................................................. Assistant City Manager
W- th was elated when I was offered my first city manager posi-

Perspectives

ublic Management received 20 articles from administrators
who responded to an SOS asking ICMA members to share their
personal experiences on coping with in-transition. The large re-
sponse was appreciated. Because all the articles could not be pub-
lished in the editorial space available, the articles that follow rep-
resent viewpoints contained in all the comments. They have been
selected with the assistance of Illinois Range Rider Robert Morris,
_ a former manager of Glencoe, lllinois, and a staff member of the
ICMA Retirement Corporation before his retirement in 1991.

M. Morris also helped compile checklists of coping tips that
draw on common themes in all members’ submissions. Two lists
of tips follow these articles; one list is to help members in transi-
tion and the other list is to help members reach out to colleagues

in transition.

Survival Tips for NMembers in
Personal Transition

Experiences Daniel Joseph

Mission Viejo, California

fter nearly eight years as an assistant city manager, I

tion. After 15 years of progressive municipal government
experience, I felt I was immensely qualified to become a city
manager and was tremendously excited about the prospect
of becoming one of the elite of the career I had chosen.
What 15 years of experience did not prepare me for was
the shock, disappointment, and deflation that followed

losing my position after less than six months on the job.
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Probably the first emotion I expe-
rienced was disbelief. How could
something like this happen to me? I
told myself, “I am a good person, a
good manager, this can not really be
happening.” After realizing that it
was happening to me, I sat down to
develop a plan for reentering the
workforce.

The first thing I told myself was to
be realistic. I knew it would probably
take time before a suitable position
opened up, so I needed to make
some short-term goals. One of those
goals, and perhaps the most impor-
tant piece of advice I can impart, was
not to take the first job to come
along. Unquestionably, a certain
amount of anxiety accompanies un-
employment, but if you have just
come from a bad experience, the last
thing you want is another one. Be
critical and make sure your next po-
sition is a good fit.

Another goal I made was to have
some fun while I had the time. I
knew that even in the best scenario I
would probably be unemployed for a
couple of months. So, finances per-
mitting, I decided to take some time
for myself. One usually needs a re-
fresher after “hitting the beach.”

I think it is very important to keep
busy when you are not working. One
way is to do some real work while
looking for permanent employment.
Now is the time to call in those debts
that have been owed to you over the
years. Call some of your city manager
friends and let them know you would
not mind working on some of those
special projects that have been lying
around. Not only will this bring in a
little money to tide you over, it will
keep your mind sharp and your face
familiar.

When “in transition” you find
yourself with time you néver realized
you had. This is an opportunity to do
those little things around the house
that you have put off. When I “hit the
beach,” I made a list of a dozen proj-
ects I wanted to complete. They
ranged from painting the house, to

Public Management

Probably the first

waxing the car, to getting myself in
good physical shape. Take this op-
portunity to get things done. Again,
keeping buy will help immensely
your psychological well being.

I might add that after losing my
job, I received not only supportive
calls from my close friends, but also
from my colleagues. These were very
much appreciated. I was very moved
to receive calls from colleagues I did
not know very well, or, in some cases
not at all. I even received a letter
from an out-ofstate manager I had
never met.

The emotional strain on yourself
and your family can be very tough.
The best way to handle it, in my opin-
ion, is to avoid blaming yourself for
whatever went wrong and to concen-
trate on how the next position will be
better. I can not emphasize enough
the importance of using your time
productively and doing something
special for yourself. While your stay
“on the beach” might be longer than
you like (mine lasted 14 months),
take heed that when you land on
your feet again you will probably be
stronger than ever. I am enjoying the
profession now more than ever.

Lessons Learned

John Koelsch
City Manager
Presque Isle, Maine

n my career as a city manager I
have been in transition several times.
Fortunately, all but one of those peri-
ods lasted only a few weeks. The one
period that was longer than a few
weeks happened early in my career
and lasted for 10 months. During
that time I paid for and took profes-
sional job-hunting training, applied
for more than 700 positions, traveled
more than 27,000 miles pursuing
jobs, and learned some valuable pro-
fessional and personal lessons.

Professional Lessons

The first and best professional advice
I received is, “When you are unem-
ployed YOUR JOB IS TO FIND A
JOB!” This means treating your job
search the same way, with the same
commitment, as you would a paid
professional position.

First, get organized. Update and
review your resume. For easy access,
assemble, organize, and file your
background materials from refer-
ences to dates and addresses for pre-
vious positions. This will save you
wear, tear, and aggravation. Stay dis-
ciplined and work at the job of find-
ing a job with regular set hoursand a
regular routine.

Second, establish the parameters
of your search by determining ac-
ceptable positions, salaries, locations,
etc., and then pursue all possibilities
within those parameters. Do not
eliminate a job possibility by making
assumptions about people, places,
and positions. Remember, you can al-
ways say no to a job offer, so check it
out and remain open to possibilities.

Third, stick to it. As a former assis-
tant of mine, who is now a manager,
was fond of saying, “I was looking for
a job when I found this one.” If you

13


iqintern3

iqintern3

iqintern3


continue to work at it the job will
come. So, do not panic and decide
foolishly because of the pressure to
get a job—any job. Neither become a
hermit and isolate yourself from all
that has hurt you and all that might
help you. Both paths are unlikely to
be productive. Work at your job
search and at retaining your personal
stability by remembering you will suc-
ceed in the end and the in-transition
period is a life experience from
which you can learn much about
yourself.

Personal Lessons

About halfway through my longest
in-transition period, I was visiting my
brother Steve in California, and
using his home as a base for my
search. I as at my lowest point. My de-
pression was both severe and obvi-
ous, when my brother gave me the
absolute best personal advice I have
ever received regarding the time of
transition. He told me, “Don’t con-
fuse the man with the situation.”

As we discussed the matter, he
reminded me that I had worth as
a human being and value as a profes-
sional. He noted those things were
true whether or not a given organ-
ization chose to recognize and
endorse them by offering a job.
Keeping these thoughts in mind not
only allowed me to retain equan-
imity personally, it also proved a
consistent confidence booster dur-
ing interviews.

Finally, one of the most important
personal lessons I learned was the
stress of being in transition does not
end with starting a new job. Most of
us tend to bottle up our anger and
grieve over what has been done to us
because we simply do not have the
time or energy to deal with it while
we conduct a job search. Then when
we get a new job, the relief and joy at
being through the transition period
precludes dealing with the loss, and

we usually think it is over and done
with.
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Not true. Involuntary separation
from a position, no matter what the
circumstances, constitutes a real loss.
As with any loss, we must go through
a full grieving process if we are to ac-
complish a full recovery. We have to
face up to and deal with the follow-
ing emotions, although the timing,
order, and intensity may vary.

Anger. This emotion will be para-
mount and righteous. It is okay to be
angry at what has been done to us
and at who did it. It is not okay to
pursue it with foolish actions in-
tended for revenge; nor is it produc-
tive to retain the anger and have it
absorb out time and energy. Rather,
face it, acknowledge it, and be done
with it.

Shame. The questions of “What did I
do wrong?” and “What could I have
done differently?” are haunting
ones, and they often have no real an-
swer. The fact is, given that we are
human, we are rarely either perfectly
blameless or totally at fault. Again,
face the emotion, acknowledge it,
and be done with it. It is probably
better to be human than to be per-
fect anyway, and you are stuck with
being human.

Sorrow. Sadness over loss, over that
which has been taken and can not be
restored, is the most human of emo-
tions. It can also be the most cleans-
ing and healing of emotions if we do
not wallow in it. In your sorrow, ac-
knowledge lessons learned, treasure
moments and friends gained, and
recognize that life is a journey, not a
destination. The path needs some
lows so we may truly appreciate the
highs.

Acceptance. Accepting what has
been done is the final step in transi-
tion to full recovery. You can not
change what has happened. Accept it
and go forward. When you have ac-
complished this your transition will
be complete.

Life Goes On

James Hendrickson
City Manager
Palos Verdes Estates,

California

hen each of us makes the de-
termination to become a manager,
we are aware that our security is sud-
denly much more precarious. We
know the statistics—the average
tenure of a city manager is three to
five years. And we joke about the fact
that you have not made it in the pro-
fession until you have been fired. We
know all of this, however, at an intel-
lectual, rather than a feeling level.

I submit that the actual experi-
ence of being fired is totally different
than our supposition of what it
would be like. It is a searing and un-
forgettable event that rocks the foun-
dations of one’s belief about one’s
capabilities and selfworth. But life
goes on. If viewed in a healthy fash-
ion, it offers the opportunity to criti-
cally examine your life, perhaps even
your values, before determining
where you will head in the future.

Mine afforded me a three-and-a-
half month vacation, which was the
most time I had had off in nearly 20
years. Perhaps some of the things I
discovered during my transition will
assist those of you who might be in
the same position, now or in the
future.

Let It Be. The old Beatles’ song pro-
vided me a good deal of solace. To a
great extent, you must let the river
flow. It is not unlike the situation of a
recovering alcoholic—you must take
it one day at a time. Opportunities
will present themselves, interesting
and unexpected things will happen
to you, and decisions about your fu-
ture will become clear if you do not
force them. Alan Watts once wrote

“The question ‘what shall we do
about it?’ is only asked by those
who do not understand the
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problemn. If a problem can be
solvéd at all, to understand it
and to know what to do about it
are the same thing. On the
other hand, doing something
about a problem which you do
not understand is like trying to
clear away darkness by thrusting
it aside with your hands. When
light is brought, the darkness
vanishes at once.”

Cultivate Your Personal Relation-
ships. I was fortunate in that I contin-
ued to serve another fivé and a half
months in the organization as city
manager before I separated-out. One
of my prime focuses was to serve as a
ballast for the rest—especially the de-
partment heads who were apprehen-
sive about the future. It fortified my
spirits to support them and ensure
we responded in a professional man-
ner to the issues before us. I experi-
enced a greater sense of freedom to
attempt things; from which I had
once shied away. My fellow city man-
agers and my family were the greatest
source of strength to me when my
spirits ebbed. Their confidence,
reaching out, and good humor sus-
tained me through many hard times.
To find that one is loved and cared
for simply as a hurhan being, and not
because of the position he holds, is
one of the most empowering things I
have ever experienced.

Keep Busy. You need some time to
think and sort things out, but too
mitch free time can be debilitating. It
can lead to recriminations about
what happened, endlessly reworking
the events that led to your demise,
blaming yotirself and others, all of
which is self-destructive. I made sure
I maintained a busy, schedule and
kept in constant contact with others.
I set regular luncheon dates; tele-
phoned many friends and col-
leagues, secured temporary consult-
ing jobs, and played tennis regularly.
The vigorous, physical exercise was a
wonderful antidote to the stress and
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anxiety that would build. And an un-
intended consequence was that I
raised the level of my game a notch
or two, the most productive thing I
accomplished during my three-and-
one-half-month hiatus!

Read A Lot. I had not set aside much
time to read books in the years since
I graduated from college. Suddenly, I
had a magnificent opportunity to
make up for lost time. I read vora-
ciously—six or seven books and
scores of magazine articles. They pro-
vided perspective, guidance, and in-
spiration. I was most especially drawn
to the biographies of historic figures
who had suffered tremendous
tragedy and adversity in their lives,
but managed to surmount them,
such as Winston Churchill and Abra-
ham Lincoln.

In his ldte years, Wiriston Church-
ill gave a speech at Hdrrow, the En-
glish Prep School he attended as a
boy. The headmaster told the boys,
“This is an historic moment. Winston
Churchill is the greatest speaker of
the English language. Write down ev-
erything he says. He will make an un-
forgettable speech!”

When Churchill walked out to
give his speech, he peered over the
top of his glasses and said, “Never give
up. Never, never, never, never give
up.” Those words continued to echo
through my mind whenever I face an
apparently insurmountable task.

Everyone must find his or her own
way. What works for one rhight not
work for another. But one thing I dis-
covered is that we have far less con-
trol over our lives than we presume.
We are far less important to our orga-
nizations then we presume. And the
vast majority of us would be more
sensitive and capable managers if we
were forced to eat more humble pie,
on occasion. Stewart Emergy has said

“I have a sense of what the pur-
pose of my life is and here it is:
to respond in a workable fashion

to whatever happens to be in
front of me at the moment—rec-
ognizing that I may not have
much choice about what is in
front of me.... What'’s in front of
us are the lessons we each have
to learn.”

Keep On Track
Frank Connolly
Town Manager

North Branford,
Corninecticut

y period of “in transition”
began October 1, 1990, following a
stay of almost 10 years in ohe town as
both assistant town manager and
town manager. Preparing for the up-
coming “down” period, I made a
number of resolutions to maintain a
consistency in my schedule, since I
was facing the longest period of un-
employment since before I was 16,
more than 30 years ago.
The items on my resolution list in-
cluded the following:

1. Maintain a schedule of rising by
8:00 a.m., working on letters and
making telephone calls, and read-
ing. Coffee at 10:00 a.m. Monday
through Friddy, with a break in
this routine for the weekends.

2. Jog three miles each day during
the week. _

3. Maintain regular contact with the
local Chamber of Commerce, with
which I had been active.

4. Keep active in the state association
for managers.

5. Maintain a log of all the jobs ap-
plied for, along with a status re-
port of each one.

6. Use the services that the town had
offered me of an outplacement
firm.

7. Finish a book on local government
that I had started writing.

8. Prepare and carry out a detailed
list of all the projects around the
house that had to be completed.
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9. Spend some time with niy parents,
which I had been unable to do
since childhood.

In the beginning I received calls
and letters from many managers,
both in and out of state. Several man-
agers who had been through transi-
tion called and offered moral sup-
port. As time wore on, however, only
the managers and assistant managers
in the immediate areas maintained
the telephone calls and the lunches.
Calls from my former staff also
helped. I attended chamber meet-
ings of the board of directors, as well
as spoke with several businessmen.
Unfortunately, Connecticut’s econ-
omy state was extremely poor, with
both the private and public sectors in
bad financial condition.

My family, especially my wife, pro-
vided strong support. Continuous
conversations were held on various
job options, career changes, reloca-
tion, impact on the children, and a
host of other items. Former mayors,
former councilmembers, neighbors,
and clergy maintained a keen inter-
est in my status. A close friend who
was familiar with the many issues in
job seeking via his work in the busi-
ness community, provided tips on
both the psychological roller coaster
I would be facing, as well as tech-
niques of job seeking.

Two mechanical items proved es-
sential. The word processing on my
computer allowed me to write my
book and send out numerous letters.
A telephone answering machine had
to be purchased; this greatly allevi-
ated the pressure of feeling I had to
“stay home by the phone,” especially
after an interview (job offers come
by telephone, rejections come in the
mail). ,

This is a difficult period, and it
changes your attitide on work itself.
One looks forward more to work,
and the joy of having a place to go to
on a regular schedule. Weekends
again take on the meaning they are
supposed to have.

Public Management
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days of the week.

An important element soon be-
comes quite apparent—the fun of
weekends would no longer be fun
if they were allowed to blur with
the rest of the week. I soon realized
what the dangers of retirement
would be if each day was the same. I
filled the workweek with my writing,
letters, luncheon meetings, tele-
phone calls, and I had cocktails only
on weekends.

Opver time, I noticed the subtleties
of no longer being a manager and
being gainfully employed. Tele-
phone calls took longer to be re-
turned, or were not returned at all. A
job application with a quasi-govern-
mental statewide agency for an ad-
vertised opening dragged on for
months without the courtesy of a
telephone call or letter for updating.
The rejection for the position was by
mail, despite the fact I had worked
professionally with the agency in my

capacity as town manager. For an-
other position that I was interviewed
for, I found out the results in the
newspaper; a form letter was re-
ceived three weeks later!

Other unanticipated events af-
fected me in this transition. Trips to
the grocery store in the middle of
the week raised guilt feelings, as I
bumped into many women and re-
tirees doing their shopping. Lowered
interest rates on mortgages could not
be applied for, since employment
could not be listed. I became sud-
denly sensitive to being asked for a
work telephone number when cash-
ing a check (was this a new question
or had I never noticed?).

One extremely helpful item was
obtaining a part-time teaching posi-
tion at a local university. This not
only occupied large blocks of time,
but again demonstrated the joy of
teaching at the graduate level.

My Advice to You...

Paul Wenbert
City Administrator
Newton, Iowa

aving recently experienced a
five-month transitional period be-
tween jobs, I welcome the opportu-
nity to share with other management
colleagues the knowledge I gained
during this period. The advice that I
will give below has been obtained
from many individuals within and
outside the management profession.

1. Attempt to obtain a high degree of
economic security prior to a transi-
tional period. Those of us in the
management profession realize the
volatile nature of our jobs and the
need for severance protection. Two
good publications regarding employ-
ment agreements and severance pro-
visions are: Employment Agreements for
Managers—Guidelines for Local Govern-
ment Managers published by ICMA
and A Study of the Provisions of City
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Manager Employment Agreements pub-
lished by the California City Manage-
ment Foundation. Having a high
level of economic security is impor-
tant because I found that a compre-
hensive employment search cam-
paign requires at least a 40-hour per
week effort. Also, it should be noted
that there seems to be a common
misunderstanding regarding eligibil-
ity for unemployment compensation.
~ Even though an individual is collect-
ing severance payments under fed-
eral law, he or she is still entitled to
receive unemployment compensa-
tion that can provide an additional
measure of economic security.

2. Maintain a positive attitude! I be-
lieve that maintaining a positive atti-
tude is by far the most important as-
pect that will lead to a successful
conclusion of your transitional pe-
riod. 1 took the attitude that this
would (I hoped!) be a once-in-a-life-
time opportunity to devote myself to
a full-time job search campaign, both
within and outside the management
profession. By viewing this transi-
tional period as an opportunity, as
opposed to an obstacle, I was able to
maintain a positive attitude, which
enhanced my productivity. -

3. Define your job search objectives
and develop a plan for achieving
those objectives. If you recently have
left a city or county manager posi-
tion, it might be useful to consider
broadening your horizons by apply-
ing for assistant manager and depart-
ment head positions. I became aware
of many excellent generalist manage-
ment opporturities in department
head and assistant manager roles
that previously I might not have con-
sidered. Also, if you have the eco-
nomic security to spend the time to
consider career options outside of
the local government mandgement
field, the transitional period is a
good time to do so. Because I had
never previously considered any posi-
tions outside of the management
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field, I found that pursuing these po-
sitions took a great deal more time.
Even though I ultimately accepted a
position in the city management
field, I would estimate that I spent
approximately 75 percent of my time
exploring private sector opportuni-
ties. I found that the strategies used
in searching for private sector jobs
were very different from those in the
city management field. Sources that I
found valuable in conducting a pri-
vate sector job search campaign were
using an outplacement firm, career
counseling advice from a public/pri-
vate sector recruiter whom I had met
in a previous city management
search, and reading various career
search books, the best of which is,
What Color Is Your Parachute? by
Richard N. Bolles.

4, Develop and use an effective net-
work of people who can assist you in
your job search campaign. I found
networking very valuable, especially
for private sector positions, as esti-
mates are that 75 to 85 percent of all
private sector jobs are not advertised.
Thus, networking can help you de-
velop sources that can locate private
sector career opportunities. Your
network should include the private
sector contacts you have made
throughout your career, former man-
agement professionals who are now
in private sector management posi-
tions, and management colleagues
who can help you expand your pri-
vate sector networking sources
through their contacts.

5. Obtain several publications that
advertise local government manage-
mient positions. While the ICMA
Newsletter is by far the best source for
local government management job
announcements, many other publi-
cations are available that advertise
local government management posi-
tions that do not appear in the JCMA
Newsletter. Rather than ordering all
these publications, you might wish to
contact local government manage-

ment colleagues and ask them to.
serid you copies of any such publica-
tions to which they subscribe.

6. Develop a good personal support
network. The support of your imme-
diate family, relatives, former work
colleagues, and fiends can provide
you with a good deal of positive rein-
forcement, encouragement, and em-
ployment leads that can help you to
sustain a positive attitude during the
transitional period. One of the best
decisions I made at the onset of my
transitional period was to stay active
in my regional city management as-
sociation and the local Rotary club,
as these individuals were a tremen-
dous source of personal support and
employment networking. While
there is a temptation immediately
after separation from a job to “drop
out,” I would encourage you to re-
main active in as many associations
and organizations as possible, as you
will find this very rewarding.

Finally, as I know I found it very
helpful to talk with other manage-
ment colleagues during my transi-
tional period to receive their ideas,
support, and encouragement, I
would be happy to do the same for
other management professionals in-
transition.

“They’ve Done You a
Favor”

Robert Christofferson
City Manager
Redding, California

ive years ago I had the good for-
tune of being fired by the Fresno,
California, city council (having
served the three years traditionally
allotted city managers in that city),
and I have a few ideas to offer in re-
sponse to the invitation to present
survival tips.
First, collegial support is not only
important, but essential. Prior to my
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own firing, I had been passively re-
luctant to call colleagues who had
been fired, thinking they had much
more important things on their
minds and my call would simply be
an intrusion. I was wrong. In my own
situation, 1 really appreciated the
quick and continuing barrage of
calls from friends (including transi-
tional job offers), and I resolved I
would provide such support for my
colleagues in the future.

Second, it is important to main-
tain a sense of balance. I knew I had
acted correctly and professionally,
and a curious sense of euphoria and
pride substituted for the more nega-
tive emotions that one might nor-
mally expect. Like so many city
mangers before me, I found there
was life after Fresno.

Third, a sense of humor is equally
important so that you can see the
humor in situations, such as the rea-
son why you are terminated (“you
are too professional”) and why you
are rejected from interviewing for
some jobs (“you are over-qualified”).
One can even see humor, if not
irony, when voters return the favor to
the councilmen who fired you.

Fourth, the job search can be an
invigorating adventure, with so many
options and alternatives available.
My wife and I actually had fun check-
ing out virtually every lead that head-
hunters and job advertisements pre-
sented. As it turned out, I took the
Jjob that was suggested the day after I
was fired, but the process took four
months. The only downside we expe-
rienced during the search was that
we did not know how the story
ended, and that creates uneasiness.

Finally, I would encourage col-
leagues who are fired to view the situ-
ation in a positive light as a new op-
portunity. The range of options is
broadened and the opportunities are
mind-boggling. Many, if not most,
managers who are forced to find a
new job do so at a financial advan-
tage, in addition to the shedding of
what is probably an intrinsically bad

Public Management
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own departure.

situation. Get the old experience be-
hind you, and attack the future with
vigor and enthusiasm. As my wife
said when I initially gave her the
news of my firing, “They’ve done you
a favor.”

Transition Survival
Tips

Martha Cline
Bethesda, Maryland

ome transitions are smoother
than others. Like this one, for in-
stance. The final vote is not in yet,
but it has all the hallmarks of one of
the smoothest.

Take today, for instance. Here I
am, minus three days and counting.
This Friday, June 28, is my last day as
manager of the town of Chevy Chase,
Maryland. I stayed late at work to
write a “Memo to the Council and
New Town Manager. Subject: More
Helpful Hints to Facilitate a Smooth
Transition.” Then, I get home to read
my ICMA Newsletter and what do I see
on the first page? An invitation to sub-

mit an article to Public Management
magazine on survival tips to local gov-
ernment managers in transition.

Now, I ask you, what could be
more perfect? So, here I go. Short
and sweet. Everything I have learned
(so far!) about career transitions.

Survival tip #1. Always be silently
vigilant for signs of possible deterio-
ration of the support mechanisms
necessary for you to continue per-
forming well. In my case, after more
than five years’ successful tenure at
Chevy Chase, I recognized, during
budget season last February and
March, some old, potentially devas-
tating issues resurfacing—largely
under the guise of fiscal constraint..

Survival tip #2. Know when it is
time to go. Then, go. I tested my
silent observations and concerns,
over time, being careful not to pro-
ject my concerns onto others. After
conferring with a trusted confidant,
and talking “off the record” with a
councilmember, my concerns were
validated. Deciding it was highly un-
likely that a mutually satisfactory res-
olution could be arrived at, I had to
ask myself the scariest question of all:
Is it possible for me to leave?

Survival tip #3. Empower yourself
to design and create the terms, con-
ditions, and environment of your de-
parture. For me that meant announc-
ing to the council my intention to
leave in three months. It also meant
telling them how committed I was to
a mutually respectful, friendly part-
ing. It worked. Together, we created
a public impression of mutual re-
gard, and, more importantly, a com-
mitment to continuing the excellent
levels of service constituents have a
right to expect from their public offi-
cials—despite their personal differ-
ences. For many managers it means
creating the needed time—while still
employed—to network and begin
the search for a new position.

Survival tip #4. (This one is real
difficult.) Once the decision has
been made, let go. Detach. Do not
let this advice fool you. Just because I
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.. give it does not mean I have been to-

“tally successful. Generally, however, it

. ‘means avoiding doing or saying any-
} thlng that will sabotage your good in-
tentions. I-have found that such ac-
tions or words are almost always
attached to my ego (you know, the
“E’word). .

“Survival tip #5. After departure,
avoid the “Louis IX Syndrome,”
" ‘which goes something like “Apres
" moi, le deluge!” (After me, the
deluge!). Wish them all well, coun-
" cilmembers, residents, and your suc-
-‘?cessor Especially your loyal staff.
Because ‘they are probably the

- ones most likely to suffer during the

transition. -

Postscript: The above scenario
would not have been possible with-
out the support of my husband and
the “advanced” ages of my children, ail
of whom are (finally!) out of college.

From Ex-manager
To Manager in
Transition

Carol O’Dowd
Denver, Colorado

he crisp mountain air on an au-
" tumn Saturday morning made the

‘small dude ranch a perfect setting
~for a council-retreat. The new coun-

" il iad'been in office only three and

*a half’ months and had not given me
f'dlrectlons on' their priorities: The
" mayor and I “had developed the
agenda together (or so I thought).
The facilitator was pleased at my
agreeing to help the council change
the form of government, if that was
their decision. My desire was for
council, manager, staff, and citizens
to be using the same gameplan.

Unfortunately, the mayor did not
share the real gameplan for the
retreat with me. The morning ses-
sion on the role of the manager
deteriorated.

During a break, the council went
to the lake for 30 minutes. As they re-
turned, the mayor walked up to me

- and said, “Obviously, it is not work-

ing. So, we want you to leave. The
sooner the better.” I reminded him
of the prepaid ICMA conference,
whereupon he advised me to attend
the conference, but not to return. to
the office.

With nothing left to say, I got into
my car to drive home. I felt as if I had
been physically hit by the words, and
my mind reeled from the blow. How
could I go to the conference? Stand
up as moderator of my session and
say, “Hi! I have just been fired.” For-
tunately, my husband encouraged
me to go.

Staring out the airplane window, I
watched the gold and green moun-
tains fall away from me. My loss
seemed so great because my job was
such a large part of my identity.

My thoughts generated only ques-
tions. How do I introduce myself to
my former colleagues? How do I ex-
plain being fired for doing my job?
Will my peers believe that a council
neither wants a professional manager
nor wants to eliminate the position?
Did I manage poorly?

In my mind the events made me
appear obsolete. I was left with feel-
ings of failure, shame, anger, and
hurt. Fortunately, attending the
ICMA conference nurtured a spark
of spirit still in me. The lesson await-
ing me was not to think of myself as
an ex-city manager. I was welcomed
and respected with all my pain. Not
having to pretend and still be under-
stood felt good. Listening to the sto-
ries of others who had experienced
similar situations was reassuring.
Maybe I was sane after all. Although I
had arrived alone, during my stay I
never ate alone. The hugs and caring
expressed by so many people I highly
respect began the healing process
before I recognized it.

The sincerely expressed concern
for my well being was more impor-
tant than publications or special ser-

vices. The most help came from the
consistent insistence by others recog-
nizing me as a manager, a manager
in transition. Only now can I share
how valuable that was. I began to
believe it.

Accepting myself as a manager in
transition was an important first step
in leaving the ex-manager phase. Al-
though still feeling some pain, I
know it will pass. The manager in-
transition period is time for reevalu-
ating life priorities. It is a time to
count your blessings. Some good ad-
vice I received was to take the time to
heal and reenter the workforce. For
each of us, the amount of time
needed for healing and shifting into
transition will be different.

Transition to or from anything re-
quires time for letting go of the old,
exploring and welcoming in the new.
It takes time to change such habits as
spending 12-hour days working on
major city issues to no hours a day.
After the shock, comes a time for in-
trospection and reflection. For some,
the distance of time might be
needed to leave behind hurt carried
from a place. For others a change of
pace to a job other than manager or
government might be needed. Some
managers reorient through contract
work or consulting. Yet, some can ad-
just while applying for their next
manager job. Regardless of style, the
critical matter is taking time, how-
ever long or short, to heal the spirit
and prepare for the next job or life-
style change.

In addition to evaluating personal
and professional priorities, we all
must lean on our friends. Managers
are some of the best friends out
there to assist you with a change. Al-
though I can not share the ending to
this manager in transition story at
the time this is written, my fellow col-
leagues helped greatly in my shift
from ex-manager to manager in tran-
sition. ICMA staff and ICMA mem-
bers took time to advise me of the
support services available. Many
managers knowingly and unknow-
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ingly helped me to this stage. So did
my husband and my friends. They
made it possible for me to look for-
ward to this time of transition as a pe-
riod of positive growth. It will have
a happy ending, or is that a happy
beginning?

My focus now is on new begin-
nings. For those in an ex-city man-
ager stage or the in-transition stage,
allow me to pass on two comments.
From Mike Smith, city manager,
Wheat Ridge, Colorado: “You have
just left a toxic organization. It had
nothing to do with your manage-
ment skills, talents, or abilities. Un-
fortunately, it had to do with a basic
human reaction to change—fear.”
And, from David McLaughlin, presi-
dent, The Aspen Institute: “Change
agents never have an easy road and
when those who have the power to
block change, dig in their heels, it is
not a very fulfilling experience.”

David Weitzel
Executive Administrator
Kansas City, Kansas

urvivors of spectacular colli-
sions report that events seem to be in
slow motion although in real time
they are remarkably fast. My un-
planned separation was such an
event. My spouse and I spent time
dealing with the rejection, the anger,
the embarrassment, the hopeless-
ness, and the basic unfairness of
doing a great job (even the new
mayor said so) and still be out on the
street. Ironically, the day after, on
television, I watched Charlie Chaplin
in “The Little Bum” tossed out on his
keester a dozen times.

As you clear out your desk, it is ev-
ident that self-respect does not come
easily with any of the events of recent
weeks. While your old employees,
friends, service club members,
church members, kids’ playmates,
and teachers regard you in a new

Public Management

Treat your new joh

thoroughly and

wholeheartedly.

light, you must struggle with this new
light. “Lame ducks” and “dead
ducks” are all embarrassments for
participants in this unique human
experience in government. For our
family, it was a growing experience
having been both kinds of “ducks”.
To survive the inevitable transition,
confront the temporary nature of
your job. Many of us choose to ig-
nore it, but sooner or later we will
move on to voluntary or involuntary
retirement.

I have learned to maintain my re-
lationship with my spiritual source of
strength. Do not wait until you are in
trouble to relate to your creator or
spiritual guide. In encountering sig-
nificant life changes, accept that this
is another element in our personal
growth.

Maintain a strong relationship
with your family before you have
trouble. Your spouse has many frus-
trations regarding your separation as
well. Share your frustrations to-
gether. Resolve bitterness with
humor and love. Support and assure
each other that with a partnership

you can survive this journey. Share
the truth of these coming changes
with your children. They deserve to
know exactly what happened. Do not
burden them with your bitterness,
but share your pride with them.

Share your pride with the commu-
nity as well. You, your staff, and the
past administration have done a darn
good job. Carry this spirit into the
many interviews you seek. Do not
give up your work with service clubs
and community groups, but help
them prepare for the transition. Your
work is not done if you leave them
bitter.

You are a professional and you are
a valuable resource. Keep in mind
that others will seek you if you make
yourself available. The same qualities
that made you a “problem” to the
new administration are the same
qualities that someone is looking for.

Keep your regular discipline and
your new office either at home or
perhaps somewhere else in the com-
munity. Get an answering machine
$0 you can return your calls without
having to sit by the telephone. Seek a
part-time job. My part-time job al-
lowed me exposure to a different
type of computer and an educational
field (computerized testing). If you
have not become familiar with per-
sonal computers (PCs) and resume
programs, then invest some of your
severance pay and get a good PC, a
good word processing program, and
a good printer.

Continue to be visible in the com-
munity, although not at council
meetings. Treat the new regime with
the same respect that you accord oth-
ers. In time, they may understand
you better. Burned bridges are visible
for a long time.

While a few of your professional
colleagues will call you initjally, most
will avoid you as if you were a leper.
When you are positioned in the next
job, remember how you were treated
and seek out and help those you see
in transition. You no doubt have a
few friends in the profession. Talk to
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them frankly about your feelings.
They will understand.

Treat your new job search as a
topic that is to be thoroughly re-
searched and embraced wholeheart-
edly. It must be a full-time activity.
Send out lots of resumes. Constantly
refine your resume so that it really is
appropriate to what is requested.

Decide economics as a family, and
above all do not overdo the austerity
bit unless it is really bad. Use this trek
across the desert to be with the kids
and wife, who no doubt suffered
from your absence during your em-
ployment. Try some domestic
chores.

Spend some time in low-cost
recreation: hiking, biking, softball
with the kids. Read your professional
journals and a few management
books that you have always wanted to
read. If you get responses to your re-
sumes, devote some real energy to
learning about those communities.
Even if you do not get the job you
have had an opportunity to practice
a consulting role and you have
learned from it.

Above all, do not get down on
yourself. Realize that what has hap-
pened to you is a fact of life for all
management public and private sec-
tor professionals in this end of the
20th century. My final recommenda-
tion is to begin today to improve
your personal relationships. I did not
survive by myself, but with the love of
family, church, neighbors, and
friends.

The Shock of
Being Unemployed

Lauren Wasserman
Director of Planning
and Land Use
San Diego County,

California

rior to December 1989, local
government managers who were
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fired were, in my view, either incom-
petent or insensitive to the political
winds of change. Obviously, I learned
firsthand that in the public arena ter-
mination is often unrelated to either
ability or past performance.

The most difficult part of being in
transition was the sudden realization
and sadness that somehow an 11-year
working relationship had suddenly
ended. With no warning. I was a for-
mer city manager.

During the initial shock of unem-
ployment, and for a long time after-
ward, I was overwhelmed by anger
because three newly elected public
officials had suddenly interrupted an
exciting professional career. I would
like to say that all of the anger is
gone. But that is not true. I would
like to offer advice on how to deal
with anger. But I have not dealt with

it well myself. I can only say that
anger is baggage that can make one
physically ill, so letting go of it is best.
I wish it could all be stuffed inside a
football and hurled back to my previ-
ous city. '

One’s self-esteem plunges to new
depths while in-transition. Friends
and particularly colleagues who had
experienced similar situations
helped me to understand that termi-
nation is irreversible, so it is best to
spend time looking to the future and
exploring new professional opportu-
nities. The support of professional
colleagues—including some I had
never met—was especially therapeu-
tic to me and my family. Even my for-
mer staff provided good cheer by sur-
prising me with a birthday
celebration. We received hundreds
of calls from friends and managers,
some offering consulting work and
others offering advice or support. All
were appreciated, but one letter in
particular was very moving.

I received a letter from a midwest-
ern city manager whom I had never
met. He indicated that although he
had never been in transition, he
imagined it to be a time when sup-
port from colleagues was most im-
portant. He was right. And his letter
helped me to realize that a job loss
was only a temporary inconvenience.

Family became even more impor-
tant during this period. My wife was,
as usual, highly supportive. And my
children, who were always reluctant
to leave the city in which we lived,
were now talking enthusiastically
about moving to a new community.

The transition time also provided
an opportunity to improve my com-
puter skills, something I did not have
time for when I was working. Within
a short time I was preparing my con- -
sultant reports on my Macintosh
computer. This new skill was even
more necessary as I began to update
my resume.

During times of stress, exercise be-
came a part of my daily routine. I
spent many hours on daily bicycle
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rides thinking about my career, my
family, and my new professional op-
portunities. I was not sure whether I
wanted to be a city manager, whether
I wanted to work in the public sector,
or whether I wanted to work in pri-
vate industry.

Even though I received severance
pay, the uncertainty of future income
led me to consulting work. I discov-
ered that several city managers
needed experienced consultants to
complete a variety of municipal proj-
ects. And I explored the mysteries of
county government while working
on a long-term assignment for San
Bernardino County.

I am fortunate to now have a bet-
ter job than the one I left. I have
learned that there is, indeed, life
after management. My new job is just
as exciting and challenging as my old
one, plus it offers a bonus: more
time for my family and more time for
recreational activities.

There is Light at the
End of the Tunnel

Laurel Wasserman
Carlsbad, California

am a hiker. Often on hikes I
have to forge streams and leap from
rock to rock to get from one side to
the other. Because I have a terrible
sense of balance, I treat these occa-
sions with trepidation. My anxiety
level elevates as I picture myself slip-
ping off the rocks and falling into
the water.

Several times I have slipped on
the rocks and I have fallen into the
water. It has never been the terrible
disaster I imagined. All I do is get
wet.

On a marriage encounter week-
end in 1975, my husband confided
what would be the worst thing that
could possibly happen to him in his
life: he, the main wage earner in our

family, could some day be fired. I
1989 he was fired. It was not the te;
rible disaster he had imagined. A
he did was find a better job.

Of course we had, for a time
great stress. I had to deal with pain.
was hurt that others could cause s
much distress for my husband. M
pain was like a mourning, which de
creased as things got better with us
My husband had to deal with ange:
We all know that anger is a self-de
structive respomse. It can cause a vz
riety of physical responses like hig]
blood pressure, muscle tension, ani
ulcers. Unfortunately, it is not easy tc
forgive one’s enemies in order to ge
on with life.

We were able to get on with ou
lives, though. And I can recommenc
the three most valuable things tha
we did to cope. First, we saw ouw
friends often and appreciated even
supportive note and telephone call
Second, we looked not at the past
but at the future. Third, and mos
valuable, we sat down and made a lis;
of all the good things that came ow
of the crisis.

When we started this list one
evening, we expected that there were
a few benefits from the experience.
We filled up three pages, a list of 9C
items. Some of the items on our lisl
were these: we had the opportunity
to relocate (something we had been
wanting to do for years); we had
the opportunity to change jobs (an-
other thing we had been wanting to
do); we had severance pay; we had
the precious gift of some free time;
and our children became more inde-
pendent and our family closer. Fin-
ally, we used this opportunity to clar-
ify our goals, discovering in the
process that we had the emotional
strength and confidence to handle
this event.

In retrospect, two and half years
later, I am grateful that my husband,
still 2 competent, respected profes
sional, is no longer as intensely con
sumed by his job. He has a better atté
tude and he is a healthier person. X
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