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WORKSHOP OF THE CITY COUNCIL

HELD AT THE GAYLORD CITY HALL

Wednesday, January 21, 2015
Members Present:         Mayor Boeder and Council Members:  DeVlaeminck, Landaas, Losure, Muchow and Uecker
Members Absent: 
None



Staff Present: 
Kevin McCann, City Administrator; and Lori Waltz, Accountant/Clerk
Visitors Present: 
Gary Weiers, David Drown Associates
1.
Call Meeting to Order 

Pursuant to due call and notice thereof, the meeting of the City Council was called to order by Mayor Boeder at 6:54 p.m.

2.
Purpose and Timeline of the Gaylord City Council Workshop – Mayor Don Boeder

Mayor Boeder explained that the purpose of the workshop is to discuss the Organizational and Compensation System Analysis prepared by Gary Weiers.  
3.
Specific City Discussion Items:

A.
Discussion Regarding Results of Organizational Study


i.
Discussion Regarding Organizational Study
Weiers explained that this study consisted of staff interviews, job description reviews, and consultation with the City Administrator, City Council member interviews, community comparisons and analysis of other data.  Weiers stated that the workload for the staff appears to be consistent with other similar sized cities.  Other area communities have two or even three office staff that does similar tasks performed by these clerks.  Weiers noted that upcoming software improvements may reduce their workload slightly, but there is still a great deal of work to do for two people.  In fact these two staff have accrued over 450 hours of comp time.  Weiers noted that Councilors appear to not completely understand the operations of this office so additional education and information analysis may be in order.  Weirs noted that it has been really helpful that the City restructured the City Services Department.  By doing so, the operations of the aquatic center, streets, parks, facilities and water/waste water were consolidated into a single department.  This change was made in order to streamline operations and cross train staff to perform functions in other service areas.  Weiers noted that Department efficiency is moderately hampered by physical space limitations.  The building arrangement does not allow for daily briefings or assignment of tasks for the day.  Weiers stated that the Police Department has recently undergone a major transition with the arrival of a new chief early in 2014.  This transition has been smooth with a positive impact on police services.  Weiers noted that the Chief has made structural modifications by assigning officers to specific entities, so they can create a relationship that is mutually beneficial.  An example of this is the assignment of an officer to be the liaison to the various apartment buildings in the community.  Weiers reported that the Police Department has a very high call volume, and would like to see the hiring of an additional officer.  
Weiers reported that the employees completed an interactive survey administered in person to help ascertain additional information of importance.  Weiers noted that the employees are ready to serve the public in their areas of expertise.  Weiers stated that the employees have a clear understanding of their positions and what is expected of them.  Communication, the performance review system, recognition and having the necessary tools to carry out their work were the most often mentioned areas of concern.  Three of these can be resolved without cost, while the “tools” item is much more difficult to address.  

Weiers stated that Council Members expressed tremendous support for staff and felt employees are dedicated and hardworking people.  Weiers stated that Council Members expect staff to work together and be cross trained.  Weiers recommended: 1) Weekly staff meetings – to make sure that staff know what is expected of them.  2) Examining a new performance review system is recommended.  3) A method for recognizing employee efforts should be created.  4) Develop a five year capital improvement plan for “needed” city equipment.  5) The physical space at City Hall is work examination and it is suggested to move the Clerk/Treasurer placed in the copy room could enhance efficiency of both staff.  6) Consideration should be given to changing the locations of vehicles for City Services employees.  This will assist in the employees meeting briefly each day.  7) Plan for cross training City Services staff, which will assist in service continuity during absences.  8) It is recommended that monthly budget reports and other pertinent financial reports be shared with all supervisory staff, including the Aquatic Center Manager during the months of operation.  9) Consideration should be given to moving the preparation of Council agendas and resolutions from the Administrator to the Clerk/Accountant.  10) Because of significant call volume, a strong case can be made for additional law enforcement officers in the City.  11) It is recommended that each department present a brief quarterly report to the Council, regarding activities.  12) It is recommended that a plan be implemented to reduce overtime/comp time earned by the Clerks.  13) It is recommended that the Council and staff should 
hold an annual “team building” workshop in order to become more familiar with one another and the work being done.  
Boeder told Weiers that he did a good thorough job with the report.  McCann asked Weiers what he would suggest for ways to recognize employees.  Weiers suggested maybe picking up the phone to thank employees for a job well done.  Losure suggested years of service recognition.  Landaas suggested implementing a safety recognition program.  It was suggested that reviews are something that should be done all year long.  


      ii.
Discussion Regarding Pay Study
Weiers noted that this was not a comprehensive pay study, but basically done using existing tools.  Weiers explained that the current pay system is actually two (2) systems, one for the Police and one for everybody else.  Weiers noted that there is a significant issue with the current system, with three (3) positions currently being paid above the maximum pay step for their position.  These positions are the Street Superintendent, the Building and Ground Superintendent and the Water/Waste Water Superintendent.  Weiers explained that he used the State Job Match System and then he also used the League of MN Cities salary survey.  Weiers suggested seven (7) pay grades with nine (9) steps.  Weiers explained that System “A” is based on the average maximum pay for each position and System “B” reduces those maximums by 5% so it establishes the maximum at 95% of the average.  Weiers stated that the total initial cost for wages to implement System A is $11,573.07 and the total initial annual cost for wages to implement System B is $9,891.52.  
McCann recommends System A, which can be implemented without cutting anyone’s wages.  McCann explained that he has recently completed the Pay Equity report and that both of the Lori’s are below the line compared to their male counterparts.  

Council discussed implementing a COLA increase or to with the new step system prepared by Weiers.  Weiers said that the Council could implement a 3% COLA this year and then next year implement the new pay system.  

Muchow discussed the possibility of paying out some of employee’s sick time as a reward for longevity.  Muchow suggested implementing the new pay system as presented and moving forward.  

Weiers recommended redoing the pay schedule probably every 10 years or as needed/driven by the Pay Equity report.

Boeder suggested implementing new schedule; freeze the two (2) probationary employees.  With a good employee evaluation, possibly move Bob to $24.71 and bump Ty up to the next step $25.26.  
Council consensus is to move forward with System A as presented with probationary language included.    


     iii.
Discussion Regarding Performance Management
Boeder discussed the proposed performance evaluation system, says it seems cumbersome and costly, and didn’t feel that it was cost effective for the small number of employees.  It was suggested that Personnel files be kept up to date, as this will help with reviews.  McCann asked Council, if they wanted to review his employee review template.  Council said no.  McCann reviewed organizational study recommendations and how he is currently working on implementing changes.  McCann explained that over time should be changed to not occur until the 41st worked hour and meetings will automatically be 2 hours (regular pay not over time) depending on actual hours worked.  Council agreed with over time changes.   

McCann suggests an annual team building session.  

Muchow and Uecker are not interested in the team building session lasting all day.  

Council consensus was to hold the Team Building session on February 28th at 8am. 
McCann will check and see if this date is available for the Team Building Workshop.

4.
Open Discussion by the Council


None 
5.
Closing Remarks – Mayor Boeder

Boeder thanked Weiers for doing a good job with the report and feels that good Council discussion came out of the report.

There being no further business to come before the City Council.  The meeting was closed at 8:50 p.m.

__________________________________________
____________________________________________



Kevin McCann
Don Boeder

City Administrator
Mayor

