Town Governance Study Committee (TGSC) Minutes

Date: May 24, 2021

Call to Order
Committee Chair Mr. Stumpf called the meeting to order at 4:09 p.m. TGSC members all
participated remotely via WebEx, able to see and hear each other and share documents for all to
see. A feed from the WebEx was broadcast live on Andover TV, by which members of the public
could observe the meeting.
Mr. Stumpf also reviewed the agenda for this meeting.
Participants
The following were online on WebEx for the meeting: Town Clerk & Chief Strategy Officer
Austin Simko (ex-officio); Sheila Doherty (ex-officio); TGSC Committee members Paula ColbyClements, David Floreen, Richard Fox (joined call at 4:17pm), Andrew McBrien, Gail Ralston,
and Jon Stumpf; Bernie Lynch and John Petrin of Community Paradigm Associates; and Patrick
Lawlor, Assistant Town Manager. Apologies were received in advance from Dara Obbard and
Sandy Stapczynski.
1. Approval of Subcommittee Minutes
Ms. Ralston moved that the committee accept the minutes of the April 12th meeting of the full
committee, Ms. Doherty seconded. The TGSC voted by roll call 7 in favor, none against to accept
the minutes, with Mr. Fox (not yet joined the meeting), and Ms. Obbard and Ms. Stapczynski
(apologized for absence) not voting.
Ms. Doherty moved that the committee accept the minutes of the April 27 th, May 7th and May 17th
meetings of the sub-committee on committees, Ms. Colby-Clements seconded. Ms. ColbyClements, Ms. Doherty, Mr. McBrien and Mr. Simko were present at these meetings and voted in
favor; Ms. Stapczynski was also present at the sub-committee meetings but not at this meeting and
thus did not vote. All other committee members present abstained.
Ms. Simko moved that the committee accept the minutes of the April 30 th, May 17th meetings of
the sub-committee on communications, Mr. Floreen seconded. Mr. Simko and Mr. Floreen voted
in favor, Mr. Fox was also present at the sub-committee meetings but not at this meeting and thus
did not vote. All other committee members present abstained.
Mr. Fox joined the meeting at the end of this item.
2. Current Focus of the Committee
Mr. Stumpf summarized the current focus of the TGSC as follows:


The TGSC voted unanimously to recommend that Andover retains Open Town Meeting at
its meeting on February 22nd.
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Mr. Stumpf, on behalf of the committee, reported this recommendation to the Select Board
at their meeting on May 3rd.
The committee has now turn its attention to the matters pertaining to governance other than
Form of Government (the so-called secondary and tertiary matters), and has divided these
matters into two tiers for organizational purposes:
o Tier 1 (May and June): One sub-committees will explore Committee Appointment
processes, Committee Structure and whether any committee or boards should be
subsumed, retired or added. A second sub-committee will explore communications
between the Town and residents.
o Tier 2 (July and August): Financial Processes, Government Business Processes
and Miscellaneous topics shall be explored
o The month of September shall be reserved as contingency

3. Public Comment
Mr. Simko informed the committee that no public comments for the attention of the full
committee had been received either by email or by phone. A comment had been received
relating to communications, and had been passed to the sub-committee on communications for
their consideration
4. Report by Sub-Committee on Communication, and Discussion by TGSC
Mr. Simko noted that the sub-committee had requested that Mr. Lawlor attend this meeting as the
Town’s de facto lead on communications.
Mr. Floreen reported on behalf of the sub-committee on communications. He took his remarks
from the minutes of the sub-committee’s meeting of May 17th, and these minutes shall be
considered a sufficient record of his remarks.
In discussion, the following points were raised:
 The Town generates huge volumes of valuable information, but it is not clear that this is
adequately reaching residents.
 The TGSC believes that it would be beneficial to appoint a Communications Director. The
role should include responsibility for communications per se, and also for developing
channels for communication and for monitoring what might be “hot topics” at any time
and ensuring that these are properly addressed to meet information needs that vary from
time to time.
 Concord and Lexington have recently created Communications Offices, and the committee
might be able to learn from these.
 The committee debated whether it is their role to develop a more detailed “job description”
for this role, but agreed that their responsibility extends only so far as assessing whether
communications are sufficient and identifying outstanding needs.
 The Town is sensitive to increasing headcount. As an alternative to a full-time
Communications Director, the TGSC might also consider whether to recommend that
Communications Advisory Committee should be formed.
 The TGSC web page should be templatized for use by other committees
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The current communication infrastructure tends to emphasize information pull.
Information push is also required. In practice, there is a fine balance. It has been found
that pushing too much information actually leads residents to unsubscribe. One message
per day appears to be the upper limit.
Information needs to be tagged and/or searchable. It is not practical at present to find every
reference to a specific subject in the minutes of all meetings of a committee, for example.
Tagging/search will multiply the value of the information that is already available.

5. Report by Sub-Committee on Committee Appointments, Existence and Structure, and
Discussion by TGSC
Ms. Ralston briefly outlined the subjects to be covered, then Mr. McBrien, Ms. Colby-Clements,
Ms. Doherty, Ms. Colby-Clements (for second time) and Ms. Ralston reported on behalf of the
sub-committee on committees, etc. They took his remarks from the minutes of the subcommittee’s meeting of May 17th, and these minutes shall be considered a sufficient record of their
remarks.
In discussion, the remaining members of the TGSC stated that they concurred with the subcommittee’s recommendations, and specifically, that they would like to emphasize the following:
 Over-compartmentalization of boards and committees should be avoided, noting that there
is a well-established history of narrowly focused bodies causing silos documented in the
literature
 Term limits should not be adopted for the reasons cited by the sub-committee, and in
addition, it is typical for committee members to resign after two or three terms in any case
 The Talent Bank form is still functional but requires extensive updating
 An Appointments Committee should not be constituted
 A Water Commission must have the authority to set rates or is otherwise a toothless tiger.
This is not a recommendation either for or against a Water Commission for Andover in
itself, it is agreed that Andover should not create a Water Commission. Rather, it is a
statement that there are two possible options that might be considered, no Water
Commission or a fully rate-setting Water Commission, with any intermediate not making
sense.
 There are cases where it might be somewhat artificial to interview an incumbent board or
committee member from “first principle” if it were evident that his/her contribution is so
strong that he/she should be re-appointed. It was clarified that, in such cases, real world
knowledge of the individual’s potential might be a more effective measure of his/her
potential and some of the rigor of an interview might be redundant. Notwithstanding, all
candidates should be properly and equally assessed, and all appointments/re-appointments
should be intentional, rather than defaults.
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6. Next Steps
1. The two sub-committees shall reconvene to further refine their ideas and consider feedback
from this meeting, then report to the TGSC at the next meeting of the full committee.
2. The next full meeting shall be scheduled to allow sufficient time for the sub-committees to
deliberate, but without causing delay to the overall schedule. The third or fourth week of
June appears to be optimal. Mr. Simko will circulate a Doodle poll to select the date
3. While there are articles on the Warrant for the forthcoming Town Meeting that relate to
governance, the TGSC is not empowered to make recommendations to Town Meeting.
The TGSC may only make recommendations to the Select Board and/or Town Manager.
Thus, the TGSC will not take a position on these articles. The TGSC shall be prepared to
answer factual questions, and Mr. Stumpf will act as point person for any responses.
Adjournment
Ms. Doherty moved that the meeting adjourn, Mr. Floreen seconded. The committee voted by roll
call unanimously in favor and the meeting was adjourned at 6:10 pm
Respectfully submitted,
Andrew McBrien, Clerk
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Appendix 1: List of Topics to be Studied

POTENTIAL SECONDARY STUDY TOPICS

Charter

Relates to/Requires change of
Bylaws
Policy
Practices

Operations

Appointment Process- subcommittee (tier 1)
By what process should members be appointed to Boards and Committees? Election or
appointment? Appointment by who? Do different Boards have different requirements?
Should an Appointments Committee be constituted?
Is the appointment process sufficiently transparent, or how could transparency be
enhanced?
Is it sufficiently clear who owns the appointment process and has authority to appoint for
certain Town positions? If not, this needs to be clarified.
Specifically, by what process should members be appointed to FinCom?
Specifically, by what process should members be appointed to the Planning Board?
Should we promote training of elected and appointed board/committee/commission
members? Consider what additional training beyond Open Meeting Law and Ethics is
required for elected and appointed personnel, and who should deliver this?
Specifically, is the Talent Bank form too vague to be a basis by which appointments are
made?
Should the appointment process consider certain skillsets helpful to committees regardless
of committee purview (e.g., data analysis, legal background, marketing/communication)?
Specifically, should openings be advertised more prominently?
Specifically, how do we ensure that the people who are appointed to committees are those
who are most able to contribute?
Communication- subcommittee (tier 1)
Is communication between Departments and between Boards sufficient and/or what
improvements are required?
How might the Town enhance access to day-to-day information that residents need to do
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business? Who would be responsible?
How might the Town enhance awareness of recent and forthcoming events, meetings,
etc.? Who would be responsible?
Specifically, what steps might be taken to modernize communication between
the Town and residents?
Charter

By-Laws

Policy

Practices

Operations

Specifically, does the Town require a free community newspaper, and is this the
responsibility of the Town?
Is it the Town’s role to enhance civic awareness of the residents, and if so, how would the
Town go about this? Who would be responsible?
What provisions are required so that residents are properly consulted on projects and
initiatives?
Does Open Meeting Law create barriers to consultation, and if so, how might these barriers
be alleviated?
Should Office Hours be required of Town officials? Of which officials?
The press has traditionally acted as an external, impartial voice on Town matters. Who
should provide this today?
Financial Process – Staff Presents to full TGSC (Tier 2)
Should the process by which taxes and budgets are set include more points at which
residents formally have input or can exercise control?
Should Town Meeting be required to approve contracts over a certain
threshold value?
What should be the role of FinCom?
What should be the role, authority and method of appointment to the Economic
Development Committee?
Should the CIP need to be released to the Select Board three months before the release of
the operating budget?
Improved Financial Transparency in Annual Report
Town Manager presentation of budget to the Select Board
Government Business Processes – Staff Presents to full TGSC (Tier 2)
Generally, how can Town business processes be made more efficient and streamlined?
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Business process maps for as-is and to-be process should be developed.
Specifically, how can the permitting process be made more efficient and streamlined?
How can the schedules of the involved Boards be coordinated to expedite decisions?
Specifically, how can processes for capital projects (of all sizes, and from cradle to grave)
be made more efficient and streamlined?
Ensure Select Board Procurement and Appointment policies comply with the Charter
Charter

By-Laws

Policy

Practices

Operations

Should the Select Board be required to approve appointments of hourly-paid and seasonal
staff? Or should the Town Manger make these appointments unilaterally?
Specifically, how can the process by which Zoning Bylaws are changed be made more
efficient and streamlined?

Board/Committee/Commission Existence & Structure – subcommittee (tier 1)
What is the optimal level of granularity of government?
Generally, which Boards and Commissions should be established or subsumed?
Specifically, should a Water Commission be established?
Specifically, should the Board of Health be expanded to 5 members?
Specially, look at the Audit Committee charter
Reduce Planning Board Terms From Five Years to Three Years
Misc. Topics - Research by point-persons (tier 2)
How can the TGSC support diversity, equity, and inclusion goals? (Gail)
Should elections be moved to June so newly-elected officials have 10 months and not one
month to prepare for Town Meeting? (Austin)
Should we have a recall mechanism for elected officials? (Paradigm)
Should residency requirement for Town officials be removed? (Paradigm)
To what degree should strategic planning be required by charter or bylaw? (Dick & Austin)
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Appendix 2: Schedule for Study
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