted to create 
an innovation team, for example, and 
recognized it needed facilitation services, 
the city contacted Brooklyn Park where 
trained internal facilitators were able to 
help with the initiative Coon Rapids was 
undertaking. Brooklyn Park offered to 
facilitate the Coon Rapids meetings and in 
return, Coon Rapids offered performance 
measurement expertise to help Brooklyn 
Park coach its staff on improving that 
performance measurement program.

The two organizations have gone 
on to collaborate on a number of other 
training programs, saving both time and 
money. While not all problems can be 
solved by borrowing talent, it creates a 
powerful tool for managers to cost-
effectively address challenges.

Some cities have collaborated this 
way informally for years but usually 

only where established relationships 
already existed. By formalizing this 
process, Coon Rapids and Brooklyn 
Park have created new opportunities to 
share costs, train more staff, and build 
connections that didn’t exist previously.

Both organizations have been able 
to network more, promoting greater 
collaborative opportunities and idea 
generation. Building on the initial suc-
cess, Coon Rapids and Brooklyn Park 
envision a document or website that 
could identify experts in the communi-
ties so that participants know what is 
available to them.

Recently, Coon Rapids created 
the Wizard Program to catalog staff 
expertise that will better enable it to 
use and deploy resources internally 
and externally in the future. The city 
is currently encouraging as many 
“wizards” to come forward as possible. 
The next phase will include recruiting 
people who can be identified as having 
such specific skills as Word, Excel, or 
PowerPoint.    

Management Talent Exchange
In 2003, two Silicon Valley city manag-
ers at the time (Frank Benest, Palo 
Alto, and Ed Everett, Redwood City) 
were discussing the upcoming retire-
ment of baby-boomer managers and 
the lack of interest in public service 
from younger generations.

As they developed the litany of 
shortcomings their organizations faced 
in offering high-quality training and 
opportunities for advancement in small 
organizations, they also outlined a po-
tential solution that came to be known 
as the Management Talent Exchange 
Program (MTEP), which is now entering 
its 10th year.

MTEP provides high-potential 
employees a three-month opportunity 
to work in a nearby Silicon Valley com-
munity to develop new skills, relation-
ships, and context for their future 
careers. It currently consists of 20 local 
governments (cities, counties, special 
districts) that nominate an employee 

and generally receive an employee 
from another agency in return.

The “hosting” agency agrees to 
provide a supervisor who also acts as 
a coach and mentor. Learning forums 
also allow all exchange employees 
to hear speakers on such topics as 
leadership and career development.

In order to supercharge the 
development of the high-potential 
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BY JEff dAvIdsoN  

one Thing aT 
a Time
Increase your productivity by slowing down

E very day, virtually all city and 
county managers and their staffs 
engage in multitasking. This 

might feel temporarily satisfying, but 
multitasking cannot compete with the 
long-term productivity of handling one 
thing at a time.

To become a master of doing one 
thing at a time, pick an activity—work 
related or not—that you enjoy and where 
there’s a high probability that you can 
engage in that activity without doing 
anything else. It could be driving your 
car with the radio off or reading in your 
favorite armchair without having a snack.

Start with small segments. If you’re 
reading in your favorite armchair, prom-
ise yourself you’ll go 10 minutes without 
any snacks the first night. The second 
night, go 15 minutes, then 20, and so 
forth. Eventually, you might get to the 
point where you can read for an hour or 
more without having to resort to snacks.

If you’re trying to engage in reading, 
conceptual or breakthrough thinking, or 
creative problem solving, find as quiet a 
place as possible. Your ultimate goal will 
be to focus on work-related tasks one at 
a time, so that your concentration and 
quality of performance goes up, your 
anxiety level goes down, and the clock 
slows down.

Tackle One Key Task 
When you’re surrounded by tasks compet-
ing for your attention, identify the one 
that’s most important to tackle and stay 

with it until completion, or for as long as 
you can. If you’re temporarily pulled away 
by something else, return to the important 
task at hand and, again, stay with it to 
completion, or for as long as you can.

When you have no choice but to 
handle a multiplicity of items compet-
ing for your attention, practice the 
ability to give at least short bursts of 
your full attention to the task at hand, 
before turning to something else that 
begs your attention.

If you’ve ever noticed airline 
reservation personnel in the middle of 
a pressure situation, you know what 

I mean. Suppose the plane is going to 
be leaving in a matter of minutes, and 
several passengers have arrived late.

Rather than trying to deal with three 
or four passengers at the same time, 
the ticket agent deals with one person 
and ticket situation at a time, often not 
even raising his head from the computer 
screen. He is ensuring the ticket will be 
correct once it’s printed.

The same observation can be made 
of a bank teller, a bus driver, or a con-
struction worker walking on scaffolding 
five stories above the ground. Indeed, 
when you look around, you find all 
kinds of people who are adept at doing 
one thing at a time. 

Other habits can also help you 
master this habit:
•	 Initiate personal balancing techniques. 

Take deep breaths, stare out the 
window, envision yourself tackling the 

situation easily, or close your eyes for 
a few seconds before confronting the 
task again.

•	 Observe the people in your organiza-
tion who concentrate well. What do 
they do differently than the rest? Talk 
to them, learn from them.

•	 Bring earplugs to work, if it’s neces-
sary. Use a sound screen if it helps.

•	 Encourage others to join your mission to 
increase your powers of concentration. 

Some Wiggle Room
While you need to disengage in multi-
tasking far more than you realize, there 
are  times when it’s perfectly permissible 
to do more than one thing at a time.

Most of those times occur away 
from work. Obviously, at dinner with 
a friend or loved one you’ll be talking 
and eating simultaneously. Generally, 
it’s okay to drive and listen to the 
radio, CDs, or your iPod. The exception 
is when the decibel level is so high that 
your concentration is impaired.

The issue becomes foggy when it 
comes to using a cell phone and driving. 
Both have the potential to diminish your 
concentration and increase your prob-
ability of being involved in an accident. 
Some people argue that cell phones 
come with speakers, so you can hold a 
phone conversation while keeping both 
hands on the wheel.

The problem with engaging in 
conversation and performing other tasks 
is that speaking requires far more brain 
activity than the passive act of listening 
to the radio or a CD player. If you insist 
on engaging in conversations while using 
your cellphone in the car, perhaps it’s best 
for you to pull off to the side of the road.

The more often you can get into the 
habit of doing one thing at a time, the 
better you’ll do, and the more time will 
slow down for you. 

Jeff davidson, MBA, CMC, is 
principal, Breathing Space® Institute, 
Raleigh, North Carolina. An author and 
presenter on work-life balance, he holds 
the world’s only registered trademark 

from the U.S. Patent and Trademark Office as “The 
Work-Life Balance Expert.”® 

ThE MorE ofTEn you cAn gET inTo ThE hAbiT of 
doing onE Thing AT A TiME, ThE bETTEr you’ll do, 
And ThE MorE TiME will slow down for you. 



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

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

www.foxlawson.com
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Leading Change in  
Emergency Services

EMS & FirE ConSuLting

Fitch & Associates has been a worldwide 
provider of complete financial, operational 
and HR management consulting services 
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BY JEff dAvIdsoN  

one Thing aT 
a Time
Increase your productivity by slowing down

E very day, virtually all city and 
county managers and their staffs 
engage in multitasking. This 

might feel temporarily satisfying, but 
multitasking cannot compete with the 
long-term productivity of handling one 
thing at a time.

To become a master of doing one 
thing at a time, pick an activity—work 
related or not—that you enjoy and where 
there’s a high probability that you can 
engage in that activity without doing 
anything else. It could be driving your 
car with the radio off or reading in your 
favorite armchair without having a snack.

Start with small segments. If you’re 
reading in your favorite armchair, prom-
ise yourself you’ll go 10 minutes without 
any snacks the first night. The second 
night, go 15 minutes, then 20, and so 
forth. Eventually, you might get to the 
point where you can read for an hour or 
more without having to resort to snacks.

If you’re trying to engage in reading, 
conceptual or breakthrough thinking, or 
creative problem solving, find as quiet a 
place as possible. Your ultimate goal will 
be to focus on work-related tasks one at 
a time, so that your concentration and 
quality of performance goes up, your 
anxiety level goes down, and the clock 
slows down.

Tackle One Key Task 
When you’re surrounded by tasks compet-
ing for your attention, identify the one 
that’s most important to tackle and stay 

with it until completion, or for as long as 
you can. If you’re temporarily pulled away 
by something else, return to the important 
task at hand and, again, stay with it to 
completion, or for as long as you can.

When you have no choice but to 
handle a multiplicity of items compet-
ing for your attention, practice the 
ability to give at least short bursts of 
your full attention to the task at hand, 
before turning to something else that 
begs your attention.

If you’ve ever noticed airline 
reservation personnel in the middle of 
a pressure situation, you know what 

I mean. Suppose the plane is going to 
be leaving in a matter of minutes, and 
several passengers have arrived late.

Rather than trying to deal with three 
or four passengers at the same time, 
the ticket agent deals with one person 
and ticket situation at a time, often not 
even raising his head from the computer 
screen. He is ensuring the ticket will be 
correct once it’s printed.

The same observation can be made 
of a bank teller, a bus driver, or a con-
struction worker walking on scaffolding 
five stories above the ground. Indeed, 
when you look around, you find all 
kinds of people who are adept at doing 
one thing at a time. 

Other habits can also help you 
master this habit:
•	 Initiate personal balancing techniques. 

Take deep breaths, stare out the 
window, envision yourself tackling the 

situation easily, or close your eyes for 
a few seconds before confronting the 
task again.

•	 Observe the people in your organiza-
tion who concentrate well. What do 
they do differently than the rest? Talk 
to them, learn from them.

•	 Bring earplugs to work, if it’s neces-
sary. Use a sound screen if it helps.

•	 Encourage others to join your mission to 
increase your powers of concentration. 

Some Wiggle Room
While you need to disengage in multi-
tasking far more than you realize, there 
are  times when it’s perfectly permissible 
to do more than one thing at a time.

Most of those times occur away 
from work. Obviously, at dinner with 
a friend or loved one you’ll be talking 
and eating simultaneously. Generally, 
it’s okay to drive and listen to the 
radio, CDs, or your iPod. The exception 
is when the decibel level is so high that 
your concentration is impaired.

The issue becomes foggy when it 
comes to using a cell phone and driving. 
Both have the potential to diminish your 
concentration and increase your prob-
ability of being involved in an accident. 
Some people argue that cell phones 
come with speakers, so you can hold a 
phone conversation while keeping both 
hands on the wheel.

The problem with engaging in 
conversation and performing other tasks 
is that speaking requires far more brain 
activity than the passive act of listening 
to the radio or a CD player. If you insist 
on engaging in conversations while using 
your cellphone in the car, perhaps it’s best 
for you to pull off to the side of the road.

The more often you can get into the 
habit of doing one thing at a time, the 
better you’ll do, and the more time will 
slow down for you. 

Jeff davidson, MBA, CMC, is 
principal, Breathing Space® Institute, 
Raleigh, North Carolina. An author and 
presenter on work-life balance, he holds 
the world’s only registered trademark 

from the U.S. Patent and Trademark Office as “The 
Work-Life Balance Expert.”® 

ThE MorE ofTEn you cAn gET inTo ThE hAbiT of 
doing onE Thing AT A TiME, ThE bETTEr you’ll do, 
And ThE MorE TiME will slow down for you. 



There’s an Entire Team Behind 
Every Assignment

• Executive Recruitment

• Management Consulting

• Public Safety

www.RalphAndersen.com

916.630.4900
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Consultants To Management

• Organization and Management Studies 
• Executive Search 

• Utility Studies
• Compensation and Classification Studies 

• Privatization 
• Strategic Planning 

Pinpointing Workable Solutions from 18 Offices Nationwide

5579B Chamblee Dunwoody Rd.
#511 Atlanta, GA 30338

770.551.0403
Fax 770.339.9749

email: mercer@mindspring.com

551 W. Cordova Road #726
Santa Fe, New Mexico 87505

505.466.9500
Fax 505.466.1274

email: mercer@mindspring.com

5579B Chamblee Dunwoody Road #511
Atlanta, Georgia 30338

770.551.0403 • Fax 770.339.9749
E-mail: mercer@mindspring.com

1000 Cordova Place #726
Santa Fe, New Mexico 87505

505.466.9500 • Fax 505.466.1274
E-mail: jmercer@mercergroupinc.com

TOWN AND GOWN RELATIONS!

•   Service Agreements
•   Joint Participation Facilitation
•   Revenue Agreements
•   Presentations and Speeches
•   Capital Projects Planning
•   User Fees and Charges Studies

•   Joint Policies and Procedures
•    Special Services and Projects
•   Town and Gown Briefings
•   Joint Initiatives and Programs
•   Town and Gown Partnerships
•   Other Special Assignments

Kemp ConsultinG was formed to provide needed consulting services to city 
(Town) governments and college (Gown) campuses. These services include 
those that relate to state-of-the-art town-gown planning practices, including:

Details of Roger Kemp’s background and professional skills are highlighted on 
his website. Dr. Kemp has experience as a seasoned city manager in politically, 
economically, educationally, and ethnically diverse communities. Call or e-mail 
for more information.
Roger is contributing author and editor of Town and Gown Relations: A Hand-
book of Best Practices (McFarland, 2013). This is a handbook of national best 
practices in this dynamic and evolving field!           

Kemp Consulting, llC
Roger L. Kemp, MPA, MBA, PhD – President
P. O. Box 342, Meriden, CT 06450-0342
TEL 203.686.0281       FAX 203.265.2746    
rlkbsr@snet.net       www.rogerlkemp.com
To see Roger’s books go to: www.rogerkemp.org
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 Facilitation & Strategic Planning
 Community Engagement
 Training
 Executive Coaching
 Executive Search
  Organizational Assessment

and Optimization
 Financial Planning
  Organizational Development

Performance Management

info@thenovakconsultinggroup.com  513-221-0500 

OrganizatiOns
Strengthening

Leadership Expertise. Exceptional Service.

Not just what we do, 
              but how we do it. 
Specializing in HR and Recruitment Consulting for 
Local Governments nationwide for over 30 Years.

Management Consulting
Staffing and Organization Reviews

Web-based Compensation Solutions
Executive Recruitment (Waters-Oldani)

Compensation and Classification Studies

www.watersconsulting.com

800.899.1669

Contact Philip Schaenman, President, TriData Division
3601 Wilson Boulevard, Arlington VA 22201 (703) 351-8300 

www.sysplan.com/capabilities/fire ems/index.html#capabilities

• 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• Post-incident analysis
• Data analysis

Fire, Police, EMS, and Emergency 
Management Studies

A Division of

SYSTEM PLANNING CORPORATION

TriData
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There’s an Entire Team Behind 
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• Management Consulting

• Public Safety
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•   Joint Policies and Procedures
•    Special Services and Projects
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•   Joint Initiatives and Programs
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Kemp ConsultinG was formed to provide needed consulting services to city 
(Town) governments and college (Gown) campuses. These services include 
those that relate to state-of-the-art town-gown planning practices, including:

Details of Roger Kemp’s background and professional skills are highlighted on 
his website. Dr. Kemp has experience as a seasoned city manager in politically, 
economically, educationally, and ethnically diverse communities. Call or e-mail 
for more information.
Roger is contributing author and editor of Town and Gown Relations: A Hand-
book of Best Practices (McFarland, 2013). This is a handbook of national best 
practices in this dynamic and evolving field!           

Kemp Consulting, llC
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short story  | work complaints

BY doUGLAss hANLEY

all in a day’s 
work
Complaints for the record books

i ’ve had some 36 years of local gov-
ernment experience, with more than 
32 years of it in Uwchlan Township, 

Pennsylvania. When I’m asked for 
advice on what I have learned during 
my career and if any of it is entertaining 
and humorous, I immediately think, 
“There isn’t anything funny about this 
job.” This, from a manager who was 
a real optimist back in 1978, when I 
started as a management intern at Derry 
Township (Hershey, Pennsylvania). 

Sweet and Sour
I must say that over the years, the man-
agement profession can wear on you 
as all managers must plan for potential 
negative outcomes in any given situa-
tion and deal with the outcomes when 
they occur. This practice naturally can 
turn you into a pessimist.

I’m surprised by my colleagues who, 
when leaving the profession, say how 
much they have liked specific aspects 
of their positions, along with the people 
with whom they have worked. When 
you’re in the real trenches of local gov-
ernment where residents can actually 
reach out and touch you, you get to see 
some bad aspects of human behavior.

I’m not going to focus on the 
standard “does the good outweigh the 
bad” question as it relates to manage-
ment. Managers probably have heard 
or tried to answer it before. I will say, 
however, that older managers like me 
do soldier on, do keep the faith, and 
do persevere, these being more impor-
tant at times than talent, intelligence, 
or education.

One piece of advice, however, is to 
never burn a bridge, because you don’t 
know when you’ll meet and perhaps 
need the person who is on the other 
side. Also, count your blessings. I have 

a great family, including my wife and 
three kids, and my management jobs 
have been truly rewarding during the 
past 36 years.

Recalling Memorable Complaints
At times, it is remarkable what 
people will call or complain about to 
a manager and this is a good topic of 
conversation with my colleagues. Here 
are a few complaints I’ve encountered:

After a somewhat lengthy rain event, 
one resident who was a tennis player 
called to complain that worms had 
come out of their holes and had crawled 
up onto the tennis courts in a sufficient 
number so that it prevented play at a 
particular community court one day.

The player felt that township person-
nel should come to the court, clean off 
the worms, and then put little fences 
around the courts to prevent this from 
ever occurring again. Even the board 
of supervisors couldn’t believe the 
resident’s idea.

Another time a resident, who the 
township staff knew was in complete 
control of his faculties, claimed he 
saw a goat boy running down one of 
the main state roadways. Seriously, he 
related the half boy, half goat story but, 
unfortunately for the resident, police 
couldn’t find him.

And yet another resident many years 
ago complained that the government 
was bombarding his home with micro-
waves and radioactive materials so they 
could harass him and listen in on all his 

conversations. Perhaps it was a foreshad-
owing of today’s NSA activities?

We’ve been told—not asked—by 
our residents that we have to come out 
and remove mice from basements or 
bats from attics; asked how to bury a 
dead horse; and been told our snow 
plows were going so fast that the 
snow coming off the end of the barrel 
knocked down people while they were 
walking on the sidewalk. We’ve even 
had residents throw their snow shovels 
at township trucks.

These few examples show you that 
sometimes we do hear and see it all at 
the local government level. It’s been an 
interesting and at times incredible ride 
for me. After all, nurturing a community 
to maturity is a lot like raising teenag-
ers. Just like them, when they graduate, 
get a good job and finally pay for your 
dinner, it makes it all worthwhile.

It’s similar to staying the course 
until success is achieved on a large 
community project that is difficult and 
time-consuming, just like the one we 
most recently completed—the widening 
of Route 100 in Exton, Pennsylvania, to 
six lanes. Believe it or not, it took 15 
years to complete, from the initial 
kick-off meeting to the bid letting in 
December 2013. 

douGlass hanley 
Township Manager 
Uwchlan Township, Pennsylvania 
dhanley@uwchlan.com





 
   

   

Bring the Life, Well Run campaign 
to your community 

ICMA has developed a wealth of resources 
you can use to help raise awareness of and 
appreciation for the value that professional 
local government managers bring  
to building great communities  
we’re proud to call home. 

Visit the Life, Well Run website  
to download campaign resources  
and learn how you can bring  
Life, Well Run to your community.

LifeWellRun.org

Life, Well Run—An ICMA Initiative 

777 North Capitol Street, Suite 500 
Washington, DC  20002

 facebook.com/lifewellrun      @lifewellrun       YouTube.com/LifeWellRun

Life, Well Run is an ICMA (International City/County Management Association) 

initiative to raise awareness of and appreciation for the value professional 

managers bring to running ethical, efficient, and effective local governments,  

and building great communities we’re proud to call home.

Campaign Resource Packet

About ICMA
ICMA, the International City/County Management Association, advances professional local government 

worldwide, and creates excellence in local governance by developing and fostering professional management to 

build sustainable communities that improve people’s lives. 

■■ Founded in 1914 by visionary reformers who sought to end municipal corruption and bring professionalism 

and transparency to local governance

■■ ICMA membership numbers nearly 9,500 senior local government executives and their staffs in cities, 

towns, counties, and other regional entities in the U.S. and 29 other countries. 

■■ ICMA members are committed to standards of honesty and integrity that go beyond those required by the law. 

■— Since 1924, ICMA has maintained a Code of Ethics, which encompasses 12 tenets and guidelines and 

establishes professional and personal standards for local government managers. 

■— ICMA aggressively enforces the Code of Ethics through a peer-review process that investigates 

complaints and sanctions violators through censures, suspension, or membership expulsion.  

What Does ICMA DoICMA develops programs, publications, and services that identify leading practices to address the needs of the 

nearly 40,000 municipal and county governments and their several million employees serving communities 

worldwide. It partners with federal agencies, grantors, foundations, and other organizations on projects that 

target the extensive local government market. 
Core Capabilities■■ Research and Analysis—ICMA is second only to the federal government in collecting, analyzing, and 

disseminating research focused on issues related to local government management.  

■■ Technical Assistance—ICMA provides hands-on, reliable technical and management assistance to 

communities across the U.S., as well as in developing and transitioning countries throughout the world, 

including Afghanistan, Iraq, Jordan, Ethiopia, Uganda, South Africa, India, Indonesia, Sri Lanka, Albania, 

Bulgaria, Serbia, Panama, Guatemala, and Paraguay.

■■ Professional Development and Training—Through the ICMA University, we provide high-quality training and 

professional development opportunities for public managers at every stage of their careers. 

■■ Knowledge Sharing and Disseminating Information—ICMA disseminates timely news, data, and information 

to the broadest range of local government executives and their staffs, elected officials, service area-focused 

organizations, and other local government-related audiences.

Advertising alone won’t do it; a robust website won’t do it. Help spread the word about the value of 

professional local government management by contributing to a vibrant Life, Well Run community on 

social media. The following sample messages and tips can be used as a starting point to encourage a 

conversation on Facebook and Twitter about the Life, Well Run campaign.

LIFE, WELL RUN 

SOCIAL MEDIA MESSAGES AND TIPS

Facebook

You can support the Life, Well Run campaign 

through Facebook in the following ways:

■■ “Like” the Life, Well Run campaign page as a 

whole and like or comment on specific page 

content.

■■ Share Life, Well Run’s content on Facebook with 

supportive language. 

EXAMPLE: 

Check out this photo/video/article by one 

of our @lifewellrun colleagues. Together, 

we are creating communities we are proud 

to call home. Learn more! [LINK] 

■■ Highlight relevant news or updates and tag  

Life, Well Run. When posting interesting content 

on your Facebook page, tag Life, Well Run. You 

can do that by inserting the @ symbol before you 

start typing Life, Well Run and select Life, Well Run 

from the drop down menu. 

EXAMPLE: 

Insightful article on why professionally-

managed communities matter for 

business. We’re proud to be a @lifewellrun 

supporter. [Link to news coverage] 

Sample posts:

A wonderful example of how professional 

local government management makes 

good communities great. [LINK to blog/

video/photo]

Check out this professional local 

government management success story 

from our @lifewellrun colleagues in [CITY/

TOWN/COUNTY]. Share your story at 

LifeWellRun.org! [LINK to blog post or 

story on website]

Did you know that professionally-managed 

cities are nearly 10 percent more efficient 

than those without professional managers? 

How are you ensuring efficiency in your 

communities? [LINK to story on website]

Interested in public policy? Want to make 

a difference in your community? Have you 

ever considered a career in professional 

local government management? If not, 

you should! Learn more from @lifewellrun.

[LINK]

Same goes for municipal leaders. They need you to put their ideas into action, to map out 

a plan for a successful, smooth-running community that everyone can call home. This is 

a career as a professional city, town, or county manager—turning a bold vision into a new 

library, a vibrant downtown, or a fast new transit line.

Learn how you can make a difference in your community  

as a professional city, town, or county manager.

LifeWellRun.org

For more information, contact:
 LifeWellRun@icma.org

A New Way to

Teach Your Students 

About Democracy


