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Trends to Watch in 2010 
This article gives an overview of the economic downturn and how the financial picture is affecting local
governments. It looks at promising local government initiatives to enhance retirement security and
improve health care while controlling costs during a time when employee compensation and benefit
packages are under increasing scrutiny. Complicating the situation is that the public sector expects many
seasoned managers to retire soon, and replacing them will be a challenge. 
Elizabeth Kellar, Joshua Franzel, Danielle Miller Wagner, and Joan McCallen, Washington D.C. 
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De-Termination Continues
In the December 2009 issue of PM, readers shared their encounters
with employment terminations in “Tales of De-Termination.” They
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Trends to Watch in 2010
by Elizabeth Kellar, Joshua Franzel, Danielle Miller Wagner, and Joan McCallen

Local Governments Redefine the Economy
It’s a new year and, some would say, a new era. The steep economic downturn has collided with major demographic
changes and shifting tides in core businesses that once defined our work, our revenue streams, and our understanding
of world events. Although local governments may feel they are in white water without a raft, in fact they could well
drive the recovery and redefine the economy.

Public services are always more important when a large number of people are out of work or struggling financially. All
levels of government face major policy issues that are constrained by economic realities and an aging workforce. At
the same time, there is a growing sense of energy at the grass roots as local government leaders forge new
partnerships, harness technology, and leverage resources and ideas.

For every pundit, there are many more civic-minded individuals who are ready to serve or who want to build bridges
with private sector or nonprofit organizations. One of the challenges is to find them and develop effective ways to
engage them in solutions.

This article gives an overview of the economic downturn and how the financial picture is affecting local governments. It
looks at promising local government initiatives to enhance retirement security and improve health care while
controlling costs during a time when employee compensation and benefit packages are under increasing scrutiny.
Complicating the situation is that the public sector expects many seasoned managers to retire soon, and replacing
them will be a challenge.

ECONOMIC PREDICTIONS
"You have substantial challenges to address in
local governments and the opportunity to do all
of those efficiencies that you’ve thought about
but that lacked sufficient political support,"
suggested Dr. Alice M. Rivlin, senior fellow in
Economic Studies at the Brookings Institution, at
the ICMA Annual Conference in September
2009.

Dr. Rivlin noted that because of aggressive
federal government actions by Federal Reserve
Chair Ben Bernanke the United States will not
suffer a great depression. She also observed that
federal programs, including the establishment of
Social Security in the 1930s, have protected
seniors from income loss and have helped to
keep spending up.

Although Rivlin expects modest growth in 2010,
she predicted that the recovery will take years. Even as the private sector begins to recover, state and local revenues
will keep falling in 2010 and 2011, as they always lag in a recovery. Unlike other recessions, this one has hit all sources
of local government revenue: income, sales, and property taxes.

Rivlin observed that the recovery will vary across the United States. Communities that depend on the auto industry or
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financial services will take longer to recover than places that are energy producers, are state capitals with universities,
or have had stable housing prices.

Some local governments with healthy finances have already borrowed money to invest in infrastructure and have
created their own jobs programs. Others have been hit hard by the loss of manufacturing or a steep decline in
housing values. They are doing all they can to maintain the social fabric in their communities, sometimes keeping
valued cultural amenities up and running even as they make other painful service cuts.

Although inflation is unlikely for some time, Rivlin said, the huge federal deficit is a major problem. “We made overly
generous promises on entitlements (Social Security, Medicare, and Medicaid). These increasing health care costs are
unsustainable.” At the same time, she said that it is relatively easy to fix Social Security: “Raise the retirement age,
change the indexing of benefits, especially at the higher end, and raise the cutoff where the payroll tax applies.”

A particularly painful aspect of this economic downturn is the growing number of unemployed. “Unemployment will
rise and peak in 2010. It won’t hit 25 percent like it did in the Great Depression, but it will be the worst since World
War II,” she said.

As state and local governments trim their budgets and their staffs to deal with the precipitous drop in revenues, they
will add to those unemployment figures. California alone is projected to eliminate 60,000 public sector jobs by mid
2010. The state has furloughed 238,000 employees to avoid a $42 billion deficit. Pennsylvania has targeted the
elimination of 2,000 positions to fill a $2.3 billion gap.

The list of fiscal challenges is daunting: pension liabilities have grown, and local governments also now must disclose
their unfunded retiree health care liabilities. The times call for discipline, an examination of which compensation
structures are fair and competitive, and a recognition that it will take years to work through the challenges. Business as
usual is not an option.

As the recession drags on, it might be tempting to stop hiring new employees. But that could exacerbate the brain
drain that is anticipated as a greater number of local government employees reach retirement age and leave the
workforce. In the 1980s, local governments found they did not have enough talent in the leadership pipeline after the
economic recovery. This time, because of the aging workforce and an extended period of economic constraints, it
could be substantially more challenging to compete for the highly educated specialists who are needed for many local
government positions.

By Elizabeth Kellar, president and chief executive officer, Center for State and Local Government Excellence,
and deputy executive director, ICMA, Washington, D.C. (ekellar@icma.org).

Demographic Trends and Competition for Talent
During the past decade, average local government employees were five to seven years older than their private sector
counterparts. There is nothing that suggests this will change soon, especially as some individuals are delaying their
retirements because of stock market losses in 2008 and portions of 2009.

Also, while one-third of private sector workers require some formal training or education to carry out their jobs, more
than two-thirds of local government employees need this level of education for their positions.

Regional differences are also significant, particularly for the age of the workforce. As regions, New England
(Connecticut, Massachusetts, Maine, New Hampshire, Rhode Island, Vermont) and the eastern portion of the Midwest
(Indiana, Illinois, Michigan, Ohio, Wisconsin) employ the oldest local government workforces. The states of the South
Central and Mountain regions (Arkansas, Louisiana, Oklahoma, Texas, Arizona, Colorado, Idaho, New Mexico,
Montana, Utah, Nevada, Wyoming) have the youngest local government workforces.

Finally, during the first half of the coming decade, state and local governments are expected to have the greatest need
for employees with skills and training in the areas of finance, health care, information technology, management, and
education, among others. These labor requirements will be driven by factors ranging from general population
attributes such as an older population requiring more health care and an increasing population requiring larger
education networks, to the evolution of new issues of increasing importance such as the expansion of transit systems
as part of environmental and regional planning.

Managers, councils, and department heads should be aware of these trends in 2010 as they will affect the ability of
governments to fulfill their responsibilities and manage their budgets efficiently. In 2009, less than half of all state and
local governments had a formal workforce development plan even though having a workforce plan can help local
governments evaluate the skills of their employees and plan for the skill development they will need in the future.

By Joshua Franzel, vice president, Center for State and Local Government Excellence, Washington, D.C.
(jfranzel@icma.org).

Local Government Leaders Initiate Health Care Reforms
Whatever health care reform is adopted nationally, local governments know they cannot wait to address rising health
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care costs.  They are already targeting chronic health problems among employees and retirees, rapidly rising insurance
rates, and lack of access to health care for residents. Local initiatives have improved health care and overall wellness
while also helping the bottom line.

Comprehensive wellness in Gainesville, Florida. Founded in 1992 in response to escalating employee and retiree
health care costs, Gainesville, Florida’s LifeQuest program promotes health, nutrition, and fitness at no cost to city
employees, retirees, and their families through five key elements:

Diet and nutrition workshops.
One-on-one counseling.
Health screenings.
Physical fitness programs.
Seminars on health-related issues.

LifeQuest operates 15 fitness centers within walking distance of every city facility and conducts health assessments and on-site screenings. To
encourage employee participation, LifeQuest offers an incentive program that awards cash to employees and retirees who take part in program
offerings. As a result, approximately 90 percent of the city’s 1,800 employees participate in LifeQuest. A study of Gainesville claims data between
1992 and 2006 shows that Gainesville’s insurance premiums are among the lowest in the nation.

Community health in Hillsborough County, Florida. The Hillsborough County Health Care Plan (HCHCP),
established in 1992, created a dedicated funding source to ensure access to health care services for low-income,
uninsured county residents. Here is what the program is built on:

Health education, prevention, early intervention, and disease and case management.
Coordination among health and social service agencies.
Empowering participants to take responsibility for their health.
Information technologies to support effective management and service delivery.

And the results?

Aggregate medical and drug cost per member increased only 2 percent between 2005 and 2008 thanks to pharmacy
controls and improved coordination with other government programs.
Pharmacy cost per covered member fell from $112 to $91 per month between 2005 and 2008 as a result of relying on
generic drugs and using pharmaceutical manufacturers’ drug assistance programs.
Records for medical claims, prescriptions, and specialty referrals were converted to an electronic format; records now
provide immediate access to members’ health history and costs.

Chronic disease management in Asheville, North Carolina. The Asheville Project® relies on a collaborative
approach among patients, pharmacist care managers, and physicians to improve care and reduce costs for employees
and retirees with diabetes, asthma, cardiovascular disease, and depression. In this program:

Local pharmacists are trained to provide patient counseling.
Employees and retirees participate in one or more disease modules, learn about managing their diseases, and are
assigned to a certified pharmacist care manager.
Individuals meet monthly with pharmacist care managers, attend regular visits with physicians, and have laboratory tests
done regularly.
Patient co-payments for medications and supplies are waived as long as patients are in the program.

Here are the results that have been achieved over six years:   

Average medical expenses for diabetic patients dropped by 40 percent in the first year of the program, and they
remain nearly 60 percent less than the national average.

Number of sick days taken by diabetic patients dropped from more than 12 days to 6 days per year; sick days for
asthma patients dropped from 11 days to 3 days per year.
Cardiovascular events, related visits to the emergency room, and hospitalizations were reduced by half.
Cardiovascular medication use increased almost threefold, while cardiovascular medical costs decreased by 46.5
percent.
Average annual cardiovascular-related medical costs decreased from 30.6 percent to 19 percent of total health care
costs.
Asthma patients making emergency room visits decreased from 9.9 percent to 1.3 percent, and hospitalizations
dropped from 4 percent to 1.9 percent.

These examples highlight just a few of the local governments leading the way in improving the health and well-being
of employees, retirees, and citizens while reducing the financial burdens of health care costs. For more information
about these and other innovative programs, visit the website of the Center for State & Local Government Excellence,
www.slge.org.

By Danielle Miller Wagner, local government consultant, Washington, D.C. (daniellejmw@yahoo.com).
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Addressing Retirement Security

The past two years have been unsettling, particularly for those of us who care about retirement security. Concerns
about the sustainability of public sector pension plans and market volatility affecting retirement savings are shared by
employees, employers, and the general public.

Local government employees have already made some choices that give us a glimpse of the future. Some employees
nearing retirement age have put their retirement plans on hold so they can save more, even though they qualify for a
pension. Over a third of public sector human resources directors recently surveyed by the Center for State & Local
Government Excellence indicated that at least 25 percent of their retirement-eligible employees were delaying
retirement.

Younger employees also are learning from this economic downturn and may become more disciplined about saving.
There is growing awareness that people are living longer and will need multiple sources of income in retirement.

These life lessons and decisions may pay dividends for future retirement security and for our nation. If older workers
postpone retirement, they will pay into pensions and Social Security systems longer, which will likely bolster those
systems. In addition, policymakers are looking at a range of measures to get funding on track, none of which will be
easy fixes.

In the meantime, employers can do a great deal to invest in their employees and their financial security:

Create more opportunities to save and make it easy for employees to get started. ICMA-RC is seeing positive
enrollment results using its new, simple, and easy to understand “quick enrollment” form. It allows employees to
designate a contribution rate and to opt into an age-appropriate target-date fund, as compared to the typical opting-
out procedure common in auto enrollment.

In plans that have offered quick enrollment since the form’s launch in February 2009, it has accounted for 15 percent
of enrollments. In some limited instances, ICMA-RC is seeing local governments consider an auto-enrollment feature
as an option for their defined contribution plans to promote retirement savings for their employees.

Provide financial education to all employees tailored to their age. Encourage employees to attend workplace
sponsored seminars on retirement savings and to seek advice from independent financial advisers for their retirement
planning needs. ICMA-RC offers many such services to participants and employers.

Helping employees gain a better understanding of personal finances helps them make better financial decisions
throughout their lives. And when they do retire, they will have confidence that they have the resources and knowledge
to enjoy their retirement years.

By Joan McCallen, president and chief executive officer, ICMA Retirement Corporation, Washington, D.C.

ENDNOTES

 "Prefunding Other Post Employment Benefits (OPEB) in State and Local Governments: Options and Early Evidence,"
Center for State & Local Government Excellence, September 2009. 
 Wellness Council of America, Well Workplace Award, City of Gainesville, Platinum Award, September 2009. 
 Cranor et al., "The Asheville Project: Long-Term Clinical and Economic Outcomes of a Community Pharmacy

Diabetes Care Program," Journal of the American Pharmaceutical Association 43, no. 2 (March/April 2003). 
 Bunting and C. Cranor, "The Asheville Project: Long-Term Clinical, Humanistic, and Economic Outcomes of a

Community-Based Medication Therapy Management Program for Asthma," Journal of the American Pharmaceutical
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More Thoughts on Charter Reform
by James H. Svara

An article by Robert O’Neill and John Nalbandian in the November 2009 issue of PM, “Charter Reform: Ways to Think
About It,” identifies the key components in designing governmental structure. The way they interpret form of
government and the options they suggest for charter reform, however, call for more thought and additional evidence.
Many of the points I make are contained in their thoughtful article, but I feel that they need more emphasis.

O’Neill and Nalbandian start with a common generalization by contrasting the strong political leader of the elected
executive form of government who overcomes conflict with the efficient, effective, and equitable service delivery of
council-manager governments. In fact, however, the council-manager form also fosters sound governance—not just
administrative competence.

TRADE-OFFS OR BLENDED VALUES
Governmental structures, as the authors observe, make provision for three values—representation, direction, and
administrative performance—by assigning responsibilities to three kinds of officials—councilmembers, mayors, and
administrators. O’Neill and Nalbandian suggest that tension between the values produces trade-offs. Large, diverse
councils produce the need for powerful mayors. Council interference or a powerful mayor creates the need for
protections for administrators but produces cumbersome personnel management.

With the authors’ emphasis on trade-offs, it is not clear what logic leads to the choice and ongoing vitality of the
council-manager form as opposed to the establishment of a detached civil service. As in Herbert Kaufman’s work that
they cite, there seems to be an underlying premise that an elected executive mayor is the unifying and energizing
figure who centralizes the operation of government. If the options are either disorganized democracy or detached
bureaucracy, the obvious choice seems to be the strong mayor. The council-manager form offers different options by
restructuring the relationship among officials.

It appears that each type of official is associated with one of the values—councils promote representation, mayors
promote politi-cal-policy-executive, and local government managers promote administrative competence. The key
missing point is that the coun-cil-manager form is designed to blend these values. The idea of a governing body
combines representational and policy leadership, and the manager also contributes to the identification of needs and
the formulation of policy options.

The manager is responsible for executive leadership—part of the second value—and bridges policy and
administration. But the manager works in close interaction with the council—he or she is not part of a detached
bureaucracy. The manager holds the administrative staff accountable with centralized administrative authority but is in
turn continuously accountable to the city council.

The council-manager form holds one person (the manager) accountable for performance—unlike the constitutional
division of responsibility between an elected executive mayor and a council with offsetting powers. Additionally, the
accountability in the council-manager form can be exercised at any time as opposed to waiting for the next election.
Administrators in strong mayor communities may need “protection” from the mayor, and strict civil service systems are
more common. Managers are individually accountable to the council but shield staff from interference.

HOW GOVERNANCE VALUES ARE ADVANCED
The leadership needed to forge agreement and develop political resolve is likely to be exercised by the mayor, and
diverse populations and divergent views make it more important that the mayor have a mandate from the citizenry as
a whole through direct election. But this choice does not mean that the mayor necessarily also has executive authority,
nor does it have to diminish the policy leadership of the representative council.
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It is not good luck or a tranquil community that produces the likelihood of greater coherence and cooperation in the
council-manager form. Structural features—unified authority and responsibility of the manager to the council as a
whole—counter the conflicts between each set of officials. The suggestion that high levels of conflict and divided
councils produce the need for strong mayors ignores the likelihood that the mayor-council form contributes to conflict
and divided councils. Thus, forms of government differ in the way they advance the governance values and seek to
balance them.

It is unfortunate to link size, diversity, and district elections, on the one hand, and strengthening the executive (as
opposed to political) leadership of the mayor, on the other. In the first 50 years of the council-manager form, it was
rarely found in large communities. The argument that the council-manager form is better suited for small cities was
commonly heard but not widely tested. The council-manager form is now used in a large majority of cities with
populations greater than 100,000 and in a third of cities that are larger than 500,000. Large cities with the council-
manager form—usually with elected mayors and district elections—demonstrate strong commitment to citizen
participation, inclusion, neighborhood renewal, and downtown revitalization appropriate to large, diverse places.

If the community prefers having the mayor drive the agenda, then combining political, policy, and executive leadership
in one office is appropriate. The more power in the mayor’s office, however, the more likely it is that the community’s
fortunes rise or fall based on the talents of the individual mayor. There are examples of outstanding mayors, mediocre
mayors, and destructive mayors in mayor-council cities.

Mayors can contribute substantial leadership to promote collaboration within the framework of a council-manager
form. Visionary facilitators enhance the performance of the council and strengthen the working relationship with the
manager. My research shows that mayors are less likely to be visionaries in council-manager cities than in mayor-
council cities, but the difference comparing elected mayors is small—58 percent compared to 46 percent—and strong
mayors are more likely to be in conflict with the council.

FORMS VS. MODELS
Finally, O’Neill and Nalbandian contribute to the confusion over the difference between forms and models that
combine form and electoral practices. Council-manager communities with elected mayors and district-based councils
(both common throughout the history of the council-manager form and now the norm in large cities) are pure forms
of government even though they have departed from the electoral features of the reform model of organization.

The same is true for mayor-council cities with CAOs. If we cannot maintain clear distinctions between form and other
structural features, we will not be able to have meaningful discussions with officials in other countries that use the
council-manager form with a variety of electoral practices.

I agree with O’Neill and Nalbandian that form produces only the framework. It is up to the behavior of officials and
citizens to make it work. Furthermore, local governments should look first at changing the people in office if they have
problems rather than assuming that they should change the form. Every type of local government can look for ways to
strengthen each dimension of governance within their formal structure.

Still, structure matters. One can either work within the push-and-pull trade-offs in separation-of-powers settings or
choose an alternative constitutional model based on a different conception of the governance process. In the council-
manager form, elected officials and administrators are more likely to work together to advance democracy and
professionalism.

James H. Svara, professor, School of Public Affairs and Director, Center for Urban Innovation, Arizona State
University, Phoenix, Arizona (james.svara@asu.edu)

Learn about the benefits of joining ICMA and receiving PM magazine as part of your benefits package. To subscribe to PM, call 202/289-ICMA
(202/289-4262) or e-mail bookstoremanager@icma.org.
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Community Engagement Comes to Mean a
Commitment
by David Waffle, Claudia María Vargas, Phillip Cooper, and Dick Reynolds

I was only one month into my new job as city manager of Cornelius, Oregon, when I accepted an invitation arranged
earlier by the previous city manager. I bravely said yes, not really knowing what it was about. All I knew was that it
involved faculty from Oregon Health Science University (OHSU), it had something to do with children with disabilities,
Spanish-English translators were going to be provided, and it was going to be held at a Catholic church. At the least, it
was a way to size up the community. I asked the planning manager to go along.

What a fascinating experience that day was then—and for the next three years. This invitation facilitated a
commitment to parents and their children with disabilities who often have difficulties obtaining medical services and
who have too often been ignored by the community. Along the way, we’ve breached some of the service gaps,
developed community leaders, and even learned to eat Guatemalan chicken pepián.

We also created a process that generated more than 900 letters in support of pedestrian improvements on a busy
state highway, found witnesses willing to support our case in discussions with political figures and funding agencies,
and provided opportunities for about 50 clinical trainees to gain experience working directly with children with
developmental, cognitive, behavioral, and physical disabilities in a community setting, where they usually have to
overcome cultural and language barriers. And we have the video to prove it!

The Setting: A Community Challenged in Many Ways
Cornelius is a far western suburb of Portland, Oregon, with 11,000 residents. Initially an agricultural town, it has
become a bedroom community that bears the burden of being below average on almost every socioeconomic health
and wealth indicator. You name it, Cornelius has the challenging stats: a full 30 percent of the households have a
disabled family member, low educational achievement, low per capita income, and large household size with extended
families.

In two of the elementary schools, all of the students qualify for the free school lunch program. We are a diverse
community with half or more Latino residents and a history of diversity issues. In addition to our diversity, one of the
positive indicators is a very high degree of home ownership because housing has remained relatively affordable.
Cornelius has a group of wonderful and talented people who needed to find ways to engage.

Community Engagement: A Positive Force
Community engagement is a participatory community process that reminds us that we can all learn from each other. It
requires systematic probing, concentrated listening to the concerns of community members, and dialogue about
possible solutions. It is an iterative process that brings together a diverse group of stakeholders to identify problems
and generate strategies to meet them. Like so many community participation efforts, its success or failure depends on
the commitment and perseverance of community members, government officials, service providers, and clinical
trainees and faculty.

On the morning of March 9, 2006, at St. Alexander’s Catholic Church, about 25 parents met with several OHSU faculty,
a dozen clinical trainees from different specialties in the LEND (Leadership Education in Neurodevelopmental and
Other Related Disabilities) Program, other CDRC (Child Development and Rehabilitation Center) professionals, a half
dozen service providers from transportation, education, and health agencies, two city employees, and the local priest.
Coincidentally, the church had recently founded a group focused on families with children with disabilities.
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The community engagement process began with families listing the positive aspects of living in Cornelius as well as
identifying challenges their children with disabilities face. The first bit of good news was that these families, who might
have criticized local conditions, had a host of good things to say about the strengths of their community. Then we
went back and forth in English and Spanish, listening to parents talk about their frustrations in seeking medical
attention and accessing local services for their children’s varied disabilities.

I strained to comprehend with my limited Spanish language skills, although fresh from some community college
classes. That morning, we became acquainted with the facilitator of the community engagement forum, Dr. Vargas,
CDRC/OHSU faculty, and her colleague, Dr. Cooper, CDRC/OHSU and Portland State University (PSU).

After a morning of listening and watching the students fill flip charts with comments or concerns, we were treated to a
lunch from the church’s kitchen. During the lunch period, students sorted and prioritized the comments to arrive at
several broad themes to be addressed by the service providers. The barriers to service identified by the parents were
in seven areas: health care, education, employment, transportation, recreation, housing, and public places.

Planning Manager Dick Reynolds and I heard the responses of other service providers, and then it was time for us—
the representatives of the city—to respond about how we might work to overcome barriers. Reynolds described how
the city was in the midst of designing a project on Oregon Highway 8, a road that bisects the town and that carries
more than 40,000 vehicles per day, that is not accessible, and that lacks pedestrian improvements. We noted an
intermittent network of sidewalks that stopped and started at inopportune locations, leaving gaps and making travel
on foot, via a wheelchair, or on a bicycle treacherous.

Highway 8 (OR 8) serves as the main street of Cornelius and connects Centro Cultural (a community center), the
Virginia García Memorial Health Center (a community health center that has its origins in the migrant agricultural
camps), Oregon’s largest Latino-themed grocery store, along with an elementary school, library, city hall, many small
businesses, and one of the region’s most popular bus lines. It is worth noting that the clinic was founded by
community members and families outraged over the death of Virginia García, a six-year-old girl, daughter of migrant
workers, who died from lack of health care in 1983.

An Obligation to Follow Up
Reynolds and I felt a need to follow up on our pledge to work with these families at least as far as obtaining their
input for the sidewalk improvements. I saw it as a way for a new city manager to instantly engage with the community.
But could we make something happen? The city agreed to host an initial meeting of a steering committee that
consisted of parents, providers, LEND trainees, Vargas, and Cooper. We’ve continued to meet almost every month—
on weekends to accommodate partners and parents—since the initial event in 2006. The steering committee adopted
the name: The Cornelius Committee: A Vision of an Accessible Community/Comité de Cornelius: Una Visión para una
Comunidad Accesible.

That sense of obligation has become an enlightened commitment. City staff has served as facilitators and hosts.
Together, we have brought forth project ideas and in return have enjoyed collaboration and problem solving. I use the
term "enlightened" because all of the participants have gotten something back for their investment of time and other
resources. There is "value" gained from the participation and sharing.

Illustrative Projects
To illustrate the value that the parties have gained from the community engagement process, we offer five examples.

1. Día del Niño/Day of the Child Celebration: An opportunity to build inclusion and community. The Day of
the Child, held annually on the last Saturday of April, is an international tradition that began in Mexico in 1925. Locally,
it has been hosted by Centro Cultural and the Cornelius Public Library for more than a decade.

One of the purposes for the event in Cornelius was to build community and cross barriers, so it came as a bit of a
surprise when parents on our steering committee noted that it was difficult for the children with disabilities to
participate in the activities and also that they did not feel welcome. Working with a new library director, parents, LEND
trainees and faculty, the leaders at Centro Cultural and the Day of the Child planning committee were persuaded to
accommodate new activities for all children. The theme of the event became "Equal Rights, Different
Abilities/Diferentes Habilidades, Iguales Derechos."
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Photo credit: Ana Brouwer, 2008 AmeriCorps Volunteer..

The 2008 event drew a record crowd of some 3,000 children and adults for a parade, games, food, and other
activities. Cooperative efforts were launched to ensure that the venue was accessible and that there were activities
specifically aimed at engaging children with disabilities. The surprise was that, because those activities were fun and
interactive, many typically developing children were attracted to those events.

In 2009, the event again went well, with an emphasis on the children of the area who experience homelessness. The
event has become more multicultural and has benefited from the larger venue at a local park.

2. Baseline Street Improvements: Not participation to force city action but mutual cooperation for important
city efforts. Cornelius applied for a $3.2 million grant for improving a 10-block section on the eastbound, one-way
portion of Oregon Highway 8, which is the portion that serves as "Main Street." We asked the parents if they could
assist us with a few letters of support for the project to demonstrate community support and specifically underline the
need for pedestrian improvements.

We were overwhelmed by the response—more than 900 letters of support in two languages! In one of those
moments of happenstance, a leadership group at the local Catholic Church was looking for a community project to
demonstrate its skills, and church members gathered letters of support for the street project. During a three-week
period, a dozen volunteers generated a form letter and distributed it at several churches, a local clinic, Centro Cultural,
and other locations.

City staff gathered up the letters and proudly presented the large stack at the public hearing for the Metropolitan
Transportation Improvement Program grants. It was an impressive display. Still more impressive was the testimony
Consuelo Arauza, a committee member, provided in advocating for her community.

Through an interpreter, she testified how difficult it was for her teenage son, Juan, to travel on a wheelchair over the
streets and sidewalks of Cornelius. She ended her testimony with an invitation to Metro councilmembers to tour her
community in a wheelchair, and one councilmember publicly accepted her invitation. At the end of his wheelchair
tour, the councilor observed: "I guess what’s good for Juan, is good for all."

The support for city grants was impressive, and the city will use the grant in 2011 to rebuild the street with sidewalks,
street trees, and underground utilities to implement main-street design standards. Another collaborative effort was the
support of families and the committee for four other grants. Committee members, for example, drafted and signed a
letter to support funding of a proposal to build sidewalks on four cross streets that intersect OR 8.
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Juan and Metro Councilor Robert Liberty explore the
sidewalks of Cornelius in wheelchairs.

3. Community Video: "A Vision for an Accessible Future." With donated production services, the steering
committee created an 18-minute video about the mobility problems experienced by the residents of Cornelius. It
features Juan and Consuelo Arauza attempting to travel along a route of intermittent sidewalks and the unpaved
shoulders of streets. One scene shows their frustration because of their inability to maneuver Juan’s wheelchair from
the family’s van into a park that lacks connecting sidewalks. Another scene features a couple pushing a baby stroller,
but then the couple is forced into the street when the sidewalk ends at a clump of bushes.

The video provided contextual statistics about the community and region. The narrative describes how Cornelius
depends on decisionmakers in other communities and regional agencies for cooperation in implementing solutions to
problems like the fractured mobility system of the sidewalks. That phrase came from a feature article in a Portland
newspaper, The Oregonian, about the experiences of some of the disabled population of Cornelius.

The video ends with Juan and Consuelo safely crossing a reconstructed portion of North Adair Street from one new
sidewalk to another. It has been shown to regional and local agencies and at community events to demonstrate the
need for mobility improvements for all people.

4. Park Planning: Toward an accessible parks master plan. Cornelius has nine city parks that vary in development
and size from 0.75 to 10 acres. During the past 10 years, Cornelius has worked to improve its parks by adding play
equipment, sports courts, drinking fountains, picnic shelters, and restrooms. The one area of only incremental
improvement is in American with Disabilities Act (ADA) accessibility. The city has not completed either an ADA
accessibility assessment, nor does it have an approved ADA transition plan that would provide guidance for
accessibility improvements and compliance in city parks. These documents would also help the city qualify for state
and federal grants to fund park and recreation development.

One member of the steering committee helped Dick Reynolds find a private consultant certified to perform ADA
accessibility assessments who was willing to work within Cornelius’s budget constraints. Reynolds worked with the
consultant, and in May 2008 they completed the first "Site Evaluation for Compliance with the Americans with
Disabilities Act of 1990 for Harleman Park." It is the largest and most developed park in the city. Using this as a
springboard, the city has embarked on a new parks master plan process that will include an ADA assessment for all
parks and a transition plan for ADA compliance. The parks master plan was adopted in October 2009.

5. Resource Book: Accessible information for families. Parents clearly identified as a primary barrier the lack of
Spanish-language information about the disabilities experienced by their children. The inability to self-educate
hampers discussions between parents and children and their health care providers. The LEND trainees have assembled
nontechnical information in Spanish about a variety of cognitive, behavioral, and physical disabilities. Copies of the
notebook were distributed to schools, the health clinic, family resource center, library, and cultural center.

The information is also available on the OHSU/CDRC website, with additional links to other sources of information, at
www.ohsu.edu/oidd/LEND/multilingual_resources/index.html. Hard-copy resources are important, however, because
not everyone has easy access to and knowledge about the use of the Internet. Also, access to public computers is
sometimes limited.

What Have We Learned So Far?
All these experiences have takeaways, and the steering committee has discussed the benefits for all of its members
and stakeholders. We all agree that we have learned how to listen to each other discuss problems and also find
solutions. For the city, it has been a relatively low-profile activity that has not consumed many resources. In fact, we
came to learn that the parents of children with disabilities were not going to be one more demanding interest group
but that they were, instead, a resource to support community improvement efforts.

We have been able to improve the quality of life and the image of an impoverished city fraught with political turmoil
that had not accomplished much in recent years. Our image had been either negative or nonexistent as a wide place
on the road between two larger cities on the outskirts of the metropolitan area. More important, our community had
not been accessible for those with mobility challenges.

We’ve had the opportunity to meet or exceed relatively low expectations of the parents that anything good would
come of their participation in the process. Some of the achievements are coincidental—portions of the OR 8 highway
project were already funded and just needed final design details, but other elements of our projects needed support.
There is now a group of parents who know they can approach city officials (who have names and friendly faces) with
questions and concerns. One mother became confident enough to discuss with the chief of police a problem of
speeding cars in her neighborhood. Even though this official is known as being bicultural/ bilingual and active in Latino
affairs, to this mother city officials had previously been distant and inaccessible.

Parents have seen a community event allow for the "mainstreaming" of activities for their children who live with
disabilities. They saw the changes that come from their participation in the planning of the Día del Niño celebration as
well as other activities. They also saw that the clinical trainees would return to the community year after year to assist
them in meeting their children’s needs, giving them skills to assist with parenting and providing them with more
knowledge and techniques to help their children and their families.
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From that initial day at St. Alexander’s Church, we have also seen the development of a solid partnership among the
institutional anchors of Cornelius: church, medical clinic, school, city, and cultural center. Along with more than $6
million dollars in public street and utility improvements, St. Alexander’s Church is designing an expansion, and Virginia
García Memorial Health Clinic has announced plans for a clinic expansion and the relocation of its corporate offices
back to Cornelius. These improvements and investments will set the tone and standard for implementing the long-
range plan the city has for its town center. We have also connected more effectively with area universities like the
Oregon Health & Science University (OHSU) and Portland State University (PSU), institutions that seemed before this
community engagement process to be distant and inaccessible from our community.

We have also reinforced our belief in the value of effective citizen participation. The community engagement process is
an excellent way of starting a process of identifying problems, but it requires dedication and resources to follow
through.

ENDNOTES

 Jill Smith, "Fractured Mobility: Broken or Non-Existent Sidewalks Make the Going Tough for Walkers in Cornelius,"
The Oregonian (Portland, Oregon), March 15, 2007. 
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De-Termination Continues
In the December 2009 issue of PM, readers shared their encounters with employment terminations in "Tales of De-
Termination." They were prompted by the magazine’s call for stories in the September article, "Causes of Manager
Turnover," by James Thurmond. Replies received more recently and included here validate Thurmond’s 20 turnover
factors.

When Working Harder Doesn’t Help
At a community where I used to work as city manager, I experienced several of the turnover factors listed in James
Thurmond’s article. All of these factors were the push factors rather than the pull factors.

I had interviewed and accepted the position in October. In November, an election changed two members of the
council. Although all of the candidates had been involved in the interviewing process, this completely changed the
dynamic of the council.

Part of the change was a big increase in conflicts among the members of the council. Some conflicts were due to
different philosophies about city services, but most were due to an overarching issue regarding a state transportation
project. There was constant discussion and argument as councilmembers on different sides of the issue sought to
persuade other members. There were also some behind-the-scenes attempts at vote trading. Even after this vote was
taken, the ramifications continued to play out as members on the losing side sought revenge for their defeat.

Councilmembers also disagreed from the beginning over my role as the first professionally trained manager in the
community. Some councilmembers wanted me to handle most of the administrative details they had been previously
handling while they focused more on overall policy. Others objected to this, feeling they were being left out of the
loop on decision making. These arguments contributed to the sense of conflict among councilmembers.

I saw the handwriting on the wall months before I was fired. In fact, I saw how the part of the council that wanted me
gone was going to trade for the necessary votes about a month before they were actually able to figure out how to
do so themselves.

The conflict on the council continued, and the two managers who followed me both had short tenures. Fortunately,
they were able to leave for other positions before being fired. It took several elections before the councilmembers who
seemed to relish conflict left the council, either voluntarily or involuntarily.

What I’ve learned from that experience is that when conflict among councilmembers reaches a certain level, you can’t
solve it by working harder or working smarter. It’s time to work on finding a new position.

Mike Robertson
City Administrator
Otsego, Minnesota
mike@ci.otsego.mn.us

Frying Pan into the Fire: Singed but Not Burned
During a three-year period of my career, I transitioned through two local governments as chief administrative officer,
and I have professionally and personally lived to tell about the experiences.

In 1989, the city of Cumberland, Maryland, needed to comply with Pennsylvania’s health regulations because it got its
water from Pennsylvania; thus Cumberland began a process to fluoridate the city water supply at its Pennsylvania
treatment source. The Cumberland community was almost immediately polarized over this seemingly innocuous
health care issue, which was supported by the local health care community.
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A local group began a disinformation campaign that resulted in city council elections that year. The mayor was not
reelected, and the city reversed the fluoridation process after only 30 days of implementation. The new mayor, who
opposed fluoridation, informed me on his first day in office that, because I was a proponent of fluoridation, he would
help me find a new job elsewhere.

I decided to secure my own future, and I applied for other management jobs around the country. I accepted a
position in August 1990 as the first CAO in Marshalltown, Iowa. I supplanted a strong mayor incumbent and started
working with a number of independent, long-term department heads who had had free rein under the previous CEO.

Imagine my surprise when, in December 1991, The Des Moines Register reported that a Ponzi investment scheme had
obliterated $110 million of the pooled investments of 88 Iowa governments and schools, including about $7.5 million
of Marshalltown's. The Iowa Trust scandal resulted in Marshalltown being sued by the state of Iowa because the city
treasurer was president of the pool and a confidant of the pool’s organizer.

As part of the city’s recovery, the treasurer was asked to resign, and the rest of us had to oversee a $3 million budget
reduction in the middle of the fiscal year, which we accomplished. Because of the city's fiscal doldrums, I again found
myself being asked to think about leaving my CAO position. Again, I voluntarily sought and was able to secure my
current position as county manager of Genesee County, New York.

In hindsight, I can see these warning signs in both communities:

1. Policy changes and conflict existed among councilmembers over specific local issues.
2. Community reaction and antagonism to city government and perceived wrongs were apparent. Minority opinions

tended to dominate media reports, and headlines and perceptions portrayed a dysfunctional local government.
3. Elected mayor "situations" were evident: an incumbent who took a proactive health care stand was defeated by a single

issue; a mayor who had earlier been declared incompetent by family members didn't finish his two-year term; and a
mayor who couldn't abide being part- time aligned himself with a long-serving power broker.

Survival Tips
Here are my recommendations for job survival:

Continue building your community visibility, profile, and presence; perform your duties and responsibilities; and act in
the best interest of the local government and taxpayers. In Iowa, the city attorney and I, with the aid of the Securities
and Exchange Commission and state attorney general’s office, were able to recoup 95 percent of the invested funds
that Marshalltown had initially lost. I had nothing to be ashamed of, and there was no misfeasance or malfeasance on
my part in either management position I held.

Build personal support with strong family ties, friends, and community relationships.

Continue monitoring the enactment of council policy directives and fiscal recommendations to ensure the functioning
of essential local government services.

Take stock of career opportunities and decide if leaving under your own terms (in spite of certain employment
agreement safety nets) is better than trying to ride out the storm and deal with the toll on family members. Ask
yourself: Is the possible moral victory coupled with professional frustration and family angst worth the price?

I'm in my 16th year of service in Genesee County, where I think I've proven my capabilities and brought a successful
blend of local government leadership, competence, and consistency to the manager’s position. Adherence to the core
tenets of our profession's Code of Ethics and my own core beliefs and principles, and my education and experience
along with my having been mentored by an extremely capable ICMA colleague throughout my career sustained me
through the trials and tribulations and helped me come out on the other side.

Jay Gsell
County Manager
Genesee County, New York
jgsell@co.genesee.ny.us
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A Proactive Approach to Policing Liquor
Establishments
by John Gray

Businesses that serve alcohol can be a community asset or a detriment, depending on whether they allow violations of
law or disorder to occur. The city or county administration that creates a proactive strategy for partnering with bars
and taverns before problems occur will save money and time and will be more successful in having sustainable and
quality businesses in the community. The best proactive strategy identifies responsibilities, creates communication
channels, seeks agreement on expectations, and trusts but verifies documentation and accountability.

Responsibility and Partnership
When local government takes on the responsibility for proactively assisting a licensed liquor establishment in
preventing the problems of overservice and crime, the municipality avoids the common mistake of relying exclusively
on the state’s licensing and regulatory authority for alcoholic beverages. State agencies are often underfunded, and
their staff members are often responsible for huge areas with too many licensees to monitor all of them effectively.

Partnering with the state agency is a better approach, as the state employs subject matter experts and maintains
databases, training materials, and administrative tools that can assist local officials. The partnership is most effective at
the lowest level of the organizations: personal relationships between the line employees and supervisors of the
agencies.

When the local jurisdiction—from the executive to the patrol officer—adopts the mind-set that having a crime-free
business is a shared responsibility, real and lasting results can happen quickly because it will create the relationships
and the determination to achieve success. Without this foundation, everything that follows will have inconsistent and
temporary results.

When the local government administration knows the powers and responsibilities of both the business establishment
and the state’s regulating agency and also understands what tools the local jurisdiction has, the local jurisdiction will
be better equipped to make an effective plan and to engage in a working partnership. The legal authorities and
liabilities of the liquor establishment, the licensing agency, and the local jurisdiction vary according to laws of each
state.

The delivery of police services is often only as effective as the relationship between each business and the police
department. The best tactic is to appoint one supervisory-level employee to be the point of contact for business
owners, the licensing agency, and the local jurisdiction on all issues regarding liquor establishments. That person gives
and receives information and acts as the face and voice of the local jurisdiction on this topic. This official watches for
emerging problems, implements strategies, and tracks progress.

Employees of liquor businesses might not be held accountable for what they do not know. If the local jurisdiction
participates in the training of the wait staff and bartenders on the topic of how to deal with problems, the impact of
the lessons will be higher than if government staff didn’t participate. Employees want to be successful, and they want
to avoid problems that could lead to criminal or civil liability.

Taking part in employee training can pay other benefits as well. When police officers respond to a complaint at a
business, for example, employees are often more comfortable cooperating and might provide more information if they
already have a good relationship with the police department.

Agree Upon Expectations
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Being proactive means that the jurisdiction’s point of contact meets with the owner and manager of a liquor
establishment before problems occur; the goal is to open the avenues of communication and agree upon
expectations. Such a meeting is a valuable tool because elected officials, managers, and business owners can get to
know one another.

This meeting should be about telling what the jurisdiction can and cannot do, listening to concerns and questions from
the owners, explaining what the jurisdiction expects from the businesses when it comes to addressing problems, and
offering training and assistance to meet the common goals of a crime-free community and a safe business for patrons
and employees. The community’s point-of-contact employee will later follow up with individual managers to address
unique issues and establish ways to communicate.

The principle that should be shared with the business is that if a particular crime or disorder was predictable, then it
was preventable; and the business might be held accountable for failing to take preventive action. The jurisdiction’s
point of contact should describe the assistance and training that can be provided, the government’s system of
proactive bar checks, and the way the police usually handle specific problems.

Trust but Verify
When the employees and the patrons of a bar know that a police officer will likely make a visit, many problems can be
prevented. Defensiveness and skepticism are often diminished when these visits are frequent and regular. These checks
are intended to ensure that employees are using the training they received, to communicate to potentially problem
patrons that the police are available to take action, and to deepen the communication and relationship with the
agency. A worthy goal is to have every bar visited by a patrol officer at least several times a week.

Training the police staff is critical for success. Officers should be trained on how to conduct patrol checks of bars, what
problems to look for, how to deal with intoxicated persons who are not committing a crime, and what solutions and
tools they have at their disposal.

Undercover operations are more than catching employees doing something wrong; they are also about catching them
doing something right. Tell the liquor establishments that undercover operations will be a normal occurrence.
Consider adopting the practice of making immediate custodial arrests of employees who commit crimes; these kinds
of arrests have a chilling effect on establishments that allow crime to happen.

Documentation
A powerful tool is the one-page, check-the-box form for officers to document every call that occurs at every liquor
establishment. What makes this tool especially useful is that it requires the officer to determine whether or not the
business could have prevented the event. The government’s point-of-contact should use the form during a follow-up
conversation with the establishment’s management team.

The power of this tool is the immediacy of feedback and communication between the business and the police. When
business managers are not blindsided with old information, they have the opportunity to work with their employees to
improve their performance and address problems. Giving notification of nonpreventable police calls benefits the
business and increases the credibility of the police.

When a business is ineffective at managing itself, these check-box forms are valuable for accountability. When a liquor
license is up for renewal or is challenged, this documentation becomes essential evidence in court.

Accountability
Owners and managers of most liquor establishments want to make their businesses safe and will make the observable
changes necessary to partner with the local jurisdiction. For businesses that don’t cooperate, the local government can
bring in partners who have regulatory authority, for example, building inspectors, fire marshals, health inspectors,
public works officials for street and parking issues, gambling enforcement agents, and state and federal revenue
officials. Often, when a business owner is irresponsible, it is in more than one area.

The jurisdiction’s code enforcement actions should be reasonable, fair, firm, and impartial. The city attorney should be
kept informed of the proactive approaches that were ineffective and the history of ongoing problems because the city
attorney can seek maximum accountability when the license to serve alcohol is challenged.

Challenging the renewal of a license, suspending the license, or revoking it is the last regulatory option for
government. When a jurisdiction challenges the license of a business, there might be political ramifications as well as
potential loss of tax revenue and a perception that government is being heavy-handed against a business. The success
of the local government will be based on the timely and ongoing sharing of information with elected officials; they
need to be kept informed all the way.

The process of taking away the license of an establishment that is a source of community problems can be a long one,
and the path will have obstacles. But when it is successful, the community will see lasting benefits such as reduced
crime and disorder and the availability of public safety resources for other priorities.

A Case Study: The Arlington, Washington Story
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For more than a decade, the small town of Arlington in western Washington State had one of the highest crime rates,
per capita, in Snohomish County. The data revealed the main problems were assaults and property damage that were
predominantly linked to four of the town’s 23 licensed liquor establishments. By day, the town was a vibrant cluster of
small retail shops, with residents and visitors enjoying a friendly feeling; but at night, law enforcement was kept busy
responding to calls at or near the four bars.

On many nights, all the city’s police officers, with the assistance of state and county officers, had to respond to many
calls about alcohol-related crimes. The state agents from the Liquor Control Board did their best to train employees
and run occasional undercover operations. A new approach was necessary as the police leadership and the city’s
elected officials continued to hear complaints from the community and they realized crime statistics were not
improving.

The most important change they made was altering the mind-set of members of the police department. The
department decided to own the problem and partner with the state’s liquor control agents and the businesses in
creating a lasting solution. A police lieutenant was designated as the point of contact for all information and
conversation with the businesses. The lieutenant was on a first-name basis with all the bars—those that complied with
the law as well as those that often didn’t comply—and with their managers.

Prior to the new approach, only a couple of patrol officers had been doing any bar checks. After an order, backed up
by training, was issued to all the patrol teams, the frequency of routine checks increased. After the implementation of
a new form documenting all the police activity in all the bars, several bars immediately improved their operations
when they received quick feedback from the police department.

The department conducted aggressive undercover operations to identify which operations were following the law and
which were not. One operation resulted in the arrests of wait staff and bartenders who served minors. The media were
invited to accompany the officers, and they wrote about the businesses where arrests occurred.

Under this new approach, within only two years, two bars had changed ownership or management, and their
operations improved. Only one bar continued to be a source of problems. The council approved the expenditure of
funds to challenge that bar’s license. The business hired an attorney to lobby the council and fight the license
challenge. Sixteen months later, the city’s legal expenses were $10,000 and the owner of the bar sold the business to
avoid losing the license.

The result of the new approach was that the city’s crime rate dropped by 25 percent. Sales tax revenue lost by the
closure of several bars was offset by the reduced costs of jail and court costs, and sales tax revenue rebounded within
12 months.

The most important change was altering the mindset of the police department. The department decided to own the problem and partner with
the state’s liquor control agents and the businesses in creating a lasting solution.

John Gray, a former police chief, is a trainer and author of leadership and management topics, Marysville,
Washington (www.johnlgray.net).
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Ethics
Encores, Fans, and Futures

LAST YEAR’S INTRIGUING QUESTIONS CAN ALSO HELP IN 2010

During the past year, ICMA members posed some unusual but interesting ethical scenarios. Be mindful of these
examples as you head into the new year.

Q. I retired from the city management profession with a clear plan to start my own local government consulting
business. Because I never expected to be a city manager again, I made some small campaign contributions to
candidates who were running for the state legislature. I’ve now been offered an interim city manager position and
wonder what I should do about those campaign contributions.

A. Rarely are we clairvoyant about the future. When the best of intentions meets unforeseen circumstances, we can
unwittingly land in ethical jeopardy. All members who work in local government, whether as interim or permanent
employees, should adhere to political neutrality. Don’t make contributions, endorse, or otherwise engage in activity for
any candidate running for any elected office.

Now that your encore career plans have taken another course, it’s important going forward to refrain from any
political activity. To be completely aboveboard, you could request a refund of your contribution. Also, let your new
employer know about the situation so that no one is blindsided if the contributions are disclosed.

Q. I have an active presence on Facebook and am “friends” with our city attorney. Now he is getting savvy about social
media and asked that I be a “fan” of his law firm. Is this okay?

A. The guideline on endorsements advises members to not endorse commercial products or services by agreeing to
the use of a photograph, endorsement, or quotation in paid or other commercial advertisements. The “fan” feature in
Facebook is a form of ad-vertising and marketing when used by companies.

Q. One of the brightest members of council, whose service and work with the city manager inspired her to get her
MPA, was just offered her first town manager position. She plans to resign her council seat because she understands
that it is incompatible to continue serving on council and be a town manager. But the timing of her resignation from
council is an issue because her vote is needed to ensure that a critical policy matter gets approved.

She asked the city manager for advice on whether it would be acceptable to announce her resignation now with an
effective date some 90 days in the future so that she can be present for the vote. What advice should the city
manager offer?

A. A city manager committed to the profession’s ethical standards would be acting disingenuously if he put aside what
is right just to achieve the outcome he desires. The ends don’t justify the means. He should advise the councilmember
to resign before she begins work as the town manager.

Q. I will be retiring soon as city manager. The city hired an executive recruiter, and I have had no involvement in the
recruitment of my successor. When the list of the three finalists was made public, a colleague called to warn me that
one of the finalists had prior ethical issues and had been censured by ICMA. He was a bit short on the details but
recommended that I follow up on the matter. Do I have an ethical obligation to raise this issue, or should I just assume
that the executive recruiter has done a thorough background on this individual?

A. ICMA’s ethics process is a confidential matter unless it results in a public censure. If there is any information in the
background check that hints at serious ethical issues, recruiters are encouraged to delve further and to contact ICMA
to determine whether a public censure had been issued. Absent a public censure, the recruiter should ask the member
whether the ethical issues identified were ever reported to ICMA and, if so, to produce confirmation of the outcome.
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Many individuals who have been privately or publicly censured pay more attention to their ethical conduct and go on
to serve the profession with distinction. As important as knowing whether a violation has occurred is knowing whether
someone is forthcoming and truthful about it when asked.

—Martha Perego
ICMA Ethics Director
Washington, D.C.
mperego@icma.org

Ethics advice is a popular service provided to ICMA members. The ICMA Executive Board members who serve on the Committee on
Professional Conduct review the inquiries and advice published in PM magazine. ICMA members who have questions about their obligations
under the ICMA Code of Ethics are encouraged to call Martha Perego at 202/962-3668 or Elizabeth Kellar at 202/962-3611.
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Balancing Act
DERAILED EMOTIONS

"The meeting was going fine until the mayor got all emotional."

The holiday parties are in your rearview mirror, and 2010 unfolds before you. Time to jump into work. Time spent
during the past two months trying to listen to your family should not be considered time lost or wasted. When you
spend time with your family, your personal balance will benefit as you understand people better, understand yourself
better, and make timely decisions that give you more peace of mind. This month we explore people’s emotions in the
workplace.

Imagine the following scenario in your organization. During a long council meeting, two of seven board members are
prolonging a discussion on a local traffic issue. Both hope to be reelected this spring and have taken a rigid stance
against those whom they think oppose them on the board. The mayor sees one of his favorite projects swirling down
the drain. During a break, he stops to speak with you. He appears distressed.

Mayor: This next agenda item looks like it will be as tough as we thought.

Manager: Could you believe the outfit on that guy who wanted to have a place in the park to fly model airplanes?
Sheesh, did his mom set out those clothes for him or what?

Mayor: Huh? Oh yeah, that was weird. Amazing the characters we get in these meetings, isn’t it? (Half-heartedly)
Well, time to have some coffee. . . .

As you might be able to see in this month’s dialogue, negative emotions get in the way. What is going on?

Managers often feel incompetent as they try to deal with the emotional side of their working lives. An employee
sharing a weakness can elicit in the manager raw feelings of exposure and even of contempt. This then can spoil a
normal human interchange. A manager can quit trying. Personal support is avoided and lost. Emotions are complex
and frustrating. As a psychiatrist trained in understanding emotions, I still find them confusing at times.

Charles Darwin noted more than a hundred years ago the importance of emotions.1 The core emotions of all human
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beings have been there all along for those who bother to look. Darwin highlighted how emotions:

Are part of our biology and are essential for motivation for all behavior.
Exist to communicate with others.

Caregivers of small children recognize the role emotions play in communicating whether a child’s needs are being
met. Caregivers know what many of us forget: as infants we are hardwired to say “I’m hungry!” or “This is hilarious!”
without words. To understand the mayor’s negative emotions (about what happens at work) as well as what happens
in the family, one must distinguish between emotions.

Silvan Tomkins synthesized emotions into nine patterns that he saw most distinctly in the human face: interest,
enjoyment, surprise, anger, distress, fear, shame, contempt, and disgust.2 This range of communication tools is helpful
for understanding problems, much like the different lights on a car’s dashboard.

At work and with family members, it is important to understand shame. Shame plays a role in pushing people away.
The function of shame as an emotion is to stop the positive emotions of interest and enjoyment. In this column last
month, one sister, Ashley, brought to another sister, Kristan, something personal about which she was extremely
interested. Kristan missed it, changed the subject, and Ashley experienced shame.

In this month’s work scenario, the manager changes the subject and misses being in synch with the mayor. The mayor
experiences shame, too. In next month’s column we will review how this can be avoided.

Daven Morrison, M.D.
Psychiatrist
Director of Individual and Team Consultations
Morrison Associates, Ltd.
Palatine, Illinois
daven@morrisonltd.com

Learn about the benefits of joining ICMA and receiving PM magazine as part of your benefits package. To subscribe to PM, call 202/289-ICMA
(202/289-4262) or e-mail bookstoremanager@icma.org.

ICMA
About
Membership
Ethics
Priorities
Partners
Career Network
News
Events

UNIVERSITY
About
Annual Conference
Professional Development
Credentialing
Leadership Development

PUBLICATIONS
Print
Digital
PM Magazine
Blog

PROGRAM CENTERS
About
Sustainable Communities
Performance Analytics
Management Strategies

INTERNATIONAL
About
Projects
Services
Where We Work
CityLinks
Resources
News

ICMA HOME
Contact Us
Sign up for E-Newsletter
Join Now
Make a Gift

Privacy Statement | Terms of Use © ICMA All Rights Reserved

INTERNATIONAL CITY/COUNTY MANAGEMENT ASSOCIATION
777 North Capitol Street NE, Suite 500, Washington, DC 20002-4201 800-745-8780/202-962-3680 fax 202-962-3500

mailto:daven@morrisonltd.com
http://icma.org/join
mailto:bookstoremanager@icma.org
http://icma.org/en/icma/about/organization_overview
http://icma.org/en/icma/members/home
http://icma.org/en/icma/ethics
http://icma.org/en/icma/priorities/fund_for_professional_management
http://icma.org/en/icma/partnerships/partnerships
http://icma.org/en/icma/career_network/home
http://icma.org/en/icma/newsroom/highlights
http://icma.org/en/icma/events/events
http://icma.org/en/university/about
http://icma.org/en/icma/events/conference/about/annualconference
http://icma.org/en/university/professional_development
http://icma.org/en/icma/members/credentialing
http://icma.org/en/university/leadership_development/
http://icma.org/en/press/print
http://icma.org/en/press/digital
http://icma.org/en/press/pm_magazine/current_issue
http://icma.org/en/press/blogs/blog/72/Write_About_Now
http://icma.org/en/results/about
http://icma.org/en/results/sustainable_communities/home
http://icma.org/en/results/center_for_performance_measurement/home
http://icma.org/en/results/management_strategies/home
http://icma.org/en/international/about
http://icma.org/en/international/projects
http://icma.org/en/international/services
http://icma.org/en/international/regions/overview
http://icma.org/en/cl/home
http://icma.org/en/international/resources
http://icma.org/en/international/news
http://icma.org/Contact
http://icma.org/en/icma/newsroom/icma_e-newsletters
http://icma.org/en/icma/members/join/join_now
http://icma.org/en/icma/priorities/fund_for_professional_management/make_a_contribution
http://icma.org/en/Page/21/Privacy_Policy
http://icma.org/en/icma/knowledge_network/about/terms_of_use


Archives | icma.org

http://webapps.icma.org/pm/9201/public/healthy.cfm?title=Healthy%20Communities&subtitle=&author=[10/6/2015 2:14:03 PM]

ICMA Publications /  PM Magazine /  Archives

JANUARY/FEBRUARY  2010  ·  VOLUME  92  ·  NUMBER  1

DEPARTMENTS

Healthy Communities
Fitness with Partnerships

LAUDERDALE LAKES’ HEALTH STRATEGY IS ABOUT BUILDING LINKS
For Lauderdale Lakes in South Florida, the health strategy is all about building links—among destinations, programs,
funding streams, and partners. This city of 32,000, like many communities, is home to a number of people with chronic
health conditions, but through a strategic leveraging of resources it expects to provide facilities so residents can
improve their health.

The city has invested $7.5 million to develop three new parks in recent years and continues to create more places to
play. The city also promotes routine activity by taking advantage of a unique landscape feature—a canal that bisects
the four-square-mile community and connects a K–12 school complex, the city’s major park, a second elementary
school, city hall, and several neighborhoods.

SAFE WALKING AND SWIMMING
Through citizen input during a community redevelopment agency (CRA) planning process in 2003, the city came to
see the canal as a potential greenway for children to walk or bike to school safely.

Kathleen Margoles, Lauderdale Lakes’ parks and recreation director from 2005 to August 2009, said people became
aware of the opportunity to walk and bicycle to their destinations as soon as the first half of the greenway was
completed in 2007. For this success, she credits the “small but extremely progressive citizenry,” a visionary elected
body, and innovative thinking by local CRA Director J. Gary Rogers.

In another productive partnership, three years ago Lauderdale Lakes used a reciprocal agreement to share facilities
with the Broward County School Board to build the community’s first swimming pool on school district property—
between the elementary and middle schools. The popular pool now ranks third in the county in the number of
swimming lessons provided during the school year, just behind the much larger municipalities of Fort Lauderdale and
Pompano Beach.

To cover construction costs, the city leveraged a $1.5 million grant from a 2001 Broward County Safe Parks bond
referendum. It was designed to ensure that children in the area learn to swim—a critical safety issue in South Florida.
The pool property, which is owned and operated by the city, generates approximately $30,000 in annual revenue. This
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income helps cover 15 percent of its operating budget of approximately $200,000.

Since this success with the municipal pool, the city has been working on a second joint initiative involving the schools.
Lauderdale Lakes is using a new master planning process to create a park that will be open for public use during hours
the school is not in session. The school district had planned to build a new cafeteria at the adjacent school, and it
owned a tennis court, ball field, and track that were in poor condition and needed upgrades.

The city agreed to renovate the outdoor amenities and provide the new cafeteria with an additional restroom with
outdoor access. In exchange, the school district agreed to open the facilities to community use outside regular school
hours. “We really need to maximize what we have,” Margoles said.

COMMIT TO BE FIT
Lauderdale Lakes also has brought its collaborative approach to programming to keep residents active and healthy.
For example, the city took a Broward County School Board program for fourth graders and adapted it.

The original initiative provided planners to fourth graders that assigned small, daily nutrition and physical activity tasks,
plus parental involvement.

The city’s version for adult employees is an eight-week program that requires documentation of food consumption
and 30 minutes of daily physical activity. The city supplements the program with classes and activities that include a
Pilates class taught by the city manager. The concept is even at work for parents of kids in local summer camps. “I just
think that the time is excellent to get people up and moving,” Margoles said. “The whole extended family can
participate. . .for no money.”

For more information on ICMA’s Healthy Communities initiatives, go to http://icma.org/activeliving. To learn more about Lauderdale Lakes’
efforts, go to www.lauderdalelakes.org or contact Monique Armbrister, public information officer, at moniquea@lauderdalelakes.org or
954/535-2700.

Nadejda Mishkovsky
Writer
Coral Cables, Florida
nMishkovsky@gmail.coms

Learn about the benefits of joining ICMA and receiving PM magazine as part of your benefits package. To subscribe to PM, call 202/289-ICMA
(202/289-4262) or e-mail bookstoremanager@icma.org.
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