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The att.ached report, "Recommendations on Reorganization of the
0ffices of City Clerk and Clerk of the Board of Aldermen," is the
result of over a year of active deliberation and analysis by the
Clerk, the Assistant Clerk and the Chairman of the Sub-committee
on Reorganization created by the L & R Committee, with periodic
'input from other members of the staff of the Clerk of the Board,
the President, and members of the L & R Committee. It represents
a consensus of the Clerk and the Chairman of the Sub-committee,
arrived at after cons'ideration of the reconrnendations of Deloitte
Haskins and Sells in their report of July 29, 1985 and assessment
of various options for gaining the increased product'ivity so
vital to the management of these offices under budgetary
const.raints and under the increased workload of the Board of
Aldermen in cunrent years.

The reconrniended plan is an integrated one, as folIows:

* The essential component is the cneation, from existing
positions, of three Committee Clerks with
responsibi I itv@pendent action,
thus offering the Clerk and Assistant Clenk opportunity
for mone deliberate and effective management.

l.lith the advent of new zoning ordinances wh'ich promise
to bri ng many more matters before the Board of
Alder'men, and the continuation of the Zoning Amendment
Committee's work for some time to come, we have also
recommended the creation of a new pos'ition of Land Use
and Zoning Clerk, responsible for the work of those
conrnittees with the specific knowledge necessary to
function effectively in the position.

t.le have strengthened the role of Cit Archi v i st as an
archivist, while relying on her accumu ated knowl edge

transition 'in

will be hired
of iand use and zoning matters during a

which the new Land Use and Zoninq Clerk
and trai ned.
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* The city clerk's office, which functions reasonably
we'll, will benefit from new microfil*iry-qnd-r"cgtd
generating caPability, f r
@from modest changes in supervisory
respons i bi 'l i ty.

The budgetary impact of our recoffnendations will require a.
one-time capital expenditure 'in an amount yet to be determined
andadditiona]operatingeXpensesofapproximate1y$40
(including the tirree.oimittee clerks a'lready budgeted for FYBB).

The implementation of reorganization wili inc'lude a process for
regular monitoring of progress from within the Offices and
thiough the L & R Conrn'ittee, with a forma'l review of the
functionaing of the new organization at the beginning of FYB9.

The reorganization will also call upon the Board of Aldermen,
particularly conunittee chairmen, to change some of the ways they
relate to the clerk's office, and to be {nore accountable in
general. It has become painfully clear that we, as members of
ihe Boara, are at the heart of some of the difficulties we have
spent so long trying to correct, and without full cooperation and

support of the Board, a reorganization is doomed to fai'lure.

i have appreciated and have truly enjoyed having the opportunity
to become thoroughly familar with the workings of the Clerk's
office and to get to know and understand the people who are
af f ected by thi s proposed reorgani zat'ion , and I have tn'ied to
keep their best interests foremost in the recommendations. I
would be pleased, as Chairman of the Sub-conunjttee, to cont'inue
to work with the Clerk and Ass'istant Clerk during the transition
to full operation unden the reorganization plan and beyond, if
the L & R Committee so des'ires.

All in all, we believe that our reconrnendations are practical and

represent a major step forward, and I am pleased to submit the
report for consideration of the L & R Committee and the full
Board. I look forward to the meeting of September 30 when Ed

English and I can discuss the reconrnendations more fully w'ith the
Committee.

cc: M'ichae'l A. Malec, Presjdent
Members of L & R Conun'ittee
Richard Kelliher



Reconrnendations on Reorganization
of the Offices of CitY Clerk and

C'lerk of the Board of Aldermen

Background and Methodol ogy

The need for a reorganization in the Clerk's office' some say'
Oites back to the untimely death in 1984 of Miss Theresa Fjckett,
whose prodigious efforts, it is to'ld, equalled the workloads of
at least two average emp'loyees. There have been other changes,
too: the arrival ind dbpaiture of other employees, the change in
available technologies and systems' an increase in the number of
items before the Board of Aldemen, and the obvious increase in
the paper work associated with the Board's committees. l^lhile the
causes'of the problefns can be debated, the effect has been

readily apparent: a growing backlog of followup work, erratic
work patterns, inefficiency, and low morale-

During the past three terms of the Board of Aldermen, there have

been di]igent attempts by members of the Board, under the
direction-of the Leg'islation and Rules (L & R) Committee, to
assess the problems and recommend changes. Ultimate'ly.fjnding it
difficult tb systematically reorganize the Clerk's office as part
of the ongoing Board process, the Board, following the
recoffrnendition of Alderman Paul Coletti, voted April 16, 1985 to
appropriate $15,000 to retain the consulting firm of Deloitte
Uaitlns and Sells (DHS) to undertake an objective assessment of
the two offices and make recommendations on how to improve the
efficiency and producti vity.

The repont of DHS was submitted to the Board July 29'1999; 'it
was reterred to the L & R Conmittee and not taken up until March,
1986. In May, after lengthy discussion within committee, the
Chairman of L A R, Alderman Verne Vance, determined that a sub-
committee should be formed to study further the DHS

reconunendations and make a fina'l report on a reorganization plan.
Ald. Susan Basham was asked to chair the sub-committee, and when

members were asked to volunteer for membership, it became

apparent that all members of L & R were interested in the
process. Therefore the sub-committee became a coffunittee of the
wholeL&RConrnittee.

It was the goal of the Chairman of the sub-conrnittee to conduct
an active, open process with the Clerk, Edward English, and the
Assistant C1erk, Grace Lennon, in which the recommendations of
DHS would be systematica'lly reviewed and a plan for
reorganization generated. There were, between June, 1986 and

September, 1987, at least fifteen meet'ings of the Chairman and

Clerk, many of which included the Assistant Clerk and some of
which included Board President Michael Malec or other members of
the staffs of either office. The Clerk kept all staff apprised
of progress as needed. The Chairman and Clerk reported to the
Sub-conrmittee, assembled as the L & R Conrnittee, on at Ieast
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seven occasions, explaining progress to date and seeking input on

steps being p.opos"i. L & R Chairman Vance included these
repbrts uni alscussions in his meeting report: {or June 25, 1986;

Juiy 9,1986; August 11,1986; December 18,1986; February 25'
1987; faay 27, 1967; and August 26' L987.

Phase I. The analysis process began with several meetings in
wFTEh-The Chairman (Ald. Basham) solicited the concerns of the
c'lerk and Assistant clerk about what was not working well,
gathered an inventory of actual tasks undertaken in both offices,
ind developed an undlrstanding of individua'l responsibilities and

the Clerk's assessment of strengths and weaknesses of staff
members. It was clear that there was a back'log in filing and

followup tasks, and members of the L & R Conrnittee expressed
concern that this problem be dealt with first, since it was not
possib'le to put a reorganization in place in time to make an

impact when it was needed.

0n July 11, 1986, the Clerk prepared, at the request of chairman
Basham, a breakdown of backlogged 'items and a distribution of
responiiblities among members of the staff to be accomplished
over the sumrner months. This process was undertaken with some

success, at least enough to sustain the office while the
reorganization plan was being developed. The office also
reta'ined a surTrner intern who made considerab'le progress in the
organizing, microfjlming and binding of Board of Aldermen
documents for the years 1979 and 1980. in addition, Board
records for the years 1981 through 1984 were organ'ized and made

ready for microfilming. Some work was done on 1985 records, and

1986 and 1987 records are still in the "settling" process-

f^Je al so i ni ti ated automati on duri ng thi s peri od wi th the
acquisition of the Syntrex word processing system, se1ected
because of i ts i nstal I ed base and speci al i zed appl 'icat'ions -

Phase I.I. Conc'luding in the final months of 1986, after a number
oFld-l scuss i ons , that the DHS study was def i ci ent i n i ts
understanding of the actual work flow and assignments of
individua'ls, Chairman Basham conducted a two week audit of the
Off ice of the Clerk of the Board ear'ly in January, 1987- The
audit had two goals: to provide the Chairman with a better sense
of the range of work undertaken by each person and to assess the
quant'ity of each type of work undertaken'in the office during a

norma'l two week perjod (e.S., how many hours pec week are spent
on reports compared to other things?). The Assistant Clerk
participated, as we1 l.

The audit was more successful'in the provision of infonmation on

range than on quantity, s'ince each person had gaps in thejr audit
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repgrts, for whatever reason, and since the period was not truly
"normal," with budget preparation in process, a new phone System'
and recently new w6rO processing system. This .process provided a
valuable sulplement to the information gathered in discussions,
since it is bften difficu'lt for anyone in a job to accurately
estimate how much of his or her time is given to certain tasks,
and s'ince members of the Board often do not see hot,t much time is
spent on the "invisible" tasks, such as bookkeeping, cleaning
committee books, room bookings, etc.

Phase III. Soon after the audit was completed, the Cha'irman met

r.iltr'-=Ehe-staff of the Clerk of the Board to discuss the results
of the audit and together they developed the concept of conunittee
clerks. Clerical personnel were provided with a draft job
description and were asked to consider' whether they would be

interested in such a position. t'lith positi ve feedback, the
Chairman and Clerk and Assistant Clerk proceeded to take steps
toward revising the management iob descriptions accordingly, and

to look at the details of how responsibilities would be

distributed and how reorganization would be implemented. The

Conrnittee Clerk position was reviewed with the Personnel
Department at length, and after much discussion was regraded at
Grade 11.

l,{e had not had time to comp'lete our assessment of the office of
the City Clerk when the Board's review of the FY 88 budget was.
underta-ken, and thus did not have a report ready for the Board's
consideration. During the Board's review of the Budget of the
Clerk of the Baord of Aldermen, members of the Board expressed a

desire to increase the sa1aries of the clerical personnel within
the budget process rather than wait for the reorganizat'ion repont
to be completed and accepted. Consequently, Chairman Basham
explained the concept of the reorganization to the Board and
proposed that the budget reflect an increase in salaries for the
three clerical positions to reflect Grade 11 max'imum, with the
understanding that the vote was an endonsement, in principle, of
the change in responsibl ities of these individual s.

Phase IV. Hith both the Board's and the C'lerk's attention
;ppFoFiiately focused on the new zoning ordinance, it was not
possible to pursue the reorganizat'ion actively during the months
of June and July. The Chairman and Clerk resumed regu'lar
meetings'in late sunmer to resolve a few remaining issues and
focus attention on the City CIerk's office. The budget process
had also produced approval for a $100,000 commitment to an

Archives Microreproduction Project, designed to produce microfilm
of records of the Board of Aldermen, City Clerk, Assessors, and

Treasurer offices under the direct'ion of the City Arch'ivist.
Since the Archivist had been actively involved in the staffing of
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the Zoning Amendment Conmittee, we wanted to be sure that there
was a complete understanding of her role in the reorganized
offices, and therefore met with her several times to review the
options before completing our report.

The process of developing our recommendations has been lengthy
because it was not enough simply to come up with suggested
changes, no matter how intelligent or well-formed. That part was
easy. The rest of the process was time-dependent -- thinking
through new ways of accomplishing old tasks, trying them out in
sma'll ways, giving key players an opportunity to decide for
theselves what will work and to get behind the reorganization
plan, figuring out how to get from here to there in reasonable
steps -- and all of that in the context of ongoing work in the
Clerk's office and a particularly time-consuming period for the
Board. To some extent we were working against the odds, what
with general disappointment and frustration in the outcome of the
DHS study, a lack of confidence in the process, and some
impatience on the part of the majority of Aldermen who were
necessarily removed from the ongoing process and anxious for a

concl usi on.

The following analysis of the DHS reconrnendations and Sub-
committee proposal for reorganization represent the consensus of
the Clerk and the Chairman, with considerable input from the
Assistant Clerk and other personnel and review by the L & R

Conrnittee, the President and other committee chairmen. It should
be thought of as an integrated plan whose components are
interdependent. Together they promise to improve productivity
and efficiency in the work of the Clerk's office for the
foreseeable future and to improve the qua.lity of work to the
benefit of the Citv and the individuals involved-

Sunmary of DHS reconrnendations

DHS was charged with a review of the procedures and duties of the
Offices of the City Clerk and Clerk of the Board of Aldermen.
Their reconxnendations focused on steps that could be taken to
improve efficiency in the two offices. Although the City Clerk
and the Clerk of the Board are legally distinct entities,
functionally they "could be combined to allow cross-office
sharing of resources for efficiency reasons."

Central to the DHS reconrnendations was creating a position of
0ffice Supervisor to assume day to day administration of the
combined office structure. This person should restructure work
flow and procedures to optimize the effectiveness of ex'isting
personnel, coordinate the education of personne'l in the
application of personal computer and word processing technology,
and document resource requirements in terms of tasks and
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determine leve'ls of human resources required. There was a
difference of opinion with the Clerk and Assistant Clerk as to
whether the 0ffice Supervisor should report to the Assistant
Clerk and should be responsible for both offices, and ultimately
DHS included two possible organization charts in the'ir report.

It should be noted that DHS was advised not to consider an
organizational structure that would displace existing personnel.
Thus they essentially assumed not only the individuals but also
the positions as they then existed. They then introduced the
concept of functional specialists within each office who wou'ld
faci'litate the implernentation of changes in the performance of
office activities and work methods and procedures.

0n the issue of work methods and procedures, they were critical
of assigning responsibility for office activities to different
people. Their idea was that the functional specialist should be
an expert in a particular area, and responsible for supervising
activities within the function (although not the only person who
would carry out the activities). It appeared that the
"functional areas" they defined were as broad as "Board of
Aldermen documents" and as narrow as "counter coverage."

Their fina'l assessment was that the two offices needed:

a) Work methods and procedures -- Steps to improve work
methods based on a functional approach;

b) Records management -- Formal document retention and
storage pof icy and hire an assistant Archivist; and

c) Automation -- implementation of inicrofilm retrieval
equipment, personal computer word processing,
custom'ized personal computer data base applications and
spreadsheets.

Analysis of DHS reconrnendations

Our goal was to assess the DHS recornrnendations and to develop a
final plan for reorganization and implementation. In fairness to
DHS, the consulting team admittedly was not experienced with
municipal management situations, and undertook the analysis
without fu'll recognition of the complexities involved -- the
history, the constraints, and the subtleties. Thus it shou'ld not
be surprising that their assessment fell short in several ways.
They did a good job of cataloguing the work of both offices
according to rules, orders, legislative requirements, and state
standards, but failed to fully understand the way those official
tasks are carried out in practice, what they mean in terms of
real jobs and da'ily work. They did not focus on the actual
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amount and type of work of each individual, nor did the
consulting tihm fully understand the necessary flow and timing of
work. They seemeO nbt to fully comprehend the enormity of work
involved in supporting the Board of Aldermen, 'particu'lar'ly in the
activities of conrnittees and the followup to Board actions, and

thus missed the centra'l concern of the Board in initiating the
study in the first place. And they failed to make practica'l
reconrnendations for translating their concepts into a new way of
doing things, focusing instead on a detailed asssessment of
computer options (with which they were obviously more
conversant ) .

The essential problem with their recofiInendations is that there
was not much new and no way to make change happen. They sought
to impose new positions or change the responsiblities of existing
personnel primarly to institute responsibility for further
organizing existing work and reconunending changes. In other
words. they did not propose to set he off i ies i n- s-uch'-f-wa

exr st ersonnel c eto undertake chanqe
ey presen unctional specialist as someone

who woilfi-take the DHS reconunendations, turn them into
procedures, and implement them somehow with the full cooperation
of everyone; they did not anticipate how the office would
function or what role the functional specialist wou'ld have once
such procedures were in p1ace. It was, in large part' a typical
approach to organizational problems: when in doubt, add more
layers of management. Most important, they seemed not to
cons'ider the interests, talents and personal and professional
goals of current personnel, and thus missed the opportunity to
create both an improved organizational structure and give present
staff nevr opportunities for job satisfaction in making better use
of the strengths they bring to the iob.

Goals of the Sub-conunittee beyond DHS Reconnrendations

During the course of our review, it became clear that members of
the Board had an additional goa'l: the "upgrading" of clerical
personnel in the Clerk of the Board office. It was reasoned that
two of these people had been loyal, hard working support to the
Board for many years and should be sornehow rewarded for that
effort. Although the Clerk's office is managed by the Board and

does not have to follow the City's personnel standards and job
classificat'ions under Sect'ion 6.1 of the C'ity Charter, the Clerk
fe'lt strongly that the best possible solution wou'ld be one that
continued the posit'ions within the City's structure. Since the
salaries were already at the top of their grade, the quest'ion was

one of upgrading the positions. The upgrading of positions fit
wel I with our assessfnent of how product'ivity might be increased

e would be motrvated trom wrf,nln nor did
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by giving those people responsibility for organizing their own

work and managing their own deadlines.

The Sub-conrnittee focused directly on the goal 'of giving current
personnel an opportunity to grow in their positions and undertake
more rewarding work. At the heart of the problem, as we came to
understand it, was dependence by staff and by members of the
Board alike on the C'lerk, and to a lesser extent on the Assistant
Clerk, for a'll knowledge and all authority. There are surely
some things that can best be done by the Clerk and Assistant
Clerk, and their responsibilities should be organized so that
they have the time and presence to manage those responsibi'lities.
But it is also essential to give responsibility for the other
things to other people and to allow each person in the office to
acquire particular expertise and mana.ge certain responsibilities
i ndependentiy.

In short, we went to the roots of the DHS reconnnendations and
eventually put together an organizational structure that
validated the DHS study in concept.

Reconrnendat i ons of Sub-conunittee

A. Personnel and Positions

l.Je took the functional specialist concept a step farther than DHS

contemplated. To our way of thinking, the concept of creating
"mini-experts" within the two offices was on target, and an
appropriate result of how individuals naturally become somewhat
specialized in their work over time. However, the functional
areas DHS defined were largely meaningless. 0n the Cierk of the
Board side, we sought instead to define functions around whole
jobs that would have meaningful variety and cons'istency,
responsibility and authority, with significant consequences to
the work. 0n the City Clerk side, we 'looked at a general
supervisory function as well as experts in vital reconds,
bookkeeping, and licenses and permits. The decision to create
more meaningful positions in the two offices, particularly on the
Clerk of the Board side, complemented the goal of develop'ing
opportunities for the Clerk and Assistant Clerk to exercise
management ski l 1 s, with I ess "hands-on" responsi bi 1 ity.

The new organization chart appears on the page following. It
i'llustrates several new or re-defined positions: in the Clerk of
the Board office, three Conrnittee Clerks and a Land Use and
Zoning C'lerk;'in the City C'lerk's office, a Supervising Clerk and
a bookkeeping specialist. It shou'ld be noted that the
reconrnendations for personnel in the City Clerk's office, with
the exception of the City Archivist, are preliminary at this
point, and are somewhat dependent on how two vacant positions are
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filled. Thus this report asks the Board to endorse the concept
for reorganization of the City Clerk's office if it proves to be
effective with available personnel .

Job descriptions for the CIerk of the Board positions, with the
exception of the Land Use and Zoning Clerk, are included in
Appendix 1.

0ffice of the Clerk of the Board of Aldermen

Conrnittee Clerks. The three clerical positions in the Clerk
ffiice have been primarily those of typists who
receive materials to be prepared (reports, agendas, etc.)
from the Clerk and Assistant CIerk. Their productivity has
been dependent on the timeliness of Committee chairmen, the
sequence of meetings, and the availability of the Clerk and
Assistant Clerk. A'lthough the sequencing of meetings may
always be difficult, it is possible to control the other two
factors. l.le propose that the three current employees,
Rosalie Myers, Marjorie Chalmers, and Dolores Alvin, become
Conrnittee Clerks at Grade 11. Each Committee CIerk will
have responsib1ity for organizing her own work, meeting
deadlines, and conrnunicating directly with conunittee
chai rmen

l,le believe that these are the proper positions for the
department and reflect the distribution of respons'ibility
needed to maximize productivity. The posit'ions have been
offered to, and accepted by, the three currenL employees,
and we be1ieve that al'l are ful ly capabl e of ful f i 1 I i ng
their new duties with proper training and guidance.
llhether the grade is correct and whether each individual has
been ass'igned the most appropriate responsibilities will be
subject to further review.

Land Use and Zoning Clerk. This position as currently
ike the position of Conuirittee Clerk

with the added requirement of specialized knowledge and
greater consequence to the work, given 'legal ramifications
in the hand'ling of land use and zoning matters. The Land
Use and Zoning Clerk will prov'ide ongoing interface with the
Building and Planning Departments and will report directly
to the Clerk on most matters. As the position develops, it
may be realistic to have this Clerk provide additional
assistance in other capacities.

Assistant Clerk of the Board/Assistant City Clerk. DHS was
rv i sor,
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but did not fully appreciate the obvious and appropriate
role of the Assistant Clerk in that regard. The Assistant
Clerk, Grace Lennon, has made it her responsibility to
master the new Syntrex computing system and the software
being installed on the Compaq PC for licenses and permits
and list management. She functions well in the role of day
to day operations manager, and if she could avoid having to
take on routine clerical tasks in the absence of
knowledgeable asssistance, she could focus on the
development of better policies and procedures, formats,
consistency among documents, indices, further development of
individual skills in the use of automated systems, and the
functioning of the office in general. She is an able and
conrnitted assistant to the Clerk in decision-making and
should have the oportunity to devote more of her time to
management.

Clerk of the Board/City Clerk. The position of the Clerk of
th. It is clear that the

Clerk, Edward English, is a wealth of information and
knowledge by virtue of his tenure in the position and his
dedication to the work. His frustration in recent years
over backlog and lack of adequate followup reflects his
conmitment to excellence in the management of the two
offices. However, his expertise has been an albatross, as
we11, because there is constant reliance on his judgment and
his input. The reorganization will seek to focus his
attention away from routine decisions, providing instead
regular, more formal opportunities for staff to receive his
input, and to give him the assistance he needs to ensure
that the Board is functioning smooth'ly.

In sunrnary, the promotion of current employees to the positions
of Conrnittee Clerks with responsibility for routine matters, and
w'ith certain independent judgment on matters specific to their
conunittees, wi'll make it easier for the Clerk and Assistant Clerk
to be the managers they should be. l.Ie believe these are the
appropriate positions for the department and are responsive to
the individuals who will fill them current'ly. }le further
reconrnend, in response to the concern of the Board that these
indiv'iduals be treated fairly, that the Board re-examine their
responsiblities six months after implementation and re-open the
question of grade within the city personnel structure or moving
the positions out of that structure if the actual level of
responsibi 1 ity warrants.

0f f i ce of the Ci ty C'lerk
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city Archivist. The city Archivist, Priscilla Ritter, is a

consultant under contract to the city for 30 hours per week,
to be provided during flexible hours. The position is
linked to the office of the city clerk because there is a

certain logic to the relationship: many of the records with
which the Archivist works are generated and stored in the
Clerk's office. The storage will change to some extent,
however, when the new main library is built in several
years.

Since the Zoning Amendment Conrnittee began itws efforts in
early 1986, Priscilla Ritter has served as its clerk, and

has graduaily accepted responsibility within the office of
the Clerk of the Bbard for the day to day management of many

land use and zoning matters, including the preparation of
public notices and abutters notices and attendance at Land

iJse meetings. These hours were spent over and above the
hours for which Mrs. Ritter served and was compensated as

City Archivist.

The Board approved in the FYBB budget a $100,000 expenditure
for a microfilming project under the Archivist's
supervision, which will copy many critical records of the
City CIerk, Board of Aldermen, Assessors and Treasurer
offices. It is expected to require the fu'll time attention
of the Archivist for at least a year, as well as dedicated
space in which the project can be carried out with minimal
risk to the documents. In this context and as part of the
one-time expenditure, the Archivist will retain a part-time
assistant for the duration of the project. Whether an

assistant is needed full time will be ascertained after the
project is completed and the ongoing workload reassessed-

In contemplating the distribution of committee
responsibi'lity among committee clerks, the issue of land use
and zoning was critical. Since F4rs. Ritter had developed
considerable expertise,'it seemed logica] to discuss whether
she would like to move into that role full-time. Although
Mrs. Rittelis quite willing to assist in the training of a

full time clerk,'it is her preference, finally, to remain an

arch'ivist up to 40 hours per week. l'le support that
position, recognizing that increasing demands will be placed
on the Archivist not on'ly during the microfilming project
but in subsequent years with cataloguing of archives and

reorganization of the archives in anticipation of storage in
the new library. However, it is Mrs. Ritter's intention to
remain available to the Clerk to ass'ist in the orientation
and training of the new Land Use and Zoning Clerk.

t.le have asked Mrs. Ritter to catalogue her responsjbilities,
to assess her rate in comparison with the rate of
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compensation for similar positions elsewhere, and to
maintain a log of her hours by project so that we can better
assess in the future what her use of time has been and
consider compensation adjustments accordingly. It is our
reconrnendation that Mrs. Ritter receive a retroactive one-
time bonus for the extra work provided the Board during this
term, at an amount to be determined, and that the Board
consider a salary increase once a comparison with other
positions has been completed.

B. Hork methods and procedures

Office of the C'itv Cierk
econunendations, the reorganization wilI

capitalize on certain efficiencies that can be achieved by
combining certain responsibil ities 'in the City C'lerk and Clerk of
the Board offices. In particular, all licenses and permits will
be managed in the City Clerk office, even if they come to the
Board for approvals. The bookkeeping function, now split between
the two offices, will be combined in the City Clerk office.

Responsibilities in the City Clerk office are currently
distributed among personnel according to expertise developed over
time. This system has worked reasonably sell, except for
turnover in the office during the current term. Because there
ane now "senior" people in relation to new people coming in, it
seems appropriate to consider a formal allocation of
responsibility so as to'increase the job status of one or more
individual s. l.lhether this wi I I happen depends on the ski I I s of
two new people who are to be hired to replace other personnel who
left voluntarily. It is intended that job satisfaction be
increased for new employees through better defined roles so as to
diminish turnover.

0ffice of the Clerk of the Board of Aldermen

The activity of the Clerk of the Board office wi1l begin to focus
on the Conunittee Clerks as the individuals primarily responsible
for the day to day management of conrnittees. They will keep
track of docket items via a log that will be available to their
assoc'iates when they are not present, and they wil'l meet
regularly with the Clerk to discuss the progress of all items.
It wi I I be thei r respons'ibi l tiy to work di rectly w'ith commi ttee
chairmen, producing a1'l agendas and reports of the conrn'ittee and
ensuring that dockets and reports dockets are accurate. They
will attend night meetings on request, although it is ant'icipated
that new procedures for conrn'ittee chairmen should make such
attendance unnecessary under most circumstances. The Assistant
Clerk will work with them directly to develop and institute
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appropriate procedures within the office for maximum control and

eifectiveness, particu'lary in the use of automated systems.

The initial distribution of responsibilities in the C'lerk of the
Board office is proposed as follows:

Rosal ie Myers

Conunittees Publ ic Facil ities
Publ ic SafetY
Real Property

Additional
Responsibi'lities City Hall room bookings

Bul'leti n board posti ngs
Tape file inventory
Tape recorder custod'ian
RSVP coordinator
Ald. counter inquiries
Graduation activities
Monthly schedule
Aldermanic roster
Packet distribution
Maintain Ald. docket books
Public utility grants
Traffic ord. (Re-Cod.)

Marjorie Cha'lmers

Conur,i ttees Fi nance
Legislation and Rules
Programs and Planning

Additiona.l
Respons.i bi I j ti es 0ath Book custodi an

Mayoral appointments
Conflict of Interest records
Ethics Conrnission information
Refreshments for Aldermen
Ald. counter inquiries
Inaugural activities
Board Rules and 0rders
0rd. fi 1 i ng (Re-Codi fi cat i on )
Packet Distribution
Maintain Ald. docket books
Ald. mailbox distribut'ion
Dept. coord. - Annua'l City audit
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P ri mary
Responsib'ilities Entry/Exit maintenance Ald. Conrnittee

books
Assist CIerk in docket preparation
Docket distribution
P'repare reports docket
Assist Clerk in Board 0rder prep.
Board 0rder distribution
Maintain Board index

Addi t i onal
Responsibilities Board 0fficers' correspondence

Clerk's correspondence
Routing of daily mail and Ald. corresp.
Record and distribute legal claims
Betterment lien coordinator
Prepare Ald. records for microfilming

and binding
Packet distribution
Reseasrch/retrieval of Ald. documents

It should be c'lear that the initial distribution of
responsibilities gives Dolores Alvin more administrative
assi stance responsibi'l ities that the other two c'lerks, whose work
is dominated by conun'ittee assistance. The option exists to
distribute two conrnittees to each of the three clerks. However,
the Ci erk fee'l s that , i n the trans'i ti on to the reorgan'i zed
department, it is important to maintain the continuity of the
work Mrs. Alvin is current'ly carrying out with considerable
skill, and that the work loads in the distribution of conunittees
to the other two clerks is appropriate. All tasks item'ized in
the responsibilities for the three clerks are 'legitimate
components of the Conrnittee C'lerk job description, and therefore
the question of distribution of tasks should be at the Clerk's
discretion. llith the change in committee chairmen next term, the
distribution will be re-examined.

l.le believe that, with the addition of the Land Use and Zoning
CIerk, the staff complement of the Clerk of the Board office will
be sufficient to carry out the work of supporting the Board at a
reasonable level of productivity. Under the reorganization plan,
the convnittee clerks will have the authority to act independently
and orgnaize the'ir own work, therby increasing their efficiency.
It is possible that, following a reasonable period of experience
under the reorganization, we wi'll recognize a need for a shift in
responsibilities or additional staff at one level or anither.
However, the reor^ganization is dependent on a commitment to use
every possib'le means of increasing productivity to a maximum
before any additional positions are consjdered.
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The reorganization is a'lso dependent on the Board, in particular
the conrnittee chairmen, adopting more aggressive procedures for
thei linteraction with the Clerk's of f ice. These are outl ined
preliminarily in Appendix 2, "Proposal for Revised Policies and
Procedures," and should be developed more fully by the new

leadership of the Board in the next term. These procedures will
make sense under a Conxnittee Clerk system, wherein each chairman
has a direct working relationship with a particular clerk who is
respons'ible for al'l activity of the conrnittee. Each chairman
will participate in regular review meetings with the Clerk and
Committee Clerk, and will be invo'lved in the annual review of the
Conrnittee Clerk with whom he or she works.

Automat i on

l,{o'rd processing. In August, 1986, the office of the Clerk
oT-Tle-Board-Ena the Law Department made a ioint decision to
acquire the Syntrex word processing and document archiving
and retrieval system. This purchase at approximately
$45,000 provided the Clerk's office with five terminals and
a high speed laserjet printer, with an additional terminal
located in the planning department to facilitate preparation
of Board orders and reports. The system, widely used in law
pnactice management, is particularly strong in its system of
document editing and retrieval, and should enable severa'l
people to work on the same document and integrate their work
(e.g., a docket), and to access all documents related to a
particular docket item through a comprehensive index.

List and file management. The City Clerk's side has
rG-Eilvei - 

-ompaq 

lElkPio as part of the comprehensive plan
for the computerization of City Ha'll, and software should be
purchased for the management and retrieva'l of licenses and
permits. To date, a1l dog licenses have been indexed. This
program should enable the creation of a license from the
computer instead of manually filling in a form, the
generation of renewa'l notices, and access to specific
information (e.9., how many "pit bul'ls" are there in
Newton?).

Microfilming/ vital records management. This report is also
-bond Reader-Printer

for automating the generation and retrieval of vital
records. l.{ith th'is equipment, past records can be
duplicated and retrieved on microfilm, thus saving time for
clerks who otherwise would have to search through cumbersome
fol ios in the vault, and w'il I permit the creation of a
record. This equipment will be essential to the current
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microfilming proiect being undertaken by the City Archivist,
and will have continuous positive impact on the efficiency
of the City Clerk's office.

Sunrnary of Budqetary lmpacts

0ffice of the Clerk of the Board of Aldermen

1) Replace three Grade 9 positions with three Grade 11
Conrnittee Clerk positions. These positions are to be filled
by three cument employees.

0perating Budget impact: approx. $f0,000, already voted by
Board of Aldermen.

2) Create new pos'ition, Land Use and Zoning C'lerk, to be filled
by new employee as high 'level clerical/low management
position, with back-up from one of the Conun'ittee Clerks if
needed.

0perating Budget impact: approximately $28,000.

Office of the City Clerk

1) Purchase equipment for microfilming and mangement of vital
records and undertake microfilming of past records.

Capital Budget impact: to be determined

2) Purchase software for 'list management.

Capital Budget impact: approximately $1,000.

3) Adjust Archivist's salary retroactively to compensate her
for efforts on behalf of the Board and to bring her
consulting rate into line with the rates for similar
positions el sewhere.

One time adjustment: $5,000.
0perating Budget impact: to be determined.

Timetable for Imp'lementation

It is the intention of the Clerk to have all new positions and
responsibilities in place by January 1, 1988, coincident with the
new term of the Board of Aldermen. To accomplish this
transition, the following timetable has been prepared:
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September

September 30

0ctober

0ctober 5

1,1k. of 0ctober 12

tlk. of October 19

tlk. of October 26

Month of 0ctober

November

l,lk. of November 2

Month of November
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Review of Reconunendations by L & R Committee

Report to Ful I Board; Board approval

Prepare job description of Land Use and
Zoning Clerk
Clerk meets with President and Chairman of
Subcomittee to prepare orientation process

Evaluation of Land Use and Zoning C.lerk
position by Personnel Dept.
Advertise position
General orientation meeting for Conrnmittee
C'lerks on Board legislative process, relevant
state Iegislation, timetable for
implementation, proposed changes in Board
procedure.

Develop specifications for microfilming
equipment to be purchased.
Clerk develops outline of procedures for each
conunittee's work and reviews with Chairman of
Sub-comm i ttee.

Assistant Clerk works with Information
Management to sel ect I i st management
softwane.

Interviews LU and Zoning Clerk candidates.
Clerk continues review of procedures with
current conrnittee chai rmen.
Conmittee chairman and Clerk begin review
status and issues involved in all pending
'items with Committee Clerk, starting with
those most pressing.

Clerk works w'ith Conrnittee Clerks
individually to take over responsiblity for
new docket items, all reports and management
of agendas, etc.

Dec.i s i on on whether to create Superv'i s i ng
Clerk position in City Clerk office
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t{k. of November 16

December

Month of December

l.Ik. of December 15

It is critical that the
Board expedit'ious'ly and
that the trans i t i on w'i I I
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Assistant Clerk begins process of deve'loping
standard formats and procedures for preparing
al I documents.

Installation of list management software.

Decision on LU/Zoning candidate

Training of LU/Toning Clerk begins; through
March.

Assistant Clerk begins to work with City
Clerk personnel for transfer of license and
permit lists to their computer system.
Meeting of new Board officers and conrmittee
chairmen and Clerk to review process.

reorganization plan be approved by the
that the process move ahead quickly so
be completed by the start of the next

Rev'iew Process

In order to ensure the smooth transition to reorganized
operations and the successful "shake down" of new procedures and
responsibilities during the first months of implementation,
several checkpoints are proposed. The Chairman of the Sub-
conrnittee, prov'ided she is re-elected to the Board, is prepared
to continue in ter role if the Conrnittee so desires. She will
participate w'ith the President in weekly staff meetings during
the transit'ion, and beyond at the request of the Clerk.
Conrnittee chajrmen w'ill meet at least bi-monthly, more often as
needed, with the Clerk and Conmittee Clerk. The L & R Conrnittee
should take time at each meeting to discuss the status of the
Clerk's office. There will be a formal eva'luation of
reorganization at t which

'in

by the
Assistant Clerk, Clerk, and conrnittee chai rmen. Final1y, at the
suggestion of President Michael Ma'lec, it is reconrnended that the
Board 'initiate an annual performance review of its employees,
including the Clerk and Assistant Clerk, and use a regular
reporting format in the L & R Conunittee quarter'ly.

Conc'l us i on



Reorgan i zat i on Page 18

term. 0therwise, 'it is entirely likely that the reorganiztion
will be delayed by up to another year, given competing priocities
at the start of a new term.

It has become apparent, in the final analysis, that the DHS study
was an effective stepping stone to the reorganization p'lan
current'ly reconunended. t.lhile DHS did not capture all of the
complexities or subtleties of the situation, they did provide
usefu'l concepts and tools for achieving optimal efficiency in the
two offices. Hith the addition of practical observations and
suggestions by the Chairman of the Sub-conunittee and the sincere
efforts of the C'lerk and Assistant Clerk to initiate
improvements, the reorganization recorunendations have become a

workable plan which promises to provide, at long 1ast, the
improvements both the Board and the staff of the Clerk's office
des i re.
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Revised 0rganization Chart

Archi vist

< W\dtl co^Sid e/e-i\ o.w

LU/Zoni ng
Cl erk

City Clerk/
Clerk of Board

*Superviiing
CI erk

Cl erkC'lerk
*( books )

Asst. Clerk/
Asst. Clerk of Board

Conmittee
Cl erk

Conrni ttee
Cl erk


