CITY OF CENTERVILLIE, TENNESSEE

ANALYSISOF THE NEED FOR A CITY ADMINISTRATOR

[. Introduction.

There are 350 citiesin Tennessee.  Forty-seven cities that are under 4,000 population have designated
professond management. There are very smdl citieswith city managers. Parker-s Crossroads, for
example, with a population of only 242, has acity manager. Memphis with over 667,000 people hasa
chief of saff in addition to its Mayor. It is probably not possible to determine whether Centerville needs
acity administrator based on the number of other Tennessee cities that have or do not have a city
adminigtrator. The need for a city administrator can perhaps best be seen by looking a problems that
are frequently found in cities that do not have professona management as well as the Sze and
complexity of cities.

I1. Problems Frequently Found in Citieswithout Professional Management. These are
problemsthat MTAS frequently seein cities, larger and smaller than Centerville, that do not have
professonad management:

C

Cities frequently lose from $300,000 to $400,000 annually to neighboring local governmentsin
local sdestaxesthat are being erroneoudy distributed by the Tennessee Department of
Revenue. Inonecity $350,000 was being lost annually, and the city could only recover lost
revenue for the most recent 12 months. In another city $332,000 in lost sdestaxes were
going to neighboring jurisdictions. In both cities this Situation had been going on for years and
represented afinancid drain of millions of dollars.

Sometimes MTAS doest see city boards getting accurate information on which to base
decisons. MTAS has seen smdll cities being advised that they need to build another fire station,
hire additiona personnd, and purchase additiona equipment in order to maintain the city-s 1SO
rating. Citieswithout amanager are often not told that purchasing a combination ladder- pumper
truck extends fire protection coverage from a 1.5 mileradiusto 2.5 miles. For acity to receive
the maximum points on an SO classification, it must provide fire protection to 90% of its
population. A city can spend $340,000 in aone time capitd purchase and maintain 90%
coverage, or it can buy land for $100,000; construct an additiond fire station for $300,000;
purchase a pumper truck for $280,000; and spend $210,000 for six additional firemen and
fringe benefits that represents an annual expenditure that is likely to increase every year to
provide the same coverage. In other words acity can spend $550,000 more to accomplish the
same objectiveBand many cities do it without thinking serioudly about the added cogt.



C MTAS does¥t usudly find viable employee safety programs that work effectively to reduce the
cost of very expensive worker=s compensation cdlams. In most smdl cities, the insurance carrier
tells the city how much the expense is, and the city then determines how it is going to pay the
added cogt. Professional management can save thousands of dollarsin this area done.

C It is not uncommon to see cities paying $.94/$1,000 for group life insurance that can be
purchased for less than half that amount. Some cities purchase police cars on aregular bass, if
they like the police chief, and they sometimes make expendve repairs that cost more than the
vehideisworth.

C Frequently MTAS sees cities where personned procedures and practices expose the city to
serious ligbility problems. It is not uncommon to find personnd records scattered in various
departments with un-trained city employees distributing confidential personnd information in
violation of Federa laws. Some cities have paid damages for such practices.

C Citieswithout professond management rarely are effective in maximizing the use of Federd and
State funds to dedl with city problems.

C MTAS has seen ingtances in which cities have spent sgnificant amounts of money for debt
issuance without even redizing it. One Middle Tennessee city recently spent $200,000 in
issuance cost to finance a capital obligation that could have been issued through the TML Bond
fund for $40,000. That isa difference of $160,000 and when financed the issuance cost is
more than $320,000.

C MTAS has seen cities spend as much as $100 per ton just to collect the resident=s garbage.

There are other examples of problems common to cities without professona management. And what isredly
amazing is that many of the cities with problems smilar to the issues described above say they cannot afford to
pay acity adminigtrator. If acity paysacity adminigtrator $50,000 annualy, how many of these kind of
problems would the administrator need to correct in order to pay hissdary. Thetruth isthat a city manager will
save acity money rather than costing the city money, even if the city pays the administrator a decent sdary.
Some city administrators make a ded with the city that if they do not save them money within 12 months, their
resignation will be forthcoming. One city administrator recovered $332,000 in loca sales taxes that were
erroneoudy digtributed to other jurisdictions and added that much every year to city coffers. This city adso had
an industrid building that was constructed in the 1930's and was costing the city $250,000 to $500,000 annudly
in repairsBroof replacement, correcting OSHA violations, new eevators, etc. It wasared drain on the city, and
the adminigirator was able to locate a cut and sew operation in it and sdl the building to a private individua who
granted along term lease to the manufacturer. Would you say thet this city couldrrt afford to pay the city
administrator $60,000 plus $24,000 in fringe benefits? These are the kinds of things thet cities deal with every
day that need full-time attention.



1. Sizeand Complexity. Cities comparable to the sze of Centerville with professona management have a
property tax rate thet is on the average $.10 less than the same Size cities without professona management.

The City of Centerville with its $9 million budget and 52 full-time employeesis one of the larger businessesin
Centerville. In fact the aty can review listings of businesses of even hdf thissze, and will not likely find one thet
doesrrt have professond management. Centervilless form of government served the city well when Tennessee
was primarily arurd agricultural State. Today the city dedls with issues that wererrt even heard of 50 or 100
years ago. Centervilless form of government is outmoded. It needsto be updated to deal with issues such as
growth and developmentBimpact and devel opment fees, employee safety, insuranceBligbility, hedth, dentd, and
life, worker-s compensation, emergency services, finance, recregtion, animal control, sexud harassment, and
utilities and other urban services. Centerville can get by without an administrator. Many cities do, but they
generdly waste money they dorrt even know they are wasting, and they are not operated as efficiently and
effectively as they should.

The City of Centervilleis growing at arate of 2.7% annudly, which is pretty good growth, and that rateis likely
to increase dramaticaly. The city needs full-time professiond management to ded with the changesthat are
coming. The city board can respond to this by raising taxes and fees and doing the best it can with it.
Centervilless rate of growth could easily increase to from four to 10 percent per year. The city can have control
over therate of growth through impact or development fees but needs a city administrator to give thisfull-time
atention. The city would not want to levy an impact fee and then have to pay it back, as Columbiadid.

Coordination is a gaffing arrangement. It israrely ever achieved effectively through board representation aone.
The eight or nine city departments need a professonal manager to coordinate thair activities with one
anotherBcoordination is not automatic and does not take place without proper organization and effort.
Why isit necessary to coordinate city departments? It istrue that they do different things. It isaso true that they
often perform many of the same kinds of activites, and they depend on one another for support and information.
Both police and fire are dependent on dispatch communications. Fire equipment is commonly dispaiched to
automobile accidents. The recreation department mows grass and so does the street or public works
department. All departments are required to comply with safety rules and notify and train employees concerning
the presence and effect of hazardous materials. Avoiding employee injuries is common to most departments. It is
important for the public works department to know that the finance department will be paying alarge bond
payment in two or three months and that a paving project must be delayed. 1t may be that cash reserves are tight
because property taxes are recelved later in the year. 1t may well be that Streets are closed, and the police and
fire departments should be made aware of the closure. The water department may shut down the distribution
system for four hoursto repair pumps. An adminigirator can improve coordination through regular and specid
gaff meatings and other forms of communication.

A City Adminigtrator will give the Board better control over the adminisiration of policies, because accountability
is more centraized.



The use of work sessions rather than individual committees alow al board members to be more directly involved
in finance, sefety, sreets and sanitation. The adminidrative structure of a city administrator form of government
dlows dl Board members equa involvement.

A City Adminidirator provides a centrd contact point for the citizen in resolving complaints.

The City Attorney-srole and cost is minimized with a City Administrator. Many small cities that say they cannot
afford a city adminigtrator often pay acity attorney $80 to $100 per hour to handle many problems that could
eadly be handled by acity administrator making consderably lessin sdary.

A City Adminigtrator provides for more effective use of State and Federd grantsin providing and paying for city
sarvices A full-time professona manager who has the time to attend meetings and interact frequently with other
agenciesis more likely to be knowledgeable about the availability of State and Federa grant programs.

It should be clear that the City of Centerville should hire a city administrator to manage the everyday operation of
city government. Even though a city adminigtrator-s salary would be an addition to the budget, it is very likely
that revenues will increase or expenses will be saved that will more than pay for this added cost. Some
professond adminigtrators offer to work for no slary and only receive a percent of monies saved. A good
adminigrator will save the city money.

V. Recommendation.

C The city board should enact an ordinance authorizing the employment of a city administrator
who would have the authority to supervise dl city departments and employees and make
recommendations to the Board on issues and problems that may affect the city.

C The City Administrator should be given theright to hire and fire city employees. Hisactions
concerning employee actions would be under the general supervision of the city board which would ill
have the authority to hold the city administrator accountable for fairnessin personnel administration.
Some cities are reluctant to grant such authority, even though it usualy meansthat a city administrator will
hire better qudified employees and be more effective in supervisng and coordinating city services. The
city administrator should be evauated periodicaly to assess leadership, effectivenessin communication
with the board, effectiveness in keegping the board informed about city issues and problems, effectiveness
in working with department heads and other city employees and boards and commissions, ability to dedl
with the generd public, and effectivenessin carrying out the board,s policies.

C Qualificationsfor a city administrator should be established such that the city can employ a
professional administrator who can really help the city. A higher sdary for the right adminigtrator



might represent a savings over the long term.

C Thecity board should, prior to employing the city administrator, deter mine specifically what it
wants the administrator to do. The board should concentrate on goasfor the city and not concern
itself with refereeing squabbles in the police or fire departments. In other words the board should
determine what needs to be done and require the City Administrator to determine Ahowfl the goas are to
be implemented. The board would exercise generd supervison over implementation.

C Thecity board should, if it isnot already conducting such meetings, utilize a monthly work
session a Acommittee of thewhole.fl Every board member would then serve on the same committee.
Problems and issues would be worked out at work sessions before being formally voted on at city
board mesetings.
MTAS bdieves that implementation of these recommendationswill focus board attention on broad
policies, improve decision making by providing updated and accur ate infor mation to the board, and
improvethe efficiency of city government administration.

Prepared by: Don J. Darden
Municipa Management Consultant
Municipa Technicd Advisory Service (MTAS)

January 30, 2001



APPENDIX A
SALARY

POPULATION GROUP V (2,000-3,999)

City Minimum Maximum  Population
Algood $33,612 $33,612 2,868

Belle Meade $43,189 $56,668 2,839
Clifton $35,200 $35,200 2,763

Kingston Springs $33,530 $33,530 2,694
Smithville $38,480 $38,480 3,853
Waynesboro $37,080 $39,095 2,371
Average $36,848 $39,095

POPULATION GROUP IV (4,000-7,999)

City Minimum Maximum  Population
Fairview $35,000 $57,500 4,886
Fayetteville $49,712 $66,612 7,349
Forest Hills $42,000 $44,800 4,231
Hohenwald $51,792 $51,792 4,113
Millersiille $40,000 $40,000 5,118
Mount Plessant $52,590 $52,590 4,278

Sparta $49,743 $64,666 4,681
Winchester $45,140 $45,140 6,687

Source: MTAS Sdary Survey, 1999.

CITIESUNDER 4,000 POPULATION WITH PROFESSIONAL MANAGEMENT

City Population Position
i
Algood 2,868 City Manager (CM)

Ashland City 3,330 CA



Baneberry 325 CM

Bdl Meade 2,839 CM
Town of Brighton 1,627 CM
Byrdstown 998 CA
Cdhoun 552 CM
Carthage 2,476 F.T. Mayor
Chapd Hill 1,003 CM
Charleston 653 CM
Clifton 2,763 CM

Collinwood 1,014 CM
Cornersville 880 CM
CrossPlans 1,403 CM
Dandridge 2,012 CA
Dover 1,341 CA (conferred dl authority of CM)
Ethridge 565 CM
Etowah 3,815 CM (homerule)
Gatlinburg 3,417 CM
Joneshorough 3,513 CA
Kingston Springs 2,694 CM
Lakesde 1,551 CM
Lakewood 2,009 CM
Loretto 1,667 CM
Madisonville 3,880 CA
Maynaraville 1,596 CM
Middleton 611 CA

M oscow 472 CA
Mountain City 2,278 CM

Norris 1,303 CM
Oliver Springs 3,433 CA

Orlinda 521 CM

Parker:s Crossroads 242 CM
Rittman Center 478 CM

Ramer 337 CM
Rockford 721 CM
Snithville 3,853 Treasurer (designated CEO)
South Fulton 2,688 CM
Spring City 2,199 CM

St. Joseph 845 CM
Tazwell 2,150 CA

Tennesee Ridge 1,271 CMuiiiii
Trimble 766 CM

Watauga 389 CM

Waynesboro 2,371 CM



Whitwell 1,622 CM (homerule)
Willigon 427 CM

Source: MTAS City Officias Directory, 2000.



