Personnel Study Task Force Agenda
Date: February 7, 2022; 4PM Virtual

1:18 pm, Feb 03 2022

Join Zoom Meeting
https://us02web.zoom.us/j/81023573601?pwd=VHJObDViTWJQSjEzdURkdlVTZEdkdz09
Meeting ID: 810 2357 3601
Passcode: 029781

Call to Order
Approval of Minutes of January 24, 2022 (by roll call)
Member updates of background reading, interviews, correspondence, and other matters
Employee Survey Introduction
Context
Logistics
Questions proposed by members
Review and discussion of Claude’s work on Bylaw and Governance Assumptions
New Business
Pending meeting dates:
• Monday, February 28, 4pm (Virtual)
• Monday, March 14, (Virtual)
• Monday, March 28, (Virtual)

Public Comment
Wrap up of next steps each member will be taking
Adjournment (by roll call)

PERSONNEL STUDY TASK FORCE – TOWN OF CONCORD, MA
DRAFT MEETING MINUTES
Date: January 24, 2022
Location: Virtual
Present from the Board: Ruth Lauer (Co-Chair), Anne Rarich (Co-Chair), Claude Cicchetti (Clerk),
Paul Macone, Bruce Button.
Others Present: Terri Ackerman – Select Board, Susan Bates – Select Board, Amy Foley – HR Director,
Kate Hodges, Deputy Town Manager, Joseph O’Connor – Chief of Police, Karlen Reed – PEG AAC,
Mark Howell, Ned Perry, Anita Tekle, Mary Flanders Aicardi, Human Resources Practice Leader Collins Center, William Mrachek.
1. Call to Order
The meeting was called to Order by Anne Rarich, Co-Chair at 4:01 pm.
2. Approval of Minutes
The group discussed the draft minutes of the PSTF meeting at 4pm on January 3, 2022. Upon a motion
duly made and seconded it was voted unanimously by those present to approve the minutes.
3. Visitor Discussion
Mary Aicardi introduced herself and her background and started by asking the committee the goal of the
survey. Anne said that we are looking for employee input into the personnel realm. Mary pushed for
very specific goals. Paul suggested it included how employees interface with the Personnel Board. Paul
mentioned that Kerry Lafleur, Acting Town Manager would like to partner with the Task Force in any
such survey, for example, to poll employee satisfaction. Ruth emphasized that the charge asks us to
interact with town employees, but perhaps also town employees to make our research complete. Claude
suggested that a survey could be beneficial, but should focus on questions relevant to our task.
Mary said the survey concept was currently “muddy”. Mary also cautioned about Personnel Boards
being involved in confidential and legally contentious issues, as they are a citizen committee.
“Employees will always tell you the negative and may not tell you the positive.” She said that framing
questions was very important. She said to really pin down the right timing.
Ruth asked how to get employee input if not a survey. Mary suggested small group meetings with
employees – such as public forums. She said they are not fans of anonymous surveys, that there is no
need to be anonymous. She said there is a legal risk of an anonymous survey with HR issues. She said
that “I can’t tell you how many Personnel Boards have troubles with grievances coming to them” that
they are not able to deal with and that cause them legal problems.
Mary said more and more personnel boards are getting out of grievance procedures. She said that she is
not sure a survey will inform us on the role of the Personnel Board and the governance structure. She
suggested we ask Labor counsel advice, and more and more employee issues in Massachusetts towns are
moving away from Personnel Boards, which should stick to policies, classifications, and pay scales.

4. Discussion
Anne talked with members of the Personnel Board and the biggest takeaway was that other than
Compensation, they feel they do not have much of a role to play. Bruce met with Chief O’Connor and
others, and it seems that turnover and filling positions is the biggest challenge. He also talked with the
new head of the Library, who reported similar challenges. Claude discussed his meetings with citizens,
who provided him background on the role of Personnel Board discussions in Town including warrant
articles and other various public documents.
Paul talked with Allan Cathcart, director of Public Works and Aaron Miklosko, Highway and Grounds
Superintendent, who cover union and non-union employees, and they provided some interesting ideas.
Ruth met with the Select Board who provided good insights.
Ruth and Anne asked whether or not the Task Force should contract a survey. Paul suggested we partner
with the Town, which was suggested by the Acting Town Manager. Ruth suggested we each come up
with some questions that target the Task Force mission (to go to Ruth and Anne before Thursday noon)
for discussion at our next meeting.
Upon a motion duly made and seconded, it was voted unanimously by those present to approve sending
a survey along with the Town Manager.
5. Future Meeting Schedule
The Board re-affirmed the following schedule of future meetings through the end of the year.
•
•
•
•

Monday, February 7, 4pm (Virtual)
Monday, February 28, 4pm (Virtual)
Monday, March 14, (Virtual)
Monday, March 28, (Virtual)

6. Adjournment
The meeting was adjourned at 5:15 pm.
Respectfully submitted,
Claude Cicchetti, Clerk
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Potential Survey Questions, Bruce

Personnel Board—Confidential Information
Are you aware of the personnel board and its purpose?
Have you ever felt a need to use the Board?
Do you believe your compensation is competitive with other towns?
Are your overall benefits comparable with other towns?
Specifically, are your health care benefits competitive with other municipalities?
Are you likely to be able to finish your career in the Town of Concord?
Would you encourage associates interested in changing jobs to work for the town of
Concord?
In the past couple of years do you feel you have received appropriate and timely reviews?
In the past couple years have you received the compensation increases that were
approved by Annual Town Meeting?
If you have issues in the department where you work, do you feel you have alternatives
you can speak with to resolve them in a positive, confidential way as follows:
The head of your department.
The human resources department.
The personnel board.
The best choice is to leave my job in Concord.
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Survey questions, Claude
All answers choices to be
a. Agree
b. Disagree
c. Unsure
1. I am aware of where to turn if I have a problem regarding workplace sexual harassment, a hostile work environment,
or discrimination of any type.
2. I am comfortable with the policies to deal with such issues as above.
3. I am aware of where to turn if I have an issue with a co-worker.
4. I am comfortable with the policies to deal with such issues as above.
5. I am aware of where to turn if I have an issue with a current policy regarding my employment. (Compensation, leave,
workplace conditions, etc.)
6. I am comfortable with the policies to deal with such issues as above.
7. I am aware of where to turn if I have an issue with a proposed policy regarding my employment.
8. I am comfortable with the policies to deal with such issues as above.
9. I am aware of the process to file an official grievance, should the need arise.
10. I am comfortable with the policies to deal with such issues as above.
11. I am aware that Concord has a Personnel Board.
12. I am aware of the role of the Personnel Board.
13. I am aware that Concord has a Town Manager and am aware of the role of that position in my employment.
14. I am aware that Concord has a Town Meeting form of governance and am aware of the role of Concord Town
Meeting in my employment.

February 09, 2022

To:

Personnel Study Task Force

From: Paul Macone
Revised suggestion questions for the employee survey relating to the Personnel By-Laws.

1. Currently the Personnel Board does not allow a town employee to be a member of the
Personnel Board. Do you think there should be an employee representative on the
board?
2. The current Personnel By-Law states, under section 3 in part, “Employees shall be
provided an opportunity to review and comment on any proposed personnel policy
that could have a significant impact on the conditions of their employment” Do you
feel you have been adequately informed of any proposed policy changes?
3. Should employees receive a preview copy of proposed changes to the Compensation &
Classification plan prior to said plan being placed on the Town Meeting Warrant?
4. Would you be interested in a managed “Sick Bank” which would provide for a voluntary
sharing of sick leave in the catastrophic illness of an employee?
5. Do you have an interest in some form of “Floating Holidays”?
6. Are you aware that you have access to an employee grievance procedure?

Potential survey questions, Ruth
The context for these questions is to generate a snapshot of the current situation of employees,
similar to what we tried to learn from common questions to other stakeholders.
My Department/Division is fully staffed.
My Department/Division is funded adequately to fulfill its planned tasks/goals.
My Department/Division has career and development opportunities for me.
My Department/Division Head keeps employees well informed regarding significant
events and/or emergencies and what our responsibilities will be.
My Department/Division members regularly interact with residents and visitors.
My Department/Division works remotely.
My Department/Division has been able to produce quality work during the COVID health
emergency.
My Department/Division has experienced a high degree of turnover unrelated to
retirement issues.
If I have a personal or work-related problem, I trust my supervisor to help me address it
confidentially.
I would appreciate a system of regular updates of Town news and employee benefits, and
obligations.
My Department/Division Employees are recognized for their successes.
I would recommend my Department/Division as a good place to work.
I have the tools and equipment that I need to do my job.
It is unlikely that I will be able to afford to work for Concord for the rest of my career.
Are you aware of the Personnel Board role in your employment life?
My Department/Division has voted to become unionized.
My Department/Division has voted to become unionized, but I am not a member.
My Department/Division has voted to become unionized and regularly works
with/alongside other Department/Division employees who are non-union.
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Survey Questions Anne
Are you aware of the Town of Concord Personnel Board?
Do you know what they do?
Would regular communications from the town house be of use to you in doing your job?
Which of the following items would be of most benefit to you staying employed in Concord?
Rate the following:
Floating religious holiday
Sick Bank
Employee Handbook
Flexible work (work at home one day a week etc.)
Other---------------------------------

PERSONNEL BYLAW & GOVERNANCE
RATIONALE FOR CHANGES

DRAFT

GOVERNANCE – Current Status of Responsibilities, Personnel Bylaw
“All questions of doubt or dispute relative to interpretation of this bylaw shall be settled by the Personnel Board.”
Town Manager

Personnel Board

Town Meeting

Section 3 Policies and Procedures

X

X

-

Section 4 Employment Status

X

-

-

Section 5 Classification

X

X

X

Section 6 Compensation

-

X

X

Section 7 Temporary Salaries

-

X

-

Section 8 Training

X

-

-

Section 9 Hours of Work

X

-

-

Section 10 Pay Policies

X

X

-

Section 11 Sick Leave

X

X

-

Section 12-20 Leaves
(holidays, vacations, jury duty, military,…)

X

X

-

Consistency, Clarity, and Appropriateness
The Personnel Bylaw describes a joint responsibility between the Town Manager and the
Personnel Board, but not in a consistent way in terms of which party has the initial responsibility,
such as to prepare a specific report.
Historical practice is that the Town Manager provides the reporting to the Personnel Board, for
their discussion and approval.
The Personnel Board does not have the resources or expertise to initiate such reports, nor would
it be sensible to duplicate the excellent reporting ability of the Town Manager.

Consistency, Clarity, and Appropriateness (continued)
Current Bylaw
Joint Responsibility

Sections 3, 10, 11, 12, 13, 18, 20
No amendments needed.

Town Manager Initiates

Sections 5.1, 5.2, 5.4, Section 8, Section 9, Section 14
No amendments needed

Personnel Board Initiates

Section 5.3, Section 6, Section 7
Amendments needed. Unrealistic for PB to initiate reports.

Communication – between Town Manager and Personnel Board
As a citizen committee, the Personnel Board is only as strong as the communication it receives
from our very capable Town employees. The Personnel Bylaw should highlight and reinforce the
importance of such communication, particularly in the form of internal and external reports sent
from the Town staff to the Personnel Board. This reporting should be enhanced to focus on
strategic and management reporting.
(See Section 5.4 and Section 6.3).

Communication – between Personnel Board and Town Employees
The Bylaw should include a provision to be sure employee opinions and concerns are heard, and
not just when the concern rises to the level of a formal grievance process, which is currently the
only formal interaction between employees and the Personnel Board.
However, the Personnel Board is subject to Open Meeting law, which makes it an inappropriate
venue to hear what could be confidential or potentially legally contentious issues involving third
parties who may not be present.

Communication – between Personnel Board and Town Employees (continued)
•

Change the bylaw to state explicitly that significant policy changes require a review by the
Personnel Board, and to require that employees are notified of the Personnel Board meeting in
which such changes are on the agenda. (See Section 3)

•

Give employees access to the Personnel Board in the circumstance where they believe a policy
change is significant, but is not being classified as such, so as to have that issue put on the
Personnel Board agenda of a future meeting. (See Section 3)

•

Give employees easier access to other resources in the Town, as well as to the Personnel
Board, through the use of a newly-created responsibility of a Town Employee Ombuds.
(See Section 21)

Town Employee Ombuds
Select Board to study and consider adding the responsibilities of one or more Town Employee
Ombuds to the positions of Town Human Resources Director and/or any other Town employee
and/or Town committee member at the discretion of the (e.g.) Town Manager or Select Board. In
either case, such appointments require confirmation by the Select Board.
This is to be an informal and confidential (when possible) process, meant for listening, guidance,
communication, and support.
For example, an employee could talk with the Town Employee Ombuds about a specific working
condition affecting the employee and their colleagues. The Ombuds could give guidance and
support, and if needed follow up on a confidential basis with the appropriate department. If there is
no satisfactory resolution, the employee could ask the Ombuds to discuss the issue at the next
Personnel Board meeting. This would not guarantee a positive resolution, but the issue would be
aired publicly and the employee would be heard.

Communication –Town Meeting
The only current role for Town Meeting is voting up or down on the very technical and detailed
Classification and Compensations Plans, which affect only about 20% of the Town’s full-time
employees. Votes on these plans do not impact the budget. Having to wait for Town Meeting
means that new or reclassified employees have to wait to have their positions confirmed.
These are normally voted on the Consent Calendar with no discussion.
We could instead re-write the By-law to (for example) require a full report from the Personnel
Board on policies, procedures, classification and compensation changes, etc., and have the HR
Director, Personnel Board, and Town Manager take questions on significant strategic issues at
the Town Hearing and Town Meeting, instead of on the technical aspects of the Classification
and Compensation Plans.

SUMMARY
The (draft) principal changes proposed to the Personnel Bylaw are as follows:
•

Clarify the division of responsibilities between Town Manager & Personnel Board.

•

State explicitly that significant personnel policy changes require a review by the Personnel Board.

•

Require employee notification of PB meetings where proposed policy changes are on the agenda.

•

Suggest a process where employees can ask for proposed policy changes to be put on the Personnel
Board agenda if it was not done so already.

•

Increase the communication of reports, generated both internally and externally, between the Town
Manager and the Personnel Board, focusing on strategic and management reporting.

•

Study further and consider creating the new responsibilities of Town Employee Ombuds, to help address
employee concerns and facilitate communication with the Personnel Board.

•

Study further and consider changing the governance process between the Town Manager, Personnel
Board, and Town Meeting.

GOALS
•

Clarify and enhance the role of the Personnel Board in focusing their role on the review
and approval process with the benefit of additional reporting and information, focusing
on strategic management reporting, (e.g. turnover, vacancies, etc.)

•

Clarify the role of the Town Manager.

•

Change and clarify the role of Town Meeting, with the goal of providing the Town with
strategic and management information, rather than focusing on and requiring a vote on
classification and compensation plans.

•

Increase the access of Town employees to the Personnel Board.

•

Support our Town employees and increase their ability to access additional resources
and responsiveness through better communication.

