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Project Description

The Town of Southampton has an Open Town Meeting form of government and consists of a
mix of appointed and elected officials, predominately elected. There is great concern around
accountability and unity. The Town has six primary elected bodies/individuals: Board of
Selectmen, Board of Assessors, Board of Health, Board of Water Commissioners, '
Treasuret/Collector, and the Town Clerk. The position of the Town Administrator was
established around 2008 by Town By-law. The collection of independent bodies, with no
centralized oversight, makes day-to-day operations difficult. Decisions are contradicted, inter-
governmental disputes are in play, and progress is often halted. '

This grant project involved the comprehensive study of Southampton’s governmental structure
by Paradigm Associates. The consultant: conducted interviews with Department Heads, Elected
Officials, Appointed Officials, and Volunteers; collected data from the Town and from other
communities; and met with stakeholders. The consultant was to provide an independent
analysis of the current governmental structure and to assist in drafting a charter for a more
effective centralized government,

Project Completion

The Final report for this project was submitted by the Consultant on November 1, 2016; a
PowerPoint presentation was made to the Select Board on that same evening at a regular Select

Board Meeting,

Benefits to Town & Project Outcomes

This Study provides a basis for the Town’s officials to recommended adjustments and begin the
path to adopting a Home Rule Charter. After thorough research, interviews, and anélysis,
Paradigm Associates made several findings relative to the Town’s current governmental
structure: _

(1) Southampton’s government structure is a long-ballot structure with key positions filled
through the electoral process. This creates fragmentation and puts the Town at serious
risk regarding financial and legal management 1ssues.

(2) Southampton has a lack of strategic planning, goal setting, and tactical implementation of
established objectives, which would allow the organization to proactively respond to

internal and external changes.
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(3) Southampton lacks a formal, institutionalized management structure that can successfully
and consistently ensure that service delivery and resource utilization occur .in the most
efficient, timely, and cost effective manner. o

(4) Southampton continues to lack a central, accountable leader in the budget process. :

(5) Southampton lacks citizen engagement and trust in local government.

(6) Southampton’s législative process of open Town Meeting is appropriafe; however,
meetings should be more citizen friendly and information more effectively delivered, so
as to improve decision-making,

(7) Southampton lacks a formal, single voice in matters of regional consequence.

(8) Southampton does not operate under a system of home rule of its own creation, and needs

to address its by-laws and legislative process to create greater clarity and usability.

As aresult of the findings, Paradigm Associates offered the following recommendations to assist
the Town in addressing deficiencies and concerns discovered:

(i) Southampton should establish a Home Rule Charter.

(2) Southampton should update the local by-laws and tracking of legislative actions.

(3) Southampton should reduce the number of independent/elected boards and officials.
(4) Southambton should establish a formal position of Town Administrator.

(5) Southampton should work to strengthen its budget process by having the TA create an

executive budget, using the budget as a communication tool, and keeping the budget

process oriented towards planning and performance.

(6) Southampton should strengthen and streamline the Personnel Function.

(7) Southampton should establish a strategic planning process through the Select Board.

(8) Southampton should focus on using a Performance Measurement System,

{9 Southampton should make Town Meeting interactive with improved flow of information
and a focus on participants.

(10} Southampton should work to enhance civic engagement and trust through greater

accountability, increased clarity of organization and processes, involvement of citizens in
strategic planning, increased communication of information, and development of a more

user friendly legislative body.
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Project Deliverables

The project deliverables were the following:
(1) 36-Page Governmental Structure Analysis;
(2) Draft Charter (included in the analysis packet); and
(3) Live Presentation and Q&A with the Select Board.

‘Town’s Next Steps

The Charter is now before the Select Board to review and amend as the Board feels is required. |
The Board may wish to hold a public meeting(s) to further present the Charter to the residents : l
and/or receive feedback from the residents. The Select Board may wish to consider placing the |

Charter before Town Meeting in January for Consideration.
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L. Introduction and OQverview

The Town of Southampton has a rich history as a rural community built around an economy
based upon lumber, mining and agriculture. While there are still some small local farms, the
Town is now primarily a bedroom community with commuters traveling to the
region's economic hubs of Holyoke, Westfield, Amherst, Northampton, and Springfield
and into Connecticut.

Residents have been attracted to the community by its proximity to these economic centers,
its open space, the rural, small town character of the Town, and affordable pricing of land.
As a result, Southampton has experienced a high rate of growth and development over the
past twenty-five years as its population has grown by more than 30%, and its housing units
and houscholds have increased by approximately 50%. These rates of growth make
Southampton one of the fastest growing municipalities within the Commonwealth,

This rapid growth impacts the Town in a variety of ways. Certainly, there is an impact upon
the character of the Town. Growth also impacts public infrastructure of roads, water,
wastewater, and public facilities as well as the supply of and demand for governmental
services. It is essential that development, and the response to development, be planned and
- managed. An absence of appropriate response can be financial costs to the taxpayers of the
town and long term costs of lost opportunities or faulty decisions that cannot be reversed.
Accordingly, it is essential that the local government be up to the task of acting on behalf of
existing residents, future residents, and the legacy of those residents that built the Town.

Southampton has an Open Town Meeting form of government and an administrative
structure that consists of a mix of appointed and elected officials, predominantly elected.
The Town has eight primary elected bodies/individuals: Board of Selecttmen, Board of
Assessors, Board of Health, Board of Water Commissioners, Finance Committee, Personnel
Committee, Treasurer/Collector, and the Town Clerk, There are also numerous secondary
elected boards with narrow operational responsibilities. Town By-law established the
position of the Town Administrator around 2008.

It has been indicated by Town officials that,

“there is great concern around accountability and unity, (and)...the
collection of independent bodies, with no centralized oversight, makes day-
to-day operations difficult. Decisions are contradicted, inter-governmental
disputes are in play, and progress is often halted.”

These issues reflect similar observations and concerns that were raised by the Massachusetts
Department of Revenue-Division of Local Services in an October 2014 Report on the Town
Budget Process. Accordingly, The Town entered into partnership with the Massachusetts
State Government Community Compact Program to implement Best Practices by evaluating
the current government structure with recommendations for improvement that would be
included in a draft Home Rule Charter.




I1I. Approach and General Observations

In undertaking this project we focused upon a cenfral question of whether the Town of
Southampton’s local government as currently structured is able to most effectively work on
behalf of its residents and taxpayers. Clearly, services are being delivered and currently, the
Town’s finances appear to be relatively stable, but the core question that needed to be
addressed was whether the existing structure and processes of the local government met the
standard of being an effective organization,

There are many opinions and tests to determine whether an organization, in this case a
municipal organization, is effective. Certainly, the core responsibility of producing
outcomes related to the organizational mission is a simple means of determining whether the
organization is achieving its most simple function. However, an effective organization must
be able to determine the parameters of its mission, the definition of specific outcomes, the
efficiency of achieving outcomes, and organizational flexibility to respond to changing
internal and external conditions, In order to assess this broader and more complete concept
of effectiveness we focus upon ten questions;

1. Does the organization have clear lines of accountability such that it can
appropriately manage the delivery of services, the essential function for
which it exists? _

2. Is the organization structured to facilitate communication between its

~ decision-makers and service delivery personnel?

3. Is the organization prepared for some future state of opportunities or
chaltenges, and does the organization have the structure in which strategic
planning for some future state exists and occurs?

4. Is the organizational structure designed for maximum efficiency of operatlons
with quick and flexible response, without duplication of effort, or without
less than optimum use of resources?

5. Does the organization have the structure and processes to properly manage
and develop its human resources?

6. Is the organization prepared for the succession of 1ts human resources to
ensure continuity of high performance?

7. Is there an appropriate level of leadership within the organization to establish
consistent values, vision, direction, performance expectations, service
delivery focus, and a management system that produces results?

8. Is the structure, and its operational processes, easily understood by its
owners, members and users?

9. Is there confidence and trust with the orgamzatlon and its processes from
stakeholders?

10. Does the organization continually review its processes for improvement,
through data and information that measures performance and goal
attainment?

Every municipality can, and should, consuier these questions to determine whether their
governmental organization meets these standards of maximum effectiveness, and where

improvements can be made.




These positive observations include:

* Many committed and conscientious elected officials that care about the
Town.

* Devoted and talented department heads interested in the purpose of their
departments. _

* A willingness of some number of citizens to serve or volunteer in elected or
appointed positions. '

~* A dedicated and forward-looking Town Administrator who has worked to

implement a number of pro-active management strategies.

* Improved financial management practices including better coordxnated
budget process, and financial policies.

* Improved financial stability, afiributable in large part to improved fiscal
management practices.

II1. Findings

The issues/concerns that have been outlined in the previous section form the basis of more
detailed Findings, which are covered in this section of the report. There is some crossover
within these Findings that cannot be separated; however, they are being presented separately
for enhanced clarity and to recognize different emphases In each case the Findings refer
directly to the Town of Southampton local Government.

1.

The structure of government is extremely fragpmented, which negatively affects overall

accountability, internal and external communications, coordination of effort, and
efficient utilization of resources. Further, the Town is at risk of serious financial and
legal management issues with key positions filled through the electoral process.

An organization’s efficiency is greatly influenced by its structure. An effective
organization’s structure allows it to meef its mission in an efficient mannet, respond to a
rapidly changing environment, properly utilize its human resources, provide for
decision-making at the proper organizational level, connect divisions and units for
maximum leverage and support, and encourage sharing of information throughout the
organization.

Southampton operates with a particularly decentralized organizational structure, as
shown on its Organizational Chart (Exhibit A) Executive authority for the Town’s
operational functions are scattered across twenty different bodies and/or officials that are
elected by the voters. Each body, or official, is solely answerable to the voters. At first
glance this notion of “responsibility to the voters” is a seemingly positive feature,
However, in the end, the voters as residents and taxpayers within the Town are ill served
by the structure in place as decision-making is so fragmented as to make accountability
near impossible. In its best sense, the well-intentioned but narrow perspective of
departments or boards leads to conflict and stalemate in achieving broader community-
wide goals. In the worst scenario, independent boards and departments can act in a rogue
manner that is impossible to monitor ot enforce against.




Currently, the singular Town government organization that is decentralized and
fragmented operates as a multitude of independent “islands” without the absoluteness of
singular purpose. As a result, the following problems can become prevalent:

* Inadequate coordination and conformity leading to waste and
inefficiencies.

¢ Contradictory decisions from different parts of the organization.

* Limited knowledge and perspective by operational managers to the
greater issues facing the community.

* Duplication of resources, staff and equipment as each “island” operates
independently.

* Lost opportunities for economies of scale to achieve savings and
efficiencies. '

* Inadequate communication or conflicting messaging internally and
externally impacting staff morale, public trust, and operational
effectiveness.

* Decreased specialization of staff and lost opportunities for expertise as
resources are inefficiently utilized,

The Town’s current structure, with a multitude of elected officials, known as the “Long
Ballot”, is often hailed as a structure that ensures maximum responsiveness,
representativeness, and accountability. The rationale behind the structure was in part
notions of municipal functions across a greater number of community members in order
to spread responsibility. The system, or structure, has been in place for decades or
longer and was developed when local government was far simpler, and in which nearly
all residents worked within the community that they lived. In 2016, the opposite
conditions are true, as municipal government has become increasingly complex and
resources increasingly tighter, and talented residents that might consider holding elective
office are employed outside of Southampton and therefore unable to participate at that
level. As these trends have occurred there has been increasing realization that the “long
ballot” does have certain disadvantages to the best interests of the community at large. In
Modernizing Loca]l Government in Massachusetts, The Quest for Professionalism and
Reform (1984), a 1984 book that assesses the changes in Massachusetts municipal
government, author Edwin A. Gere, Jr. summarizes the problem:

“An excess, however of local elected offices whose fimctions are
uncoordinated exacts a price in terms of independence, decentralization,
lack of structural unity, and singularity, rvather than plurality, of purpose
within departments and agencies. In the end the selectmen, who should be
providing the town with executive leadership, are left by the long ballot
without the necessary confrol to coordinate and direct the various
administrative agencies and functions. Their authority fragmented, they
have few lawfil means by which to bring the numerous islands of
independence within the town governmental family into a coordinated
organization, working towards a common purpose.”




3. There is a lack of formal, instimtionalized management that can successfully and
consistently ensure that service delivery and resource utilization is occurring in the most
efficient, timely, and cost effective manner.

A common theme that ran through almost every interview that was conducted as part of |

this project was the absence of “someone in charge” of the day-to-day management of |
- the municipal organization of Southampton. A review of Town documents, prior reports

and the Town’s organizational chart reinforces this observation. This issue ties to the |

prior finding of deficient strategic planning by a chief executive body.

Without a single manager Southampton operates as a hodge-podge of single purpose
silos with accountability to all diluted to accountability to no one. Each silo seemingly
operates under their own set of rules and sense of expectations. A business structured in
this manner would quickly be doomed to failure as efficiencies are left unrealized and
operational direction is allowed to drift without appropriate oversight. For instance, the
simple tasks of administrative direction, performance management, procurement of
supplies and services, and personnel administration should be occurring in a simple and
effective manner with one set of eyes and one voice.

i
;
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The current Town Administrator has made important improvements through advocacy
for certain policies and practices that must then be adopted and implemented by a variety
of boards and committees. However, such advocacy is far more time consuming than
necessary in a well-managed organization. And, implementation is left to the willingness
of the myriad boards, committees, and officials to participate in such actions. As pointed
out in one interview, “there are no powers of enforcement” with elected boards and
officials to ensure that services are being properly delivered and rules are established and
implemented consistently. :

There is in fact a “power of enforcement”, and that lies with the voters of Southampton.
However, most residents are involved with their own day-to-day issues and are entitled
to a reasonable expectation that their local government is being managed in the most
efficient and effective manner without constant vigilance. And, in the event that such
management is not occurring, the residents should be able to quickly determine whom to
hold accountable. In large part, this notion of accountability is based upon simple
concepts of “span of control” which will be addressed further in the Recommendations.

4. Despite improvements in the budget process there remains a lack of a central and
accountable leader in this process. '

The Massachusetts Department of Revenue (DOR)/Division of Local Service (DLS)
. prepared a Technical Assistance Report in October of 2014, The Report was prepared at

the request of the Board of Selectmen and resulted in part by problems that the Town

was encountering with its finances and financial management and budgeting systems.

The report made a number of recommendations and important strides have been made
with the development of certain financial policies and the creation of a finance team



5. There is concern regarding a lack of citizen engagement and trust in its local
government.

Another theme that was common to interviews conducted as part of this project was a
perception that there is a general lack of cifizen faith in the Southampton local
government. The Massachusetts Department of Revenue/Division of Local Services in
their 2014 Technical Assistance report regarding a Review of the Budget Process also
raised this issue. Certainly, Southampton is not unique in dealing with citizen
skepticism. There has been deterioration of confidence in all levels of government and
most institutions over the past few decades. However, generally the local government
has a higher level of citizen trust in most communities,

It is difficult to determine with absolute certainty the level of civic engagement or citizen *
trust. One measure of engagement is voter patticipation in local elections. By this
measure Southampton is perhaps on the lower side of participation with an average
turnout of 14% for the ten-year period of 2006-2015. Most communities have turnouts of
approximately 20% based on a report by Governing magazine.

A second measure of citizen participation in Massachusetts’s towns with an Open Town
Meeting structure is attendance at the anmual Town Meeting held in the spring.
Southampton for the period of 2006-2015 averages a participation rate of 4% of
registered voters. There isn’t any data for other communities that are readily available
but anecdotally, this participation rate is probably in line with other communities but
likely also reflects the core group of activists and municipal employees for a community
of its size with little engagement extending to the residents at large.

A third measure of engagement is the number of contested electoral positions at each
election. In this area, Southampton appears challenged as many electoral candidates are
drafted through a unique “caucus” system utilized to fill candidate slots for those
positions that would otherwise go unfilled. The result is little competition for anyone '
seeking election or re-election. It could be argued that the lack of competition indicates ;
voter satisfaction, but it could also be argued that such a condition illustrates a
disconnect of the general population from the local government, which is only
exacerbated by elected officials seemingly not held to a level of accountability.

Certainly, one issue for Southampton is the abundance of elected positions within its
local government. It has already been indicated that fragmentation of the organization
and its operation is in large part a result of numerous elected boards and commissions.
The other result, which impacts citizen perception of accountability, and thus citizen
connection, is the non-competitive elected positions and individuals holding multiple
positions due to the lack of more competitive electoral seats. In effect a vicious circle is
created by the current structure.

3
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As indicated, low citizen participation is problematic in a general sense but more
specifically it can also reflect a lack of connection of residents to their local government
and a lack of civic trust. Ascertaining the level of civic trust would require a more
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In the Southampton form of govermment, responsibility for Town operations are so
fragmented as to limit a consistent and coordinated position in working with other
municipalities in the region. Regional coordination efforts that might occur are
cumbersome and extremely time consuming, As a result the Town encounters potential
lost opportunities, and increased risks and liability.

The Town does not operate in a system of home rule of its own creation, and needs to
address its by-laws and legislative actions to provide greater clarity and usability.

Municipalities and their residents generally tout the special circumstances of their own
communities and the notion of local control. And, who better than the residents of a
community to make determination of the manner in which their local government is
structured and operates? However, in fact, municipalities are creations of the state, This
concept exists in the U.S. and state Constitutions, and in judicial decisions in which the
power of states over municipalities has been established.

In spite of these facts, there has been a movement over the years to embrace the concept
of “home rule” in which municipalities can, within limits set by state law, determine
how they will be structured, how offices will be filled, where and with whom authority
and responsibilities will lie, and how certain organizational processes shall occur. These
“determinations” are contained within a Charter, which essentially acts as municipal
constitution for a community.

In Massachusetts, the movement incrementally gained strength during the mid 20™
century through certain statutes that were passed into law granting municipalities
opportunities to adopt differing forms of government. Finally, in 1966 the voters
establishing the power of municipalities to adopt home rule charters approved an
amendment to the Massachusetts Constitution,

Absent such a municipal charter a town, like Southampton, functions under an
assortment of general state laws, special acts and local bylaws. Operationally, these laws
are often vague, sometimes contradictory, and fail to describe a complete and methodical
statement of the Town’s organizational structure and the relationships between its
various parts.

These conditions make operations more complex and hence likely less successful, and
impose a structure and systems that are not specific to Southampton. Further, the
existing system is nearly impossible for the average individual, particularly residents of
Southampton, to fully know, understand or utilize the organizational structure and its
system. '

The situation in the Town is exacerbated by a very deficient and difficult to navigate set
of local bylaws. The manner in which the bylaws are organized is the issue. It appears

that bylaws are simply added to each time a new action is taken by Town Meeting rather

than grouping the bylaws in related sections. This condition makes it extremely difficult
for internal and external users to understand local policies and restrictions without
reading through the bylaws in their entirety.
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2. Update- Local By-laws and Legislative Actions in a Local Code

In addition to adopting a Southampton Charter it is recommended, in response to
Finding #8, that the Town expedite ongoing efforts to update its local by-laws in a
manner that is consistent with most Massachusetts municipalities. As such, the By-
laws should be organized by category in order to facilitate clarity of purpose, as well
as future modification through new By-laws in the same category, or amendment.
The By-laws should also note dates of adoption and amendment in order to provide
some sense of legislative history behind the By-laws.

The Code should also include, by name and identifying Act number by year, all
Special Acts pertaining to the Town of Southampton. And, the Code should also
include all local acceptances of General Laws by statute citation, name, and date of.
acceptance. This project will likely require outside assistance to a working
committee. There are likely some low cost options to obtain such assistance
including nearby colleges and universities. Grant funds should be sought if available.

3. Reduce the Number of Independent/Elected Boards and Officials: Policy vs.
Administration

This report has noted, in Finding #1, the issues that result from Southampton’s
decentralized organization, where responsibilities are so fragmented as to mask
accountability, and diminish opportunities for coordination and efficient delivery of
services. These effects negatively impact the present and future residents of the
Town.

The Town should, through a Home Rule Charter, restructure its municipal
organization in a more efficient, effective, and accountable manner, This alteration to
the existing structure would entail eliminating, or modifying, certain boards and
commissions and shift responsibilities to the Board of Selectmen and Town
Administrator, In other cases it would convert elected offices to appointed ones
recognizing the high level of responsibility associated with the position, necessity of
always having qualified individuals holding such positions, and making these offices
accountable to town management, which should ultimately be held accountable to
the residents in a direct or indirect manner. The proposed restructured organizational
chart is shown in Exhibit B,

This recommendation is consistent with similar recommendations by the DOR/DLS
in their reports of 2005, 2007 and 2014. It is also consistent with best practice in
other communities that have sought improved accountability, efficiencies, enhanced
coordination, and reduced liability exposure.
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The principles for appointed rather than elected include the following:

o Limited policy-making responsibilities.

o Primarily performing administrative responsibilities largely
guided by laws and regulations. -

o Requiring specialized qualifications to perform the functions
of the position. '

o The required qualifications are such that an absence would
expose the Town to substantial risk.

o The functions of the position require regular and consistent
cooperation and coordination with other functions of local
government.

o Vofters cannot easily determine the proper functioning of the
position.

o Little to no electoral competition for positions.

Based upon these principles it is recommended that the following changes be made
in the structure of Southampton’s local government.

o A Department of Public Works (DPW) is established with an
appointed Director for operational management to achieve
efficiencies in staffing, equipment and resource allocation.
The details of this consolidated department are contained
within Appendix A .

» Park Commission abolished with responsibilities
assumed by Selectmen, Town Administrator and
newly formed DPW.

»  Water Commission abolished with responsibilities
assumed by Selectmen, Town Administrator and
newly formed DPW, ' .

" Cemetery  Commission  abolished  with
responsibilities assumed by Selectmen, Town

- Administrator and newly formed DPW.

o Finance Committee appointed by the Town Moderator with
phased in process whereby current elected members remain
through their term, '

o Personnel Policies and Procedures Board be renamed
Personnel Advisory Board having three members appointed
by the Board of Selectmen to advise on Town Personnel
policies to be adopted by the Board of Selectmen.

o Treasurer/Collector to be appointed by the Town
Administrator as described in the following Recommendation
#4. '

o Town Clerk to be appointed by the Town Administrator as
described in the following Recommendation #4.,

o Tree Warden fo be appointed by the Town Administrator as
described in the following Recommendation #4

o Almoners be appointed by the Board of Selectmen.
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should be made to strengthen the process, as was noted in Finding #4 of this Report.
An immediate improvement would be a recommendation to formalize the budget
process within the Home Rule Charter and make the Town Administrator the lead
individual in the preparation of the budget, rather than the budget by committee
approach that now seems to be in place.

The modification to utilize the Town Administrator as the lead in budgeting would
allow the Selectmen to play the more appropriate role of policy makers, and the
Finance Committee would be allowed to maximize their effectiveness with an
emphasis upon overall issues of adherence to financial policies and operational
priorities, and playing the advisory role for Town Meeting as envisioned in the
statute.

It is important to note that budgeting is a confinuous process throughout the year and
over multiple years. The Charter should outline the budget process, the specific roles
of the Town Administrator, Selectmen, School Committee, and Finance Committee,
operational budget, capital planning, financial planning and annual audit.

The annual budget document itself should reflect the specific goals set forth by the
Board of Selectmen pertaining to finances, or delivery of services. The document
should also be prepared in a manner that is designed to aid citizen understanding of
the Town government, its finances and its fiscal condition. Incorporation of some of
the recommended practices of the Government Finance Officers Association
(GFOA) would be an important guide in order to utilize the document as a
communication tool. Fot instance, the budget document should provide information
for multiple vyears, departmental descriptions, staffing, organizational charts,
departmental goals and objectives, explanatory graphics, and fiscal forecast
information,

. Strengthen and Streamline Personnel Function

The greatest asset of an organization is generally its human resources., The
workforce is the frontline of enabling an organization to achieve its mission, and its
goals and objectives. Accordingly, an organization seeking effectiveness must be
able to recruit, develop, retain, and utilize its employees in the most successful
manner. A best practice personnel system must focus upon performance, employee
participation with meaningful work, and opportunities for growth of the individual
and the organization.

Like budgeting, the Town Administrator should be the lead official in the
management of human resources as a reflection of administrative authority (Finding

#3). Currently, the personnel management function is distributed across multiple .

officials and bodies adding complexity but diminishing accountability and
efficiency. It is recommended that the Home Rule Charter simplify the personnel
function by empowering the Board of Selectmen to set policy administratively with
advice from a redesigned Personnel Board. It would be the responsibility of the
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8. Performance Measurement System

In Finding #3 it was noted that the Town is lacking a management structure to
“Insure that service delivery and resource utilization is occurring in the most
efficient, timely and cost effective manner”. Certainly, structural changes and
enhanced organizational processes as have been recommended should address these
issnes and improve the delivery of services. However, it 1s recommended that
systems be implemented by the Town Administrator, in working with departments,
to monitor overall of performance through regular measuring of the same.

Data-driven organizations utilize information to improve decision-making for
maximum effectiveness in processes and outcomes. Key to this effort is determining
what data is most relevant, and how it will be collected, analyzed and wutilized.

The goal of this data-driven approach in Southampton would be to seek contimious
improvement and the development of innovative solutions to problems that may face
the Town. There are a number of communities across the state that have created a
knowledge-sharing network to identify opportunities for improvements in the
manner in which municipal issues are addressed. Southampton should utilize these
resources and perhaps draw upon local colleges and universities for data collection
and analysis assistance related to this effort.

The performance data should also be utilized in regular reporting to the Board of
Selectmen and with the preparation of the budget and the budget document as a
means of conveying information on municipal services to the citizenry,

9. Town Meeting Improvements

As noted in Finding #6, Southampton’s Open Town Meeting is currently the only
available option for the Town relative to legislative responsibility. And, even when
the Town achieves the threshold for possible modification, it is not the
recommendation of this Report that there be any shift to another form. However, it is
recommended that the Town Meeting process be modified to enhance its user-
friendliness and engagement of all of the Town’s citizens. These modifications are
not radical and in fact are the norm in most communities.

It is recommended that the Town make greater use of audio-visual technology to - f
present Town Meeting articles and relevant information so that participants can
receive all available information for their deliberations.

It is also recommended that presenting speakers address the Town Moderator, as the
presiding officer of the meeting, and the attendees. This is a simple shift of a podium
to an angle that directs to both. Attendees wishing to speak would face the Moderator
and the presenting speaker, as well as the Town Clerk, Town Counsel, Finance
Committee, Board of Selectmen, and when relevant, the School Committee.
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APPENDIX A

Consolidated Department of Public Works

A key consideration in the assessment of any organization, and any subsequent modification
plan for enhanced effectiveness, is identifying elements that are similar in their overall
purpose, and where improved coordination through process or structure would result in
efficiencies and responsiveness. In a town like Southampton, a clear opportunity for savings,
responsivencss and better coordination lies within the maintenance of the public
infrastructure, or public works.

Public works generally refers to those constructed physical assets, and in certain cases the
operation of the physical assets that represent an investment by a community to benefit its
citizens. Such assets include streets, sidewalks, bridges, parks, water and wastewater
systems, public buildings, solid waste facilities, cemeteries, etc. These assets totaled
represent an enormous value to a city or town in terms of cost and quality of life, The
maintenance of such assets is key to the long-term sustainability and financial health of a
municipality,

In Southampton, public works consists of the following functions:
* Road maintenance including fraffic control signs and markings
* Stormwater management
¢ Snow and Ice management

'*  Parks
* Public facility maintenance and custodial services
* Parks and Ground maintenance
¢ Solid waste services
* Cemetery operation and maintenance
¢  Water utility
* Vehicle maintenance

The Southampton Highway Department arguably already operates operates as a Department
of Public Works as it provides staffing support to every public works function. In this
respect, Southampton 1s in a far better place than municipalities that have separate staffing
for each function. At issue is the fragmented and disjointed nature of oversight and control
of each function, As such responsibility is directed by differing elected bodies. This can
inevitably lead to the Department and/or the different elected bodies working at cross-
purposes and without a consistent and comprehensive plan of action. A consolidated DPW
would operate under the geneéral jurisdiction of the Board of Selectmen as the chief elected
officials, acting through the Town Administrator. In this capacity the Board would act as a
Board of Public Works. As such, they would assume the responsibilities currently held by
the Board of Water Commissioners, the Cemetery Commission and the Park Commission.
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APPENDIX B

AN ACT ESTABLISHING A BOARD OF SELECTMEN-
ADMINISTRATOR FORM OF GOVERNMENT IN THE TOWN OF
SOUTHAMPTON

SECTION 1. Upon the effective date of this act, the provisions of this act shall govern the
town of Southampton. To the extent that the provisions of this act modify or repeal
existing general law and special act or the bylaw of the town of Southampton, this act
shall govern.

SECTION 2. The inhabitants of the town of Southampton, within its territorial limits as
now or may hereafter be established by law, shall continue to be a body politic and
corporate, known as the town of Southampton. .

SECTION 3. This act shall be cited and shall be known as the Southampton
Governmental Act. o

SECTION 4. The intent and purpose of this act is to secure for the voters of the town of
Southampton through the adoption of this act, all the powers possible to secure for their
government under Article LXXXDC of the Amendments to the Constitution and laws of
the commonwealth, as fully and as though each such power were specifically and
individually enumerated herein. To the extent that the provisions of this act modify or
repeal existing general laws and special laws or the body of law, which constitutes the town
charter under Section 9 of Article LXXXDC of the Amendments {o the Constitution, this

act shall govern.

The powers of the town under the charter shall be construed and interpreted liberally in
favor of the town, and the specific mention of any particular power is not intended to limit
in any way the general powers of the town,

SECTION 5, The town may enter into agreements with any other unit of government to
perform jointly or in cooperation, by contract or otherwise, any of its powers or functions.

SECTION 6. The legislative powers of the town shall continue to be exercised by a
town meeting open to all voters of the town.

All sessions of the town meeting shall be presided over by a town moderator, elected as
provided in Part ITI, The town moderator shall regulate the proceedings, decide
questions of order, and make public declarations of all votes. The town moderator shall
perform such other functions as may be authorized by the charter, bylaw or other town
meeting vote.

The town clerk or the designee of the town clerk shall serve as the clerk of the town
meeting. The clerk shall give notice of all town meetings to the members and to the
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under its authority. The Town Administrator shall be the primary officer responsible for the
implementation of policy directives and guidelines adopted by the Board of Selectmen. The
daily administration of the affairs of the town shall be the exclusive responsibility of the
Town Administrator. The Board of Selectmen shall continue to have and to exercise all the
powers and duties vested in boards of selectmen under the General Laws or by vote of the
town, except as otherwise provided herein.

The Board of Selectmen shall be the licensing authority of the town and shall have the
power to issue licenses, to make necessary rules and regulations regarding the issuance of
such licenses, and to attach such conditions and restrictions thereto as it deems to be in the
public interest, and to enforce the laws relating to all businesses for which it issues licenses.

The Board of Selectmen, by a majority vote of its full membership, shall appoint a Town
Administrator who shall be a person with executive and administrative qualifications and
especially fitted by education, training and experience to perform the duties of the office.
The Town Administrator shall not be subject to the Southampton Personnel Administration
Plan. The Board may remove the Town Administrator at any time by a majority vote.
Within seven days thereafter, the Town Administrator may appeal the decision of said
board by filing a written request for a public hearing. If such a request is filed, said board
shall conduct a public hearing within 14 days, and shall act on the appeal within seven days
thereafter. :

Pending the appointment of a Town Administrator, or the filling of any vacancy, the
Board of Selectmen shall appoint a suitable person to perform the duties of the office. The
board of shall fill any vacancy in the office of Town Administrator as soon as possible. In
the event of temporary absence, exceeding 30 days, the Board of Selectmen may
designate a qualified person to perform the duties of the Town Administrator during such
temporary absence.

The Board of Selectmen shall also appoint Town Counsel, Town Accountant, registrars of
voters, election officers, constables, and members of all multi-member committees, boards

and commissions except those appointed by the moderator or elected by the voters pursuant
to the town bylaws or general law.

The board shall have the power to enact rules and regulations to implement policies and
to issue interpretations.

The board shall exercise, through the Town Administrator, general supervision
over all matters affecting the interests or welfare of thetown.

The board shall have general administrative oversight of such appointed boards,
committees, and commissions appointed by the Board of Selectmen.

The board shall be résponsible for the preparation of all town meeting warrants.
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Prepare and submit, after consultation with all town departments, an annual
operating and capital budget and a capital improvement plan for all town
departments, as provided in Section 10 of this Act.

Be responsible for seeing that the budget is administered as adopted by the town
meeting in accordance with the General Laws, this act and bylaws;

Be the chief procurement officer of the town as defined by general law, and appoint
such assistant procurement officers as provided in Chapter 30B of the General Laws,
and be responsible for the purchase of all supplies, materials and equipment for all
departments except the school department, and award, subject to the approval of the
Board of Selectmen, all town contracts, with the exception of contracts involving the
school department;

Administer personnel policies, practices, rules and regulations, any compensation
plan including benefits and insurance programs, and any related matters for all
municipal employees including all provisions of the personnel system and all
collective bargaining agreements;

Be responsible for the negotiation of all contracts with town employees over wages
and other terms and conditions of employment, except employees of the school
department; such contracts shall be subject to the approval of the Board of
Selectmen. The Town Administrator shall resolve union grievances according to
provisions of the union contracts with the town except for school department
contracts. The Town Administrator may, subject to the approval of the Board of
Selectmen, employ special counsel to assist in the performance of these duties;
Coordinate the activities of any board, commission, and committee concerned with
long-range municipal planning, including the physical, economic and environmental
development of the town;

Develop, keep and annually update a full and complete inventory of all property of
the town, both real and personal,

Be responsible for the efficient use, maintenance and repair of all town facilities,
including oversight of all insurance policies for the same, except for those facilities
under the jurisdiction of the school committee;

Assemble town meeting articles and town warrants in concert with the Town
Counsel, and shall present such articles on the town warrant to the appropriate town
boards or committees for review and recommendation;

Approve warrants for payments of town funds prepared by the Town Accountant;
Upon request and with the approval of the Board of Selectmen, prosecute, defend, or
compromise all litigation to which the town is party;

Serve as grants person for the town; to seek out, be responsible for the preparation of
applications and administer any grants that shail become available to the town;
Appoint all department heads and officers, subordinates and employees except
employees of the school district or department and those who are elected or are
under the supervision of elected officials, elected boards or elected commissions.
Appointments of department heads made by the Town Administrator shall become
effective on the fifteenth day following the day notice of proposed appointment is
filed with the Board of Selectmen unless the Board of Selectmen shall, within said
period, by a vote of at least four members of the board reject such appomtment or
has sooner voted to affirm it.
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Committee may request the Town Administrator or any town agency to provide
additional information. The Finance Committee shall file a proposed budget and report its
recommendations for action prior to the date on which the town meeting is to act on the
proposed budget. The budget to be acted upon by the town meeting shall be the budget
proposed by the Town Administrator with the accompanying reconunendations of the
Board of Selectmen and Finance Coimmittee.

The Town Administrator, in conjunction with a Capital Improvement Committee, if any,
shall subimit a capital improvement program to the Board of Selectmen and Finance
Comunittee at the date fixed by bylaw for the submission of the proposed operating budget
unless some other time is provided by bylaw.

Annually, the Town Administrator shall prepare and submit to the Board of Selectmen a
five-year financial forecast of town revenue, expenditures and the general financial
condition of the town. The plan shall be provided to the Finance Committee and shall
be available to the public. '

The Town Administrator shall keep the Board of Selectmen and Finance Committee fully
informed as to the financial condition of the town and to make recommendations to the
Board of Selectmen and to other elected and appointed officials as the Town Administrator
deems necessary or expedient in regard to such matters.

SECTION 12. Annually, for the ensuing year, the Board of Selectmen in conjunction with
the Town Administrator shall define goals and performance objectives which both parties
determine necessary for the proper operation and welfare of the town and in the attainment
of the policy objectives of the board. The Board of Selectmen and Town Administrator shall
further establish a relative priority among those various goals and objectives. Said goals and
objectives shall be reduced to writing. During the first year of employment, the Board of
Selectmen and the Town Administrator will meet and set goals and objectives after six
months, The Board of Selectmen shall review and evaluate the performance of the Town
Administrator on a formal basis once annually under the terms and conditions of this act.
Said review and evaluation shall include, but not be limited to: the Town Administrator's
progress and performance on the annual goals and objectives as described in this section,
budgetary and financial administration; personnel administration; supervision and
leadership, staff development; public relations; employee and labor relations; policy
execution; and interaction with the Board of Selectmen as well as the governmental
officials, departments, boards and committees. The town shall provide the Town
Administrator with a written evaluation report after each formal review and evaluation and
shall provide the Town Administrator with an opportunity to discuss his review and
evaluation with the Board of Selectmen in a workshop session and submit written comments
in relation thereto.

Section 13. There shall be established a Department of Public Works under the direction of
the Town Administrator. The Town Administrator shall appoint a Director of Public Works
who shall be a person especially suited by education, training and previous experience to
perform the duties of the office. The Town Administrator shall be authorized to execute an
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same, shall all be in accordance with the provisions of law relating to elections, unless
otherwise provided in this act.

The incumbent shall continue to perform the duties of his office until the recall election. If
then reelected, he shall continue in office for the remainder of his unexpired term subject to
recall as before, except as provided in this section. If not reelected in the recall election, he
shall be deemed removed upon the qualification of his successor, who shall hold office
during the unexpired term. If the successor fails to qualify within five days after receiving
notification of his election, the incumbent shall thereupon be deemed removed and the
office vacant.

Ballots used in a recall election shall submit the following propositions in the order

indicated:

For the recall of (name of officer)

Against the recall of (name of officer)

Immediately at the right of each proposition there shall be a square in which the voter, by

making a cross mark (X) may vote for either of said propositions. Under the propositions

shall appear the word “Candidates”, the directions to the voters as required by Section forty-
- two of Chapter fifty-four of the General Laws, and beneath this the names of candidates

nominated in accordance with the provisions of law relating to elections. If two-thirds of the

votes cast upon the question of recall is in the affirmative, the candidate receiving the

highest number of votes shall be declared elected. If more than one-third of the votes on the

question are in the negative, the ballots for candidates need not be counted.

No recall petition shall be filed against an officer within ninety days after he takes office,
nor, in the case of an officer subjected to a recall election and not recalled thereby, until at .
least ninety days after the election at which his recall was submitted to the voters of the
town.

No persoti who has been recalled from an office or who has resigned from office
while recall proceedings were pending against him, shall be appointed to any town
office within one year after such recall or such resignation.

SECTION 15. Subject only to the express prohibitions in the General Laws or this act, the
town meeting may, by bylaw, reorganize, consolidate or abolish, create, merge, or divide,
alter the term of office, the manner of selection, or, if a multiple member body, the number
of members of any town body, in whole or in part, establish new agencies and may
prescribe the functions, powers, duties and responsibilities of any such agency.

SECTION 16. The Board of Selectmen shall adopt rules and regulations establishing a
personnel system. The personnel system shall make use of modern concepts of personnel
management and may include, but not be limited to the following elements: a method of
administration; personnel policies indicating the rights, obligations and benefits of
employees; a classtfication plan; a compensation plan; a method of recruiting and selecting
eniployees based upon merit principles; a centralized record keeping system; disciplinary
procedures; and other elements that are deemed necessary. All town agencies and positions
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of the agency by which they are designated. The committee shall meet to organize forthwith
after the final adjournment of the spring town meeting. The committee shall hold a public |
hearing within 30 days after the date on which it meets to organize and at least 1 additional |
public hearing before filing its final report.

SECTION 22. The provisions of this charter are severable. If any of the provisions of this
charter are held to be unconstitutional, or mvalid, the remaining provisions of this charter
shall not be affected thereby. If the application of this charter, or any of its provisions, to
any person or circumstances is held to be invalid, the application of said charter and its
provisions to other persons or circumstances shall not be affected thereby.

SECTION 23. This act shall take effect upon its passage.
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Clear lines of Accountability for Essential Management?
Organizational Communication?

Strategically Prepared for Future Challenges or
Opportunities?

Designed for Efficiency and Timely Response?
Properly Manage and Develop Human Resources?
Personnel Succession for High Performance?
Appropriate Level of Leadership?
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Exhibit A
Southampton Current Organizational Chart




There is a lack of strategic goal setting and
tactical implementation of established
objectives, which would allow the
organization to proactively respond to
internal and external challenges.

0 No Singular Vision for the community or the governmental
organization




Despite improvements in the budget process
there remains a lack of a central and
accountable leader in this process.

O Executive Budget ties resources to strategic direction,
performance and accountability
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The legislative process is appropriate for the
Town, however improvements should be
made to make the process more citizen
friendly and effective for delivery of
information so as to improve decision-
making. |
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The Town does not operate in a system of
home rule of its own creation, and needs to
address its by-laws and legislative actions to
provide greater clarity and usability.
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Southampton Current Organizational Chart
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Establish a Formal Position of Town
Administrator

0 Central Management Authority (DOR)
& Efficient Operations
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Strengthen and Streamline Personnel
Function | |

2 Too fragmented and cumbersome

2 Board of Selectmen sets Policy

21 Town Administrator provides Administration
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Performance Measurement System

& Data Driven Organization
- Management
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Enhance Civic Engagement and Trust

3 Greater Accountability
4 Increased Clarity of Organization and Processes
3 Citizen Role in Strategic Planning
0 Increased Communication of Information
0 User Friendly Legislative Body
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