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COUNCIL ACTION REQUEST 

DATE: April27, 2016 

SUBJECT: Organizational and Job Description Changes/Hiring 

City Administrator 

City Office Building 
333 SW 61

h Street 
Willmar, MN 56201 

Main Number 320-214-5160 
Fax Number 320-235-4917 

RECOMMENDATION: It is respectfully requested the Labor Committee/City Council consider the 
following recommendation: 

Motion to establishing the position and job description of Administrative Services Director and 
approve the revised job description for the City Clerk. Further during the period of overlap of the new 
City Clerk and City Clerk Treasurer Halliday to modify the duties of the Clerk/Treasurer to Treasurer 
with Halliday mentoring the new Clerk through September 15th. Further upon the retirement of 
Halliday to transfer the duties of the Treasurer to the Finance Director. Further to modify the Finance 
Director's duties to include the responsibilities of the Treasurer. Fmther to authorize submitting the 
job description of the Administrative Services Director and the City Clerk and Finance Director for 
grading and inclusion in the Classification and Compensation Study. Further to authorize adve1tising 
for the Administrative Services Director and City Clerk with the goal for them to start approximately 
July 1, 2016. 

BACKGROUND: 
In 2013, the City completed an Organizational Review utilizing Brimeyer Fursman LLC fi1m. The 
firm led a City-wide organization review of operations and provided information to the Council and 
staff to enable them to make decisions on the future of the organization. Fursman identified in their 
report a number of options that at the time were difficult to implement for many reasons. Fursman 
identified that vacant positions provide an oppmtunity to reassess the organization. With the 
announced retirement of City Clerk Treasurer Kevin Halliday on September 15,2016, the City 
Assessor vacancy and the desire to hire a Human Resources Director, there now exists an opportunity 
to realign some of the function within City Hall. 

With a key retirement, a vacant position, a new hire and reassignment of duties there exists an 
opportunity to take a fresh look at how the City does business. After much thought and interactions 
with my management team, I would like to propose creation of an Administrative Services Director 
position, whose primary job function is to manage the Human Resources function within the City and 
provide administrative oversight over all internal operations including City Clerk, Finance, 
Communication/IT and Assessing. This would be a Director level position reporting to the City 
Administrator. You will note this concept follows inline much like Fursman recommended. In the 
absence of the City Administrator, the Administrative Services Director would be second in charge. 
The title for this position could also have been Assistant City Administrator/Human Resources 
Director. 



Having been on the job less than three months, I have found myself buried in human resource work 
including settling the Director's compensation, two AFSCME contracts and LELS contracts. At 
present, we are continuing negotiations with the new Supervisor's and Confidential Employees Unit. 
Simultaneously, the City has a Classification and Compensation Study underway to address if the City 
is providing competitive compensation for its management team. Further, the goal of the City Council 
to divest itself of the Assessing Depmiment has led to additional employee concerns about that 
department's jobs, while other employees are concerned about being bumped due to seniority. These 
issues have all been a very time consuming aspect of my job. Hiring a person to assume responsibility 
for human resource duties is a high priority and explains why the Mayor and Council budgeted for the 
position in 2016. 

It would be proposed to advertise for the Administrative Services Director and City Clerk with a goal 
to have them both hired by July 1, 2016. By doing this, the City Clerk will have an opportunity to get 
trained for the August primary election. City Clerk Halliday will not be employed for the November 
gth election and that responsibility will lie with the new City Clerk. The ASD (human resources 
employee) will be here to assist with the implementation of the Classification and Compensation 
Study amongst many other duties. In the meantime while City Clerk/Treasurer Halliday and the new 
Clerk are both employed, Halliday could be designated as the "Treasurer" as that position will cease 
upon his retirement. During this time, Halliday may also assist with getting the new document imaging 
system up and running. 

There may be internal candidates that may be interested in the positions and the City would invite 
them to apply while seeking the best qualified individuals for the jobs. In order to advertise, I 
recommend approving the job descriptions and forward these onto Springsted to have them 
incorporated into the Classification and Compensation Study to identify a wage range for the 
positions. If the compensation study takes longer than expected, advertising the positions could with 
some finesse be done simultaneously. 

The following functional chmi shows the job duties to be performed under the Administrative Services 
Director. 
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The following organizational chmi identifies what is proposed. 
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FINANCIAL CONSIDERATION: 
The financial analysis below shows the estimated combined annual cost of the Administrative Services 
Director (ASD) and proposed City Clerk at $224,022 and this compares to $220,552 budgeted for the 
two positions. The net difference is $3,470, however if family insurance is not needed, it would about 
$10,000 to the good. With the shifting of the Treasurers duties, there may be some compensation 
adjustments there, however they should be minor. 

Budget 
Human Resource Director 
City Clerk Treasurer 

Total 

Expenses 
City Clerk Treasurer (01/01/16 thru 09/30/16} 
Administrative Services Director (7 /1/16 thru 12/31/16) 
City Clerk (7 /1/16 thru 12/31/16) 

Total 

Difference 

*Includes family health insurance 
*Downtown position compensation of $65,907- Unused 
*Compensation- Best estimate 

$77,841 
$142,711 
$220,552 

-$100,561 
-$ 74,857 
-$48,604 
$224,022 

-$ 3,470 

LEGAL: The City Council has the authority to make these organizational changes. 

Department/Responsible Party: larry Kruse, City Administrator 

Enclosures: Administrative Services Director, City Clerk and Finance Director Job Description; Organizational 
Study 



City of WILLMAR ADMINISTRATIVE SERVICES DIRECTOR 
Position Title: Administrative Services Director 
Department: Administration 
Department Head: City Administrator 
Immediate Supervisor: Same 
Pay Range: _ FLSA Status: Exempt 

Purpose 

APPROVED: __________ _ 
REVISED:. __________ _ 
REVISED: __________ _ 

This is a director level position, responsible for directing the Communications, Information 
Technology, Finance, Human Resources, City Clerk and Assessing functions within the 
Administration Department. The successful applicant will be able to proactively and cohesively lead 
the department's many facets in alignment with the City's core values, strategic plan, and best 
practices. It is a fundamental expectation that this position will work collaboratively with staff 
among all departments to align internal services functions across the organization and develop 
effective and communicative working relationships. 

This position is also responsible for completing specialized duties and projects assigned by the City 
Administrator. This position acts as Acting City Administrator in her or his absence. 

Organizational Relationships 
Communicates with: Internally- City Administrator, other department directors, City Council, 
Administrative Assistant; Externally - other Human Resource Professionals, League of MN City 
attorneys. 

Supervises: City Clerk, Finance Director, Communication/IT Coordinator and Assessing. This 
position is responsible for direct supervision of appropriate division staff. 

Essential Functions 
1. Ability to identify unmet needs and proactively develop recommendations to maintain 

compliance with best practices, internal controls, and core values 
2. Assist with overseeing the formulation of City policies, goals and objectives in alignment 

with City Council goals. Stay abreast of City needs and encourage input/ideas from all 
personnel. 

3. Assist with budget development, strategic planning initiatives, and other citywide goals. 
4. Provide a leadership style which promotes collaboration, innovation, and a spirit of 

teamwork that fosters individual and organizational growth. 
5. Work with all staff to provide effective leadership, assist with problems, and review 

assignments, programs and operations to identify potential improvements. 
6. Actively listen to and collaborate to consistently strengthen the quality and quantity of 

resources available in the City of Willmar. 
7. Encourage and promote individual staff development to ensure the highest quality of service 

and knowledge. 
8. Actively engage staff in departmental meetings and processes to encourage inclusive 

participation in the development and implementation of City initiatives and policies. 
9. Clearly explain expectations to produce performance outcomes. 
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ADMINISTRATIVE SERVICES DIRECTOR 
10. Develop and maintain an effective, well trained staff. Work with employees to plan staffing 

needs and participate in the selection of personnel. Promote proper training and supervision of 
all employees to provide flexibility, broaden expertise and provide overall growth and career 
development. 

11. Oversee the annual budget preparation for appropriate budget funds for applicable divisions, 
and authorize purchases in line with budget limitations. 

12. Communicate timely, accurate information to the City Council, City Administrator and 
colleague departments to facilitate interdepartmental cooperation and coordination. 

13. Actively participate as an integral, engaged, contributing member of the senior management 
team and serve as a team resource in areas of human resources, general administration, 
information technology, communications, elections, finance, and clerk functions. 

14. Performs other duties and assumes other responsibilities as apparent or as delegated. 

Human Resources functions 
• Manages the day-to-day human resource programs to include employee relations, 

recruitment, selection, orientation, compensation, records management, position descriptions 
and evaluation systems. 

• Research and make recommendations for personnel policies and procedures in compliance 
with state and federal laws. 

• Plan and direct administration of benefits programs; analyze existing benefits policies; 
recommend benefit plan changes. 

• Responsible Authority for the Data Practices Act as it relates to personnel. 
• Acts as member of City's Safety Committee, responsible for assisting departmental safety 

practices, programs and policies are in compliance, including safety training. 
• Manages the recruitment and selection process for City positions in conjunction with 

department heads including: adve1iising, screening, interviewing, testing, applicant 
correspondence and background checks. 

• Develops and revises job descriptions, establishes minimum qualifications, evaluates 
classification and compensation issues and oversees or performs job evaluation work. 

• Prepares and submits Pay Equity compliance reports and ensures the City meets all 
requirements. 

• Serves as internal contact for questions concerning employment issues. Provides advice and 
coaching to employees and management on a variety of issues and approves personnel 
actions regarding promotion, performance management, discipline, grievances, etc. 

• Conducts research, identifies concerns and develops proposals and responses for union 
negotiations; assists the City Administrator in negotiating the labor agreements and interprets 
and administers the contracts. 

• Reviews and analyzes state and federal laws, rules and regulations related to employment and 
labor relations to determine actions necessary for compliance and to reduce liability. 

• Oversees the development, updating and enforcement of personnel policies; ensures any 
changes are disseminated to all affected employees and provides training on policies as 
needed. 

• Oversees employee leaves of absences, including FMLA, Parenting Leave, Military Leave, 
etc; advises employees on eligibility for continued benefits during the leaves and administers 
COBRA. 
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ADMINISTRATIVE SERVICES DIRECTOR 

• Oversees the Workers' Compensation program, including investigating and processing 
claims, and reviewing claims for trends; identifies actions to reduce the number and severity 
of injuries and manages return to work issues. 

• Oversees and manages the grievance and discipline process in conjunction with the City 
Administrator and advises management staff on these and other performance issues and 
concerns. 

• Serves as the ADA Coordinator for Employment, Data Compliance Officer for Personnel and 
Labor Relations Data and HIPP A Privacy Officer for employee health plans. 

• Administers the City's drug and alcohol testing programs; works with outside providers for 
refenals to substance abuse professionals and compliance with relevant laws and rules. 

• Obtains market information periodically; analyzes various salary surveys and may 
recommend adjustments to the salary schedule. Oversees the City's data entry for the LMC 
salary survey. 

• Determines and recommends employee relations practices and personnel policies necessary 
to establish a positive employer-employee relationship and promote a high level of employee 
morale. 

• Administers the City's employee benefit program including employee insurance, time off, 
holidays, etc.; works with outside insurance agents and plan administrators to ensure 
contractual requirements are met and employee concerns are resolved. 

• Manages the employee insurance renewal process and open enrollment meetings and 
conducts new employee orientation; oversees benefit enrollment and changes. 

• Determines FLSA status for all positions and assists in ensuring compliance with federal and 
state laws. 

• Establishes and maintains all permanent personnel files; approves all items entered and 
removed from the files. 

City Clerk functions. 
Oversee management of: 
• Elections in compliance with laws, policies and procedures; 
• Official city records including ordinances, resolutions, legal publications and official 

minutes; 
• City-issued business licenses. 

Communication functions 
• Oversee management of day-to-day Communications responsibilities including but not 

limited to marketing, public communication, internal communication, and coordination with 
outside entities. 

• Develop a proactive and responsive communications strategy that recognizes evolving 
communication tools and resources. 

Information Technology functions 
• Oversee management of day-to-day Technology responsibilities; 
• Development and maintenance of the City's technology infrastructure; 
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ADMINISTRATIVE SERVICES DIRECTOR 

• Recommend and implement technology to enhance the efficiency and effectiveness of service 
delivery to internal and external constituencies. 

Finance functions 
• Oversee management of Finance responsibilities including but not limited to CAFR, budget, 

investments, debt, payroll, accounts payable, accounts receivable and billing; 
• Recommend and implement policies to enhance the efficiency and effectiveness of services 

to internal and external constituencies. 

Assessing function 
• Oversee management of the Assessing Department. 

Other functions 
• Supervise and direct assigned personnel to develop responsive, cost effective services for 

both internal and external organizational needs. 
• Conduct research and makes recommendation on city-wide and organization-wide initiatives. 
• Assume additional responsibilities as apparent or assigned. 

Required Knowledge, Skills, and Abilities 
• Thorough knowledge of personnel, labor/employee relations, policies, and practices including 

applicable federal and state laws and regulations. 
• Working knowledge of the principles and practices of public administration and a working 

knowledge of these techniques as applied to governmental activities. 
• Working knowledge of state, federal, and organization requirements. 
• Ability to develop, mentor, and coach assigned personnel. 

Competencies Common to All City Positions: 
• Develop and maintain a thorough working knowledge, and comply with all departmental and 

applicable City policies. 
• Demonstration, by personal example, of the service, excellence, and integrity expected from all 

staff in alignment with City's core' values. 
• Develop respectful and cooperative working relationships with co-workers. 
• Confer regularly with and keep immediate supervisor informed of all impmiant matters 
• Represent the City of Willmar in a professional manner to the general public, fellow co-workers, 

and outside contacts and constituencies. 
• Ability to take initiative and develop ideas in solving problems presented. 
• Ability to project a leadership style characterized by collaboration, innovation and involvement of 

employees in the decision making process. 
• Ability to maintain consistently high levels of productivity, accuracy, and organization. 
• Experience working independently with strong self-motivation and time management skills. 
• Possess unquestioned honesty and integrity and a high sense of personal and professional ethics. 
• Ability to effectively communicate tactfully, professionally, and courteously, both orally and 

in writing. 
• Able to speak professionally and effectively in public. 

Draft March 24, 2016 



ADMINISTRATIVE SERVICES DIRECTOR 

Minimum Qualifications 
• Bachelor's degree in public administration, business administration or related field 
• A minimum of five years progressively responsible experience in public sector/municipal 

administration 
• Three years professional experience in Human Resources/Labor Relations 
• Three years progressively responsible supervisory experience. 
• Considerable knowledge of computer applications to include fund accounting, word processing, 

spreadsheet, and presentation software. 
• Valid driver's license with Minnesota driving privileges 
• Successful completion of pre-employment physical and drug screen. 
• Successful completion of comprehensive pre-employment background investigation. 

Desired Qualifications 
• Master's degree in public administration, business administration or related field. 
• Previous experience with public sector/municipal personnel administration and City Clerk 

responsibilities. 

Working Conditions 
The physical demands described herein are representative of those that must be met by an 
employee to successfully perform the essential duties of this job. 

While performing the duties of this job, the employee is frequently required to sit, use hands to 
finger, handle, feel, operate objects, tools or keyboards, speak intelligibly, hear and read. The 
employee is frequently required to stand, walk, and reach hands and arms. The employee must 
frequently move, tum, lift and carry objects weighing up to 50 pounds. Examples of lifting and 
carrying include, but are not limited to, paper, electronic equipment, books, and exhibit displays. 
Specific vision abilities required for this job include close vision and the ability to adjust focus. 
and other visual activities. Uses fine motor skills. 

Draft March 24, 2016 



City of WILLMAR 

CITY CLERK 
Position Title: City Clerk 
Department: Administration 
Department Head: Administrative Services Director 
Immediate Supervisor: Same 
Pay Range:? FLSA Status: Non-Exempt 

Purpose 

APPROVED. AprilS, 2000 
REVISED: 
REVISED: 
REVISED: 

The City Clerk is responsible for developing programs and procedures for management ofthe City's 
vital records, serves as secretary to numerous committee~ coordinates City elections, manages City 
licensing and provides administrative support. 

Organizational Relationships 
Communicates with: Internally- City Administrator, other department directors, City Council, 
Administrative Assistant; Externally other City Clerks, League ofMN. 
Supervises: Clerk/Secretary /Receptionist. 

ESSENTIAL FUNCTIONS 

• Serving as official record keeper for the City; overseeing the maintenance of official City 
records including ordinances, resolutions, City Council Action reports, agendas and 
minutes; overseeing the posting and advertising of public notices and meetings; and 
maintaining the City Code. 

• Oversees the data practices requirements under Minnesota Statute for all depmiments. 
Serve as Compliance Official pursuant to Minnesota Data Practices Act to administer the 
requirements for collection, storage, use and dissemination of data maintained by the 
City. 

• Implements the records management system and ensures the proper storage of all records 
to assure compliance with state and federal statutes. Responsible for training, 
implementation, operation and maintenance of the City's document imaging system. 

• Receives and verifies petitions on public improvement projects, arranges for public 
hearings, and drafts legal notices. 

• Makes the daily bank deposit. 
• Responsible for local and general elections, including training of judges, preparation of 

ballots and facilities, and coordination with the County Auditor and Secretary of State. 
• Record and cetiify ordinances and resolutions; keep the City Seal; attest all legal 

documents, including ordinances, resolutions, contracts, agreements, etc. 
• Conduct biannual City auction of surplus goods. 
• Conduct bid letting in accordance with applicable laws and City requirements. 
• Manages issuance of City licenses/permits and authorize the issuance of the 

license/permit if compliant with laws and ordinances. 
• Approve forms for licenses and permits and enforce/rectify violations with license 

ordinance. 
• Assist the public and City staff by providing specific and/or general information requiring 
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CITY CLERK 
interpretation of policies, procedures, precedents, rules and regulations, including federal, 
state, and local laws as applicable to the operation of the City and/or the Office of the 
City Clerk. 

• Accepts and verifies petitions; administers assessment records process; certifY approved 
assessment rolls with the County; prepare searches; process payments; calculate and 
recertifY assessment redistributions; respond to inquiries; maintain records of active, 
pending and deferred-reduced assessments; prepare documents for council approval and 
abatements. 

• Ensures proper publishing and posting of all notices required by law. 
• Performs the City Clerk duties identified in the City Charter. 
• Performs other related duties as assigned by Supervisor or as apparent. 

Required Knowledge, Skills, and Abilities 
• Knowledge of overall City structure and operations, policies and procedures, and ability 

to understand/use the municipal code and ordinances, the city charter, and applicable 
federal/state laws/rules/regulations. 

• Knowledge of, and ability to apply, state election laws. 
• Knowledge of Parliamentary procedure and rules ofthe Council. 
• Knowledge of relevant state, federal and local regulations affecting local governments. 
• Knowledge of bid laws and assessment policy and practices needed. 
• Knowledge City code, charter and personnel and administrative policies. 
• Skill in complying with the requirements of the state's data practices act, open meeting 

law and following applicable federal and state records retention schedules. 
• Knowledge of City Council procedures, practices, and responsibilities. 
• Knowledge ofbusiness English, spelling, punctuation, and office practices/procedures. 
• Ability to compile/assemble data and prepare accurate records/repmis. 
• Skill in communicating verbally and in writing. 
• Skill in operating computer programs and office equipment. 
• Ability to understand and follow orders and written instructions 
• Ability to plan and organize projects, schedules, and work activities. 
• Ability to work independently and with other departments. 
• Skill in operating computers and information technology equipment. 
• Ability to handle confidential information with appropriate level of discretion. 

Machines, Tools and Equipment Used: Computer and printer, calculator, dicta-phone, voting 
scanner, copier and telephone. 

Minimum qualifications 
• High School Diploma or GED equivalent supplemented by minimum two years post

secondary education in Business Administration, Records Management, Public 
Administration or a closely related field, plus a minimum of four (4) years related 
experience; or 

• An equivalent combination of related education and high level administrative experience, 

Draft March 24, 2016 
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CITY CLERK 
with additional work experience substituting for the required education on a year for year 
basis. 

Desirable Qualifications 
• Minnesota Certified Municipal Clerk (MCMC). 
• IIMC Certified Municipal Clerk (CMC). 
• Bachelor's degree in business administration, public administration or related field. 
• Experience serving as a City Clerk or Deputy City Clerk. 
• Experience with computer technology as it relates to records management, elections and 

licensing. 

Special requirement: 
• Must be a Certified Municipal Clerk or be willing to attend training to obtain ce1iification 

within three (3) years. 
• Must be bondable. 
• Must be able to acquire a notary public certification. 

Working Conditions 
Work is performed in typical office setting. Sits for extended periods of time using computer and 
other visual activities. Uses fine motor skills. 

Draft March 24,2016 
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City of WILLMAR 

Position Title: Finance Director 
Department: Finance 
Department Head: Administrative Service Director 
Immediate Supervisor: Same 
Pay Range: 12 FLSA Status: Non-exempt 

Purpose 

FINANCE DIRECTOR 
APPROVED: April 5, 2000 
REVISED: 
REVISED: 
REVISED: 

Serves as Department Director '.Vith Primary responsibility for directing all of the City's financial 
activities. Performs supervisory, professional and executive work to manage City finances and 
investments; assist Administrator in budgeting process; prepare financial reports and statements; 
develop administrative policies and procedures; prepare capital improvement, equipment 
replacement and other planning documents; participate in labor negotiations; oversee accounts 
payable, accounts receivable and payroll activities and related reporting/record keeping; and 
performs various other support activities. This position is responsible for making 
recommendations to the Administrator and the City Council for matters affecting the finance 
department, including issues that might have a city-wide impact. 

Organizational Relationships 
Communicates with: Internally - City Administrator, other department directors, all City 
employees, MUC staff, Rice Hospital staff, Mayor, City Council, and various board and 
commission members; Externally - County officials, numerous state agencies, League of 
Minnesota Cities, School District personnel, Regional Development Commission, Convention 
and Visitors Bureau, Chamber of Commerce, numerous vendors and contractors and the general 
public. 
Supervises with full authority: Accounting Clerk II-B, Accounting Clerk III, Accounting 
Supervisor and Information Systems Technician. 

ESSENTIAL FUNCTIONS 
• Manage the City's financial operations by developing administrative policies/procedures 

and operational plans; monitor each department's compliance; communicate with City 
Council; 

• Compile, prepare and recommend capital improvement, equipment replacement, 
spending and budget plans; and performs some investment management activities. 

• Monitor daily receipt of revenues for code compliance, deposit receipts in local banking 
institution and select prudent investment options for all available funds. Place bids with 
selected brokers/dealers to maximize interest earnings while complying with all 
investment statutes and local policies. 

• Maintain inventory of investment assets. 
• Plan, direct and administer grants; and administer and supervise grant compliance. 

Draft March 24, 2016 
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City of WILLMAR 

FINANCE DIRECTOR 
Position Title: Finance Director 
Department: Finance 
Department Head: Administrative Service Director 
Immediate Supervisor: Same 
Pay Range: 12 FLSA Status: Non-exempt 

ESSENTIAL FUNCTIONS (continued) 

APPROVED: AprilS, 2000 
REVISED: 
REVISED: 
REVISED: 

• Provide and maintain Assist with compensation information; participate with 
Administrator in collective bargaining; review and administer collective bargaining 
agreements and personnel policy to make appropriate payments to employees; and 
provide input on necessary changes. 

• Provide jurisdiction support services such as assessment activities and contract 
compliance and monitoring. 

• Plan, organize and oversee department daily operations to ensure workload is met. 
• Supervise and provide technical direction and oversight to department staff including 

training, assigning and reviewing work, and conducting performance evaluations. 
• Review departmental operations and develop short and long-term goals. 
• Develop, prepare and maintains City financial records in conformance with generally 

accepted accounting principles and standards. 
• Establish procedures and formats used for various monthly reports showing the financial 

condition of the City and year-to-date budget figures. 
• Prepare monthly and other interim financial repmis and statements as necessary or as 

directed by the City Council or Administrator. 
• Assist the Administrator in the preparation of the annual city budget including preparing 

draft, presenting to City Council and adjusting as directed by the Council. 
• Prepare and file required ce1iifications on budget with the State Auditor's office and 

ensure records are published in accordance with legal requirements. 
• Establish intema1 control procedures to ensure transactions are authorized and accurately 

recorded. 
• Establish and maintain procedures for processing payroll, accounts payable, utility billing, 

accounts receivable, cash management and personnel records as necessary to meet 
depmiment requirements and state and federal standards and laws. 

• Prepares financial statements and the annual CAFR repmi. 
• Oversees accounting work to ensure compliance with legal requirements, policies, and 

procedures. 
• Monitor the budget and confer as necessary with other department directors to ensure 

adequate balances and recommend adjustments to the Administrator. 
• Ensure that legal requirements are met to maximize the ability of the City to levy and 

collect takes. 

Draft March 24, 2016 
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FINANCE DIRECTOR 

ESSENTIAL FUNCTIONS (continued) 

• Assist the public by answering questions regarding special assessments and affected 
property taxes. 

• Monitor cash flow to ensure sufficient cash is available to make necessary payments. 
• Oversee and participate in accounts receivable and payable functions, code expenses and 

prepare vouchers for data entry. 
• Work with auditors at year-end and communicate with throughout the year as necessary. 

Other Duties and Responsibilities 
Performs other job-related duties as assigned or apparent. 

Required Knowledge, Skills, and Abilities 
• Knowledge of accounting practices and procedures. 
• Knowledge of applicable state and federal laws, rules and regulations particularly those 

relating to municipal finance and accounting, labor and employee relations. 
• Knowledge of bonding, financing and administrating projects. 
• Skill in governmental accounting and financial reporting. 

Required Knowledge, Skills, and Abilities (continued) 
Ability to operate various office machines including computers, printers, telephones and 
calculators. 

MINIMUM QUALIFICATIONS 
Bachelor's degree in finance, accounting, or business administration and five years financial 
management experience in positions of similar complexity. 

Working Conditions 
Work is performed in typical office environment with travel to attend meetings. Sits for 
extended periods of time. Uses near vision, ability to focus, sense of touch, and hearing. Uses 
fine and large motor movements at times. 

Draft March 24, 2016 
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Brimeyer Fursman lie. 

Richard Fursma n 

CITY OF WILLMAR ORGANIZATION REVIEW 

RECOMMENDATIONS REPORT 
The following is a recommendations report on an organizational review of City operations in Willmar 



1 

Study Objectives 
The firm was engaged to complete an organizational review of the City of Willmar operations and 
to provide information necessary for the City staff and City Council to make decisions on the 
future of the organization. The City is at a crossroads in setting service expectations, staffing 
levels, and overall direction of the community. Some of the concerns prompting the need for the 
study included: 

• Vacant positions: As people were leaving, the City was reconsidering the need for the 
positions and began holding the positions open indefinitely. 

• Future structure of the organization: City leaders are considering outsourcing several 
services to private companies or to other government organizations. 

• Organization work climate: Concerns were being expressed about the impact of decisions 
and comments on the overall psyche of the organization. 

Approach and Scope of Work 
The organization assessment scope included a broad range of areas, structures, and dynamics to 
study. The areas of review included: 

• Review existing organization structure and identify any gaps and/or duplication of 
services, as well as efficiencies to be gained 

• Propose options for a new organizational structure and recommendations on staffing 
levels, workload and span of control 

• Assess the workplace culture including involving employee feedback 

• Observe and identify opportunities for intergovernmental cooperation 
• Develop a succession review based on length of service of employees with the intent to 

identify a development of a succession plan for the future 

• Make recommendations on the current business practices and processes in place. 

• Assess the City's customer service with the intent of soliciting feedback from a range of 
community partners 

• Assistance with implementation of the approved plan (helping to increase capacity in key 
stakeholders) 

Assumptions based on Contracted Approach 
1. Fundamental to the success of any organization change is support from the board and 

Management. It is anticipated that the City Council will support the process and give the 
City Administrator every opportunity to explore options that may be in the best interests 
of the City. 

2. As in any study that requires a characterization of the current state of an organization's 
service levels and structure, there will have to be significant involvement of the City Staff. 

3. In addition to the involvement in confirming the current state information, the key 
stakeholders will be involved in meetings or focus groups to determine the ideal state 
model identification process. This is to ensure that the ideal model can be achieved given 
any constraints on resources and budget while aligning with the Mission, Vision, and 
Strategic Plan. 

Best practices in the industry suggest that "learning and change cannot be 
imposed on people. Their involvement and participation is needed in diagnosing 
what is going on, in figuring out what to do, and in actually bringing about 
learning and change" (Schein, 2004, p. 418}. 



4. Absent a Strategic Direction, the consultant will assume the City will continue to provide 
services at current levels. 
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5. During the study phase which was this project's focus, the key was to inform the people 
who might be impacted and keep them tuned in to the what, why and how of this project 
so they would not view this as a secret effort. 

6. The City will identify in a timely fashion all of the people on the staff who have critical 
information and Brim eyer Fursman will have full and timely access to the staff who have 
the needed information about the current state. 

7. The City will provide a contact person for timely set up of interviews with key staff and 
other meetings and presentations. 

8. The City Management Team will fully support the project to insure its success. 
9. The external communication effort will be the responsibility of the City. 

Assessment Process 
The assessment involved using a variety of approaches as outlined here 

• Interviews Internal: Staff {45) and elected officials {9) were interviewed one-on-one or in 
small groups. The one-on-one interviews averaged a little more than an hour. Interviews 
with small groups lasted approximately 90 minutes. All interviews were conducted with 
the assumption that the data specifics were to be held in confidence. 

• Interviews External: One-on-one interviews {12) were conducted with citizens and 
members of the business community. There were also three group meetings involving 25 
people representing the following communities: 

o Business 
o Somali 
o Hispanic 

• Group feedback: Feedback was provided to check the accuracy of observations and to 
elicit comments from preliminary findings. Feedback sessions were conducted with the 
WTP personnel, Public Works personnel, Elected Officials, and various focus groups. 

• Group design: Focus groups were formed once data were analyzed to assist with the 
design of the "ideal" structure to deliver the best service possible in the most effective 
manner. This practice as outlined in the contract has been research tested and verified to 
have the best chance of success when change is implemented. The co-creation process is 
a vital part of having a healthy, engaged workforce. 

• Denison Model Type Survey: An online survey instrument was used to gather data across 
the organization. 76 people filled out the survey. The survey data are being used in 
various parts of the report. Additionally, a complete addendum report on the survey is 
also included. 

o The Denison model was developed by Dr. Daniel Denison, formerly of the 
University of Michigan Business School, and currently Professor of Organization 
Development at !MD- International Institute of Management, and currently 
professor of Organization Development at !MD, International Institute of 
Management Development in Lausanne, Switzerland. 

• Job descriptions: Numerous job descriptions were reviewed and analyzed. This included 
all of the department heads. 

• Review of Charter: The Charter was reviewed to ensure understanding of background, 
duties, and limitations of personnel. 



Large Scale Overview and Culture 

Organizational Strengths 
• Committed council 

The council may be divided; however, the commitment to the Citizens of Willmar was 
expressed by all. The elected individuals have all made a significant time commitment to 
the community with the reward being the satisfaction of serving the community. Several 
council members have served the community in various ways and want what's best for 
the Citizens of Willmar. 

• Dedicated Staff 

3 

The City is fortunate to have a number of long-tenured, very committed workers who are 
dedicated to providing quality work. Their commitment to the City during good times and 
bad has been consistent. 

• Areas of exceptional cooperation 
There are a number of areas where the coordination of work between departments is 
strong and serves the public well. The WWTP personnel and Public Works personnel are 
especially well coordinated. Engineering has also worked well with these divisions but is 
now in limbo and the coordination is suffering. 

Organizational Concerns 
Staff across the organization is feeling a significant amount of stress, confusion, and anxiety 
related to their work. The interviews with the employees, management and council, as well as 
the survey results revealed that there is no clarity around overall organizational values, vision, or 
strategic direction. Individual departments believe that their values are clear and adhered to, 
however there is an overwhelming perception that the organization as a whole does not have a 
clearly defined set of values. This contributes to a culture of mistrust, silos, and entitlement, 
often described by the interview participants as a "broken culture." 

Factors Contributing to the sense of "Broken Culture" 
• No long-term vision or strategy for the future of the City or organization 

The overwhelming majority of employees indicate the lack of long-term vision and 
strategy is creating confusion and produces disjointed efforts contributing to an overall 
lower organizational performance. Most of the community members and elected officials 
agree that there is no unified vision, or directional goals or objectives guiding the City at 
this time. 

• Employee discomfort with leadership 
Employees sense they are under constant scrutiny and feel attacked. The leadership is 
perceived as dysfunctional, by various employees and the community participants. The 
absence of council decorum is perceived as undermining the organization's capacity and 
good will, which destroys the trust and belief in leadership's good intentions. 

• Employees want to feel valued from elected officials 
Employees in individual and group settings expressed their worth was constantly being 
attacked or questioned. Comments coming from the council at meetings have been 
interpreted by employees to mean they have 'little value' compared to private sector 
workers. The cumulative effects of the comments have led many to feel unappreciated, 
shamed, worthless, hurt and angry. A long-standing, unresolved union contract is also 
impacting the environment in this area. 
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• Low employee morale 
A majority of employees expressed that the morale is very low even though their 
commitment to the City, their fellow workers, and their jobs remains high. Long-tenured 
employees who have committed their working lives to the City sense there is no or little 
hope for the future. The statement 'this study will do nothing to change things as the 
council will not accept it' was a common comment or theme. Most employees are fearful 
and reluctant to offer suggestions to innovate or improve operations as they anticipate 
being mocked or ridiculed for their suggestions. Others simply view trying to change 
things as a waste of time. 

• Undermining of management authority 
The council is viewed by a majority of staff as interfering with the role of the City 
Administrator. 

• Negative impression on customers 
The community expressed concerns with the perceived direction the organization is 
taking. Inefficiencies in decision making are leading to losses in productivity and 
organizational performance, costing the tax payers in dollars and service. 

• Disconnect between the Administrator and Elected Officials 
The relationship between the Mayor and the Administrator is doing great harm to the 
organization and reputation of the City. The rift is obvious to all the community members 
we spoke with and most of the staff. There is also a trust gap with some of the council 
members and the Administrator. A negatively worded email to the Administrator from 
the Chamber concerning certain elected officials exacerbated the already existing trust 
problem between those elected officials and the Administrator. This broken bond places 
all recommendations made by the Administrator and staff in doubt as to the authenticity 
of both intent and accuracy of the items presented. This doubt has led to project 
slowdowns, inefficiency, and compounds morale problems. 

According to Terrell {2005, p. 262}, if the trust between leadership and 
employees is broken, the consequences include: employee cynicism about the 
values, employee disbelief and distrust of leadership, loss of management 
credibility, poor employee morale, suboptimal employee productivity, un
engaged employees, increased undesirable turnover, limited capacity for 
change, reduced organizational resiliency, negative impression on customers, 
and lower organizational I financial performance. 



Consequences of Current Working Environment 
There are several consequences of the broken culture prevalent at the City. Some are outlined 
below. 

• Suboptimal employee productivity 
Low morale, confusion, and burnout are widespread creating anxiety in the workforce. 
Employee productivity depends greatly on their sense of belonging, and ability to 
contribute in a positive way. 
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According to Terrell {2005 ), the past twelve years (from 1993-2005} of research 
demonstrates a strong connection between organizational values and 
organizational performance. The value chain offered by Terrell as one of the most 
studied models shows a direct link between the values of an organization and 
organizational financial performance {Figure 1.1}. 

Figure 1.1 The Value Chain 

• Disengaged employees 
Employees are losing a sense of togetherness; the common culture disappeared with the 
numerous changes at the top of the organization. The organization is perceived to be 
siloed and in some cases there is passive aggressive behavior. 

• Increased talent turnover 
Employees are looking for jobs elsewhere. The most talented and productive employees 
with the brightest careers ahead of them are the ones who are most capable of leaving 
and are the hardest to replace. 

According to the US Department of Labor and Statistics, turnover can cost an 
organization 33% of an employee's total compensation, including both salary 
and benefits (Charney, 2008}. 

• Recruiting problems 
Highly sought, talented professionals will not be applying for those jobs that are going to 
be vacant with the upcoming retirements if the environment is not inviting. 

• Limited capacity for change 
Many processes and structures are due for review and update, especially where 
technology can be utilized. The fear of job loss and insufficient training for new 
technology suggests that the employees are reluctant to introduce new technologies and 
processes that require upfront investment. Employees feel it is safer to do their jobs 
rather than try something innovative that might fail. When they have something to 
suggest, there is a fear that their motives will be questioned. 



Change resistance: it is harder to manage change in the situation of uncertainty 
and unclear or conflicting expectations. Typical "not going along" attitude might 
be present and create significant barriers for change, costing the organization 
time and resources. Change leaders must understand and prepare for dealing 
with survival anxiety and learning anxiety associated with proposed change 
processes. Most change efforts fail if initiated in the psychologically unsafe 
environment (Schein, 2004). 

• Negative impact on services and value to citizens 
The net result of all the consequences is that processes have slowed and therefore the 
cost of providing a unit of service has increased. Cost increases and service declines are 
visible in delayed decisions, delayed hiring, and long debates that are not always 
centered on topic. 
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There is empirical support for the link between a perceived climate of employee 
involvement and organizational effectiveness (Riordan, Vandenberg, & 
Richardson, 2005). According to Riordan eta/. higher levels of perceived employee 
involvement climate are positively associated with the financial performance 
indices and negatively related to turnover. 

External view of the City 
There is a pervasive concern about the future of the City coming from the community at large 
based on the community members we spoke with. Every individual and group we spoke with 
viewed the council as having a strained relationship. There is disagreement as to why the 
situation exists and 'who started it', but everyone agrees that it is hurting the community. 

The Somali and Hispanic community members are feeling more isolated and unappreciated. 
Comments made during council meetings have been taken hard by fellow citizens who feel they 
are contributing significantly to the economic well-being of the City. Few council members have 
aired remarks, but the perceived silence of others is also a point of concern. 

When asked for the Vision or Direction the City is charting, all citizens concur that it doesn't exist 
but is desperately needed and this council has the ability to do it. 

The City receives high marks overall for service delivery; however, there are areas where the City 
staff should concentrate on repairing its reputation with businesses and developers especially. In 
some cases the City is seen as heavy handed and not open to ideas. 
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Recommendations on Culture and Large Scale Change 
The cultural assessment is only useful if it is in the context of change. Identifying the changes that 
are desired in the culture upfront is crucial to the success of the organizational realignment. 
Culture is almost entirely dependent on the leaders ofthe organization. A few significant steps 
are recommended for the organization to take to get the organization operating at a higher 
capacity. 

There are multiple dimensions to the organizational culture, but the most important 
component that drives it is the leadership, as stated by Schein "cultures begin with leaders 
who impose their own values and assumptions on a group" {2004, p. 2). Although 
individual values and assumptions impact the group's culture, it is the leadership's role to 
align and structure the organization in such way that the culture is supportive of the 
overall mission and strategies. In other words, organization's culture is not an isolated 
concept; it is the product of leadership, organization's mission and strategies, and the 
environment in which the organization exists. 

1. Hold an off-site retreat: Have a couple of facilitated off-site retreats to establish or refine better 
working relationships between council members among themselves and the Administrator. Many 
issues need to be aired and resolved or an agreement to agree to disagree when needed. The 
retreats should produce: 

a. Identify common values that will guide decision making and be a focal point of how to 
conduct business. The values should be a collective reflection of the entire organization. 

b. Council relations with each other: It is important for the council to have a reasonable 
working relationship with each other. While voting differences are common, the degree 
to which members distrust each other causes significant delays acting on items resulting 
in mounting costs. A majority of the council needs to vote on issues and move on for the 
benefit of the community. 

c. An inspirational vision of what you want Willmar to be in the future (5 years from now). 
Involve the staff in the process and public comment as well. There is a Citizens Group 
looking at the future of Willmar which would add to the richness of the process and 
product. 

d. 1-5 year goals based on the vision and operations of the City. Having measurable, time
bound goals tied to the direction of the City will provide staff with clear objectives and a 
model to reach for. This will allow for the development of goals and performance reviews 
based on the direction set by the Mayor and Council. 

e. Expectations for City Administrator using the Values, Vision, and Goals set for the City. 
This will allow meaningful reviews and measures for her performance. 

f. Repair the relationship between the Mayor and the Administrator. The organization needs 
a strong relationship here to function at a high capacity. The same goes for her 
relationship with some of the council members. The focus must be on performance 
toward goals and objectives that can be measured and accounted for. 

2. Conduct a City-wide survey that allows a wide-range of residents to comment on the state of the 
City. This will hopefully bring clarity to the overall image of City Hall. 

3. Repair the relationship between the City Council and the business community. Some out of bounds 
comments have really hurt this important community partnership. Somehow a new relationship 
needs to be built and shared goals established. 

4. Settle contracts soon. 
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External Services 
For the purposes of this report, external services are defined as services consistently delivered by 
city employees to most of the population of the community. The services include Public Works, 
Waste Water Treatment, Police, Fire, Engineering and Planning. 

Current State 
• Police 

The Police Department did not receive a lot of attention during this study. The reporting 
structure and mission of the group is clear and does not need to be adjusted. Some 
internal teamwork may be needed as revealed in the survey. 

• Fire 
The Fire Department also has a reporting structure and mission that is clear and focused. 
The Chief is new to the department and will need some time to fully evaluate the current 
state and make any changes he sees as necessary. 

• Public works 
Public Works is currently functioning as a team and is well organized, and focused. The 
group is fairly seasoned with the workforce experienced and able to self-direct. The 
recent announcement of the superintendent leaving in the summer has left the group 
concerned about the future alignment and relationship between Public Works and 
Engineering. The department is concerned about outsourcing decisions when they are 
not involved in the conversation. 
The team is also concerned that any data or argument provided that demonstrates their 
ability to do a job better than outsourcing will be considered self-serving and suspicious. 
In instances like these, they are in a lose-lose scenario where if they demonstrate they 
are the best option to provide services their motives are questioned, and if they don't 
speak up they are 'disengaged' and forfeit positions. 

• Waste Water Treatment Plant 
The Waste Water Treatment staff is a well-connected and dedicated team. They are still 
in the process of getting the 'bugs' out of the new treatment plant. The team is 
completely cross-trained with workers taking on different roles throughout the year. 
Certain team members are also called upon to do electrical work throughout the City 
which has saved the City considerable time and money throughout the years. 

• Engineering 
The Engineering Department is struggling. There is no sense of mission or future, which is 
to be expected given the uncertain alignment of the department. The current system of 
staff reporting to consultant supervisors is confusing and lacks continuity of values and 
mission. The remaining staff is dedicated and professional. They can be counted on to 
respond well under a rebuilt department. The City has spent close to $245,000 on 
consulting engineering services in the seven month period between September 2012 and 
April 2013 to substitute for an in-house engineer. 

• Planning 
The Planning Department personnel have morphed into a variety of roles left vacant by 
recent departures of other staff. The staff has taken on their new roles with vigor, but the 
workload will leave the essential planning roles under-attended. 
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Restructuring Scenarios for External Services 
A large group meeting involving the personnel from Planning, Public Works, Waste Water 
Treatment and Engineering was held to evaluate scenarios and co-create an optimal working 
model for external services. An additional service that may be added to this sector is assessing, as 
their most significant contact is with property owners. Most of design in Option A is from the co
created model. 

Option A: Create External Services Director 
Reports to: City Administrator 

Discussion 

Reporting to External Services Director 
1. Planning and Development 
2. Public Works 
3. Facilities Maintenance Superintendent 
4. City Engineer 
5. Waste Water Treatment 
6. *Community Education Coordinator *Contracted with school and also 

reports to Administrator 

The external services grouping have a number of interdependent relationships happening on a 
daily basis. Their missions should be in alignment and they would benefit by working as a 
cohesive group even more than they are now. Some of the suggestions include shrinking areas 
and expanding others. I recommend highly that all shrinkage occur through attrition (including 
early retirement) or reassignment; otherwise, a negative impact on employee moral would be 
likely. 

Staffing 
• Form and Hire Community Services Director (Formerly External Services Director) 

This position would be outside of a bargaining unit and would report directly to the City 
Administrator. The position would require significant experience in community 
development and supervision with a background in engineering, community 
development, or city management. 

• Hire Engineer 
Option A allows the engineer to spend more time directly on design and coordination of 
projects. The engineer hired would have a more narrow focus that would allow them to 
take on more projects and contract out less work. The engineer would be able to have 
more time for staff development and direction and supervision of external work. 

• Complete staffing of Engineering Department 
The Engineering Department will be fully functional with the restored compliment of 
technicians and surveying. As engineering staff left the City, people were not hired back 
as work was contracted out and positions remained unfilled. A complete complement of 
staff will be able to handle requests and assist the Public Works personnel in a timely 
fashion. The only new position recommended is a Geographic Information System (GIS) 
specialist who can help link the County GIS system with City information. This information 
system will help staff across the City do their jobs quicker and with better information. 
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• Senior Planner 
There would no longer be a need for this to be a director level position. There are also 
other alignment possibilities by shifting more Economic Development responsibilities to 
the EDC. The EDC could also assume some responsibility for Airport duties in place of the 
planner. This would eliminate the need for 2 planners. 

• Airport functions reassigned away from planning 
Under option A, the planning department could operate with one senior planner 
provided Airport functions were assigned elsewhere. One option (discussed with EDC 
Chair) would assign some of the duties to the EDC as they can market the value of the 
Airport as an economic development tool. 

• Create Facilities Maintenance Supervisor 
No one is currently coordinating the maintenance and upkeep of the City's 12 major 
facilities. There are enough facilities in the City to warrant a designated person to 
coordinate staffing and/or contracts, scheduling of routine maintenance, CIP 
development, scheduling of major repairs (roofs, HVAC, etc.), and assisting with 
insurance. I recommend looking at the Public Works personnel for a promotion to this 
position. I would also recommend that the person not be replaced; however they would 
remain available if needed for weather emergencies. 

• Review Contracting Options 
Contracting for services such as street sweeping by an outside contractor has not been 
fully vetted. As personnel retire, some specialty services that the private sector can do 
should be reviewed. The process of reviewing the options must be fully outlined with 
expectations and scope clearly defined. It is inevitable that research outcomes will vary 
significantly depending on the assumptions made. Whatever the decision on outsourcing, 
I strongly recommend that individuals or units impacted be fully involved and their jobs 
held until a vacancy occurs. 

• Coordination and cross-training needed 
Reducing the Public Works personnel will require other personnel to help during weather 
related emergencies. I recommend that facility maintenance personnel be cross-trained 
in snow plowing and handling of summer storm related duties involving heavy 
equipment. The close ties the two units will share should make this a fairly comfortable 
role. Another option is to reduce the performance expectations of the crew as they 
perform. 



Planning and 
Development 

Senior Planner 

Planning and 
Zoning 

Building 

Option A: Organization Structure for External Services 

12 Buildings 
Janitorial Staff 

Contract Staff 

Environmental 
Manager 

Surveyor 

Geographic 
Information 

System Specialist 
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Option B Public Works Director/City Engineer 
Reports to: City Administrator 

Discussion 

Reporting to Public Works Director 
Public Works Superintendent 

Reporting to Public Works Superintendent 
Building maintenance foreman 

WWTP Superintendent 
Engineering Staff 

The external services groupings would essential stay the same. A Public Works Director would 
take on the responsibility of coordinating the Engineering Staff, supervising the Public Works 
Superintendent and WWTP Superintendent and overseeing consulting contracts. I do not 
recommend this alignment as it would not allow the Director much time to do engineering work. 
The only way a significant amount of engineering could be done, would be for the City to add 
another civil engineer to concentrate on that alone. 

Staffing 
• Hire Public Works Director 

This position would be part of a bargaining unit and would report directly to the City 
Administrator. The position would require significant experience in Public Works and 
Engineering. 

• Hire Engineer 
Option B will work if the City also hires an engineer to spend more time directly on design 
and coordination of projects. The engineer hired would have a more narrow focus that 
would allow them to take on more projects and contract out less work. The engineer 
would be able to have more time for staff development and direction and leave the 
supervision of external work to the Public Works Director. 

• Complete staffing of Engineering Department 
The Engineering Department will be fully functional with the restored compliment of 
technicians and surveying. 

• The rest of Option A would also apply. 



Option B: Organization Structure for External Services 

Environmental 
Manager 

GIS 

Surveyor 
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Internal Services 

• 
• 

• 

• 
• 
• 
• 
• 
• 
• 
• 
• 

For the purposes of this report, internal services are defined as services primarily delivered by city 
employees to augment the efforts of external services staff. The services include Information 
Technology, Finance and Clerk. The services and functions are as follows. 

Finance Information Technology (IT) City Clerk-Treasurer 
Finance and Investments • 
Assist with budget 
development • 
Monitors budget and cash 
flow • 
Financial reports 

CIP • 
Labor negotiations • 
Accounts payable • 
Accounts receivable 

Payroll 

Grants 
Utility billing 

Human Resources (Benefits 
for employees) 

Hardware purchases, 
maintenance, set-up 

Software installment and 
maintenance 

Computer system 
troubleshooting 

Computer training 

Cell Phone management 
WRAC 

• Human Resources 
(Insurance record 
management-contracts) 

• Assessing 

• Elections 

• Records retention 

• Licenses and permits 

• Risk management 

• Safety 
• Treasury 

• Investments 
• Monitor cash flow 

Current State 
The areas of Finance, Clerk and IT have been relatively stable compared with the changes being 
experienced with external services though a few reporting changes have been made over the 
past year. IT now reports directly to the City Administrator and WRAC now reports to the IT 
director. 

Discussion 
Human Resources Management (HR) 
HR management is a shared responsibility of all departments, but the bulk of responsibility is 
divided between the Administrator, Finance, and the Clerk-Treasurer. Insurance, personnel 
record management, testing, performance evaluation system components, payroll, employee 
longevity, contract negotiations and other HR duties are some ofthe activities that are scattered 
throughout the City. The current system is confusing and time consuming for any employee 
needing information or answers for HR related questions. 

Another concern is the complexity of HR law and the current need for the City Attorney to review 
a wide variety of employee related issues. A trained HR specialist could handle nearly all the work 
being forwarded to the attorney for review as well as the HR functions being assumed by 
Administration, Finance, and the Clerk. 

Finance Duties 
The Clerk-Treasurer has a number of functions that could fit easily with the Finance Department 
including assessing and treasury functions (investments, cash flow monitoring and insurance 
contracting). The Clerk-Treasurer position can be phased out once there is a retirement or buy
out with the title of City Clerk remaining. 
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Record Management 
The City has responsibility for a tremendous amount of records [property, elections, council and 
commission meetings, infrastructure plans, petitions, personnel, training, etc.]. The records are 
currently scattered in paper and electronic form throughout the City. Many of the records are 
duplicated so various departments can have access to the same information. 

Restructuring Scenarios for Internal Services 
A design meeting was held with the department directors to review internal services and the 
various components that impact the entire staff. The meeting task was to look into the future and 
co-design an 'optimally functioning' organization. The criteria for design included efficiency of 
work flow, customer service, increasing accuracy and long-range sustainability. 

Sharing or Combining Services 
Brimeyer Fursman personnel met with County, School, Municipal Utilities and Hospital 
Administrators to review current relationships and discuss options for additional joined services. 
There is a close relationship with the School with recreation services provided by the School 
District with shared field use. Likewise, the County and City share law enforcement space and 
have combined economic development efforts. Further exploration in the areas of HR, 
Engineering, and Assessing was conducted with other entities. 

Assessing: The City and Kandiyohi County had come very close to an agreement on Assessing 
moving from the City to the County in July, 2011. The City pulled out of the arrangement after 
further analysis. The proposed move caught the assessing staff and others who use their 
calculations by surprise. The personnel were not part of the original discussions. When we raised 
the idea of merging with the County again, it was suggested that the timing is bad and the savings 
would be negligible to the taxpayer (it would shift from City to County- but costs would not go 
down). At this point, the City has no partner to take over the Assessing functions. 

HR: Discussions were held on HR services with the County, School, Hospital and Municipal 
Utilities. (See HR discussion on the following page). The HR functions are at capacity with the 
Hospital, School, and County. None have the capacity to contract with the City, and the particular 
laws and benefits covering employees would require re-tooling personnel to accommodate the 
City's needs. Therefore, the only viable partner for HR is the Municipal Utility. 

Internal Services Recommendation 
Option 1. 3-Department Model 

Reports to: City Administrator 

• Director of Information Technology 

• Finance Director 

• HR Director 

Discussion 
The 3-Dpartment model for internal services involves creating an HR department, eliminating the 
Clerk-Treasurer department and making permanent, the current IT reporting structure. As with 
external services, some of the suggestions include shrinking areas and expanding others. I 
recommend highly that all shrinkage occur through attrition (including early retirement) or 
reassignment; otherwise, a negative impact on employee moral would be likely. 
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3-Department Model- Finance 

Staffing: Finance Department to include Clerk-Treasurer responsibilities 
Current Model Finance 

• 
• 

• 

• 
• 
• 
• 
• 
• 
• 

Finance and Investments 

Assist with budget 
development 

Monitors budget and 
cash flow 

Financial reports 
CIP 

Accounts payable 

Accounts receivable 

Payroll 

Grants 

Utility billing 

Functions provided by Finance 
moving to HR 
• Human Resources 

(Benefits for employees) 

j 

HR 

New Model Finance Current Model Clerk-Treasurer 

Financial Management Moves to Finance 
• Assists in issuance of bonds • Assessing 

Elections to meet capital project 
needs 

• Banking relations 

• Assessing 

• Calculation of local tax levy 

• Debt service analysis 

• Budgeting assistance 
including financial analysis 
and forecasting including 
CIP 

• Grant maintenance 

Accounting 
• Periodic and annual 

reporting of operations 

• Accounts payable 

• Payroll 
• Accounts receivable/Billing 

• Fixed assets 

Treasury 
• Protection of city financial 

assets 

• Cash management to meet 
long-term and short-term 
needs 

• Investment of funds 

Clerk 
• Elections 

• Licenses and Permits 
• Data practices 

• 
• 
• 

Records retention 
Licenses and permits 

• Treasury 

• Investments 

• Monitor cash flow 

Functions provided by Clerk 
moving to HR 

• Risk management 
• Employee Safety 

• Human Resources 
(Insurance record 
management-contracts) 

\ ------
HR 

This model has Finance absorbing many of the functions of the Clerk-Treasurer while 
relinquishing HR duties. The City Clerk would report directly to the Finance Director. The Clerk
Treasurer position is eliminated. 



3-Department Model Communications Director- Information Technology (IT) 
Staffing: Communications Director 
Includes some Record Retention duties from Clerk-Treasurer 
Communications Director 
• Computer and technology support services to city employees 
• Provide network and software support 

• Website development and maintenance 

• Administering the cable television franchise (WRAC) 
o Helping civic and community groups with cable television video production 

• Cell Phone Management 

• Assist with producing city publications 

• Imaging official city records (new) 

• Maintaining supplies and office equipment (new) 

• Coordinate Geographic Information Systems {GIS) linkage to other City functions (new) 
Discussion 
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IT personnel currently assist with the computer and technical support to employees and 
supervise WRAC and web development. A new electronic records management system would be 
introduced across the City for the wide variety of records being produced and archived in paper 
form. The system would save users considerable time and space once it is operational. The 
internal and external communication pieces are growing and trending upward in importance. 

3-Department Model: HR 
Staffing: HR Director 
Includes taking on duties of Administration, Finance and Clerk-Treasurer 
HR Director- For City Hall and Public Utilities 
• Recruit, retain and develop a diverse work force 

• Oversee employee exiting 
• Development of Job Descriptions 

• Oversee employee review system 

• New employee orientation 

• Maintain employee files 
• Oversee employee training development and records 

• Develops and enforces personnel policies 
• Ensures compliance with state and federal labor laws and reporting mandates 

• Develop and negotiate benefit plans 

• Oversees risk management 
Further Discussion on County Involvement 
Our team spoke at length with Kandiyohi County for the purposes of exploring shared services. 
One of the services investigated was HR. The County has one HR person who handles a significant 
workload at the County. It was determined that the County could not take on the HR 
responsibilities of the City without considerable expense. Also, the types of benefit packages and 
the policies governing employees would require the County to re-tool and hire additional staff. 
The City would not realize the full benefit of the HR position if the person was housed at the 
County. The costs to contract with the County would be just as high to the City as hiring an in
house HR Director. In brief, while the County is interested in collaborating on service delivery 
when it makes sense economically and strategically, there is no apparent benefit to the City or 
the County with either cost reduction or service enhancement with sharing HR duties. 



support services to city 
employees 

• Provide network and 
software support 

• Cell Phone Management 

• Maintaining supplies and 
office equipment (new) 

Website and WRAC 
• Website development and 

maintenance 

• Administering the cable 
television franchise (WRAC) 

o Helping civic and 
community groups 
with cable television 
video production 

• Assist with producing city 
publications 

Records 
• Imaging official city records 

(new) 

• Coordinate Geographic 
Information Systems {GIS} 
linkage to other City 
functions (new) 

Financial Management 
Assists in issuance of bonds to 
meet capital project needs 

Banking relations 

• Assessing 

Calculation of local tax levy 
Debt service analysis 

Budgeting assistance including 
financial analysis and 
forecasting including CIP 

Grant maintenance 

Periodic and annual reporting 
of operations 

Accounts payable 

Payroll 

• Accounts receivable/Billing 

Fixed assets 

Treasury 
• Protection of city financial 

assets 

• Cash management to meet 
long-term and short-term 
needs 

• Investment of funds 

• Elections 
• Licenses and Permits 

• Data practices 

• Recruit, retain and develop a 
diverse work force 

• Oversee employee exiting 

• Development of Job 
Descriptions 

• Oversee employee review 
system 

• New employee orientation 

Employee Maintenance 
• Maintain employee files 

• Oversee employee training 
development and records 

• Develops and enforces 
personnel policies 

• Ensures compliance with 
state and federal labor laws 
and reporting mandates 

• Develop and negotiate 
benefit plans 

• Oversees risk management 
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Inspections 
Airport 

Econ Dev 

WWTF 

Public Works 

Parks 
Infrastructure 

Facilities 
Maintenance 
12 Buildings 

Engineering 
Surveying 

Design 
Environment 
Inspections 

GIS 

Crime Prevention 
Investigations 

Emergency Prep 
DARE 

Enforcement 

Personnel Changes 
1.Pianning/Zoning (-1) 

Fire Prevention 
Education 

Emergency Prep 
Investigations 

2. Facilities Maintenance ( + 1) 
3.PW (-1) 
4. Engineering (Assuming 

original staffing strength) ( + 1) 
GIS 

S.Public Services Director (+1) 
Net Impact on staffing levels if 
hiring GIS is + 1 

Tech 
Website and 

WRAC 
Records 

Employee-
Maintenance 

Personnel Polices 
Negotiations 

Risk 

Personnel Changes 
1.Cierk-Treasurer (-1) 
2.HR Director (+1) 

Net Impact on staffing levels= 0 

Management 
Treasurer 

Clerk 
Accounting 



lnternalSE!rvices Organization Charj: Opti()rl2 

Director 

Computer and Tech 
Website and WAAC 
Records 

Option 2 enhances the position of HR Director to that of Assistant City 
Administrator/HR. Finance and Communications would report directly to the 
CA/HR Director. 

Advantages: This would create an exempt position and create a tighter 
management team. The Administrator's span of control would be reduced, 
leaving more time each report, the council, and outreach to other employees. 



Inspections 
Airport 

Econ Dev 

WWTF 

Public Works 
Parks 

Infrastructure 

Facilities 
Maintenance 
12 Buildings 

Engineering 
Surveying 

Design 
Environment 
Inspections 

GIS 

Crime Prevention 
Investigations 

Emergency Prep 
DARE 

Enforcement 

Personnel Changes 

• Planning/Zoning (-1) 

Fire Suppression 
Fire Prevention 

Education 
Emergency Prep 

Investigations 

• Facilities Maintenance (+1) 

• PW (-1) 
• Engineering (Assuming 

original staffing strength) ( + 1) 
GIS 

• Public Services Director (+1) 
Net Impact on staffing levels if 
hiring GIS is+ 1 



Structural Summary 
The reorganization is designed to have a high impact on productivity with the addition of only 
one employee. The HR position will take workload away from all departments and especially 
Finance and Administration. The Clerk-Treasurer position will be absorbed as a result into 
Finance. 

The recommended external services model will substitute the External Services Director for the 
Planning Director. Assuming Engineering is functioning at full capacity, the only additional 
employee in the entire scheme is a GIS specialist. Given the current data on Engineering Fees for 
work that would be done in-house (records indicate over $300,000 in the past 7 months) it is 
probable that the proposed changes in Engineering will either be cost neutral or save the City 
money depending on the year. Another reasonable assumption would be Public Utilities paying 
for a share of the new HR position for their services. 
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DATE: 

SUBJECT: 

COUNCIL ACTION REQUEST 

April 21, 2016 

Early Retirement Incentive Policy Change 

City Administrator 

City Office Building 
333 SW 61

h Street 
Willmar, MN 56201 

Main Number 320-214-5160 
Fax Number 320-235-4917 

RECOMMENDATION: It is respectfully requested the City Council consider the following recommendation: 

Effective, May 15, 2016 to revised Early Retirement Incentive Policy whereby a qualifying employee who gives 
written notice prior to January 1st 2017, the employee will receive $430.00 per month . An employee who gives 
notice between January 1, 2017 and prior to July 1, 2017 will receive $300 per month. An employee serving 
notice of retirement after July 1, 2017 will not be eligible for any early retirement payment. 

BACKGROUND: On April 20th, the Supervisor's Unit requested to have language regarding the Early 
Retirement Incentive Program to include a 120 day notice to the group in their labor contract. This would 
leave group members 30 days to make their retirement decision. This is essentially a safety valve, so the policy 
cannot be withdrawn w/o members being able to take advantage of this benefit. 

Employees have expressed concern about the program going away without notice. In early 2016, the Council 
expressed interest in sun setting the program and now the Councilmembers on the negotiating team 
recommend providing a reasonable notice leading to a reduction and eventual elimination of the program. 

Discontinuing the program will likely result in a number of retirements of senior employees with a significant 
amount of institutional knowledge and experience retiring, leaving a large void in City operations. A lot of skill 
and talent will be missed should they choose to retire early. 

FINANCIAL CONSIDERATION: The Early Retirement Incentive Program is fully funded. 

LEGAL: N/A 

Department/Responsible Party: Administration 

Reviewed by: Larry Kruse, City Administrator 



Revised Early Retirement Program 
City of Willmar 

Draft Policy, April21, 2016 

Effective May 15, 2016, the following revised Early Retirement policy shall apply to eligible 
employees with 20 or more years of continuous employment with the City of Willmar who are 
eligible to collect pension from PERA subject to the following conditions: 

1. The retiree will be entitled to one year of paid individual health insurance for every three 
years of service at the rate per month as set forth below dependent upon date of 
retirement until the years of service benefits are exhausted or the date the employee is 
Medicare eligible. 

2. A qualifying retiring employee must provide a 90 day written notice of intent to retire 
setting forth a specific retirement date and retire within 120 days after submitting the 
notice to retire. 

3. A qualifying employee who gives written notice prior to January 1st 2017, the employee 
will receive $430.00 per month. An employee who gives notice between January 1, 2017 
and prior to July 1, 2017 will receive $300 per month. An employee serving notice of 
retirement after July 1, 2017 will not be eligible for any early retirement payment. 

4. An eligible employee serving notice to retire prior to July 1, 2017 will be eligible for the 
incentive amount per month for the duration of their allotted eligibility based on the total 
years of service divided by three. 



interoffice 
MEMORANDUM 

to: Department Directors 

from: City Administrator Michael Schmit 

subject: Early Retirement Program 

date: January 16, 2008 

The early retirement provisions (for health insurances purposes), due to expire 
December 31, 2008, has been extended indefinitely by the Willmar City Council. 
These are the provisions that generally provide employees with one year of health 
insurance for every three years of service, capped at $430 per month. These terms 
and conditions have not changes. 

I hope these actions will assist employees in their retirement planning and, in 
fact, may even encourage our more seasoned and experienced employees to stay with 
the City longer than originally planned. Please pass this information on to the 
employees in your Department. 

Cc: Diane Jones, Accounting 
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