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 Town of Paxton



             Board of Selectmen
       697 Pleasant Street, Paxton, MA 01612

   (508) 754-7638 – phone (508) 797-0966 – fax

   
      dparsons@townofpaxton.net
Regular Meeting Minutes

Thursday, April 7, 2022
Meeting Location: John Bauer Senior Center 17 West Street, Paxton, MA 01612
Members Present:                   Peter Bogren, Jr, Chairman

Julia N. Pingitore, Vice Chair





Kirk R. Huehls, Clerk




Carol Riches, Town Administrator

The Chair called the meeting to order at 6:00pm.

Interview with Charles Young
Introduction/Warm-up. Candidate specific questions. 

Purchasing Agent/Financial Analyst in Weston.

Originally from a small town in Maine. Would like to get back to a small 
            town community.
Management: Most department managers report directly to the Town Administrator, as well as the collector, treasurer, town clerk, town accountant, town services coordinator, and executive assistant. As the newest member of the management team, how will you set expectations and monitor progress? What qualities would you be looking for in other managers/department heads? What do you envision will be the greatest challenges you will face coming in as a new manager? 
Set a good example - be helpful not hinderance – find ways to help people improve – meet on a weekly basis – utilize existing forms for evaluation – open conversation – may need to prove myself to show that I have the expertise.
Leadership: What do you believe are the biggest challenges in leading a small town? Given your own individual experience, what do you believe with be your biggest challenge in assuming this leadership role? How will you leverage your own strengths, and what do you foresee needing from the Board of Selectmen to position you for success? 
Execute the BOS vision for the community – know what the people are    looking for and how to connect with people. 
Finance: Please describe your financial management style. What do you anticipate will be the role of the new Town Administrator in working with the Finance Committee to overcome budget challenges? How far ahead do you believe financials be forecasted and planned? Tell us about a time you were successful in obtaining an important grant. 

Community IT compact grant – enjoy working on grants and I can bring 
that to the table  - enjoy financial analysis. 
The Role of Town Administrator: What would be your initial plan to get to know the Town, including residents and businesses? How can a Town Administrator foster economic development in a small rural town like Paxton? What is the most important lesson you will take with you from your previous job?
Get to know everyone on a personal and professional level -  come at night and on weekends  -  listen to BOS and individuals as to what they want – zoning and planning changes – I will take many lessons from my previous job but the number one is how I work with my boards and committees. 
Technology: What do you feel are the most important components of a town website, and of a town communication plan? How would you still reach individuals in the community without access to technology? Please share an experience you had in implementing new technology. 
Not everyone is using technology yet -  Newsletter – postings in town buildings – engagement of community -  build out the website with what is useful. -  transparency  -  post anything that is useful to a town resident  - my history is in IT initially – we are currently implementing clear gov for budgeting process.
Difficult Situation: 

a. Please share an experience you have had in the past with a difficult employee. How did you handle the situation? 
I do not manage a group directly however with one department head there were some disagreements so I tried to look for ways that I could resolve that so I tried to accomplish small victories to get the best outcome. Meet them halfway. 
b. How would you handle conflict between two other people or groups? What questions would you ask to obtain a full picture of the situation? How would you help them find a “middle ground”? 
Conflict resolution has been a key point in my current position – get to know the background – see what is a middle ground – what each side needs to come to the table.
Negotiation/Collective Bargaining: How would you balance union contracts/constraints with noncontractual obligations? 
No collective bargaining experience but have worked on contracts – firm believer on meeting those groups halfway – balance the collective bargaining with what the community needs - do a lot of background work. 

Forward thinking: What qualities do you possess to move the community forward, while preserving the character of the community? Please provide an example of when you were able to identify a complex problem, evaluate the options, and implement a solution? Describe a progressive idea that failed, what did you learn from that?
Purchase order process that was progressive, but it did not work because it was not followed through. -  understand what It means to respect and preserve - At heart I believe I am a change manager -  I come from a small town and will be resourceful for people.

Project Management: How would you approach a large project which needs to be completed? How would you secure funding, and how would leverage collaboration to bring the project to a conclusion? Do you have any specific experience to draw upon?
Finance is my primary involvement – go from procuring to managing - renovated four buildings in Weston in the last few years - by in is key from start to finish - you need input from the community - projects are a place that I am comfortable with. 
Interaction with Boards/Committee Members: 

c. Consider the following situation:                                                                                                                                                                                                                                                                                                                                                                                                                                                                                       Your elected Board, at a public meeting, appears anxious and ready to vote on an important policy decision that you firmly believe would be detrimental to the Town. The issue had not been discussed previously. What would you do and how would you do it? 
I might use my own voice to speak up if I did not have a chance to get in the chairs ear first. I am not going to stand in the way I will be as cordial as possible but will be supporting of the board to make it successful. 
d. Please describe a time when you had a difficult time working with a board or committee member (no name). What made the relationship so difficult, and were you able to resolve it? How do you see your role in relation to the Board of Selectmen? 
The Town Administrator is the conduit to other boards and committees. The Finance Committee can be the one board that can be a tense situation occasionally. It may be difficult to move past. Agree to disagree as long as both groups understand the path that you are trying to obtain.
Free Space:  Is there anything else you would like to add, any questions for us? 

(PB)  Where do you see yourself 5, 10 years down the road?
Mr. Young - Five years ago my goal was to become a Town Administrator and now I am going for that. Five years from now I hope to have been part of a community development in a local setting which helped people to improve the quality of life and leave it better that what I came into it. I do want to be able to prove myself .

(KH)  We are part of a regional school district with financial constraints. What would you see as the biggest challenge?
Mr. Young -  I know people that have managed within this district it a good group of people that you can work with. I would talk with other to see what their concerns are. These expenses are a separate aspect of the budget and figure out how to work through it. Concern that our revenues are not increasing at the same pace as the expenses.
(JP)  In Weston you have a Town Manager do you have any Town Administrator role models?
Mr. Young -  My current Town Manager was a Town Administrator first and has shown  me how to work at cross collaboration and that working across departments helps you to work together.
(KH)  If you were to be a successful candidate would Paxton be long term or a steppingstone for you?
Mr. Young – There are a lot of things that would determine that. I want to see how much you can grow in a position. If I was not able to accomplish goals for you anymore. If things stagnate that would be when I would move on. 
(JP)  In Weston you have a $100 million budget in Paxton we are much smaller. Where would you recommend making cuts to the budget if needed. 
Mr. Young -  You do not want to make cuts to personnel, if necessary, I would look to my department heads and ask them where we could make reductions and see what the Board of Selectmen recommend. 
Mr. Young (closing statement) – I feel most at home in a small community. Passionate about local government and best practices. I would demonstrate and lead by example. Help departments do what they do best. 
Interview with John Charbonneau
Introduction/Warm-up. Candidate specific questions. 

Born in Rhode Island.

24 years of experience in land use and economic development.
Management: Most department managers report directly to the Town Administrator, as well as the collector, treasurer, town clerk, town accountant, town services coordinator, and executive assistant. As the newest member of the management team, how will you set expectations and monitor progress? What qualities would you be looking for in other managers/department heads? What do you envision will be the greatest challenges you will face coming in as a new manager? 
Set goals and expectation  - accessible to employees – very approachable   as a planner I work with every department there is -  I have a basic understand of how all the departments operate.
Leadership: What do you believe are the biggest challenges in leading a small town? Given your own individual experience, what do you believe with be your biggest challenge in assuming this leadership role? How will you leverage your own strengths, and what do you foresee needing from the Board of Selectmen to position you for success? 

Use your strength – management style is fairly laid back and let people do 
their jobs. -  do not micromanage  -  my biggest challenge is going from managing a small staff to managing a town. I will always accept responsibility.
Finance: Please describe your financial management style. What do you anticipate will be the role of the new Town Administrator in working with the Finance Committee to overcome budget challenges? How far ahead do you believe financials be forecasted and planned? Tell us about a time you were successful in obtaining an important grant. 
Finances should be forecast out 5 year or more  -  I have delt with obtaining various grants. Working under a best practices grant. 
The Role of Town Administrator: What would be your initial plan to get to know the Town, including residents and businesses? How can a Town Administrator foster economic development in a small rural town like Paxton? What is the most important lesson you will take with you from your previous job?
To learn the community and what it values - the job is about connecting with people and learning what they are concerned about - creating a team environment. In your master plan the town was not looking to extend the downtown area. The town could look at that as a long-term revenue plan.
Technology: What do you feel are the most important components of a town website, and of a town communication plan? How would you still reach individuals in the community without access to technology? Please share an experience you had in implementing new technology. 
Town website should have relevant documents – meeting minutes  -  technology is useful and a valuable tool -  more people can participate virtually.
Difficult Situation: 

e. Please share an experience you have had in the past with a difficult employee. How did you handle the situation? 
The Administrative Assistant to the ZBA was not providing effective customer service. Through different discussions with this employee the situation improved but the employee ended up taking another job.
f. How would you handle conflict between two other people or groups? What questions would you ask to obtain a full picture of the situation? How would you help them find a “middle ground”? 
I like to handle them personally and quietly but it depends on the level to which it has escalated.
Negotiation/Collective Bargaining: How would you balance union contracts/constraints with noncontractual obligations? 
Try to be consistence in treating nonunion as equally as union employees.

Forward thinking: What qualities do you possess to move the community forward, while preserving the character of the community? Please provide an example of when you were able to identify a complex problem, evaluate the options, and implement a solution? Describe a progressive idea that failed, what did you learn from that?
Being a planner, I am always trying to think two steps ahead. My job is to use my experience so that the Board can make an educated decision. Deal with a situation at hand. 
Project Management: How would you approach a large project which needs to be completed? How would you secure funding, and how would leverage collaboration to bring the project to a conclusion? Do you have any specific experience to draw upon? 
Utilize the regional planning agency and grants through those agencies and also through the state. There are funding sources out there. 
Interaction with Boards/Committee Members: 

g. Consider the following situation:                                                                                                                                                                                                                                                                                                                                                                                                                                                                                       Your elected Board, at a public meeting, appears anxious and ready to vote on an important policy decision that you firmly believe would be detrimental to the Town. The issue had not been discussed previously. What would you do and how would you do it? 
We go over the agenda so that there would be a game plan so we do not run into a problem during the meeting. 
h. Please describe a time when you had a difficult time working with a board or committee member (no name). What made the relationship so difficult, and were you able to resolve it? How do you see your role in relation to the Board of Selectmen? 
There was a Planning Board member when I first got to Wrentham that would allow a meeting to go on and then ask questions at the end of the meting that were already addressed. In order to resolve this, I would make sure the Board member had all the information that is needed to make an educated decision. 
Free Space:  Is there anything else you would like to add, any questions for us? 
(JP)  Why do you want to be a Town Administror?
Mr. Charbonneau -  I want to work for a small community like this. Finger on the pulse of the community - maintain good working relationship with everyone -  working with all town departments. 
Interview with Heather Munroe 

Introduction/Warm-up. Candidate specific questions. 

Previous experience as a Town Administrator -  currently working in Wellsley  as the COA Director - law degree  -  passion for volunteering.
Select Board member in Hubbardston. 
Management: Most department managers report directly to the Town Administrator, as well as the collector, treasurer, town clerk, town accountant, town services coordinator, and executive assistant. As the newest member of the management team, how will you set expectations and monitor progress? What qualities would you be looking for in other managers/department heads? What do you envision will be the greatest challenges you will face coming in as a new manager? 
Try to get a handle of what was done in the past with dept head meetings – meet with direct staff  -  understanding where they are coming from  -  any hot issues  -  personnel review  -  how can I assist you.
Leadership: What do you believe are the biggest challenges in leading a small town? Given your own individual experience, what do you believe with be your biggest challenge in assuming this leadership role? How will you leverage your own strengths, and what do you foresee needing from the Board of Selectmen to position you for success? 
Less staff in a smaller community – a lot of pull on the employees – good work life balance – look at operations and efficiencies to make things easier  -  I like to lead collaboratively  -  having by in is great – I love clear expectation. 
Finance: Please describe your financial management style. What do you anticipate will be the role of the new Town Administrator in working with the Finance Committee to overcome budget challenges? How far ahead do you believe financials be forecasted and planned? Tell us about a time you were successful in obtaining an important grant. 
I’m conservative  -  I like to be thoughtful in coming up with the plans - the Town balances with a significant amount of free cash and its still currently a large part of the budget  -  challenge for next Town Administrator is to put us in the best position possible  -  work collaboratively with all department heads and figure out what we can do for 2023 - Important to work and get ahead of things with the school region -  I have done quite a few grants. 
The Role of Town Administrator: What would be your initial plan to get to know the Town, including residents and businesses? How can a Town Administrator foster economic development in a small rural town like Paxton? What is the most important lesson you will take with you from your previous job?
Get to know the employees -  meet at the college  -  meet and greet with the public at COA  -  get out into the community – stop into the various board meetings. 
Technology: What do you feel are the most important components of a town website, and of a town communication plan? How would you still reach individuals in the community without access to technology? Please share an experience you had in implementing new technology. 
In my current position we have utilize Civic Plus for budgeting purposes  –make sure policies up to date  -  common documents under public records – put information out in a newsletter – in person information sessions  -  tape and put on public access -  I put my staff on surface pros and we utilize Microsoft teams. 
Difficult Situation: 

a. Please share an experience you have had in the past with a difficult employee. How did you handle the situation? 
Two employees that were not getting along. -  coaching each of the employees to navigate through the situation  -  Try to get at the heart of what is causing the problem  -  are there any tools or resources that I can provide to assist.
b. How would you handle conflict between two other people or groups? What questions would you ask to obtain a full picture of the situation? How would you help them find a “middle ground”? 
If I am having a problem myself with someone I go back to where it all started - go back to the basic and go back to the face to face communication.

Negotiation/Collective Bargaining: How would you balance union contracts/constraints with noncontractual obligations? 
Bring to legal counsel to see if there are any concerns   -  look at what other towns are doing  -  look at the COLA  -  where are we financially  -  try to balance them out. 
Forward thinking: What qualities do you possess to move the community forward, while preserving the character of the community? Please provide an example of when you were able to identify a complex problem, evaluate the options, and implement a solution? Describe a progressive idea that failed, what did you learn from that?
Finding different ways to connect   -  I learned that you cannot be afraid to try something new and if it does not work step back and try something different. 
Project Management: How would you approach a large project which needs to be completed? How would you secure funding, and how would leverage collaboration to bring the project to a conclusion? Do you have any specific experience to draw upon? 
Goes back to getting buy in   -  what are the needs  -  what are the assessments -  current funding that comes from the state  -  any way we can tie into USDA funds  -  leverage in capital improvement plan and your financial forecast to carry debt. 
Interaction with Boards/Committee Members: 

c. Consider the following situation:                                                                                                                                                                                                                                                                                                                                                                                                                                                                                       Your elected Board, at a public meeting, appears anxious and ready to vote on an important policy decision that you firmly believe would be detrimental to the Town. The issue had not been discussed previously. What would you do and how would you do it? 
Work hard on communication and meet with board on a weekly basis  -  30 minute check in  - anything going on that we need to review  -  ask for an opportunity to have a recess and talk about concerns that I might have. 
d. Please describe a time when you had a difficult time working with a board or committee member (no name). What made the relationship so difficult, and were you able to resolve it? How do you see your role in relation to the Board of Selectmen? 
It is hard to follow if a board member changes their perspective on the same idea – consistency is important – I struggle when people change and there is nothing that points to the change. I will try to have a conversation to understand their change in thought.
Free Space:  Is there anything else you would like to add, any questions for us?
(PB)  Could you please expand on the circumstance on contracting out of Ashburnham.
Ms. Munroe - Prior to my injury there was no indication that there were any issues. When I came back from my injury the position had changed and the Board chose to not have me back.
(JP) Hubbardston seems to be just coming out of the financial issues that we are currently in. Any insight on that.
Ms. Munroe – I have only been on the Select Board for a year but we worked hard on financial forecasting – working on grants – working to find different way to move through it  -  look at all the towns getting together to start conversations about the school  -  having good financial policies and sticking to them. 

(KH)  How do you feel interaction with a three person board is versus five? 

Ms. Munroe – In a smaller community it seemed hard for people to cordially get along with a larger board but I have worked with both. 
(JP)  Where do you see your role with town counsel being that you are an attorney.
MS. Munroe - I am an attorney but I am not the towns attorney so it will go to town counsel. I am okay with interpreting things but will through it back to town counsel for verification.
Ms. Munroe - How is the Town’s cash flow?
(CR)  Taxes come in just after the WRSD assessment bill is due but we handle it internally.

Ms. Munroe – Is the Light Department separate from the Town?
(CR)  Yes, it is kept separate.
Approve Meeting Minutes
· Move to next meeting. 

Execute Assistance position 

(CR) requested a step increase to the Executive Assistant position. 
· Motion (JP) seconded (KH) to approve a two-step increase to the pay for the Executive Assistants position.  Unanimous, all in favor. 

· Adjourned Meeting at 8:42pm, Unanimous all in favor. (JP) yes, (KH) yes, (PB) yes.
The next meeting is scheduled for April 11, 2022, at 7:00pm. 

Documents from the Meeting filed in BOS office:
Agenda

Attendance list

Town Administrators update

Meeting minutes

Respectfully submitted,

Donna Graf-Parsons,
Executive Assistant
