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BY STEPHEN W. GOVE / EXECUTIVE DIRECTOR

Help wanted, on MMA's Executive Committee

s Eric Conrad reports in his article on Maine Municipal
AAssociation’s HoMEtown Careers campaign in this is-

sue of Maine Town & City, Maine’s unemployment rate
is 3 percent, a historic low, challenging all Maine employers.
Help wanted signs are everywhere. The City of Augusta ad-
vertises its vacant municipal jobs on the electronic Augusta
Civic Center sign, which I pass every morning on my way to
the MMA office.

Here’s MMA’s help wanted sign.

WANTED
Elected municipal officers and city and town managers
interested in serving on the governing board of a statewide
association representing Maine municipalities.

MMA is always looking for municipal officers and chief
appointed administrative officials to serve on its Executive
Committee, the association’s corporate board of directors
with overall governance and fiduciary responsibilities. The
12-member Executive Committee sets the mission and
direction for MMA. It engages in short and long-term plan-
ning, oversees MMA'’s finances and serves as ambassadors
to our members. The Executive Committee represents the
interest of all municipalities in guiding MMA’s work. The
committee also serves as the board of trustees for MMA’s
Workers’ Compensation Fund, Unemployment Compensa-
tion Fund and the nucleus of the governing board of the
MMA Property & Casualty Pool.

While current and past Executive Committee members
will tell you that nearly monthly meetings and events like
the MMA Convention demand a substantial time commit-
ment, they will add that service on the board is rewarding,
collegial and a professional learning experience. They will
also tell you that MMA staff make serving as easy as possible
with adopted policies for guidance and agendas and written
materials provided in advance of meetings. Over the past
two years, the Executive Committee has guided the associa-
tion’s municipal workforce support and development proj-
ect, mapped out MMA’s efforts for educating gubernatorial
and legislative candidates on municipal issues and advanced

LOCAL GOVERNME

begins with

a five-year capital plan — to name a few board initiatives.
Executive Committee members bring their passion for mu-
nicipal government, their local leadership skills and their
commitment to service to MMA.

The process for serving on MMA’s governing board
starts with the establishment of an annual Nominating
Committee by the MMA President. The 2018 Nominating
Committee will begin its work shortly. The committee sends
out a Call for Statements of Interest to all key officials in
MMA member municipalities in late March. (See P. 30 of
this issue.) Councilors and select board members, and town
and city managers, who wish to place their names before the
Nominating Committee must submit a Statement of Inter-
est form by early May. The Nominating Committee reviews
the statements and selects candidates to be interviewed for
Executive Committee positions. Interviews take place in
mid-May. The Nominating Committee then prepares the
proposed slate of candidates and petition process sent to
each MMA member municipality for voting purposes dur-
ing August.

The committee seeks good representation of all size
communities from all corners of the state, diversity and lo-
cal government experience on the board. MMA bylaws and
adopted guidelines provide assistance to the five-member
Nominating Committee in its annual effort to nominate
elected and appointed municipal officials to serve on the
Executive Committee.

Theresa Chavarie, MMA’s Manager of Member Relations
and Executive Office, coordinates the work of the Nominat-
ing Committee and member voting process. Theresa and I
would be happy to answer any questions you may have about
serving on the Executive Committee and/or the Nominat-
ing Committee process and voting. Also, consider reaching
out to current and past members of the Executive Commit-
tee to learn more about serving on the MMA board.

Thanks for your consideration. And, as always, thank
you for your continued support for MMA’s mission to pro-
vide professional services to local governments throughout
Maine and to advocate their common interests at the state
and national levels. ®

oU
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Hometown Careers campaign
touts municipal employment

Maine Municipal Association teams with Burgess Marketing and Advertising to launch
an exciting campaign. The goal is to entice job candidates to work for cities and towns.

By Eric Conrad, Editor

er of invention” and, definitely,

the Maine Municipal Association’s
newly launched Hometown Careers
campaign is necessary.

Stating that Maine’s municipal
work force is aging doesn’t nearly do
justice to the demographic shift that’s
happening across our entire state.
Consider these startling facts:

* At 43.5 years, Maine has the high-
est median age in the United States.
The national average median age is
37.4 years. Utah, the “youngest” state
in the nation, has an average of 29.9
years.

* Between 2010 and 2016 - six
short years — the number of residents
over 65 in Maine jumped from 15.9
percent to 19.4 percent. In other
words, our state is old and it’s getting
older. Quickly.

* Finally, and this is positive,
Maine’s unemployment rate of ap-
proximately 3 percent is well below the
national average. Historically, econo-
mists define any unemployment rate
below 5 percent as “full employment,”
meaning most people who can work
and want to work find jobs. That makes
available job candidates even harder
to find.

In recent years, municipal officials
across the state have felt first-hand the
impact of aging in Maine.

Local police officers are hard to
find, in no small part because these
are incredibly difficult jobs, made
even more risky in an age where rou-
tine traffic stops can turn fatal and
most people carry video cameras in
their phones — with easy access to the

They say that “necessity is the moth-

Eric Conrad, the editor of Maine Town & City
and Director of Communication and Educational
Services at MMA, can be reached at econrad@
memun.org.

MAKING THE MESSAGE WORK

A key to making the Hometown Careers effort as effective as possible depends
on you, the members of Maine Municipal Association. The campaign offers logos,
links, videos and so many tools that towns and cities can use on their websites,
local-access channels and social media pages to raise awareness about municipal
careers — and to help your town or city find quality job candidates.

For more information, visit the MMA website (www.memun.org) and click on

the Hometown Careers icon prominently displayed on the upper left of your
computer screen. After visiting that site, go to MMA’s Members Area (password is
needed) to find more tools, along with clear directions on how to use them.

Anyone with questions can call Ben Thomas or Carol Weigelt in our
Communication & Educational Services Department for assistance:

1-800-452-8786.

Internet.

The Maine Town, City and County
Management Association (MTCMA)
also has worked on this issue, noticing
more gray hair among its members
and the elected officials who manage
the managers.

MMA is trying to help.

On Jan. 22, MMA launched a state-
wide social media and website-adver-
tising campaign to raise awareness,
among young people and residents
making career transitions, about ca-
reers in municipal government.

MMA Executive Director Stephen
Gove said a key hurdle to clear as
municipalities try to recruit new em-
ployees is showing them that these im-
portant and diverse jobs actually exist.

“We knew our members had a
problem, a problem that was only
going to grow given Maine’s demo-
graphic challenges of an aging popula-
tion and fewer young workers,” Gove
explained. “We also knew that one of
our strategies had to be marketing
municipalities as great places to work

with rewarding jobs and career oppor-
tunities.”

Origination

The campaign began with conver-
sations that MMA started having more
than a year ago with town and city
members, municipal Affiliate Groups
(such as MTCMA, the Maine Fire
Chiefs Association, Maine Association
of Assessing Officers and others) and
other organizations about so many
impending retirements and a relatively
shallow candidate pool.

In March 2017, the Maine Depart-
ment of Labor’s Glenn Mills, chief
economist for the DOL’s Center for
Workforce Research, made a presen-
tation to MMA’s Strategic & Finance
Committee about the overall state
work force and Maine’s aging demo-
graphic.

Among other things, Mills ex-
plained that the state’s aging demo-
graphic affects every employment
sector in the state. For example, nurses
are in short supply, as are dentists.
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Private businesses have
consistently told state poli-
cy makers that finding and
recruiting a skilled work
force is a top priority — for
many, it’s the top concern —
and in some cases, the lack
of skilled workers holds
back company expansion
plans.

Mills said new workers
can be found in several
ways.

First, Maine needs to
educate, train and retain
as many of its young peo-
ple — think middle school,
high school and college
students — as best it can for
the jobs that are rapidly
becoming available.

Maine also needs to
think broadly about job
candidates, considering
people who are making
mid-life career changes,
immigrants to the U.S., cit-
izens with handicaps and
people recently released
from jails and prisons.

Finally, for young
Mainers who leave the
state to attend college or
for their first or second
jobs, the state needs to
welcome them back if they
have a desire to return
“home.”

In fact, Mills said, it can benefit
Maine to send young people out of
state for college or to learn a trade for
a few years, because they often come
back to the state with new professional
ideas and a deeper appreciation for
where they grew up.

That presentation to MMA’s Stra-
tegic & Finance Committee led to
more discussions and, at our full Ex-
ecutive Committee’s annual “retreat”
in Kennebunkport last September, a
presentation was made to launch what
would become the Hometown Careers
campaign.

Getting expert help

MMA knew that its campaign
would require a blend of marketing
and human resources expertise that
required outside consultation. Led by
Gove, MMA staff solicited bids from
several Maine marketing and commu-
nication firms to design and help cre-
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Evan Hazelton

Dustin Dow

ate the project. Ultimately,
Burgess Advertising and
Marketing in Falmouth
was selected.

MMA started working
with Meredith Burgess, Ol-
iver Payne and other em-
ployees at the Burgess firm
last fall. What the MMA-
Burgess team came up with
was a cost-effective state-
wide campaign of videos
and other ads that people
would largely see through
social media and through
website ads that pop up
when they are reading or
scanning a wide array of
online content.

“We were thrilled to be
chosen to work with MMA
to develop a campaign to
raise awareness, primarily
among young adults 18-35,
about the availability of
great municipal jobs across
Maine,” said Meredith
Strang Burgess, President
and CEO of the firm that
bears her name.

“Almost immediately,
we envisioned a multi-
level campaign that could
achieve statewide aware-
ness using cost-effective
digital ad placement, in
addition to aggressive so-
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cial media interaction.”

Branding always plays a key role
in new education campaigns, and
this one was no different, said Oliver
Payne, Creative Director at Burgess
Advertising.

“Once we had a plan, we needed
to make it memorable,” Payne said.
“So we branded the campaign ‘Maine
Hometown Careers,” with a unique
and identifiable logo that can be used
statewide and also by individual mu-
nicipalities.”

The next step was finding real
municipal employees in key positions
to take part in the creation of the vid-

When you need
community-centered
solutions and clear
communication

H=5

Endineers

CIVIL « STRUCTURAL « SURVEY

An employee-owned company
in Bridgton, ME & North Conway, NH
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eos and other promotional materials.
Here is a list of the people featured
currently in the campaign:

¢ Camden Town Manager Audra
Caler-Bell

¢ South Portland City Clerk Emily
Scully

* Farmington Public Works Direc-
tor Phil Hutchins

® Bangor City Police Officer Dustin
Dow

¢ Lebanon Town Treasurer Jordan
Miles

* Augusta City Code Enforcement
Officer Keegen Ballard (who formerly,
recently worked for the Town of Man-

chester)

¢ Biddeford Paramedic/Firefighter
Breeanna Zoidis

® Augusta Public Works Truck Driv-
er and Equipment Operator Manny
Proctor

¢ Lewiston Deputy Appraiser Evan
Hazelton

This list will expand in the coming
months. Brewer City Planner Linda
Johns and Biddeford GA Administra-
tor Kristen Barth will be added to the
portfolio soon, among others.

The idea, of course, is to show
people — especially young people, who
may not be aware of the opportunities
so close to home - the breadth of mu-
nicipal service. There’s no better way
to do that than to have vibrant munici-
pal employees talk about what they do.

While part of the campaign surely
touches on practical parts of munici-
pal employment, such as job stability,
benefits and pay ranges, more empha-
sis is placed on the ability to “give
back” to a community, which is an
opportunity that working for a town or

Technology:.
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Hosted PBX Phones

Cloud Computing and Storage
WAN and LAN

Disaster Recovery
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city definitely provides.

“As an MMA employee for over 35
years, I have heard local officials say
over and over again that the reason
they do what they do is because they
believe in service to their communi-
ties,” Gove said. “ ‘Giving back’ at the
local level means municipal employees
get to see and experience their contri-
butions first-hand.”

Hometown Careers ‘landing page’

Website technology is a huge com-
ponent of the Hometown Careers
project.

Perhaps the most important step
for people who respond to the market-
ing aspect of the campaign will come
when they click a button to see a video
or look for more information.

When thathappens, theyare directed
to a new municipal employment website
— www.mainehometowncareers.org
— where they will see many subject
videos, sample job descriptions and
gain easy access to the MMA Job

ENGINEERING
FOR MAINE =

PLANNING
DESIGN'
CONSTRUCTION SERVICES
OPERATIONS SUPPORT

“

DIRIGO
ENGINEERING

FAIRFIELD, MAINE 207-453-2401

¥
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Bank, which is the largest municipally
oriented employment resource in
Maine. The job bank has traditionally
been accessed through MMA’s home
page (www.memun.org) and it still
can be.

A key strategic decision by Burgess
Advertising was to make the individual
job listings, which MMA members up-
date virtually every day, visible on the
main screen of the Hometown Careers
site.

Ben Thomas, MMA’s Website and
Social Media Editor, played a major
role in making all the technology be-
hind this campaign happen. Thomas

and Carol Weigelt, who also works in
MMA’s Communication & Educational
Services Department, are the primary
contacts for members who have ques-
tions about any of this. They can be
reached at: 207-623-8428 or via email

at: bthomas@memun.org or cweigelt@

memun.org.
Thomas, who joined MMA several

years ago after holding a similar po-
sition at the University of Maine in
Farmington, said the biggest surprise
he encountered in working on Home-
town Careers was the sheer number of
municipal openings.

“There’s a lot of jobs,” Thomas
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2018
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Special Session
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said, noting that the Job Bank is the
most popular portion of MMA’s exten-
sive overall website. “If we wanted to,
we could set up an entire business site
devoted to municipal openings.”

For MMA members, there is even
more. Municipal officials who enter
the Member Area of MMA’s website
(a password is needed to do so) can
find logos, video download tips and
other instructions on how towns and
cities can use Hometown Careers tools
on municipal websites and Facebook
pages.

MMA estimates that 340 of the
state’s 490 municipalities have websites
today, and about 90 have Facebook
pages. (For more information about
this, or assistance in using the tools,
MMA members also can contact Ben
and Carol.)

Making, renewing connections

MMA is reaching out to other
Maine organizations which also focus
on the recruitment and employment
issue. Particularly, MMA is working
with the Maine Development Founda-
tion (MDF) on this.

“Another strategy of Hometown

Careers is to work with organizations
that are addressing the same statewide
work force challenges that our mem-
bers face,” said Gove. “We need to float
all boats when it comes to developing
Maine’s work force for the future.”
MDF is a driving force behind
MaineSpark, a 10-year effort designed
to ensure that Maine’s workforce is
productive and competitive. Maine-

Spark organizations connect people
with the education, training, jobs,
programs and resources needed to
succeed in Maine’s robust and chang-
ing economy.

More than 20 businesses, colleges
and organizations make up the Maine-
Spark Steering Committee. MMA is
one of them.

MaineSpark’s website says the co-

Breeanna Zoidis, Biddeford firefighter and paradmedic (Photo by Burgess
Marketing)
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alition is important because, “Maine
has jobs — excellent jobs in growing
industries. And Maine has workers,
hard workers with dreams to fulfill. By
working together, MaineSpark’s team
of organizations and services will best
serve Mainers who are aspiring to gain
access to the skills, knowledge and
information needed to land the jobs
they want.”

MMA’s outreach efforts haven’t
stopped there.

MMA is working with the Maine
School Counselor Association, for ex-
ample, with Jobs for Maine Graduates,
with Maine colleges and community
colleges and with the Community Tele-
vision Association of Maine — among
other organizations — to help spread
the word. MMA also is using its long-
established connections with munici-

pal Affiliate Groups in this regard.

Gove said going into the Home-
town Careers campaign, he thought
he knew a few things about social
media and electronic communication.
Now, he realizes how much he didn’t
know.

“One thing I learned is the enor-
mous reach of digital and social me-

dia,” he said. “I thought I understood
the power of it, but after learning
more from our project partners at
Burgess about the exponential return
on strategic placement of digital ads
and using social media to target mil-
lennials, my head exploded. It was like
grasping the theoretical framework of
physics’ string theory.” m

The Maine Municipal Association (MMA) is a voluntary membership organization
offering an array of professional services to municipalities and other local

governmental entities in Maine.

MMA’s services include advocacy, education and information, professional legal
and personnel advisory services, and group insurance self-funded programs.

For more information visit the MMA website: www.memun.org
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The Twenty Seventh Annual
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Mark Your Calendars!

2 Municipe
< AR & Management
¥ Conference

June 14, 2018

Thomas College Waterville, ME

An aging work force, low unemployment and tight municipal budgets in Maine create
increased challenges for municipal elected officials, managers, human resource directors,
supervisors and department heads. As a result, municipalities are more concerned than ever
about employee recruitment, uses of technology in the workplace, health-care and other
employee benefits, initiatives aimed at reducing costs and services, optimizing employee
performance and following the assorted laws that go along with these topics. This timely
conference is designed to be a “one-stop shop” - one day, well-spent, concentrating on
management topics.

KEYNOTE SPEAKER:
Jim Mathis, The Reinvention Pro

Positioning People to Excel

Every municipal leader wants people to work together to reduce stress —
including the leader’s! How do you manage different people in a changing
environment? Can you communicate with everyone using their individual
strengths? Jim Mathis, a bestselling author and professional motivational
speaker, has helped leaders around the country to reinvent their organizations
and leadership styles. This session, sprinkled with humor, will teach attendees
about the essential tools for managing, leading and retaining good
employees, improving communication and reducing stress.

Information will be available soon on our website: www.memun.org
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Portland HR Director offers
guidance on hiring in 2018

Technology plays a large and ever-expanding role in recruiting the best
candidates, Gina lapp says. A key is never “settling” when filling positions.

By Janine Pineo

than it once was, with new tech-
nology and resources changing
how most job seekers look for employ-
ment. Along with traditional questions
about pay, benefits and job security,
candidates today ask about the ability
to work from home, vacation time and
sabbaticals, even how up to speed em-
ployers are with on-the-job technology,
resources and office compatibility.
The challenges for municipalities
may seem large, but Portland’s Direc-
tor of Human Resources, Gina Tapp,
has advice for Maine municipal offi-
cers who are navigating these competi-
tive times: Determine what you need,
line up your resources and then begin.

H iring people today is far different

Q. What should a municipality do
before any position needs to be filled?

A. Make sure the position is actu-
ally needed, at least as it was filled
the last time around. With changes
in technology and the way we actually
work today, there may not be a need
to replicate the same type of work.
Every vacancy that comes about can be
an opportunity for restructuring and
possibly finding a way to do something
in a new and better manner, which
ultimately will better serve your town
or city.

Q. When a vacancy occurs, what’s
the first thing that should be done?

A. Once it has been determined
that yes, you need to fill a position,
update the job description (or create
a new one if the position didn’t exist
before). This is your baseline tool for
everything that follows in the recruit-
ment and hiring process, so you need
to make it as accurate a representation

Janine Pineo is a freelance writer from Hudson and
regular contributor to Maine Town & City, jepineo@
gmail.com.

of the job as possible.
The job description
should include the na-
ture of the work, the
reporting relationships
and supervisory respon-
sibilities (if any), and
the essential duties.
Listing essential duties
is key, as this defines the
work. It should include
the knowledge, skills,
and abilities (KSAs)
needed, along with
any other preferred re-
quirements and/or spe-

Always use a list of in-
terview questions that
relate to actual job
duties and the candi-
date’s KSAs in relation
to the job, and use the
same interview ques-
tions for every candi-
date.

It is fine to ask fol-
low-up questions and
additional questions
to clarify, which may
differ from candidate
to candidate, but the
primary questions

cialized licenses or cer-
tifications. Minimum
educational level and any previous
years of experience also should be
included. When it is practical, I like to
include a statement that leaves some
room for flexibility for the uniquely
qualified individual, such as “any com-
bination of education, skills, and expe-
riences that qualifies an individual to
perform the essential duties may also
be considered.”

Q. Portland has a Human Resourc-
es Department but most municipalities
don’t have a department dedicated to
hiring. What advice do you have for
towns that hire by committee?

A. Designate one individual as
the hiring manager who will be the
point person and overall coordina-
tor for the recruitment process. Even
when reviewing and interviewing by
committee, only candidates who meet
minimum qualifications should be
advanced.

Anyone with a conflict of interest
(i.e. has a relative interviewing for the
position) should recuse themselves
from the selection process to maintain
objectivity in a public hiring process.

Gina Tapp

should be asked of all
candidates so every-
one has an equal chance to respond
and those on the interview panel will
have equivalent responses to evaluate
in the end. Prior to interviewing, de-
cide who will ask the questions (One
person or will the panel take turns?).
Be sure everyone knows what ques-
tions should not be asked to avoid any
possible discrimination complaints.

There is a summary available
on this topic on the Maine Human
Rights Commission website http://
www.maine.gov/mhrc/guidance/pre-
employment inquiry guide.htm. We
provide this to all hiring managers
at the City of Portland. Lastly, when
hiring by committee, decide up front
who will conduct reference and other
pre-employment checks and how
they will be conducted. Don’t make a
final decision until all information is
available on the candidate.

Q. What is your process when a job
needs to be filled? Do you have a tried
and true formula? How do you vary
the process depending on the type of
job?

A. The City of Portland has over
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1,400 employees, eight collective bar-
gaining groups (unions), and a non-
union group of administrative and
management staff. The process can
vary greatly depending on the type of
job, but in general, there are a few key
things that will help make a good hir-
ing process.

Starting with a clear, accurate job
description is crucial. Then determine
where you want to recruit for your
candidates. We have a large list of orga-
nizations where we post all of our jobs,
including the jobsinme.com service
and the Maine Job Link, a free service
of Maine Career Centers. We also post
most of our professional, technical,
and management positions on the
Maine Municipal Association Job Bank
(free to MMA members).

Following the recruitment period,
we screen for candidates who meet
minimum qualifications for the job,
determine the best candidates who
most closely match our hiring criteria
for the position, and then invite those
to interview. We conduct panel inter-
views, led by a hiring manager from
the department where the job exists.
Once a top candidate is selected, we
check references and conduct pre-
employment background checks.

If all is well, an offer is extend-
ed and a start date determined. For
some positions, there may be several
rounds of interviews. For example, I
run all recruitments for positions at
the director level and above. The final
interview usually will be with the city
manager, and that happens only after
the individual has gone through three
rounds of interviews (the original in-
terview panel, the Department Direc-
tors group, and the management team
of the department where the director
would be working). Our Fire Depart-
ment and Police Department (the two
city departments that fall under our
Civil Service rules) run their hiring
process with multiple steps, includ-
ing written tests, physical fitness tests,
and multiple oral interviews. It really
depends on the position we are hiring
for.

One last thing is we have an agree-
ment we will never “settle” on making
any hire. If we go through a recruit-
ment and interview process and do
not find the right person to fill the
job, we will not move ahead with the
hire. We have learned over time it is
better to wait to hire the right person
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with the right skills to do the job than
to feel pressured into making a hire
and selecting a person whom we don’t
think will be successful in the position
in the long run. This is sometimes a
difficult thing to do, especially when
you have other employees covering the
work that still needs to be done every
day. However, you will build a stronger
team by never settling for less than the
best for every hire you make.

Q. Many businesses use back-
ground checks when looking at appli-
cants. First, are there regulations on

what municipalities in Maine can use?
What do you do and recommend when
it comes to background checks?

A. Again, it depends on the depart-
ment that is hiring. Our Police Depart-
ment probably has the most detailed
and thorough background checking
process, due to the nature of the work.
We recently started to use the Maine
Background Check Center (MBCC)
for all our employees who work at The
Barron Center, our skilled nursing
center. The MBCC is a secure, web-
based system operated by the Maine
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Department of Health and Human
Services in partnership with the Maine
Department of Public Safety. Employ-
ers who provide care and services to
vulnerable Maine residents are re-
quired to use it.

For standard pre-employment
checks, we use the online services of
the Maine State Bureau of Identifica-
tion for most of our criminal records
checks. Information on this service
— which is free for Maine government
entities — can be found here: https://
wwwbh.informe.org/online/pcr/faq.
htm. On the FAQ link, you can find
telephone numbers for criminal his-
tory repositories for other states.

Since I’m not an attorney, I tend
to stay away from giving advice on
what regulations need to be followed.
That said, I think it is best practice in
HR to always run a criminal records
check and to always conduct reference
checks on prior employment. When
asking applicants for references, it
should be from prior supervisors or
managers if at all possible. Most em-
ployers, including the City of Portland,
will at a2 minimum provide a verifica-
tion of prior employment and position
held. If you can get reference letters

from applicants, even better, but al-
ways contact the reference provider to
verify they did in fact write the letter.

A more extensive reference check-
ing process should be used for higher
level management positions. If you
don’t have time to conduct references
yourself, you might want to consider
hiring a consultant or employment
agency to assist with this portion of the
hiring process. Whatever you do, don’t
minimize the importance of this part
of the process. The Society of Human
Resource Management (SHRM) is my
“go to” resource for sample tools and
resources for all things “HR,” includ-
ing reference check forms, and I high-
ly recommend this resource to anyone
working in the HR field.

A. Given the reach of the internet
in today’s job marketplace, how should
municipalities use it? Are there good
places to consider and bad places to
avoid?

Q. It is essential to use the internet
as part of any successful recruiting ef-
fort. Most people now look for employ-
ment opportunities solely online, and
if you want your jobs to be seen, you
need to have an online presence. For

municipalities — which usually have a
limited recruitment budget — there are
free services we can use, for example,
the MMA Job Board and the Maine
Joblink through Maine Career Cen-
ters. Since most municipalities today
have their own websites, adding links
to your job opportunities should be a
focus. We try to put as much informa-
tion as we can on our HR website, in-
cluding all job openings and informa-
tion on employee benefits. However,
in today’s competitive job market, it is
not enough to post your jobs on your
website and wait for candidates to find
you. You need to get your jobs out to
places where your target job-seekers
may be looking.

Also post your jobs online to any
professional associations that might
exist for an occupation. Most of these
associations have a job board or career
page for members, and most are rela-
tively inexpensive. For example, we
posted our Deputy Director for Public
Works on the American Public Works
Association site and we have our cur-
rently open Assistant City Manager
position posted on the International
City/County Management Associa-

Meet Our Attorneys
Jon Pottle
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of land use and code enforcement, finance,
election, tax, contracts, public records, economic
development, personnel, and municipal liability
law. Jon assists municipalities in helping to solve
their challenging problems, operate efficiently,
save costs, and realize economic development
opportunities in their region.

EatonPeabo dy

1-800-564-0111 | eatonpeabodycom
Augusta | Bangor | Brunswick | Ellsworth | Portland

Attorneys at Law

MAINE TOWN & CITY MARCH 2018 17


https://www5.informe.org/online/pcr/faq.htm
https://www5.informe.org/online/pcr/faq.htm
https://www5.informe.org/online/pcr/faq.htm

tion’s online Job Center.

One of the online recruitment
resources highlighting the positive
aspects of Maine is the “Live & Work
in Maine” website. It is based in Port-
land but highlights all areas of Maine.
It helps to attract people to consider
moving to Maine, and even more im-
portantly, get people to consider re-
turning home to Maine.

Q. Job applications are generally
the first order of business when look-
ing for the right candidates. How can
municipalities create applications that
help them streamline the process?

A. Many municipalities in southern
Maine already use Applicant Track-
ing software, which streamlines the
process. Here at the City of Portland,
we are in the middle of a huge project
with Tyler Technologies to bring new
technologies to our operations. As part
of that work, we are designing our new
application form to gather as much
information as we can from applicants,
while also adding questions to the
process that will allow pre-screening to
happen in a more automated, effective
manner.

Right now with our current appli-
cation, anyone can apply for any job
we have posted, whether or not they
meet minimum qualifications. This
wastes time for both the applicant and
the hiring manager, with time spent
filling out an application and review-
ing an application for someone who is

unqualified. We look forward to imple-
mentation later this year and hope our
job applicants and hiring managers
will see improvements, especially in
how quickly we will be able to com-
municate back to people about where
they are in the process. Once an offer
is made, having an online onboarding
process in place to help move the pro-
cess along as efficiently as possible will
help make a smooth transition to the
first day of work.

Q. What if an applicant doesn’t
have all the qualifications but looks
like a good fit?

A. This does sometimes happen,
and my advice is to be honest with the
candidate. Let them know that while
they don’t have the qualifications you
need for this particular position, you
think they would be a great fit but per-
haps in another job. If you have that
other job open, let them know and en-
courage them to apply for it. If it is not
currently open, let them know where
they can look for future openings.

Q. What’s the worst mistake the
interviewer(s) can make during an in-
terview? What’s the best thing?

A. The worst mistake an interview-
er can make during an interview is to
go into the interview process with your
selection for the job already in mind. It
is really important to be open and ob-
jective to every person participating in
the interview process, and every candi-
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date deserves equal time and attention
from the interviewer. If you don’t think
you can be objective about making the
selection of the best person, you are
probably not the right person to be on
the interview panel. Objectivity is key
in making the best hiring decisions.

The best thing that can happen
during an interview is you find a really
fantastic candidate and in the process
of the interview, you get excited about
the possibilities for the future impact
this new team member could bring to
your organization.

Q. Where aren’t municipalities
looking but should be?

A. Here in southern Maine, and 1
know also in the Lewiston and Augusta
areas, there are many new Mainers
looking for work. Many have held high
level professional positions in their
prior countries, but they don’t yet have
the language fluency or transferrable
professional credentials to do these
same jobs in our country. This is a
huge untapped source of talent for us
as employers to consider.

You also should connect with Ca-
reer Service offices of any educational
institution that provides programs
in areas you need. Southern Maine
Community College, the University of
Southern Maine, the University of New
England, and my alma mater, Univer-
sity of Maine at Orono, all have strong
Career Services programs, and we hear
regularly from them about job shadow-
ing, internships and job fairs.

Q. Any other tips?

A. I'd like to mention one thing
that is unique to recruiting for mu-
nicipalities is we truly have some of the
best employee benefits that exist today,
especially with regard to our retire-
ment plans, which you will not usually
find at the same level in the private sec-
tor. I encourage all municipal employ-
ers to focus on total compensation, not
just salary, when recruiting.

In addition, a Public Service Loan
Forgiveness Program is available that
may help individuals with qualifying
loans have their student debt forgiven
after 10 years of on-time payments.
More information on this program is
available online at: https://studentaid.

ed.gov/sa/repay-loans/forgiveness-

cancellation/public-service.
(Gina Tapp has worked in HR since

1989 and served as Portland’s director
since March 2015.) m
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Meet Linda Johns, the City
of Brewer’s official planner

Her love of the outdoors and all things Maine led Johns to a career that she never
regrets, even when she’s taking ‘random’ photos of bus stops and public gardens.

By Stephanie Bouchard

Brewer’s planning di-

rector, is a Jersey Girl,
but — she’s quick to point
out — not the kind of wild
Jersey Girl portrayed on
today’s television shows.
She and her family moved
from central New Jersey to
the northern part of the
state where she grew up
on a small lake at the foot
of the Kittatinny Moun-
tain and the Appalachian
Trail.

Much like those of
many Mainers, her child-
hood days in New Jersey
were spent playing and hiking outside,
taking care of rescue animals (includ-
ing horses), tending a huge vegetable
garden and walking around the lake to
visit her grandparents. Her childhood
experiences shaped her love of nature
and being outdoors and put her on
track — albeit a circuitous one — to a
career in local government.

Here’s how she got there.

Lindajohns, the City of

Q. Tell us how you got to Maine
and a little about yourself.

A. As I neared my senior year of
high school, my father saw the hand-
writing on the wall in that the com-
pany he worked at for almost 25 years
was close to letting him go. A friend of
his had recently purchased a Baskin-
Robbins ice cream store franchise
and suggested to my parents that they
might be interested (in one of the
franchises). We got a list of company-
owned stores that were for sale, then
set out to visit all the northeast loca-
tions to see if any were the right fit.

Stephanie Bouchard is a freelance writer from
Bath and a regular contributor to Maine Town &
City, stephanie@stephaniebouchard.net.

Linda Johns

The last store
on our tour was the
Baskin-Robbins in
the Bangor Mall.
Never having been
to Maine before,
we arrived late in
the evening and
made it over to
the mall just be-
fore closing. After
a quick look, we
spent the night at
a local motel and
went back the next
morning for a clos-
er look. I don’t re-
call who said what,
but all of us just knew — this was going
to be home.

My life now includes two “home-
towns.” There is my “adopted” home
— the City of Brewer — where I spend
much of my time with my work family.
Then there is also the small town of
Clifton, where I reside.

I live on Chemo Pond with Chick
Hill nearby and my parents living
down the road. My two daughters were
fortunate to have had a childhood sim-
ilar to mine and they, too, thoroughly
enjoy the outdoors.

You can most often find me out-
doors on the lake, hiking or taking
wildlife photographs. While being on
the top of Mount Katahdin and sit-
ting beside the ocean are special to
me, I also enjoy the little things, like
listening to the loons and watching
the sunset.

Q. How did you end up as a city
planner?

A. I moved to Maine my freshman
year of college and graduated with a
Bachelor of Science degree in Forest
Management from the University of

HOMETOWN CAREERS

City of Brewer Planning Director Linda
Johns appears in Maine Municipal
Association’s Hometown Careers
campaign, along with many other city
and town officials. To learn more about
Hometown Careers, go to: https:/

www.mainehometowncareers.org/

Maine at Orono. As a newly licensed
Maine forester, I planned to work on
creating a new genetic variety of tree
that would grow fast and have fiber
superior for Maine’s manufacturing.
Unfortunately, International Paper
closed their forestry greenhouses
months before my graduation and we
all know what happened with the mills
in Maine.

As part of my studies at UMO, I was
required to take land surveying cours-
es. I accepted a job with a land survey-
ing company in Limerick and got my
state land surveyor license. Wanting to
move back to central Maine, I accept-
ed a position with a survey company in
Bangor, where I worked for 13 years
not only performing all aspects of sur-
veying but also consulting and prepar-
ing land use plans and applications.

A medical emergency left Brewer
without a city planner. I was asked
to fill in. As a land surveyor, I spent
many years designing and bringing
site plans and subdivision plans and
presenting those to area Planning
Boards for approvals so I was very fa-
miliar with land use and the Planning
Board process. I worked both jobs for
five months before moving into the
city planner position full time in 2001.
I work with great people and (most
days!) enjoy going to work.
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Q. What do you do as the Planning
Director for Brewer?

A. The entire planning depart-
ment consists of one full-time and
one-part time position, so I do a little
of everything. Planners in Maine often
wear several hats, especially municipal
planners in smaller communities. In
a single day, I can work on transpor-
tation issues, the construction of a
new building or use, ideas for a new
open space, writing ordinance amend-
ments, and meet with a landowner to
answer questions. I can say it’s never
boring.

My position also oversees the Plan-
ning Board and the Conservation
Commission — two great groups of
residents who volunteer their time to
the community. The Planning Board
holds public hearings and reviews
many development projects. In order
to make their work easier, the Plan-
ning Department does much of the
legwork leading up to their meetings.
A planner doesn’t need to know every-
thing but does need to know where
to get the right information. I work
closely with the City Engineer and the
Code Enforcement, Economic Devel-
opment, Environmental, Water, and

Public Safety departments to review
each site plan or subdivision applica-
tion and then work with the applicant
on any changes.

Long-range planning is also an
important aspect of my job. Planning
for the future can be exciting! Brewer
completed its latest Comprehensive
Plan in 2015 after a two-year process
of committee and public meetings.
A comp plan is the vision of the mu-
nicipality and the basis of future town
decisions.

The most rewarding aspect of my
work is helping landowners, devel-
opers, groups and organizations de-
sign and implement the best product
which meets both their needs and
the city’s, and benefits all. I am also
fortunate to consult with local law
firms and be involved with many re-
gional organizations such as Bangor
Area Comprehensive Transportation
System (BACTS), Lower Penobscot
Watershed Coalition, Heart of the Pe-
nobscot, Fields Pond Audubon, Maine
Coast Heritage Trust and other local
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land trusts.

Q. When you’re not working, and
you’re in other communities for busi-
ness or pleasure, are you able to turn
off the city planner role in your head
or do you always look around at other
communities with the eye of a town
planner, trying to get ideas or noticing
things that aren’t working?

A. My family has often commented
on my not being able to “turn off” be-
ing a planner, but they are used to my
taking pictures of random bus stops
and rain gardens for ideas back home.

Q. What qualifications do you need
to be a city planner?

A. The first question most people
who are interested in becoming a city
planner ask is whether there are any
educational, licensing or certification
requirements in Maine. The answer
is no. However, there are many sug-
gested routes to consider. Higher edu-
cation in public administration and in
planning are certainly a benefit. The
American Planning Association (APA)
offers educational opportunities along
with the American Institute of Certi-
fied Planners (AICP), a nationwide
independent credentialing program.

There are also great regional groups
that can assist your journey such as
the Northern New England Chapter
of the American Planning Association
(NNECAPA) and our own Maine Asso-
ciation of Planners (MAP). The Maine

Smarter bai

Municipal Association (MMA) can also
be a great asset, especially with training
opportunities.

Q. What are the frustrations of the
job? What are the things about the job
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that make you smile?

A. T am very fortunate to truly en-
joy the work I am doing and wouldn’t
change a thing — except, perhaps, to
have more bodies in my department.
It seems there is never enough time
to get everything done as well as I
would like. I believe the most chal-
lenging aspect of municipal planning
is funding. Planners in general have
so many great ideas and work with
so many great people, but the cost of

Linda Johns, Brewer City Planner. (Photo by Ben Thomas)

Skelton
Taintor

implementation is often a roadblock.
Some municipal budgets cannot even
support a planner position.

I have always been an outdoor
enthusiast and wanted to do my little
part to make the world better. It is ex-
citing and fulfilling to think that what

I do can positively impact how devel-
opment is handled, how people physi-
cally get from one point to another,
how our elderly live, how our environ-
ment is improved, or how parks and
trails make people smile. You know,
that quality of life thing. m
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Executive Search — Assistance with the recruitment of a new city or town manager,
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Training — On-site training in a variety of topics.
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For more information on all Personnel Services programs, or general
personnel management information, contact David Barrett, Director of
Personnel Services and Labor Relations at 1-800-452-8786.

For more information visit the MMA website: www.memun.org
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Clearing snow: Hallmark service
that municipalities provide

In Brewer and Lewiston, two leading Public Works durectors talk about the resiliency
of their crews, despite winter’s challenges. ‘When it doubt, hook wp’ the plow.

By Steve Solloway

Dave Cote checked the pulse of

the 10 snow plow operators for
the City of Brewer. Maine winters can
be hard on people who must keep
roadways clear and 2017-18 has been
no different.

“We can see the light at the end of
the tunnel,” said Cote, the city’s Di-
rector of Public Works. “I encourage
them. The winter will end. It always
does.”

Even if an April blizzard stalls the
coming of spring.

In Maine, there is no more visible
evidence of the services a municipality
provides its residents than the flash-
ing lights of a snow plow at work. No
department may be subjected to more
scrutiny than Public Works during
snow seasons that can sometimes start
with Halloween and end with Easter.
From Kittery to Fort Kent, snowfall
and icing amounts may be different
but expectations of being able to drive
on Maine’s roads during the winter
are not.

“My biggest concern is to keep
everybody safe.” Cote meant anyone
who uses the local roads, but the un-
derlying sentiment was clear: His plow
drivers, who happen to be all males,
are especially important to him.

“Everyone gets tired of Maine win-
ters. My guys, too.” Cote is talking
actual weariness.

His crew plows 62 miles of city
roads, 145 lane miles. Brewer uses one
shift of drivers, which can mean driv-
ing 18 hours during a storm. The city
actually has 11 operators, but one is on
medical leave. For snow removal, cart-
ing the plowed snow away, Brewer has

As February slipped into March,

Steve Solloway is a freelance writer from Hallowell
and regular contributor to Maine Town & City,
ssolloway@roadrunner.com.

several contracted drivers.

During storms, Cote urges his driv-
ers to get out of their truck cabs and
walk around. He urges them to take
naps. He admits this part of his job
as Director of Public Works can be
similar to being a military officer or
football coach.

Snow plow operators are alone in
their truck cabs, after most municipali-
ties removed the practice of having a
second driver riding shotgun, during
budget cuts. Cote sees a team.

“My guys pick each other up,” said
Cote. “They know they have a job to
do, to see it through. If someone’s not
feeling well, they all pitch in.”

Harder to find

Cote and the City of Brewer are
examples of many Maine municipali-
ties — who do not contract out snow
plowing and removal — paying atten-
tion to their human assets. Simply put,
snow plow operators are not replaced
easily. The state’s low unemployment
rate and its aging population have left
a shallow available labor pool. The un-
predictable schedule and long hours
can deter applicants.

News that the Maine Department
of Transportation was having difficulty
for the second winter finding dozens
of drivers to fill vacancies to plow
state roads attracted attention. No
Maine motorist wants to navigate an
unplowed road after a storm.

“People have had a hard time find-
ing and keeping drivers,” said Cote,
who serves on the Maine Chapter of
American Public Works Association
board. “The long hours are a factor. It
could be slow or you could live (at the
town garage and in the plow truck).
We’ve had people who couldn’t make
it through their first winter.”

In Lewiston, Megan Bates says she
is looking at six vacancies on her “B
Team” although that is due to budget
cutbacks, not an inability to find appli-
cants. Bates is the city’s Deputy Direc-
tor of Highway and Open Spaces. Her
plowing contingent of 67 men clears
187 miles and 300 lane miles. Her “A
Team” works the first shift before giv-
ing way to the “B Team.” Lewiston does
have several “full-time, part timers”
who were brought in during the snow
season because of medical leaves.

‘Bring your toothbrush’

Despite two shifts, drivers can
spend very long hours on the roads.
“Some are ‘bring your toothbrush’
storms,” said Bates, who is also presi-
dent of the Maine Chapter APWA.
“We try to get down to pavement in
24 hours (after the storm passes). We
have good crews. We’re a family.”

An older family. The average age
of a snow plow operator in Lewiston is
nearly 52.

“We’re going to see a lot of peo-
ple leave at once,” said Bates. She’s
been Deputy Director for 10 years
and didn’t sound worried. For all its
demands, the job has its rewards, such
as the satisfaction of serving the public
and seeing immediate results from the
long hours — clear roads. The job also
comes with a certain independence
and, of course, responsibility.

“Inside the cab is another world,”
said Bates. “You sit high above the
road. You have all these controls, par-
ticularly if you’re also (treating) the
road behind you. I don’t know that
there’s a special kind of person who
makes a good driver. Really, a clean
driving record is important.”

Meaning, a clean record can indi-
cate patience, the ability to stay calm
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and an awareness of surroundings on
the road.

Snow plow operators must have a
Commercial Driver’s License, which
was a roadblock for some applicants
in both the written and driving tests.
Bates and Cote pointed out that many
municipalities now provide and sup-
port classes and training to help those
applying for snow plow operator posi-
tions.

“Education and information have
become very important,” said Bates.
The investment of training has an-
other benefit: Drivers are less likely to
leave because they appreciate how the
department helped them.

Administrators and managers such
as Cote and Bates also have more ac-
cess to information. Actual snow plows
haven’t changed too much over the
years, other than the aids provided
by computerization of controls and
instruments. Road treatment mixtures
have evolved but essentially remain
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A city plow truck, ready and waiting. (Photo by Burgess Marketing)

sand, salt and a second chemical deic-
ing agent.

Bates says there are now social me-
dia and web-based resources for Public
Works directors to access information
and solve problems.

The great variable is the weather.
Access to more reliable information,
more quickly is always important. But
Maine weather is notorious for its un-
predictability. Bates laughs. “We have
a saying. When in doubt, hook it up.”

Meaning, get the plows back on the
trucks.

“We’ve had odd storms,” said Cote,

speaking only for his Brewer location.
“Many storms changing from snow
to ice. A lot of daytime storms, which
means more traffic on the roads. We
still come up on people with bad tires
and two-wheel drive who get stuck.
We’ve had more drawn-out storms.”

Thaws plus ice

Maine has been fortunate this win-
ter to have several thawing periods
that have provided some rest of snow
plow operators, although there is the
work of clearing storm drains and tack-
ling remaining snow banks that create
visibility problems. Then there’s the
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stubborn stretches of ice, inches thick,
that has resisted melting says Cote.

Winter weather tests everyone.
“You kind of do need a thick skin,” said
Cote. “We have 9,000 people in Brewer
and we may get a handful (who criti-
cize snow removal efforts.) Especially
at the end of a rough winter. They’re
tired of it. Sometimes they forget our
guys are tired, too. And after their shift
they have to go home and dig them-
selves out.

“We’ll get the calls from people say-
ing we took out their mailbox. We go
out and replace it.”

Cote and Bates catch as many com-
plaints as they can, shielding their
operators. As always, communication
is key. Cote talks of “one gentleman”
who sent him an email voicing his
complaints of the town’s snow plow-
ing. “I answered him, politely, explain-
ing,” said Cote. “He got back to me,
thanking me for helping him under-
stand.”

Bates empathizes with homeown-
ers on corner lots who must deal with
city snow plows coming from two di-
rections and leaving some snow be-
hind, blocking driveways and pushed
on other parts of the property. She an-
swers the calls or emails and explains.

Bates says this year the feedback
from Lewiston residents has been
very positive. She’s not quite sure why.
“We’ve asked for the public’s help a lot
in staying off the roads and making it
easier for our plows to get through. We
have a lot of equipment but not all of
it is perfect for (narrower) residential
roads, for instance.

“We share the emails (from thank-
ful residents) with the crews. It’s an
amazing morale booster.”

“We’ll see dozens of doughnuts
sent to the garage,” said Cote. “One
lady supplied a spaghetti dinner for
the crew.”

Administrators like Cote and Bates
foster a sense of pride in a job well
done. Cote lives outside Brewer in a
more rural environment. Does he cri-
tique the roads he uses when he drives
home? “I do, I can’t help it.”

Bates agrees. “Of course I do.
We’re human.”

Would either look for a Public
Works director position elsewhere, to
get away from the long winters? Say,
the Deep South?

“No,” said Cote, laughing. “They’ve
got their issues. Maine is my home. I

enjoy our four seasons.”
Bates was emphatic. She would
“never” look out of state. “We Mainers

are tough. We know how to deal with
our winters. You have to embrace the
winter to survive.” B
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