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1

Introduction

Human Resources Services, Inc. (HRS) was retained by the Town of Williamstown, MA, as
directed by the Select Board, to conduct a Human Resource Audit. HRS was charged with
conducting a town-wide general assessment and audit of its Human Resources operations and
to make necessary recommendations as to how it should strengthen its personnel systems to
ensure overall compliance and best practices in HR management. The analysis included a
review of the Human Resources operations and organization as it currently exists;
recommendations for organizational enhancements; a checklist audit of core Human Resource
functional areas. This assignment had a general town-wide scope (excluding schools), and was
not intended to be an in-depth legal review.

The Town’s charter sets the guidelines and legal framework for the Human Resources
operations which fall under the direction of the Town Manager. According to the town charter,
the Town Manager serves as and/or hires the Human Resources Director; and the Human
Resources Director oversees the personnel administration for the Town on a day-to-day basis.
For the most part, this HR function is primarily the Town Manager with the assistance of one
staff position, and with additional support drawn from other departments. In light of the fact that
this analysis is submitted to the Town after the submission of comprehensive policies and other
professional/legal reviews, some of the recommendations and findings may have already been
addressed by the Town and/or may need further review and perhaps update to ensure best
practices and compliance with any recent laws.

The consultant team utilized a variety of data and information collection and interviewing
approaches to obtain input. The analytical activities included the following:
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•

At the beginning of the study the consultant conducted orientation sessions with
the Town Officials and Departments. The reason for the meeting was to orient
the Town Officials, its employees and its citizens to the process, purpose of the
study, and the importance of Human Resources in the Town of Williamstown as
a strategic partner with the various departments.

•

HRS distributed comprehensive checklists/surveys to key staff/department heads
to solicit confidential input from leadership employees. HRS received a

representative example of responses needed for this analysis. The purpose of
these checklists/surveys was to obtain a better understanding of how
Williamstown’s HR services the many departments in the Town. This information
laid the initial ground work in our initial fact-finding tasks.
•

Comprehensive interviews were conducted with a cross-section of key staff
including department heads, employees, and also with the Town Manager and
his staff. These interviews were focused on gathering information to gain a
deeper understanding of HR operations at Williamstown and how they relate to
departments, and to further understand overall key issues and problems, and
with a particular strong emphasis on the hiring and employment process in the
Town.

•

The consultants gathered numerous documents including current policies,
personnel documents, forms, job descriptions and wide variety of compliance
materials and documents.

•

In order to assess the operational strengths and improvement opportunities for
the HR Operations, the consultant team utilized “best management practices”
against which to evaluate current services, workloads, staffing, and service levels
in human resources. The measures have been developed both through HRS’
collective experience in working with municipal HR departments, and also
through national industry standards such as the Economic Research Institute, the
Society for Human Resource Management (SHRM), International Public
Management Association (IPMA-HR), International City/County Management
Association (ICMA), and Bloomberg/HR Services.

•

HRS evaluated the management systems in place in HR.

•

A comprehensive HR Audit was conducted by the HRS team. HRS received
input from staff and reviewed numerous HR checklist items.

•

Throughout this consulting engagement, the reviewed study progress with the
Town Officials.

•

The consultant team combined all of the above approaches and methods in
developing this final HR Audit Report to the Town of Williamstown.

During the interview and audit checklist process, we learned a great deal about the HR
operations in Williamstown. The recommendations contained in this report are wide-ranging.
The consultant team found overall most HR practices to be in general compliance with best
practices, but in some areas HR is operating at minimum requirement levels. In other words,
there is room for improvement needed in a number of key HR functional areas. Our
recommendations are designed to help the Town achieve their maximum potential in the areas
of strategic human resource management. The recommendations in this report are an
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enhancement to those many good systems and practices which are already in place and exist
today.

The Town of Williamstown has a great opportunity to develop their vision and mission for the
provision of human resource management in their organization. We believe our
recommendations can help the Town’s HR move forward to achieve greater levels of efficiency,
compliance, communications, and advancements in equity, inclusion and diversity.

1.1

Initial Overall Impression

In general, the Town has a good grasp of the discipline of human resource management in local
government, and should be commended for many of its outstanding personnel practices despite
the fact they did not have a dedicated Human Resources Director/Department. The
recommendations in this report are intended to enhance the Town’s current personnel system.
This report identifies procedures and practices which, if modified, would result in better
compliance and management of personnel services in the Town. In reading this assessment
and audit, it is important to understand that changes recommended are to improve upon the
organization, procedures and systems used. They are not a critique of any individual or group
performance.
Every organization needs leadership at the highest level to support human resource management.

1.2

General Implementation Strategy

Every organization needs leadership at the highest level to support human resource
management. In order for any implementation plan to take place and be successful, policy
boards, management, employees and stakeholders need to be in agreement. Together they
must identify and understand the goals of provisions of HR management in the Town of
Williamstown. In order for this to happen successfully, the Town must:
•

Ensure that the Human Resource Audit recommendations are implemented
successfully, monitored for effectiveness and updated where necessary.

•
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Identify, define, evaluate, and approve changes through to completion.

•

Negotiate and communicate changes to all affected parties.

•

Obtain adequate resources and funding to ensure that plans are executed effectively.

•

Review Human Resource management activities with the policy Boards on a periodic
basis.
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2

Town Manager-Human Resource
Department

2.1

Overview

The human resource administration in local government has become very complex, particularly
in the last decade, primarily due to the many Federal and State mandates. What follows are
recommendations in a variety of management areas to aid in the provision of human resources
for the Town of Williamstown. These are the consultant’s general observations, findings and
recommendations with regard to HR management.

2.2

Findings and Recommendations
a) There needs to be a clear vision and plan for a consolidated HR
department in Williamstown. The provision of human resource services lacks
a clear, concise mission and vision statement from the Town. Officials need to
ask what is the purpose of this function and how will it service the Town in the
most effect and efficient manner. A long-range plan for a properly staffed and
fully integrated human resource department must be support by town
government. The current model of the Town Manager serving as the HR Director
with some staff support by his assistant is neither practical nor cost efficient. We
recommend, one additional position with the sole responsibility of HR Director,
and it is hoped that it may be filled within the next year. An additional HR
Generalist to assist the HR Director should be added within two years. If the
town is not able to financial support these positions; the Town may consider
developing a consolidated HR department with the schools. There has been a
steep increase in the number of complex Federal and State laws which impact
local government personnel administration. Lack of appropriate operations in
place will truly limit the Town’s ability to defend itself if challenged by an
aggrieved employee.
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b) Develop Human Resources in Williamstown as a Strategic Partner
with all Departments. In today’s municipal organizations, HR needs to
think of themselves as strategic partners. In this role, an HR Director
contributes to the development of and the accomplishment of the
organization-wide goals and objectives. This is a full-time role. The HR
Director would support the departments’ overall strategic plans. The
strategic partnership impacts HR services such as the development of job
descriptions, hiring process, reward, recognition, pay, performance
development, career and succession planning, compliance management,
and employee development and training.

c) Recruitment and Hiring. The hiring process for all employees should be
handled through a Human Resource Office. Failure to do so could result
in serious inequities and compensation unfairness throughout the
organization.

d) Enhanced Employee Relations. There is a need for enhanced employee
relations throughout the town organization. This involves employeremployee relationships that contribute to productivity, motivation, and
morale. The human resources department would be dedicated to
individual and group employee relations in order to prevent and resolve
problems which can arise out of work situations.
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3

Human Resources Core Elements

3.1

Overview

All organizations have a responsibility to ensure that certain core human resource
requirements are in compliance with federal, state, and local laws. Failing to do so can
result in serious legal ramifications for the Town. The specific details of the HR Audit
are provided in detail in the succeeding chapters of this report, however, there are some
general initial observations:

3.2

Findings and Recommendations
a) Personnel Policies exist and are being updated, but the on-going
communication of policies is missing. Policies should be available to
every employee in the town; each employee should sign a copy of the
policies, and they should be available online. HR should conduct a
communication campaign to ensure that all employees are informed
about policies. This helps them “buy into” the HR policies and procedures
that affect them. This can be done through bulletin boards, electronic mail
and internet, newsletters, training meetings, intranet, periodic orientations,
open-door policies. (HRS is currently assisting the Town to develop a
comprehensive personnel policy manual.)

b) HR Training is inadequate to ensure compliance. Employee training
has become an essential component of human resource operations.
Human Resource departments are the major source for providing training
to the organization’s employees in such areas as Harassment, Diversity,
Discrimination, Americans with Disabilities Act, Family Medical Leave Act,
and many other employment related areas. Williamstown lacks a town-
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wide training program which focuses on such areas. HRS recommends
that the Town allocate additional funds for this type of training.

c) Human Resources Information System (HRIS). The Town may wish to
explore the possibility of developing an organization-wide Human
Resource Information System (HRIS) to better manage employee
information, cross-share information from one department to another, and
provide a town-wide directory so everyone knows the status of
employees, equipment needs, and more. The system could be populated
with employee data and provide excellent HR management reporting to
all departments. This would also provide better communication between
the Human Resource Department, Town Departments, and the Finance
Department. All paper employee forms should be computerized,
including the paper “salmon sheet” which is used by all departments for
communicating employee changes. Since the Town already has MUNIS,
it makes good sense to expand with their HRIS module. Through our
assessment, some staff suggested the need for better online workflow,
and better integrated HRIS to manage and streamline employee data
more efficiently.
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4

Some Town-wide HR Needs

4.1

Human Resource Presence

There needs to be a better human resource presence in the town departments. The
current Town Manager/HR Office at town hall needs to provide the following services:
a) Provide a “service support function” and allow town department heads to rely on
the HR Office for technical expertise in personnel matters.
b) Ensure that state and federal laws and regulations are effectively complied with
by all departments; and ensure that any new requirements are properly
communicated to Senior Management personnel.
c) Develop the communication mechanism whereby the town-wide departments are
aware of all elements of personnel management, to provide better information to
employees and support.
d) HR needs to ensure that personnel policies are properly available to all town
employees; particularly training areas are needed in FMLA, ADA, FLSA, Sexual
Harassment, Computer Policies, Safety, Diversity, Equity and Inclusion.
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5

The HR Audit

5.1

Compliance Review

The following chapters in this study assesses the degree to which Williamstown’s HR is
compliant with the relevant federal, state, and local laws. This HR Audit assesses whether the
required human resource policies, practices, procedures, and compliance exist in the Town of
Williamstown, and to what extent improvements are needed for a total and universal human
resource management system which is effective. What follows are the HR Audit results to help
the Town determine whether the HR strategy, policies, processes, compliance etc. are aligned
with and support the achievement of the Town’s mission and objectives; and are HR services
and functions aligned and prioritized to organizational and customer needs.
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6

Hiring/Diversity

6.1

Hiring Process

The hiring process in Williamstown is a multi-step process. In most situations, the hiring
process generally extends from identification of the need to fill a new or existing position to the
completion of the various hiring steps, including reviewing applicants' qualifications, interviewing
and testing candidates, checking references, verifying employment eligibility, and the actual
process of onboarding the new employee. All of these steps in Williamstown are in place to
ensure that the hiring process results in selecting the best qualified candidate and integrating
the new hire seamlessly into the workforce.

Hiring from within the Town is a priority for Williamstown, as we understand. We believe this is
a poor practice and that Williamstown should consider changing this policy by working with the
Department Heads, Town Officials and Union Leaders. This type of policy puts an unnecessary
limit on the Town’s ability to recruit top talent for hard to fill positions and to ensure diverse
candidates for positions.

It appears that the Town Manager does spend a good portion of his time and involvement in the
hiring process for each department. This hiring function should be delegated to an HR Director
to free-up the time of the Town Manager. While the Town Manager is the ultimate hiring
authority, he does not need to be the one overseeing and coordinating recruitment and
placement activities; this would be better suited for the HR Director.

6.2

Conduct Exit Interviews

Currently the Town Manager/HR is not conducting exit interviews. We feel there is a great
value to the Town by having exit interviews. An exit interview is an important tool as it identifies
the reasons for turnover, and helps to develop methods to reduce turnover. The exit interview is
an interview given to a departing employee. This is usually done for employees that voluntarily
quit instead of those that are fired or laid off. Exit interviews offer an opportunity to find out
information that otherwise might be more difficult or impossible to obtain. This could assist with
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understanding better the employee relations and dynamics of the departments, that otherwise
would be difficult to learn, unless the employee were leaving.

Human Resources should conduct exit interviews of each employee who voluntarily resigns or
retires. The exit interviews should focus on the following issues:
o

Interviews should be conducted face-to-face.

o

Open-ended questions should be utilized that allow for plenty of expression.

o

At some point in the interview ask “why are you leaving?’

o

Try to find out if there were things the departing employee would suggest to
improve, conditions or morale.

o

Try to get a good feel for how they viewed their compensation and benefits
package.

o

Leave room at the end of the interview for general comments.

If there are not enough staff resources to conduct the exit interviews in person, consider doing
them online. Below is a sampling of the questions you could have on a secure internal webportal that the employee could complete:

Are you leaving Williamstown for another job?
□ Yes □ No
If you are leaving for another job, does it pay more?
□ Yes □ No
If you are leaving for another job, are the benefits better?
□ Yes □ No
If you are leaving for another job, are the job duties different?
□ Yes □ No
If you are leaving for another job, are the job duties more challenging?
□ Yes □ No
If you are leaving for another job, does the new position offer more opportunities for
advancement than your job with Williamstown?
□ Yes □ No
Were you satisfied at Williamstown with:
Your pay?
□ Yes □ No
Your benefits?
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□ Yes □ No
Your hours and working conditions?
□ Yes □ No
Your job duties and responsibilities?
□ Yes □ No
Your opportunities for advancement?
□ Yes □ No
Did you receive proper training for your most recent job with Williamstown?
□ Yes □ No
Did you have the necessary tools and equipment to do your job?
□ Yes □ No
Overall, did you like working for Williamstown?
□ Yes □ No
Please feel free to use the exit interview to expand on any of your responses to the questions
listed above and to provide suggestions for improving work procedures or the work environment
at the Town of Williamstown.
Also, it was not apparent to the consultant team that the Town has a formal off boarding
process. When an employee separates from the Town, other off boarding check points need to
take place, such as:

o
o
o
o
o
o
o
o
o
o
o
o
o

Medical/Dental advance information
COBRA rights issued
COBRA form signed
Deductions cancelled from payout
Payout calculated and paid
Removed from group life insurance online
Removed from optional life insurance bills
Medical/insurance files archived
Name taken off website
Email and computer disabled
All Town equipment returned; keys, gas card, etc.
Status updated in Payroll
Inform Town HR of employee’s separation

HRS recommends that a formal checklist be developed.

6.3

Diversity

Creating and maintaining a sustainable culture of diversity and inclusion remains a challenge for
many organizations. Our findings discovered that the Town did make efforts to build a diverse
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workforce but relied more heavily on the traditional recruitment process; and hiring from within.
Of particular note and concern are the demographics of Williamstown and the surrounding area
which make it substantially more difficult to recruit a diverse workforce. While we cannot
change the demographics of Williamstown, the town can change its approach to recruitment;
they need to work more resourcefully to reach a more diverse candidate pool. The Town is
already doing a very job with outreach to colleges and universities in the area. They should
continue this practice, but more aggressively. The colleges are a great network for
Williamstown.
The Town needs to take personal responsibility for achieving the organization's diversity and
inclusion goals and should act proactively and decisively to address behaviors and/or systems
that disserve D&I goals, and communicate effectively with each other on matters related to
ideas, perspectives, concerns, and disagreements. The Town should consider the following
enhancements:
Review job requirements: The Town should examine job descriptions, applicant profiles and
position requirements to ensure that no particular group of prospective candidates is
intentionally or inadvertently screened out at any stage of the recruitment or hiring process.
They should eliminate recruitment criteria that indicates any preference for applicants of a
particular sex, age or race; and they should state physical requirements in terms of job
activities.
Examine Town advertisements: Including a workforce diversity policy in Town advertisements
and recruitment materials, as well as on the Town’s website, is a good way to publicize a
commitment to nondiscrimination. Adding a statement to all employment advertisements to
indicate status as an equal opportunity employer is a standard best practice.
Bind outside recruiters to diversity recruitment: Contracts with employment agencies and other
outside recruiters should contain language encouraging use of diversity recruitment media and
best practices.
Train internal recruiters, HR, supervisors and appointing authorities: Everyone involved in
recruitment, selection and hiring should be trained in effective—and legal—hiring practices. The
Town should know how to interact positively with potential recruits and how to portray the Town
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and their job requirements in a nondiscriminatory way. Williamstown should conduct diversity
awareness and sensitivity training for managers who routinely interview candidates or make or
contribute to selection and hiring decisions.
Evaluate recruitment media: The Town should identify the types of media that can attract
different groups of applicants and use recruitment methods that reach the most diverse
populations. The Town should also should take advantage of new technologies, including Webbased recruitment software, to attract qualified candidates.
Use Resource Links: The Town might consider adding resource links to their internal
homepage, such as links to professional diversity websites, alumni groups, training providers
and career coaches.
Examine workplace culture: If the Town’s workplace culture promotes diversity and work/life
issues that are important to candidates of all backgrounds, the town can find ways to inform
candidates through avenues such as “brown bag” seminars and cultural events.
Partner with appropriate outside groups: The Town can promote internal diversity efforts by
supporting similar efforts by industry partners, vendors, clients and community organizations.
o

Advertise in minority publications and resources informing the public about job
openings;

o

Information on EEO/Affirmative Action Efforts should be publicized;

o

Develop a formal list of recruiting sources that work with minority, female,
disabled, veterans;

o

Reach out to the community organizations, churches, ethnic and civic
organizations; the non-traditional pathways as a feeder system;
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o

Consider employee referrals;

o

Professional networking (e.g., associations);

o

State employment and training offices;

6.4

o

College recruiting outside immediate area;

o

Special events, job fairs.

Succession Planning

The age of the municipal workforce and growing retirement eligibility is at a high level for most
municipalities; Williamstown is seeing some of this as well. In general, it is hard to recruit for
talent when a vacancy exists. Workforce planning will assist with filling positions more efficiently
as the jobs turnover. Workforce and succession planning will allow Williamstown to identify and
manage needed requirements in the new workforce. A formal succession plan and process will
allow management to project retirement rates by each Department and prepare for replacement
of lost competencies and skills. The Town should identify future workload and activities;
analyze competencies and skill sets needed in the future workforce. This will assist with future
recruitment, promotions, and transfers. Currently the Town is not proactively planning
recruitments from a planning mode (i.e. projected workforce plan) and is more reactive to
immediate replacements and new job openings.

A job analysis is not conducted for each new position. This is necessary to accurately identify
the key objectives and responsibilities of the position. A job analysis will include the skills,
abilities, knowledge, education, and experience that would be needed; as well as the
leadership, interpersonal, supervisory, technical, and communication skills.

6.5

Postings/Advertisements

There are procedures and certain requirements for postings listed in the union contracts and
also through personnel best practices. The Town’s postings should include essential functions
and there should be consistency from department to department. Departments should send all
necessary information to the Town Manager/Human Resources Office and then HR should
general all advertisements and positions in a consistent way. There should be a standardized
system for all postings and advertisements which can be further detailed in the personnel
policies and procedures.
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6.6

Employment Application

There is one standardized town application form; however, it is outdated and needs updating.
There should be added language addressing the Americans with Disabilities Act reasonable
accommodation requirements. The application must be signed by the applicant. The Town
should immediately generate an employment application that is in compliance with the federal
and state laws. A standard employment application is critical and should be completed by all
applicants. A resume can always be attached to the application, but all applicants should fill out
the form. There has been recent “ban-the-box” movements throughout the country, and HRS
recommends that no reverence to criminal history be on the application form.

6.7

Screening Applicants, Interviews, and Offer Letters

There should be a standardized system for screening applications for all town positions. It is
important that there be a standardized system used for all town positions to include having
documentation, otherwise the Town may be exposed to liability if a future claim is made. In
order to avoid possible liability and litigation, it is important that interviews for positions be
standardized and documented. Training should also be done in the area of interviewing so
anyone who conducts interviews is taught what can and cannot be asked in an interview.
Sample questions should be provided by human resources. The town should regularly train its
department heads on how to interview legally. Regardless of the department, interview
questions should be standardized; only job-related questions may be asked, and records of all
interviews must be maintained. Specific interview questions should be reviewed by the Town
Manager/HR Office, if they are not included in standardized questions that are distributed to
department heads that are already approved. The Town may also consider developing a
Recruitment Flow Chart to provide an excellent checklist to ensure all steps have been
addressed.
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7

Training in HR for Department Heads

The Town of Williamstown does an excellent job with administrative, safety and insurance
related trainings (MIIA). Employee training has become an essential component of human
resource operations. We suggest that the Town add additional trainings for Department Heads
in some human resource/employment law related areas including: sexual harassment, diversity,
ADA, FLSA, FMLA, and many other employment related areas. Often specialized trainers or
experts are brought in to assist in conducting the employee training under the guidance of the
human resource department.

7.1

Offer HR Training Programs to Department Heads

The Department Heads would greatly benefit from regular training programs in a variety of
areas. Due to the lack of funding and organization of a comprehensive program, training in HR
is sometimes reactionary. In general, the current HR-town-wide training is inadequate. The
Town needs a yearly training budget whereby they can hire onsite trainers and webinar services
to provide these trainings on a regular basis. Managers need training in areas such as
Interviewing Skills, Conducting Performance Evaluations/Reviews, how to avoid Sexual
Harassment, Progressive Discipline, FLSA, FMLA, ADA, Hiring and Firing, HIPAA, HR Records
and Retention, etc. The Town Manager/HR Office should develop an inventory of what training
programs are needed.

7.2

State and Federal Law

Training for Department Heads in basic employment law is currently not taking place. This
would be helpful to mitigate any risk from not following proper legal requirements. The Town
should provide HR training to each department to ensure that State and Federal Laws and
policies/regulations are effectively complied with; and ensure that any new requirements are
properly communicated to the departments. For example, Massachusetts recently passed the
Pregnancy Act Law and the MEPA Law.
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7.3

Training for Policies

Personnel Policies exist and have now been updated, but the on-going communication of
policies is missing. HRS recommends training for policies at the department level. This can be
done through “in-person” training, bulletin boards, electronic mail and internet/intranet,
newsletters, training meetings and workshops, webinars, periodic orientations, open-door
policies, etc.

7.1

Additional Targeted Trainings

The Town should offer women and minorities targeted training and development opportunities,
appoint women and minorities to Town task forces and identify members of underserved
segments of the workforce who show leadership potential and could benefit from targeted
coaching and mentoring. The Town also should educate employees about the issues facing coworkers such as minorities, women, veterans, older or younger workers and workers with
disabilities. In addition, to attract women who are returning to the workforce after taking time off
to raise children, the Town should offer “on-ramping” programs that provide flexible scheduling,
training and mentoring to help ease the transition from home to workplace.
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8

Pay and Classification System
including Job Descriptions

A Pay and Classification system is a process for reviewing job duties, classifying positions
based on uniform criteria, and allocating positions to salary grades that truly reflect their relative
worth and market value. Such a system is a prerequisite for many other parts of a personnel
system; determining rates of pay; establishing qualifications for recruitment, testing and
selection; establishing lines of authority and areas of responsibility; and providing a basis for
standards of work performed. A good pay and classification system will reduce inequities in pay
or job status, and will attract, reward, and retain qualified personnel.

As we understand, the Town of Williamstown does not have a formal compensation and
classification study for all positions throughout the Town. Also, many of the job descriptions
appear to be outdated and in a variety of formats. The Town does conduct regular salary/wage
surveys and comparisons. There is no apparent standard methodology in place for classifying
and reclassifying positions for internal and external pay equity purposes. This could cause
serious inequities in compensation for employees throughout the organization.

There needs to be one position within the Town accountable for overseeing and coordinating all
compensation-related activities (job evaluation, job classifications, job descriptions, salary
administration, performance appraisal and compliance with all governmental pay regulations,
including FLSA, ADA, compensable time and EEO regulations.

8.1

MEPA

On July 2, 2018 Massachusetts implemented its new pay equity law. The Massachusetts Equal
Pay Act (MEPA) generally provides that “No employer shall discriminate in any way on the basis
of gender in the payment of wages, or pay any person in its employ a salary or wage rate less
than the rates paid to its employees of a different gender for comparable work.” The law defines
“comparable work” as work that requires substantially similar skill, effort, and responsibility, and
is performed under similar working conditions. M.G.L. c. 149, § 105A (“MEPA”). As a result of
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this new law, it is strongly recommended that the Town conduct a comprehensive compensation
and classification study to conduct job analysis/job audits for all positions, ensure job
descriptions are updated and compliant with FLSA, and to ensure that there is pay equity
throughout the organization. The greatest benefit would be minimized pay inequities.

8.2

Compensation Policy

The Town Manager and the Select Board should adopt a compensation policy and philosophy
and then use that policy as a guide when implementing a completed comprehensive
compensation and classification study.

8.3

FLSA Classification

It’s important that the Town properly classify employees as exempt and/or non-exempt
according to the Fair Labor Standards Act (FLSA). It does not appear that this FLSA
classification has been done recently according to our audit. This does not suggest that the
Town is not in compliance, but rather that a recent classification of the FLSA has not been done.
This should be done regularly as jobs and essential functions changes over time. Nonexempt
employees should be paid at least 1.5 times their regular hourly rate for each hour, or fraction of
an hour, when they work more than 40 hours in a workweek. Certain salaried workers do not
have to receive overtime; these exempt employees include executives, professionals, and
administrative staff whose work and salaries meet specific criteria. There are other municipal
exemptions in certain cases. Further, the town must keep certain compensation, payroll, and
employee records to document FLSA compliance.

8.4

Job Descriptions

The Town is inconsistent regarding having complete, detailed job descriptions. Some job
descriptions have been updated; however, the majority are still dated and not in the newer
compliant format. There should be a consistent format for the job descriptions for positions in all
town departments that include all necessary components such as the essential functions,
requirements, physical, and environmental sections. Having accurate job descriptions is a
requirement of the Americans with Disabilities Act and needs to be a regular practice. When an
employment opportunity becomes available, at a minimum, which is the time to update the job
description to the new format that includes all necessary information.
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9

Personnel Policies

9.1

Findings

The Town had an outdated set of personnel policies, and these have recently been updated and
consolidated in a Personnel Policies and Procedures Manual. HRS recently updated these
policies for the Town. It is important that the Town maintain them and have periodic legal
review of the policies to ensure they continue to be updated and relevant. Sound employee
policies and procedures are an essential part of a high-performance organization. Based on
equity and in full compliance with all laws and regulations, these policies and procedures should
address every major aspect of employment and risk-management within the organization.
Major administrative policies were also developed in the areas of Social Media, Discrimination,
Harassment, Computer Usage, and Investigations. COVID related polices have also been
provided to the Town by HRS.

9.2

Recommendations

Personnel policies should be reviewed regularly, computerized, and provided on a web portal.
Employees should sign off on policies, that they have received a copy and read them. Key
policies needed are signed yearly, such as sexual harassment policy. The Town Manager/HR
needs to conduct a communication campaign to ensure that all employees are informed about
policies. Policy questions related to FMLA should be handled out of the HR Office.

The Town needs to become more knowledgeable and expert in all personnel policies and
procedures in general. Training for employees related to various policies needs to take place.
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10

Required Postings

There are a variety of required postings that should be posted in areas such as bulletin boards,
public areas, and employee breakrooms for each department or unit. There was no written
record of postings or locations, or who is responsible for the postings. A comprehensive listing
of postings for Federal, State, and Local laws has been provided to the Town Manager’s/HR
Office by HRS as part of this consulting engagement, in a separate document.

10.1

Massachusetts Law
Massachusetts “No Smoking” Poster
Massachusetts Earned Sick Time Notice of Employee Rights
Massachusetts Fair Employment Law Poster
Massachusetts Paid Family and Medical Leave Poster
Massachusetts Parental Leave Fact Sheet Poster
Massachusetts Unemployment Compensation Benefits Poster
Massachusetts Wage & Hour Laws Poster (Minimum Wage, Overtime, Wage
Payment, Child Labor, Family Leave)
Massachusetts Workers' Compensation Insurance Poster

10.2

Records Retention

The Town Clerk is the official custodian of town records. The Town is required to comply with
State Laws regarding records retention. Each department is responsible for the maintenance
and retention requirements as outlined in the law. This should be monitored by the Town
Manager/Human Resources for compliance and strict adherence. The Town Manager/Human
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Resources Office has a guideline provided by the Commonwealth of Massachusetts for such
records. The Town Manager/Human Resources should review this and ensure that the
retention periods prescribed are maintained by the departments.
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11

Performance Evaluations

It is our understanding that the Town utilizes performance evaluation forms for certain positions.
This is a good practice whether or not the evaluation is tied to pay. However, the Town should
consider the following:

•

Have you trained evaluators on performance evaluation procedures/time lines

•

Have you trained evaluators on the performance evaluation instrument

•

Have evaluators been trained on how to conduct an evaluation

•

Are employees informed of their right to attach a rebuttal or statement to the evaluation

•

Do you have the systems in place to ensure you are not discriminating in the evaluation
in Race, Sex, ADA, and other areas
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•

Do you have a written user guide for department heads for the performance system

•

If there a development plan to go with the performance system

12

Employee Treatment

Employees must be afforded a process where both sides of a complaint are heard and a
decision is rendered fairly. There were some policies/documents that need updating to clearly
communicate this to all parties.

•

Disciplinary procedures and rules of conduct need to be clearly explained in an
employee handbook/policies or other form of notice. The purpose of the discipline is to
have people behave in an acceptable way.

•

Progressive forms of discipline need to be expressly cited and documented.

•

The discipline procedure needs to be consistently applied.

•

Programs need to provide for management and employee participation in the discipline
process.
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13

Conclusion

Human Resources Services, Inc. (HRS) conducted this audit with the assistance of key
department heads and the town manager’s staff. While many excellent human resource
systems are already in place, there needs to be more standardization, consistency, and
accountability in order to limit unnecessary liability to the town. This document together with the
personnel policies and procedures manual; and key administrative policies developed for
harassment/discrimination; social media; and investigative procedures provides a blue print and
action plan for the town to move forth and implement a very compliant program town-wide.
The Town has a very capable staff and they are to be commended for providing excellent
service and guidance to all departments; however, the staff number responsible for the
provision of HR services as a strategic partner to departments is woefully limited. The staffing
levels need to be enhanced. In order to move forth with these plans, some assistance will be
needed through additional staffing/re-allocation of staff, as well as outside resources may be
required for some development and implementation.
The additional documents and guides provided by HRS to the Town will prove to also be helpful
in this endeavor.
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