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RECORDING OF PROCEEDING

The proceedings of this meeting were recorded for the benefit of the public and the secretary. Because the minutes are not a verbatim record of the proceedings, the minutes are not a word-for-word transcript.

CALL TO ORDER

Chairman Bob Turner called the meeting to order at 7:00 p.m.


WELCOME AND ANNOUNCEMENTS

Chairman Bob Turner welcomed the members and guests.  He stated that at 8:00 p.m., he will be calling Richard P. Negri, the Mayor of Corning to get his perspective on the City Manager form of government.

APPROVAL OF MINUTES

A. Casey-Bullock requested approval for the minutes of July 26 and August 23. She said she sends the draft minutes to the Commission members and asked them to submit changes and corrections to them by email to alleviate the time spent discussing minutes at meetings. 


Motion to approve the minutes of the July 26 Charter Commission meeting with one minor change made by P. Kane and seconded by A. Bullock; unanimously approved.

Motion to approve the minutes of the August 23 Charter Commissioner meeting with minor amendments made by A. Bullock and seconded by P. Kane; unanimously approved. 

E. DelSette requested the appointment of a treasurer to track and document expenses. 
He asked about having an executive board because he understood there has been an executive board meeting yet he finds nothing in the Bylaws regarding who serves on the Executive Board and there are no guidelines as to what that board can do. He asked if it would be relevant to this Commission to, as some boards and committees do, authorize particular officers to have powers to do or decide things in between meetings that usually fall to the whole committee. R. Turner said that shortly after the committee was set up, there was a meeting of the Executive Board which is comprised of the Chairman, the Vice-chairman and the Secretary to discuss the sub-committees, agenda and the timeline. He explained that it was originally understood that such a meeting of less than 8 members is not subject to the open meetings law but since then interpretation has changed and all subsequent executive board meetings will be publicly held. E. DelSette stated that an Executive Board must be created officially and listed in the Bylaws. He and R. Turner agreed that this will be discussed and the executive board officially created at a subsequent meeting with input from Assistant City Attorney Tony Izzo, the staff counsel.

TENTATIVE SCHEDULE OF MEETINGS

R. Turner announced that the meeting on September 27 will feature the Commissioner of Public Works and the Commissioner of Public Safety. The October 11 meeting will be a public meeting at the “To Form a More Perfect Union” exhibit at the Tang Museum at Skidmore College. The public will be invited to express their thoughts on the current form of government. He encouraged the Commission members to invite people they know to come and express their opinions and provide suggestions. . 

CITY MANAGERS

R. Turner welcomed Jason Molino, City Manager of Batavia, New York and Mark Ryckman, City Manager of Corning, New York as leaders in their respective cities and in the city manager field. 

He stated that Mark Ryckman has been the City Manager of Corning for almost 20 years. He is a past president of the New York State City and County Management Association and he has been the issue co-leader on public safety and homeland security for the International city and County Management Association (ICMA). He has also testified numerous times before the New York State legislature on municipal infrastructure needs as well as retail diversity and neighborhood health. 

R. Turner stated that Jason Molino has received the International City and County Managers Association strategic leadership award for his economic development work in Batavia and Batavia has also recently received the local government achievement award for its water and wastewater infrastructure plan. He explained that these gentlemen are among the best and brightest in the City Manager field and they will be discussing the City Manager form of government. They will make a brief presentation and then the Commission members will have the opportunity to ask questions. At 8 pm he will call the Mayor of Corning, Rich Negri, to describe how he functions as an elected Mayor in Corning.  

R. Turner distributed a description of the job duties and functions of a City Manager and a copy of the online bio of Mark Ryckman in order to provide to the Commission a sense of his training and background. He also included M. Ryckman’s online 2016 message to provide an idea of the challenges dealt with by the City of Corning and his duties as City Manager there.  




Jason Molino said that he and Mark put together a presentation on the Council Manager form of government, its conception and how it came about in New York State. He said that Corning and Batavia are similar in format and function. They will each discuss specifics and benefits to the Council manager plan and answer any questions. Jason Molino said he received his Bachelor’s degree in Political Science from Norwich University, and his MPA in Albany at the Rockefeller College of Public Affairs and Policy. He was a management assistant in Schenectady County then Assistant to the Village Manager in Portchester NY and was hired as Assistant City Manager of Batavia NY in 2006 and became City Manager shortly thereafter. He has been Batavia’s City Manager for ten years. He grew up in Saratoga Springs and graduated from the Saratoga Springs High School in 1997.  


MARK RYCKMAN, CITY MANAGER OF CORNING, NY

Mark Ryckman said his parents are native New Yorkers originally from Buffalo NY and he grew up in Maine, obtaining a Bachelor’s degree in Public Management and Masters in Public Administration from the University of Maine. He was a research associate for the Margaret Chase Smith Center for Public Policy as a graduate student and he also interned for the City Manager of Bangor, Maine for three years. He was a research assistant for the Bangor Center Manager Corporation which is a Downtown Business Improvement District and then became city Manager in Calais Maine in 1994. Calais is a small community on the Canadian border that functions as the center of the county and it has a similar essence to the city of Saratoga Springs. He became City Manager of corning, NY in 1997 and has been there 19 years and loves the job and being in New York.

M. Ryckman explained that the Council-Manager Plan combines the strong political leadership of an elected body with the managerial expertise of a professional manager- City Managers trained in this field. He said in the early 1900’s there was a movement in this country to reform local government which was at time characterized by graft corruption and nepotism with little or no oversight. Service delivery was largely politicized, based on political party, and it led to a lack of efficiency and effectiveness. Out of the reform movement was the idea to bring a business model to local government with a board of directors and a CEO, and this concept was traditionally supported by the Chamber of Commerce and the League of Women Voters. 

In 1908, the first community to adopt a Council-Manager plan was Stanton, Virginia and they did it by ordinance and they still have a town manager and Stanton is a popular resource of information on the Council-Manager form of government for graduate students.

In 1913, Sumter, South Carolina was the first City to adopt this form of government by Charter which is a more permanent method than by ordinance. Also in 1913, Westmount Quebec was the first Canadian city to adopt it and they still have a City Manager. 

IN 1914, Dayton, Ohio was the first large city to have the Council–Manager form of government and since then, the form has exploded nationwide and has become the most popular form of government in the United States in communities with a population of 5000 or greater. There are a number of Council-Manager governments in New York but Maine, New Hampshire, Massachusetts, Virginia, North Carolina, California and Texas are strong Council-Manager states and many communities out west are considering this form. 

M. Ryckman said that over time, things change and service deliveries and needs change and local government change and the role of City Manager has evolved as well. The first managers were primarily Engineers and the majority of their responsibilities revolved around public works because of the City’s responsibility for public works and sanitation, so they were often pulled from the ranks of the Public Works departments.  In the 1960’s and 1970’s there was a significant growth of public administration programs and managers were becoming generalists which was necessitated by the challenges of local governments at that time which included planning and zoning issues, the increased demand for more parks and recreation services and senior centers.  He and Jason are trained in personnel, budgeting, and a wide range of skills and areas within local government.   Management training in our Nation’s graduate schools was influenced by the needs of local government.

M. Ryckman advised that there is now an evolution of sorts because managers are now becoming facilitators. Although still management generalists they are beginning to develop facilitation skills and much of this is driven by the polarization of politics in our country and by the growth of social media and more groups having a voice and competing interests having greater voices which results in managers spending more time facilitating discussion among these groups in order to build consensus and advise the city councils on policy matters.  Although the core skills of management generalists are still necessary the skill of facilitation is being required and the ICMA is starting to talk with the academic community about this. He serves on the advisory board for the MPA program at Binghamton University and he is teaching a course there on local government this semester. It is recommended to the graduate students in the MPA program to start honing facilitation skills in addition to their core management skills. 

To illustrate how this works, he created an organization chart which looks like a business model. The chart does not include the 103 full time employees of Corning, it is more general. There is a City council, similar to a board of directors, a City Manager which is like a Chief Executive Officer and under the city Manager are administrative functions including a clerk, Finance, Assessing, Public Safety, which is police and fire, Planning and Economic Development which includes Code enforcement (AKA Building Inspectors) and there is a fairly large Department of Public Works consisting of the Street Division, Fleet Division, Water, Wastewater treatment plant, and a parks and recreation department and the Senior Center which are shown separately but they are experimenting in Corning with consolidating both departments since the  Director of the Senior Center retired and the Parks and Recreation director is now responsible for both agencies and it is going well and will probably become permanent to save money.

M. Ryckman noted that this is similar to the function of a school district with the board of Education responsible to the voters at large and they appoint a trained professional school superintendent to oversee daily operations of the school district. He frequently speaks with the Corning school superintendent regarding facilities and they often work together on issues. For example they are currently discussing merging the City pool operations and the school pool operation together. 

In the Council-Manager form of government the function of the council is pretty standard but there is a little customization in each community. The Mayor of Corning is elected at large by the public and there are 8 Councilman but some communities have a Council President and some pick a board chairman each year and give them the title of Mayor so there is some variation. In Corning the 8 council members represent 8 wards and their first and primary responsibility is to appoint and remove the City Manager who serves at their pleasure. He can be terminated upon a 90-day notice or if he chose to leave, he would have to provide a 90-day notice. He is on a very short leash and he does not mind; the relationship has worked well in Corning for 19 years. 

Unlike having to wait until the next election to change, the Council can remove the City Manager at any time so there is a direct accountability to the elected officials representing the public. They set policy direction as a legislative body; there is an 8-person City Council plus the Mayor, 9 people, and 5 have to vote affirmatively in order to set policy. They create a strategic plan with goals and objectives; they enact ordinances and laws and they adopt an annual city budget. The City Manager proposes the annual city budget but the Council can modify it as they choose and they adopt it. The Council does not have any administrative authority but they set policy and policy direction and the City Manager and staff are required to carry out their wishes accordingly. 

JASON MOLINO, CITY MANAGER OF BATAVIA, NY

J. Molino said that Batavia is set up similarly to Corning. There are 9 Council members but 6 are from Wards and three are elected at large to four year terms and every two years, they hold an organizational meeting where the Council select\s a Council President and a pro-temp which is a Vice-President. The council President is the ceremonial head at the meetings and has very limited duties with respect to what they do in terms of running the meetings, and they sign contracts and agreements only with the authorization of the city council. He said the responsibility of the Council for the removal and appointment of a City Manager is also similar to that of Corning except that a 180 day notice is provided in Batavia for termination or if the City Manager chooses to leave. He has been there 10 years so far and everyone seems content with that. In terms of policy direction, Batavia’s legislative body sets the policy. There is a strategic plan that is updated regularly and one of the awards received by Batavia from the ICMA is the Strategic Planning Initiative award. The strategic plan is set by the council through a series of processes which establishes a direction and vision with goals and objectives over the next two to three years. The Council enacts laws, and ordinances in a similar way to most Cities and as city Manager, he proposes the budget which is subsequently adopted by the Council. The budget must be proposed by a set date identified in the City Charter. The fiscal year begins April 1 in Batavia so the City Manager must have a proposed budget brought before the Council no later than January 15 and an annual budget must be adopted by April 1. In Batavia’s City Charter, if a budget is not officially adopted by the end of the current fiscal year (March 31) the proposed budget becomes the law. This has not happened but is ensures there is a budget at the beginning of the fiscal year. 

M. Ryckman said they have the same regulation in their charter. He said Corning’s fiscal year begins July 1 so he must have his proposed budget presented to the Council by May 1 and it must be adopted by July 1. 

J. Molino explained that the term of the Council members is 4 years and they are staggered every two years. M. Ryckman said there are staggered 4 year terms for Council members in Corning; half of the Council is up for election and then two years later the other half is up for election. The Mayor of Corning is up for election every two years.   

J. Molino said that individual Council members may not direct Administrative staff except through the City Manager who is essentially accountable to the Council. 

G. Boyd asked if the 90 days or 180 days is a provision of the Charter or in the City Manager’s employment contract with the City. Both J. Molino and M. Ryckman responded that the number of days required for termination or exit is in their employment agreement. M. Ryckman said that some communities may have it in their Charter. He said that in Maine, it was in the Charter and included a public hearing and time frame.

Regarding the general role of a City Manager, M. Ryckman explained that in Corning he holds the title of Chief Executive Officer. He provides the Council with policy advice and his job is to provide them with complete and objective information with various alternatives and the pros and cons associated with it. He makes recommendations but if they select a different option it is his job to move forward and implement it to the best of his ability. This actually works very well. The Council gets very thoroughly briefed on various projects and the options before them. The staff and he lay out objectively the pros and cons of each option and most of the time they make an on-the-record recommendation and then the Council is free to vote. Most issues in his community are fairly well researched the Council has had a lot of deliberations so the decisions being made as a local government are very sound. Because there is a large amount of research and vetting at the staff level and a lot of debate at the Council level before they actually vote. 

J. Molino said that the objectivity does not change regardless of changes in political party at the table. He said there have been changes in the Council majority from one party to another but that does not influence or change the purpose for which we complete our tasks. The objectivity remains with the City Manager because of the continuity and consistency of the operations. 

R. Turner asked for an example of that concept. M. Ryckman said that most of the issues dealt with in Corning are not political and the Mayors he has served with do not deal with political platform on the local level; they are busy dealing with infrastructure and housing issues and those are economic development concerns and not largely political party issues. He said the current Mayor has picked a Deputy from the opposite party and he and past Mayors do not really see the political party. If someone has a good idea, they would listen to it, regardless of the political party of the individual. His Council has gone back and forth from one party to another but it is his job to remain politically neutral. He and J. Molino are prohibited by the ICMA Code of Ethics from making political contributions, or endorsing political candidates. There will never be a yard sign on our lawns and our names will not appear on a donation list and they will not being seen signing political petitions. They must remain politically neutral and being objective is something they take pride in. It actually makes the job of City Manager easier; they explain the ICMA Code of Ethics and people are very respectful of that and he has never experienced a problem with it.  

J. Molino agrees. He said that one example of an issue is infrastructure, meaning water and sewer pipes that are near or at catastrophic failure. Part of the process of strategic planning is to identify that the infrastructure is key and to make sure that the City invests in its infrastructure without waiting for it to fail first. He said that an initiative he put forward two years ago was the development of a comprehensive water and sewer plan for distribution and collection. Batavia has both water and a wastewater plant which is the largest lagoon wastewater plant east of the Mississippi River with over 350 acres of a series of lagoons with distribution pipe throughout. Part of the strategy he put forward to the Council is the need to budget money and lay out an investment plan for the next ten years; a ten year capital plan for water and sewer infrastructure and to determine an annual rate structure over the next ten years.  From there they discussed the cost and planned how to acquire the funds and they came up with the fact that for about $12 per year for each average user they could fund the plan. The presentation was made to the City Council and they unanimously supported the plan. The typical residential user supported the plan. It was well thought out, thoroughly vetted among staff, to residents and to the Council and the plan received positive feedback from the public and it worked. R. Turner asked where the idea came from. He responded that it came from staff and him. The process of strategic planning is to provide and economic scan of the City and as that process played out they determined the value and necessity of investing in the infrastructure so with that in mind it was their task to come back with ideas on how to reach that objective. They provided sound policy advice.

BK Keramati asked how the Citizens typically approach the City with an issue. Do they go to the City Manager or to the elected Council member? He also asked if the Council has any way to oversee how the City Departments are doing.

M. Ryckman responded that his Council is getting better at fielding policy issues. For example, if the concern is whether the water is treated with fluoride or not, that is a policy issue and that gets referred to the Council or Mayor. If they have a pothole to get fixed, it is referred to the right department which is Public Works. In a broad sense, they make an attempt to screen the calls to determine whether it is a policy or an administrative issue. It does not always work. Another way that problems are addressed is that a Council member can fill out a request for service form and give it to the city Manager so that he can begin researching the concern. His office is well trained but sometimes the answer is not the one desired by the citizens they come to the City Manager for a solution. Sometimes the decisions are correct and there is nothing else that can be done but if everything is explained, most citizens are appreciative of the effort. M. Ryckman said he tries to respond to the City Council member within 30 minutes to one hour after they call about something. 

J. Molino said there are Council member rules that must be followed, specifically that Council members cannot give direction to staff members. For example, if a citizen contacts a council member about a pot hole, that council member contacts the City Manager so can follow up with DPW staff on the progress of repairing the pothole and then he can quickly respond back to the Council member that the problem is being taken care of. J. Molino commented that often the Council member will give him the contact information so he can call the citizen or even visit them in person if it is a particularly serious problem. 
He agrees with M. Ryckman to try to respond back to Council members as soon as possible because open communication is the best way to maintain a working relationship. 

In response to BK Keramati’s second question, M. Ryckman said that it involves the function of oversight of City Departments. He said that oversight of the department of Finance is an important role for the City Council in terms of their government responsibility. Every month, the City Council gets a list of every purchase that was made and they frequently question the purchases and whether the product or service was bid appropriately. It is up to the City Manager to get the answers. The council receives a copy of a report on each budget every month to check the status of each line compared to the amount budgeted. They also hire the audit firm. The auditors provide an oversight function of the Council over the staff. They hire an audit firm and that firm does its field work to ensure that the City’s Administration is conducting purchasing and financial affairs in accordance with Council policy and City Finance law and any specific state or local regulations. The Auditors report their findings in public at an annual audit workshop and they report their findings to the Council in public once per year at an audit workshop and the report is the only item on the agenda. The auditors come to the session to answer the Council’s questions and the whole process is an example of Council oversight of the City staff.   

J. Molino said their process is similar. Their Council gets monthly budget reports, a summary of expenditures for each month, and a list of expenses and revenues compared to previous years. Many times they have questions about the differences between years or about special expenses. The Council of Batavia also gets reports on water consumption and wastewater volume and a list of prior years for comparison. He said that internally, Department Heads get monthly reports from the Finance Office in order to understand where their budgets are. He also does a 6-month projection halfway through the year when he presents to the City Council a projection of the budget to the end of the year, advising them of any lines that may be under budgeted and to determine whether contingency transfers are needed. They have dialogues about various items, or whether everything is in line with expenses or if revenues might be short. This process provides the Council with information to determine how Finance will be at the end of the Fiscal year. He noted that there is also an annual audit report. The City Council selects an independent auditing firm. The Auditing Advisory Committee reviews the draft financial statement which is comprised of 2 Council members, and 3 residents. They make recommendations and support the draft accordingly. If there is a specific question on a budget item, a meeting is set up with the City Manager and the Deputy finance director

J. Altamari asked how the staff is hired. M. Ryckman responded that most of the staff are civil Service employees in competitive class positions where a test is required and they have to finish in the top three. The City Manager is the appointing authority. Civil Service appointments must be confirmed by the City Council. The Chief of Police position is filled from a pool of candidates internally. There is an interview team that selects a candidate and once selected the Council receives a bio of that candidate. The members of the city Council have the opportunity to ask a candidate a question or two. Regarding compensation, everyone is unionized and their salaries are set in contracts. Raises range from 0 to 3.5% based on performance. Salary ranges of directors are set by City Council. The city Manager evaluates performances and establishes the pay raise. 

J. Molino said that the most of the staff are Civil Service employees in competitive class positions and 11 are non-union and the rest are in Unions. There is no performance based pay structure through a review process. The city Attorney is appointed by the City Manager but the salary is set by the City Council. Summaries of any performance evaluations are foilable but the rest of the evaluation is not. Compensations are foilable.  J. Molino said the interview for Department heads usually includes Council members and a few community CEO’s. M. Ryckman stated that confirmation by the Council is in the Charter; the process leads to consensus. 

B. Wurtmann asked what the weaknesses of this form of government are or are there situations that would be easier to handle if the City Charter was tweaked. What are the advantages to go to this form of government? 

M. Ryckman said that they are professional city managers that are trained to find a way to manage within the structure of the charter. The City Manager devotes full time and attention to the duties of the Clerk. The charter should be tweaked to allow some flexibility within its framework to match the flow of the times because currently it is too rigid sometimes. If you are re-writing your Charter, leave some flexibility in there. 

J. Molino said that the weakness is that City Managers are human. You will get good ones and bad ones. Generally they are all trained and have credentials but the choice should be carefully made because they are not super-heroes. Make sure in the hiring process that you understand the qualities you need in a person in order to fit with the values of the community. 

M. Ryckman said it is similar to hiring a school superintendent; some can handle construction or expansion and some specialize in curriculum. The key is to focus on whether their strengths and skill set match the goals and needs of the community. Personalities should match also. If the city Council hears something on the media before they hear it from the City Manager, he feels he has failed in communicating. 

R. Turner called the Mayor of Corning, NY.

RICHARD P. NEGRI, MAYOR OF CORNING, NY

R. Turner stated that he was with the City of Saratoga Springs Charter Review Commission and the City Manager of Batavia and the City Manager of Corning NY. He asked Mayor Negri to describe the relationship he has with the City Council and the City Manager.  Mayor Negri said he supports the City Manager form of government because it is very effective. The first thing they do is to hold a strategic planning session to identify the areas of high priority such as housing or economic development. For each top priority item, the Council meets for a period of time to come up with a series of ideas and plans and then solutions are eventually developed at these meetings. This is implemented by the City Manager and it is how they developed an idea to create a fund to keep roads in good shape. 

Mayor Negri explained that the City Council hires the City Manager. The Mayor represents the City in inter-governmental relations. The Mayor also appoints Council committees and Citizen Boards and Committees. The Mayor handles the City Council issues and is chairman of the Council and runs the meetings. Also, the Mayor is the face of the City and welcomes visitors, does proclamations and community functions and serves as Ex Officio of all City Boards and Commissions. The Mayor has the power to administer oaths and affidavits. For ceremonial purposes, the Mayor is the head of city government; and for the purpose of military law. The key to a successful City Manager form of government is the relationship between the Mayor and the City Manager. It is a difficult line to walk. He said that the City Council looks at the background information on a candidate for City Manager and considers their education and capabilities and whether their personality fits with the Council and the Mayor. You never know what you get when someone is elected. Hopefully, they can work well with the City Manager. The City Manager is trained in how to run a City so if the Mayor is not experienced in that, hopefully you will mesh and work well with the City Manager. 

R. Turner stated that there are many issues faced by the City of Corning including increased budgeting pressure because of the property tax cap. It is a challenge to determine how to meet expenses in corning without exceeding the Property Tax cap. How does having a city Manager facilitate working through this process? Mayor Negri responded that in May there are a series of workshops where the City Manager presents the budget to the Council and then discussion ensues. The City Manager can present ways to solve problems by shifting funds, etc. The City Council came up with a directive to the City Manager to build up funds to fix the roads so he had to increase the budget. 

B. Thomas asked whether the Mayor have a vote on the City Council. Mayor Negri responded, yes, the Chairman has a vote.

E. DelSette asked how the Mayor avoids the after effects of political fights. He referred to the City Manager position in Oneonta. J. Molino expressed concern that E. DelSette had mischaracterized the situation in Oneonta. He said the first manager was hired for two years and left after six months; it is imperative to find the right fit for the position. 

R. Turner stated that many Cities that have a City Manager state that it takes strength and power from the voters. Mayor Negri said that the city Manager serves at the pleasure of the City Council and the Mayor who have the authority to replace the City Manager if they are not doing the job they need done. The Mayor and Council are supported by the Citizens of the community.   He explained that you can’t have a well-run city just because of your Charter or policies; there must be a good working relationship between the Mayor, the Council and the City Manager.  When it is there, the public recognizes this relationship and sees that things are getting accomplished. 

M. Los asked what Mayor Negri’s thought process is on how well it works that the Mayor’s term is two years and the Council’s term is for four years. Mayor Negri said it is not negative. There has been discussion about changing the term of Mayor to four years; they might present it, you never know what you are going to get with elected officials. The City Manager selection is more regimented than voting. You may not always get the best candidate in an election. He feels that too much time has to be spent campaigning when the term is only two years which is a negative. They may eventually present a change in the length of the term and possible term limits. When you weigh the pros and cons you can make the case where it should be four year terms. . 

Matt Jones said he is curious about the objectivity within the role of the City Manager. He asked where are City Managers most vulnerable to attack by the public regarding objectivity in the discharge of their duties. 

Mayor Negri responded that the only areas they might be vulnerable regarding objectivity may lie in their individual relationship with a member or members of the City Council. For example, if a city Manager can’t implement a solution for a particular Council member, he should meet with the Mayor and the Council in an attempt to resolve the problem.

M. Ryckman agreed. He said sometimes the City Council comes in with unrealistic expectations or a City Council member comes to the City Manager with an issue that might be competitive with other Councilmen and when that happens he will meet with the Mayor in those circumstances where the Mayor acts as a facilitator. The Mayor’s role is important. M. Ryckman said as City Manager he is handling administration, policies and without an attentive Mayor there could be a difficult relationship between the City Manager and the City Council.

BK Keramati asked that in cases where the Mayor and the Council members see or hear about waste or inefficiency in City Government, should the City Manager take action accordingly.  Mayor Negri answered that there is a procedure where the constituent must fill out the form and the city Manager takes it to the appropriate department for a solution. The Mayor gets complaints and then reviews them with the City Manager to determine how to solve them. He said that sometimes complaints are justified and sometimes he advises a course of action and they work it out and then they get back to the citizen with a solution. Mayor Negri said that having a good relationship between the City Manager and the Mayor gets a lot done. 

P. Kane asked how does the role of City Manager, the City Council and the Mayor interact with the larger employers and large civic groups in the community. How do you work with all three entities? Mayor Negri said that the City Council does not interface with the Fortune 500 company that we have in Corning. He and the City Manager meet with the group representing that company. They have an organization, Corning Enterprises which is the political arm of Corning, Inc. and he and or the City Manager deals with their president frequently. Whatever comes out of those meetings and discussions is passed on by the City Manager or the Mayor to the City Council. Only the City Manager or the Mayor handles those issues. . 

R. Turner thanked Mayor Negri for his help and time and for sharing Mark Ryckman.

CHARTER COMMISSION’S QUESTIONS FOR CITY MANAGERS

G. Boyd stated that almost all discussion has been about the establishment of a City Manager form of government. We would have to go through a transition because of timing. There would be less than two months left after the vote, and there would be a City Council election and the swearing in would be January1. How would you handle a search for a permanent City Manager?  From your membership in the NCMA, what percentage of City Managers are women?

M. Ryckman responded that there are a low percentage of female City Managers and he is not sure of the reason. The ICMA has committed to having a larger pool of minorities and women in the field; they have made efforts to encourage diversity in race and gender. 

Regarding transition, M. Ryckman suggested encouraging a staff person to act as a temporary City Manager. There are also retired City Managers that are seasoned professionals that will work six to 12 months as a temporary City Manager in order to get a continuity established and set up the city Manager form of government.

Devin Dal Pos asked what the populations of Corning and Batavia are, what the average annual City budgets are for each community, the number of employees and each City Manager’s salary. M. Ryckman responded that the population of Corning NY varies from 11,000 to 20,000 because Corning is the world headquarters for Corning International and during the day they bring in lots of people. The annual budget of Corning is around $20m and there are 102 full time City employees.   M. Ryckman said his annual salary is $122k per year. 

J. Molino said the population of Batavia is 15,500, the annual budget of Batavia is $25m and there are 147 employees. His annual salary is $93k

R. Turner asked about the process of resolution if people came to him with two issues, one issue is homelessness downtown and the other is how to create Wi-Fi for all of downtown. M. Ryckman said that the first step is to determine if the issue is in the direction of the Council’s strategic plan and if so, he would begin a dialogue on the issue to get a sense of what the need really is and if it is a hot topic or a particularly strong need, he will start putting a committee together of staff, early contacts, stakeholders, etc. If the issue is not in the strategic plan, he will explore options, conduct a rough assessment and go to Council to determine if they want to do more, and pursue this issue and possible add it to the plan. 

J. Molino said that the process is similar in Batavia. Sometimes an issue is found not to be a priority and other issues are added to the plan.

M. Ryckman said that part of the orientation of new Council members is to remind them to act as a body; the City Manager does not take direction from individual City Council members, he responds to them as a body, as a whole.

L. Chodos asked if there is a need to strengthen relationships with your County. M. Ryckman said he speaks with the County Manager regularly. Two of the City legislators are on the County legislative board and they come to the Council meeting regularly. Where we do not do well is focusing too much attention on local issues and not on shared services. It is difficult to find time to discuss shared services. There is a desire to improve and increase shared services but there is no time to start the process. 

J. Molino said that Batavia shares lots of services with Genesee County; the relationship between the city and the County is very important. 

E. DelSette asked what the Council salaries are in Corning and Batavia. M. Ryckman said the Mayor receives $9,000 per year and the Council members each receive around $4,000. They used to receive health insurance but about ten years ago when Mayor Negri was a councilman, he proposed and advocated to remove the health insurance benefit and the Council voted to eliminate it.

J. Molino said that the Council President receives $4,500 per year and the Council members each receive $4,000 per year. They do not get health insurance.

B. Wurtmann commented that there has been testimony to the Commission that citizens believe things are going well economically. How would you convince residents that things could go better?

J. Molino said that stability vs. inconsistency in leadership. Accreditation is important. Does the municipality perform well? The City Manager form of government lends to consistency, continuation of professional leadership over the long term. The Council –Management Plan brings consistency, leadership, long term vision, and solvency. When you look at the long term results of this form, there will be ebbs and flows but the ability to survive is there. Any decisions made now should be about the future. Basic steps should be taken in all departments to examine what can be done to improve service. When speaking about the long term, determine what changes are cost effective. Batavia is attempting to have all three large departments, Police, Fire, and Public Works become accredited based on best practices. Best practice in financial disclosure ensures that organizations are set up and stable and continuous. 

R. Turner asked if City Managers have a professional network to tap into; where they are systematically exposed to best practices. 

M. Ryckman said the ICMA is the professional network. They have a voluntary credentialing process, written assessments; guides to building an annual management and professional development plan. He has spoken with a lot of City Managers across the State and the Nation and there is a list serve where it is easy to have discussions on policies and get advice on an issue. He sits on a government affairs and policy committee for the ICMA and his personal expertise is in Public Safety. 

J. Molino said he speaks regularly with managers and the New York Conference of Mayors offers full training and they are in Saratoga Springs this week. He has spoken at these sessions and he often uses the opportunity to speak with leaders of other communities. He teaches at Brockport as an adjunct professor and M. Ryckman teaches at Binghamton University. This outreach helps build the field; networking is huge and there are requirements in the field to maintain a skill set and there are future needs for skill sets. 

M. Ryckman has received full training in police and community relationships and he serves as a panelist. It is important to be prepared for police shootings, etc. and well versed in cutting –edge topics; some of them are old beasts that come back to haunt.

R. Turner asked if the City Manager form of government reduces partisan bickering.

M. Ryckman said that is where the facilitator skill set mentioned earlier comes into play. The City Manager builds consensus between the staff and the City Council and between the City and the business community; a technical solution goes nowhere without consensus for it; consensus reduces bickering. Healthy dialogue can be done civilly; promoting consensus building is a process.  He said it helps that his Mayor believes in civility and will never raise his voice in public. This demeanor helps build consensus and as a result most of the Council votes in corning are unanimous because most issues and solutions are well vetted, well researched and thoroughly discussed. 

P. Kane asked what would be a City Manager’s focus.

J. Molino said that a City Manager would look at efficiency and focus on whether this is in the best interest and would be a best practice for a community. He would bring in a network of resources that he has because he is a City Manager and a member of the ICMA.

M. Ryckman said that from a revenue perspective, most City Managers have a background in grant writing and fund raising and from an efficiency standpoint we are all in a position to reduce staff. He reduced staff from 131 to 102 full time staff; one of those was possible with technology, others were possible after analysis of the work flow resulted in the reduction of steps to be more effective. At this point, further reduction would reduce services. 

J. Molino said that getting the right team together will spark creativity and innovation and it will facilitate discussion among staff to get the answers and be productive. City Managers will bring leadership, values which will transcend through all Departments. 

M. Ryckman said that city Managers do more coaching than direction. He said that in Corning they have started to train Department heads to learn grant writing. It used to be done by the Planner but now others are being taught. The Recreation director started on little grants and has just received his firs $100k grant. The City Council is happy that more staff members are being trained to be grant writers.

Tony I. asked what individual staff members the City Council hires.

M. Ryckman responded that the Council hires Auditors and the City Manager. The staff reports to Department heads and the City Manager. The City Council only acts as a body.   

E. DelSette asked if the Mayor seems to feel that it is better to have more experienced people as City Managers. M. Ryckman said that people are busy and economically it takes two people to work and run a household.  When there is civil and productive dialogue, more people are encouraged to run for office. It is a thankless job and not glamorous. J. Molino said that when things run smoothly and a lot is accomplished, people are motivated to run.

P. Kane asked how important are the relationships of City Managers with places like SPAC or Skidmore.

M. Ryckman said it is important, for example the City Manager form of government started in Corning in 1995 and Corning Inc. publicly supports the City Manager form of government because they like the idea of stability, the idea of having a professional manager to talk to and someone who understands their needs and business practices. Prior to the City Manager form of government, corning had a strong Mayor with Commissions which is not a good hierarchy. 

J. Molino said that to foster any relationship it is important to keep a dialogue open and to reach out to the company, corporation, or anyone and be honest about what is going on. If the situation will negatively impact a business or organization, it is important to let them know, to give them a heads up even if it not good news. They appreciate the heads up and the honesty and that practice will solidify relationships. 

M. Ryckman said his job as City Manager is similar to that of a Hospital President or a School Superintendent. It is to build relationships and use them to gain information and move forward toward the goals or solutions. 

J. Molino said that complications can be fun; you should trust the relationship to be able to weather intense dialogues. You have to reach out; you cannot work in a silo and expect to achieve maximum success. 

City Managers help communities thrive. They have to implement and deliver. They are professional managers that are running the communities where we live our lives.  After policy is set the City Manager implements that policy. It is their job to ensure that the City is run well for the elected officials and residents and that the needs of the City are being met. 

OTHER BUSINESS
Ann Bullock said that if the Commission is foiled, use her new email address sent to everyone on September 8; it also details who gets contacted and how. She reminded the members that meeting notices indicate when, where, date and time and should be given to her, to Kevin Kling and Susan Armstrong. All minutes now go through her. 

R. Turner said he will research the Treasurer issue. He reminded members that they will be interviewing the Commissioners of Public Works and Public Safety at the next meeting. 

E. DelSette suggested that the Commission interview the Executive Secretary of Civil Service because she is a wealth of knowledge. 
ADJOURNMENT

There being no further business, Chairman B. Turner asked for a motion to adjourn the meeting.

Motion to adjourn the meeting came at 9:30 pm by M. Jones and seconded by P. Kane; unanimously approved.

Respectfully submitted,


Nancy Wagner
Clerk 

Approved: 9/27/2016
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