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July 10, 2020 
 
Ms. Kristi Williams 
Town Manager 
Town of Westborough 
34 West Main Street 
Westborough, MA 01581 
 
Dear Ms. Williams:  
 
We are pleased to present this Staffing Study for the Town of Westborough. The report includes a detailed 
review of Town departments, excluding Schools and Public Safety departments.  
 
The recommendations in this report are intended to maximize the Town’s ability to provide high-quality, 
cost-effective services to the community and to plan for the Town’s future resource needs. This report 
makes recommendations on staffing needs, as well as process improvements and other operational 
changes to maximize staff efficiency and cultivate a productive, positive work environment.  
 
We are confident that the recommendations in this report will provide a useful framework for the Town 
to address current and future needs. Thank you for the opportunity to be of service to the Town. 
 

Sincerely, 
 
 

 
Michelle Ferguson 

       Senior Manager - Organizational Assessment 
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Executive Summary 
 
The Town of Westborough offers its residents a community atmosphere with easy access to the City of 
Boston and other commercial centers. This blend of accessibility, along with the Town’s high-quality 
amenities, has made Westborough an attractive place for residents, visitors, and businesses. The Town’s 
population has grown from 17,997 in 2000 to 19,189 in 2018, according to the United States Census. It is 
also attracting significant new investment, such as a planned Amazon Robotics Operation, which will cost 
approximately $40 million and employ 200 workers.1  
 
Because of this growth and change, and in keeping with its mission as “an innovative Town Government 
trusted to provide high-quality municipal and educational services that enhance quality of life and provide 
an inclusive and positive experience for the community,” the Town engaged The Novak Consulting Group 
to conduct a Staffing Study to help ensure that the Town has the resources in place to serve its community 
now and into the future. 
 
This analysis identifies several significant areas that directly impact the Town’s current and future staffing 
needs. First, the Town’s governance structure includes more than 45 boards, commissions, and 
committees that advise, guide, and in some cases, supervise staff. This provides community members 
with a significant degree of input into Town operations by serving on an elected or appointed board, 
commission, or committee. Some of these groups are required by law, such as the Board of Selectmen, 
the Planning Board, and the Board of Zoning Appeals. However, the number of active groups and the 
similarities among many of them increase the likelihood that staff will be assigned duplicative and 
redundant work.  
 
Similarly, the Town has historically relied on multiple small departments to carry out similar functions, 
particularly functions involving community development and human services. This approach creates 
excess overhead and increases the number of senior staff who report to the Town Manager. Under the 
current structure, the Town Manager is responsible for supervising 11 direct reports, including the 
Assistant Town Manager, seven Director-level positions, the Economic Development Coordinator, and 
two Administrative Assistants. This supervisory burden is unsustainable and does not provide the Town 
Manager with sufficient capacity to strategically manage the Town or ensure its work achieves the Town’s 
strategic plan.  
 
An additional consideration that directly impacts staffing levels involves technology and software 
utilization. While the Town has made significant investments in some technologies, such as Munis® by 
Tyler Technologies for financial processes and PeopleGIS® for asset management, several departments 
rely on manual, paper-based processes to accomplish and track tasks. This increases the number of 
personnel required to deliver services and complicates efforts to evaluate workload impacts. To further 
maximize the capacity of existing staff, the Town should leverage software to streamline work across all 
departments. Although technology investments require funding to deploy and time to train staff, they 
reduce or eliminate the need to route paper documents and transcribe information, as well as improve 
the ability for staff to share data and report outcomes. 
 

 
1 Chesto, Jon, and Tim Logan. “Amazon Expanding Robotics Operation to Westborough.” The Boston Globe, 
November 6, 2019. https://www.bostonglobe.com/business/2019/11/06/amazon-expanding-robotics-operation-
westborough/j7AxTcFduXATcXTEr5JgvL/story.html 

https://www.bostonglobe.com/business/2019/11/06/amazon-expanding-robotics-operation-westborough/j7AxTcFduXATcXTEr5JgvL/story.html
https://www.bostonglobe.com/business/2019/11/06/amazon-expanding-robotics-operation-westborough/j7AxTcFduXATcXTEr5JgvL/story.html
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Finally, while many of the Town’s departments actively track some workload and data indicators, vital 
information needed to make informed staffing and service level decisions is not consistently available. For 
example, evaluating the labor hours required to deliver important services and perform critical tasks 
provides insight into the number of personnel needed to meet community expectations. Without this 
information, the Town must base staffing decisions on anecdotal evidence that may or may not reflect 
actual staffing needs. Creating a culture of data-driven decision-making and expanding the performance 
and workload metrics tracked by staff will better equip the Town to understand the effectiveness of 
service delivery and its future resource needs.  
 
The analysis and recommendations included in this report provide the Town with the appropriate 
structure and resources to advance its mission and more effectively apply existing resources. This report 
also identifies specific opportunities and process improvements for the Town’s major functions. By making 
these adjustments, the Town will be better equipped to effectively provide services in future years. The 
following table lists recommendations included in this report.  
 
Table 1: List of Report Recommendations 

Number Recommendation 
Town-Wide 

1 Engage policymakers to streamline overlapping boards, commissions, and committees. 

2 Leverage the joint meeting process between the Board of Selectmen and the School 
Committee to enhance collaboration. 

3 Establish formal work plans for Town departments that align with the Town’s strategic plan. 
4 Create a culture of data-based decision-making using performance measurement. 
5 Update and enhance personnel and financial policies. 
6 Create a Public Information Officer position reporting to the Assistant Town Manager. 
7 Reclassify the Historical Commission Secretary position as an Administrative Assistant. 

Town Manager’s Office  
8 Create a Human Resources Coordinator position reporting to the Assistant Town Manager. 
9 Fully utilize the Munis® system for tracking personnel information and processing payroll. 

10 Administer a benefit eligibility audit. 
11 Develop a succession planning and leadership development program.  

12 Transfer the supervision of the Administrative Assistants in the Town Manager’s Office to 
the Assistant Town Manager. 

Finance  
13 Restructure the Finance Department to further integrate staff. 

14 Formally adopt a procurement policy manual and designate a Procurement Officer in the 
Finance Department. 

15 Adjust Assessor's Office staffing to meet service expectations.  
16 Implement electronic Accounts Payable and purchase order processes in Munis. 

Community Development  
17 Create a consolidated Community Development Department. 

Health 
18 Transfer appointment responsibility for the Health Director to the Town Manager. 
19 Create a full-time Public Health Nurse position in the Health Department. 
20 Assign responsibility for kennel inspections to the Animal Control Officer. 
21 Transfer responsibility for floodplain enforcement to the Conservation Commission. 
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Number Recommendation 
Human Services 

22 Combine the Senior Center and Youth and Family Services Departments into a Human 
Services Department. 

23 Identify and procure an appropriate case management software system for the Human 
Services Department. 

24 Formalize eligibility requirements for Human Services Department programs. 
Information Technology 

25 Develop a prioritized work plan for Information Technology projects. 
26 Log all help desk requests in the KACE® system. 
27 Develop an Information Technology Liaison program. 
28 Engage customer departments to expand the implementation of PermitPro®.  

Library 
29 Develop a Library work plan. 
30 Update the staffing schedule for Library Assistants to ensure coverage of public service desks. 

Recreation 
31 Issue a Request for Proposals for a contracted Golf Course Manager.  

32 Increase revenue tracking and expense reporting and establish formal cost recovery goals 
for Recreation Department programs. 

33 Develop an annual work plan for Recreation Department activities and track labor hours for 
each recreation program. 

34 Develop written procedures for each Recreation Department program. 

35 Implement a Memorandum of Understanding with the Department of Public Works for the 
maintenance of Town-owned athletic fields. 

Public Works 
36 Expand asset inventory and condition assessment practices. 
37 Develop an annual work plan for Department of Public Works core services. 
38 Implement technology for work order creation and tracking practices. 
39 Reallocate supervisory responsibilities for the Director and Assistant Director. 
40 Incorporate the Buildings and Grounds Department into Public Works. 

41 Create a Park and Forestry division responsible for overseeing cemetery, park, and tree 
maintenance. 

42 Create two additional Maintenance Craftsman positions for Sewer functions. 
43 Create additional staff capacity for Water functions. 
44 Create a Stormwater Manager position reporting to the Town Engineer. 
45 Establish a stormwater utility to support stormwater infrastructure maintenance. 

46 Develop a scope and issue a request for proposals to implement Advanced Meter 
Infrastructure (AMI). 

47 Establish a formal vehicle replacement program. 
48 Establish formal pre-trip inspection criteria and train staff. 
49 Develop formal standard operating procedures (SOPs) for Department operations. 
50 Enhance department meetings. 
51 Create a formal Safety Committee and implement a safety training program. 

Future Staffing Considerations and Regionalization Opportunities 
52 Reclassify the Zoning Board of Appeals Secretary as a full-time Plan Reviewer. 
53 Create an Information Technology position to support the Library and other departments. 
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Number Recommendation 
54 Evaluate opportunities for regionalization and shared services initiatives.  

 
Several of this report’s recommendations include adjustments to the structure and reporting relationships 
of Town Departments. The following table illustrates the specific positions impacted by these 
recommendations and the nature of the impact, such as whether the recommendation involves creating 
a new position, reclassifying an existing position, or adjusting supervisory relationships. The estimated 
cost of these impacts is also indicated. 
 
Table 2: Recommendations with Proposed Staffing Changes and Estimated Cost Impacts 

Number Staff Impacted Nature of Impact Estimated Cost 
Impact 

Town Administration 
6 • Public Information Officer New Position $79,000 - $86,000 

7 • Historical Commission 
Secretary 

Reclassify to Administrative 
Assistant 

No Immediate Cost 
Impact 

8 • Human Resources Coordinator New Position $89,000 - $94,000 

12 • Administrative Assistants Report to Assistant Town 
Manager 

No Immediate Cost 
Impact 

Finance 

13 
• Chief Assessor 
• Treasurer/Collector 
• Administrative Assistants 

Report to Finance Director No Immediate Cost 
Impact 

Community Development 

17 

• Building Commissioner 
• Conservation Director 
• Town Planner 
• ZBA Secretary 

Report to Community 
Development Director 

No Immediate Cost 
Impact 

Health 
19 • Public Health Nurse New Position $97,000 - $102,000 

Human Services 

22 • Senior Center staff 
• Youth and Family Services staff 

Report to Human Services 
Director 

No Immediate Cost 
Impact 

Public Works 

39 • Public Works Director 
• Public Works Assistant Director 

Reassign supervisory 
responsibilities  

No Immediate Cost 
Impact 

40 • Buildings and Grounds Director 
Reclassify to Facilities and 
Fleet Manager; report to 
Public Works Director 

No Immediate Cost 
Impact 

41 
• Cemetery Leadman 
• Parks Leadman 
• Tree Leadman 

Reclassify to Park and 
Forestry Leadman and two 
Maintenance Craftsman 
positions over time 

No Immediate Cost 
Impact 

42 • Maintenance Craftsman (2) New Positions $134,000 - $154,000 
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Number Staff Impacted Nature of Impact Estimated Cost 
Impact 

Future Staffing 
52 • ZBA Secretary Reclassify to Planner $65,000 - $74,000 
53 • IT Support Position New Position $86,000 - $91,000 

Total   $575,000 - $641,000 
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Background and Methodology 
 
In November 2019, the Town of Westborough engaged The Novak Consulting Group, a part of Raftelis, to 
conduct a staffing analysis of Town departments, excluding Schools and Public Safety functions. The 
purpose of the study was to determine whether the Town is structured and staffed to effectively deliver 
services to the community, identify opportunities to improve efficiency and effectiveness, and evaluate 
the policies, procedures, and best practices used by the Town.  
 
To accomplish this work, The Novak Consulting Group conducted interviews and focus groups with more 
than 50 Town staff, including department directors and key staff involved in operations. In addition to 
interviews and surveys, The Novak Consulting Group toured Town facilities and reviewed information 
regarding the Town’s staffing, finances, policies, and procedures. Insights and feedback from this process 
directly informed the research and analysis phase of this study. 
 
The Novak Consulting Group also administered two community surveys as part of the study to understand 
how Westborough residents and businesses perceive Town services. The surveys were administered using 
SurveyMonkey®, a web-based survey tool, and were open from March 10 to April 13, 2020. A total of 102 
residents and four businesses responded to the survey. The low response rate among businesses is likely 
attributable to many business closures in the United States due to the COVID-19 pandemic. Details on the 
survey and the results are available in the “Community Surveys” section of this report.  
 
Following the presentation of the Draft Staffing Study Report in May, public comment was solicited on 
the draft report. A variety of factual corrections and clarifications have been made in this final report.  
 
As part of this analysis, the Town also asked The Novak Consulting Group to develop a 10-year forecast of 
staffing needs. The most effective method to evaluate staffing and service delivery involves regularly 
assessing workload and performance indicators to determine how trends affect service delivery. However, 
two important factors complicate this analysis. First, the proposed structural changes identified in this 
report will fundamentally shift the focus of several Town positions and could significantly impact how 
future staff assign responsibilities and evaluate performance. Second, because workload and performance 
indicators are inconsistently collected by departments, it is difficult to quantify service delivery in a way 
that facilitates a straightforward staffing analysis. 
 
An alternate but less precise method of forecasting staffing needs involves calculating the ratio of staff 
per population and then evaluating potential staffing needs based on population projections. Based on 
the FY2020 Budget, the Town employs approximately 197.96 full-time equivalent (FTE) employees across 
all departments. According to data from the U.S. Census, the average annual population growth in 
Westborough is approximately 0.6% per year from the 2010 Decennial Census to 2018 (the latest year for 
which a population estimate is available).2 Applying this rate of growth to the Town’s current staffing level 
results in an estimated staffing increase of 12.20 FTEs by FY2030. 
 
It is important to emphasize that the above analysis includes several assumptions that could differ from 
actual staffing needs in the future. First, the calculation above assumes that current staffing levels are 
adequate to meet the Town’s service level expectations. Implementing the structural changes discussed 
in this report will impact the number of staff available, how they are deployed, and how many future staff 

 
2 U.S. Census Bureau. Population Estimates Program, 2018.  
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may be required to provide services. Second, although population trends provide a broad indicator of 
workload demand, Town staff perform many services that are independent of population considerations. 
For example, a series of particularly hard winters or weather extremes could degrade water, sewer, and 
street infrastructure, creating more demand to maintain those assets regardless of whether the Town 
gains or loses population. Third, past growth is not necessarily an indicator of future trends, as clearly 
evidenced by the impacts anticipated as a result of the COVID-19 pandemic. Although the Town is well-
positioned to continue growing in the future, it may grow faster than previous rates or potentially lose 
population depending on future economic trends and events. Finally, technological and other process 
advances may also impact staffing needs over the next 10 years. 
 
Because of these factors, it is difficult to accurately calculate future staffing needs. Rather than estimating 
future needs in terms of discrete positions, the Town should continue its approach of regularly evaluating 
processes, performance, and staff capacity to ensure its staffing level appropriately provides expected 
services.  
 

About the Town of Westborough 
 
The Town of Westborough is located in Worcester County, Massachusetts, approximately 30 miles 
southwest of the City of Boston. It comprises a total land area of 20.58 square miles, according to the 
United States Census Bureau, and has a population of 932 people per square mile. In 2018, the Town’s 
population was approximately 19,189 residents, according to the Census Population Estimates Program 
(PEP).3 This represents a 5% increase from the 2010 Decennial Census, as illustrated in the following figure. 
 

 
 
Figure 1: Town of Westborough Population Estimate, 2010-2018 

 

 
3 Ibid. 
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Structure 
The Town is governed by a Town Meeting form of government. Town Meetings occur annually and are 
open to all Town residents. Town Meetings are used to vote on budget decisions, Town policies, and other 
substantive issues.  
 
The five-member Board of Selectmen is responsible for executing the policy decisions made by the Town 
Meeting. They are also responsible for appointing the Town Manager, Town Counsel, Police Chief, Fire 
Chief, and Director of Public Works, as well as for appointing members of certain boards, commissions, 
and committees, such as the Zoning Board of Appeals, Conservation Commission, and Recreation 
Commission. The Board of Selectmen is elected by popular vote. Other officials elected by popular vote 
include the School Committee, the Housing Authority, the Planning Board, the Town Clerk, the Trustees 
of the Public Library, and a Moderator responsible for presiding over Town Meetings.  
 
The Town Manager is responsible for the day-to-day administration of the Town and currently supervises 
11 direct reports. The Assistant Town Manager serves as the Town Human Resources (HR) Director and 
supervises five direct reports, as illustrated in the following figure.  
 

 

Town Manager
1.0 FTE

Assistant Town 
Manager
1.0 FTE

Building 
Commissioner 

1.0 FTE

Conservation 
Director 
1.0 FTE

Buildings and 
Grounds Director

1.0 FTE

Economic 
Development 
Coordinator

1.0 FTE

Information 
Technology 

Director
1.0 FTE

Recreation 
Director
1.0 FTE

Senior Center 
Director
1.0 FTE

Youth and Family 
Services Director

1.0 FTE

Administrative 
Assistant
2.0 FTE

Finance Director 
1.0 FTE

Health Director 
1.0 FTE

DPW Director
1.0 FTE

Fire Chief
1.0 FTE

Police Chief
1.0 FTE

 
 
Figure 2: Current Town Manager and Assistant Town Manager Span of Control, FY2020 
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In addition to these reporting relationships, several Town boards, commissions, and committees appoint 
and supervise staff positions, including but not limited to the Planning Board, School Committee, the 
Library Board of Trustees, and the Planning Board. The following chart illustrates reporting relationships 
among Town staff. 

 

Board of 
 Selectmen

Planning 
Department 

2.0 FTE

Town Clerk’s 
Office

3.0 FTE

Planning
Board

Library Board 
of Trustees

Library 
13.03 FTE

Advisory Finance 
Committee 
0.09 FTE

 
Zoning Board of 

Appeals 

 
Westborough Golf 
Club Committee 

 
Historical 

Commission 

Westborough
Residents

School 
 Committee

Westborough
Schools

Town
Moderator

Town Manager
1.0 FTE

Assistant Town 
Manager
1.0 FTE

Building 
Department
5.18 FTE

Conservation 
Department

2.0 FTE

Buildings and 
Grounds 

Department
3.0 FTE

Economic 
Development 
Coordinator

1.0 FTE

Information 
Technology 
Department
2.48 FTE

Recreation 
Department

3.0 FTE

Senior Center 
Department
5.89 FTE

Youth and Family 
Services 

Department
2.96 FTE

Administrative 
Assistant
2.0 FTE

Finance 
Department
9.11 FTE

Health Department
4.0 FTE

Department of 
Public Works

49.0 FTE

Fire Department
57.0 FTE

Police Chief
34.24 FTE

Zoning Board of 
Appeals Secretary

0.25 FTE

Westborough Golf 
Club Secretary

0.14 FTE

Historical 
Commission 

Secretary 
0.23 FTE

 
 
Figure 3: Town of Westborough Organizational Chart, FY2020 
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Staffing 
The Town has a total of 197.63 FTEs in FY2020, excluding School staff.4 The following chart illustrates the 
Town’s FTEs by department for the last five fiscal years.  
 
Table 3: Authorized Staffing Level by Department, FY2016 – FY2020 

Department FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage 
Change FY2016 to 

FY2020 
Advisory Finance 
Committee  0.08 0.08 0.08 0.09 0.09 13% 

Animal Control 1.00 0.48 0.63 0.63 1.00 0% 
Assessor 3.48 3.48 3.48 3.48 3.48 0% 
Building  4.48 4.48 4.48 4.48 5.18 16% 
Buildings and Grounds 3.00 3.00 3.00 3.00 3.00 0% 
Conservation  0.48 1.48 1.80 1.80 1.80 275% 
Westborough Golf Club 
Operating Committee 0.13 0.10 0.10 0.12 0.14 8% 

Economic Development 1.00 1.00 1.00 1.00 1.00 0% 
Finance 2.00 2.00 2.00 2.00 2.00 0% 
Fire 35.00 46.00 47.00 51.00 55.00 57% 
Health  4.40 4.40 4.40 4.00 4.00 -9% 
Historical Commission 0.23 0.23 0.23 0.23 0.23 0% 
Information Technology  2.25 2.48 2.48 2.48 2.48 10% 
Library 12.74 12.77 12.77 13.45 13.03 2% 
Planning  3.00 2.00 2.00 2.00 2.00 -33% 
Police 35.24 29.24 30.25 33.25 37.25 6% 
Public Works 41.88 43.88 42.60 42.60 42.60 2% 
Recreation 3.00 3.00 3.00 3.00 3.00 0% 
Senior Center 3.00 3.00 3.00 4.80 6.51 121% 
Town Clerk 3.00 3.00 3.00 3.00 3.00 0% 
Town Manager 4.00 4.00 4.00 4.00 4.00 0% 
Treasurer/Collector 3.63 3.63 3.63 3.63 3.63 0% 
Youth and Family 
Services 2.43 2.43 2.43 2.43 2.96 22% 

Zoning Board of 
Appeals 0.25 0.25 0.25 0.25 0.25 0% 

Total 169.70 176.41 177.61 186.72 197.63 16% 
 
Overall staffing among the departments illustrated above has grown by 27.93 FTEs (16%) over the last five 
fiscal years.  
 
 
 

 
4 The Town does not directly control the School’s staff, and historical data about the School’s overall staffing level 
was not readily available. 
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Budget 
The Novak Consulting Group compiled actual budget data from FY2016 through FY2019 and compared 
expenditures in these years to budgeted expenditures in FY2020. Compared to FY2016, total expenditures 
across all departments and funds have increased by approximately 20%, as illustrated in the following 
table.  
 
Table 4: Operating Expenditures by Category, FY2016-2020 (in Thousands)  

Department FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual  

FY2020 
Budgeted 

Percentage 
Change 
FY2016-
FY2020 

Advisory Finance 
Committee  $5.2 $1.8 $3.7 $3.9 $5.6 7% 

Animal Control $62.3 $21.9 $33.9 $53.9 $57.9 -7% 
Assessor $221.8 $219.8 $241.1 $252.7 $276.2 25% 
Board of 
Selectmen/Town 
Manager 

$429.1 $444.2 $450.4 $359.9 $464.6 8% 

Building  $368.8 $365.8 $336.2 $366.0 $410.4 11% 
Buildings and 
Grounds $300.0 $303.6 $313.1 $319.0 $368.6 23% 

Central Purchasing $81.3 $77.1 $81.9 $81.4 $85.1 5% 
Communications $44.7 $42.2 $43.2 $45.0 $53.1 19% 
Conservation  $21.7 $104.1 $123.8 $128.2 $150.1 591% 
Westborough Golf 
Club Operating 
Committee 

$401.2 $380.2 $390.3 $453.6 $493.6 23% 

Cultural Council $2.0 $2.0 $1.9 $4.0 $4.0 100% 
Debt $9,331.1 $9,243.1 $9,222.4 $10,675.0 $11,318.7 21% 
Economic 
Development $62.9 $66.8 $44.0 $74.1 $82.0 31% 

Election and 
Registration $71.6 $86.4 $72.1 $97.7 $80.8 13% 

Electricity $224.1 $268.7 $276.8 $278.5 $303.5 35% 
Finance $148.0 $161.4 $172.2 $181.1 $192.1 30% 
Fire $3,531.6 $3,913.0 $4,344.5 $4,671.5 $4,840.8 37% 
Health $297.1 $309.0 $303.3 $304.5 $309.1 4% 
Historical 
Commission $17.3 $12.6 $13.1 $12.8 $17.7 3% 

Information 
Technology  $401.2 $416.4 $467.5 $505.4 $549.9 37% 

Insurance $10,670.9 $11,726.2 $12,208.6 $13,484.7 $14,139.4 33% 
Legal $79.3 $84.8 $78.0 $111.6 $102.5 29% 
Library $1,016.7 $1,060.4 $1,074.7 $1,107.4 $1,167.8 15% 
Planning  $235.8 $159.3 $141.2 $152.9 $171.1 -27% 
Police $2,946.0 $2,980.6 $3,039.3 $3,295.8 $3,712.3 26% 
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Department FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual  

FY2020 
Budgeted 

Percentage 
Change 
FY2016-
FY2020 

Public Works $2,190.9 $2,297.6 $2,433.1 $2,417.5 $2,656.5 21% 
Public Works Snow 
and Ice $488.3 $703.5 $785.8 $694.9 $673.6 38% 

Recreation $162.1 $155.9 $162.6 $175.9 $187.0 15% 
Sanitary Landfill $673.9 $654.1 $653.7 $636.7 $714.0 6% 
Schools $45,368.8 $47,004.4 $49,260.5 $49,226.9 $53,347.8 18% 
Senior Center $329.0 $350.0 $347.9 $363.6 $384.4 17% 
Sewer Enterprise 
Fund $1,804.1 $2,019.5 $1,905.4 $1,910.8 $1,860.3 3% 

Town Clerk $215.7 $229.2 $235.5 $241.2 $251.7 17% 

Town Moderator $0.0 $0.0 $0.0 $0.0 $0.3 Not 
Applicable 

Treasurer/Collector $291.4 $262.3 $250.9 $256.2 $287.9 -1% 
Trustees of the 
Soldier’s Memorial $0.3 $0.3 $0.0 $2.8 $2.8 806% 

Veterans Services $114.0 $95.6 $75.9 $85.1 $109.5 -4% 
Wastewater 
Treatment Plant  $3,664.3 $3,789.1 $3,897.3 $4,081.1 $4,681.2 28% 

Water Enterprise 
Fund $3,817.8 $3,787.3 $3,788.4 $3,924.7 $3,872.8 1% 

Weights and 
Measures $2.2 $2.2 $2.2 $2.1 $2.3 5% 

Youth and Family 
Services $169.3 $171.3 $181.0 $207.2 $220.7 30% 

Zoning Board of 
Appeals $15.3 $14.6 $18.0 $14.1 $16.7 9% 

Total $90,279.1 $93,988.3 $97,475.4 $101,261.4 $108,626.4 20% 
 
The Town’s most significant increases, aside from School, Police, and Fire expenditures, include debt 
service and insurance. While the Town budget identifies salary/wage expenses for each department, other 
spending categories (such as personnel benefits, commodities, utilities, other maintenance and operating 
costs, and capital costs) are not currently identified.  
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Community Surveys 
 
To better understand community perceptions about the Town organization and its services, The Novak 
Consulting Group developed community surveys to gather feedback from residents and businesses. The 
surveys were administered using SurveyMonkey, a web-based survey tool, and were open from March 10 
to April 13, 2020. A copy of the resident survey is included as Appendix A and a copy of the business survey 
is included as Appendix B. 
 
Survey questions were asked in several formats. In some cases, respondents were asked to rate the quality 
of services or to rank them in order of importance. The surveys also included open-ended questions that 
allowed participants to compose their own responses. The Novak Consulting Group then categorized each 
response based on the topics mentioned. Because some respondents mentioned more than one category 
as part of their open-ended response, percentages in tables illustrating open-ended responses do not 
always total to 100%. 

Resident Survey 
 
A total of 102 individuals responded to the resident survey. Key themes included the following:  
 

• Respondents are generally older, longtime Westborough residents who identify as White. A 
total of 70% of the respondents to the survey indicated that they are age 45 or greater, and the 
majority have lived in the Town for more than 20 years. Three-quarters of respondents identified 
as White. The proportion of respondents who identified as Male (37%) was similar to those who 
identified as Female (41%). Approximately 20% of respondents did not provide any demographic 
information. 

• Respondents are very satisfied with Town services. A total of 88% of respondents indicated that 
they are either “Satisfied” or “Very Satisfied” with Town services overall. 

• Respondents value public safety and streets and sidewalk maintenance. When asked to rate the 
importance of specific services, “Public safety” and “Streets and sidewalk maintenance” received 
the highest ratings overall. 

• Respondents appreciate the Town’s public safety and library services. When asked to rate their 
level of satisfaction with specific services, “Public safety” and “Library services” received the 
highest ratings overall. 

• Many respondents feel there is an opportunity to expand streets and sidewalk maintenance 
and parks and open space. When asked which existing Town services should be enhanced, 45% 
of respondents selected “Streets and sidewalk maintenance,” and 43% selected “Parks and open 
space.” 

 
The following sections provide survey results in greater detail. 
 
Demographics 
More than 75% of respondents have lived in Westborough for longer than 10 years, and more than half 
(53%) have lived in the Town for more than 20 years. Only 13% of respondents have lived in the 
community for less than 10 years, as illustrated in the following figure.  
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Figure 4: Respondents by Length of Residency 

A total of 70% of respondents indicated that they are aged 45 or greater, as illustrated in the following 
figure. Notably, no participants indicated that they are aged 24 or under. 
 

 
 

Figure 5: Respondents by Age Group  
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Respondents were also asked what gender best describes them. Slightly more respondents identified as 
Female (41%) compared to Male (37%), as illustrated in the following figure. 
 

 
 

Figure 6: Respondents by Gender  

The survey also provided respondents with an opportunity to select race/ethnicity categories that best 
describe them. Because respondents were able to select more than one category, the percentage of 
responses for this table totals more than 100%. Three-quarters of respondents identify as White, while 
5% identified as some other race or ethnicity.  
 
Table 5: Respondents by Race/Ethnicity 

Race/Ethnicity  Number of 
Responses 

Percentage of 
Responses 

White 77 75% 
Hispanic, Latino, or Spanish origin 2 2% 
Black or African American 1 1% 
Asian 2 2% 
American Indian or Alaska Native 0 0% 
Middle Eastern or North African 0 0% 
Native Hawaiian or other Pacific Islander 0 0% 
Some other race, ethnicity, or origin 2 2% 
No Response 22 22% 

 
Finally, respondents were asked about their employment status. Approximately one-third (30%) of 
respondents indicated that they are retired, and one-third (37%) indicated that they work outside of the 
Town of Westborough. Only 14% of respondents indicated that they work in Westborough.  
 

37%
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1%

21%

Survey Respondents by Gender
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Figure 7: Respondents by Employment Status  

Overall Level of Satisfaction 
The survey asked respondents to rate their overall level of satisfaction with Town government and its 
services on a four-point scale from “Very Satisfied” to “Very Unsatisfied.” Respondents were asked about 
their satisfaction with Town services overall, the Town’s customer service, and the Town’s 
communications. Responses are detailed below.  
 
Table 6: Level of Satisfaction with Town Services  

Town Service Very 
Satisfied Satisfied Unsatisfied Very 

Unsatisfied 
Overall 

Satisfaction 
Town Services Overall 29% 59% 11% 1% 88% 
Town Customer Service 39% 53% 6% 2% 92% 
Town Communications  26% 50% 21% 3% 76% 

 
Respondents expressed high levels of satisfaction with the Town and its services. More than 90% report 
being satisfied or very satisfied with customer service, and nearly 90% agreed that they are satisfied or 
very satisfied with Town Services overall. Additionally, more than three-quarters of respondents (76%) 
indicated they are satisfied or very satisfied with the Town’s communications.  
 
As a follow-up, survey participants were asked how they prefer to receive information on Town services 
and events. A total of 102 individuals responded to the question. Responses are detailed in the following 
figure. 
 

14%

37%
30%

19%

Survey Respondents by Employment Status

Employed, working in the Town of Westborough Employed, working outside the Town of Westborough

Not employed/Retired No response
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Figure 8: Preferred Source of Information on Town Services and Events  

Approximately one-third (33%) of respondents prefer accessing information on the Town website, while 
another 28% prefer receiving information through social media. A further 24% stated that their preferred 
means of communication is through emails sent by the Town. Finally, the remaining 5% stated that they 
prefer a communication source other than the website, social media, email, or newspaper. 
 
Town Services 
Respondents were next given a list of 15 Town services and asked to consider the importance of each 
service and their level of satisfaction with them. These ratings were accomplished using four-point scales, 
from “Very Important/Very Satisfied” to “Very Unimportant/Very Unsatisfied.” Responses for each 
statement were numerically weighted, with “Very Important/Very Satisfied” responses receiving four 
points and “Very Unimportant/Very Unsatisfied” responses receiving one point. The Novak Consulting 
Group used these weights to calculate an average score of importance and satisfaction for each service, 
with a higher score indicating a more important service or a higher level of resident satisfaction. 
 
Next, participants used checkboxes to select services they believe should be enhanced or reduced. The 
Novak Consulting Group tallied the choices selected by respondents to identify services most frequently 
selected for enhancement and reduction.  
 
The following table summarizes the results of each of these exercises. The “Importance” and 
“Satisfaction” columns indicate the weighted average score respondents gave each service. The final two 
columns list the percentage of respondents who selected each service for enhancement or reduction. The 
highest and lowest scores in each column are highlighted, with the highest scores highlighted in green and 
lowest in red.  
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Table 7: Resident Perceptions of Town Services 

Service Importance Satisfaction Enhancement Reduction 
Affordable housing services 2.80 2.81 18% 21% 
Arts and cultural events 3.01 3.04 29% 12% 
Bike and pedways 3.00 2.54 41% 33% 
Economic development efforts 3.32 2.74 25% 19% 
Environmental sustainability 
efforts 3.29 2.83 35% 24% 

Library services 3.4 3.33 25% 17% 
Parks and open space 3.45 2.98 43% 7% 
Public health services 3.46 3.09 13% 2% 
Public safety services 3.58 3.36 12% 14% 
Recreation services 3.11 3.11 19% 12% 
Senior services 3.21 2.74 29% 10% 
Street and sidewalk maintenance 3.56 2.59 45% 2% 
Veterans services 2.87 3.00 4% 12% 
Wastewater and stormwater 
services 3.35 3.04 8% 2% 

Youth and family services 3.13 3.18 10% 14% 
 
Participants ranked public safety services the highest in both importance and satisfaction. Affordable 
housing services were ranked lowest in importance. Bike and pedways had the lowest level of satisfaction, 
followed by street and sidewalk maintenance. Nearly half (45%) of respondents identified street and 
sidewalk maintenance as a service they believe should be enhanced, followed by enhancements to parks 
and open space. Bike and pedways were the third most-selected service respondents identified for 
enhancement, but a third of respondents also believe this service should be reduced. The least-selected 
service for enhancement was veterans’ services, while the least-selected service for reduction included 
water and stormwater services. 
 
Respondents also had an opportunity to list any other services they feel should be enhanced or reduced 
beyond the list provided in the survey. A total of 15 individuals provided additional comments on services 
that should be enhanced. Four of these respondents wrote that the Town should expand sidewalks 
throughout the Town; no other category of response was mentioned more than once.  
 
A total of 13 individuals provided additional comments on services in which they feel the Town is investing 
too heavily. Six respondents indicated that the Town should reduce its investment in the schools, and two 
wrote that they feel that the Town is investing too much in promoting rapid development. No other 
category of response was mentioned more than once.  
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Changes to Town Services 
The survey also provided respondents with an opportunity to name one thing that they would change 
about the services the Town provides. The question was open-ended and received 61 responses, which 
were categorized by The Novak Consulting Group. The following table lists all topics mentioned three or 
more times.  
 
Table 8: Changes to Town Services  

Category Number of 
Mentions 

Percentage of 
Mentions 

Enhanced communication 10 16% 
Lower taxes 6 10% 
More and better sidewalks 4 6% 
Expanded snow removal services 4 6% 
Focus on basic services 3 5% 
Enhanced diversity in Town government and the community 3 5% 
Recycling collection 3 5% 
Lower-cost public schools 3 5% 
Enhanced senior services 3 5% 
Waste collection 3 5% 

 
The most common suggested change to Town services involves expanding communication and 
engagement with the community. Respondents discussed a need for more information to be posted on 
the Town website and for the Town to conduct more outreach to residents and stakeholders. Specific 
suggestions offered by commenters include the following:  
 

• Posting more records, reports, presentations, and studies on the Town website 
• Conducting more outreach on Town elections 
• Creating a centralized location to collect feedback 
• Updating residents on the progress of major projects 

 
Several respondents also expressed a desire for lower taxes. Respondents offered several strategies to 
keep taxes low, including slowing the pace of capital projects, eliminating non-essential services, and 
eliminating waste.  
 
Priorities for the Future 
In the final section of the survey, respondents were asked to identify what they believe the Town’s top 
three priorities should be for the next five to 10 years. This question received 72 open-ended responses, 
which were grouped by category. The following table lists all topics mentioned by three or more 
respondents.  
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Table 9: Priorities for the Future  

Category Number of 
Comments 

Percentage 
of Comments 

Lower taxes 17 9% 
Services for seniors 12 6% 
Environmental sustainability 12 6% 
Economic development 9 5% 
Public safety 9 5% 
Housing 8 4% 
Schools 7 4% 
Sidewalks 7 4% 
Streets 7 4% 
Walkability/bikeability 6 3% 
Communication 5 3% 
Infrastructure 5 3% 
Lowered school spending 5 3% 
Traffic control 5 3% 
Support for businesses 4 2% 
Library 4 2% 
Parks and open space 4 2% 
Public health 4 2% 
Affordability 3 2% 
Playgrounds 3 2% 
Water 3 2% 

 
The most common response was that the Town should prioritize lowering taxes. Respondents also 
frequently mentioned a need to prioritize services for seniors and environmental sustainability. Responses 
to this question were generally limited to single words or phrases, so limited detail is available about the 
specific initiatives desired by respondents.  
 

Business Survey Results  
 
Four businesses responded to the business survey administered by The Novak Consulting Group. The 
relatively low response rate is likely attributable to the COVID-19 pandemic in the United States, which 
has forced business closures and stay at home orders in Westborough and across the country.  
 
All four businesses indicated that they are satisfied with Town services overall, particularly public safety 
services. Respondents also generally reported satisfaction with the Town’s arts and cultural events and 
its parking availability. Conversely, business respondents were least satisfied with the Town’s 
development review process and economic development efforts.  
 
Survey respondents were also asked to describe the biggest challenges facing their businesses. 
Respondents cited property taxes as a challenge, along with economic factors, building costs, traffic, and 
utilities costs.  
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Town-wide Analysis and Recommendations 
 
This report details specific challenges, opportunities, and recommendations that will enhance each 
department’s existing capacity and staffing practices. However, some recommendations involve multiple 
departments and impact the Town organization as a whole. The following recommendations discuss 
specific strategies to streamline policies, work planning and performance measurement, and public 
information practices to support efficient staffing levels across all Town departments. 
 
Recommendation 1: Engage policymakers to streamline overlapping boards, commissions, and 
committees. 
The Town of Westborough is organized under the Town Meeting form of government. According to the 
Town Meeting structure, “[t]he legislative powers of the Town shall continue to be exercised by a Town 
Meeting open to all registered voters of the Town.”5 Executive powers of the Town are primarily vested 
in the Board of Selectmen, which appoints a Town Manager to serve as the Town’s chief administrative 
officer. 
 
Both the Board of Selectmen and Town Manager have broad authority to appoint boards, commissions, 
and committees as described by the Charter. These entities may be special or standing, permanent or ad 
hoc, and may be established to provide policy guidance, administrative oversight, and/or to gather 
information of interest to Town officials or the Board of Selectmen. The Town has used boards, 
commissions, and committees extensively; more than 50 are currently active and serve a broad array of 
functions and duties, as illustrated in the following table.6 It should be noted that some of these are ad-
hoc groups and some are no longer active. This list is illustrative and not intended to be all inclusive of 
every Town board, commission, and committee. 
 
Table 10: Current Boards, Commissions, and Committees 

Board, Commission, Committee Name Appointed/Elected Required by 
Town Charter 

Advisory Finance Committee Appointed Yes 
Affordable Housing  Appointed No 
Assabet Valley Regional Technical High School Committee Appointed No 
Bay State Green Committee Appointed No 
Bicycle and Pedestrian Advisory Committee Appointed No 
Board of Assessors Appointed Yes 
Board of Health Appointed Yes 
Board of Selectmen Elected Yes 
Capital Expenditure Planning Committee Appointed Yes 
Charter Review Committee Appointed No 
Climate Change Task Force Appointed No 
Complete Streets Committee Appointed No 
Conservation Commission Appointed Yes 

 
5 Town of Westborough. Town Charter, Amended 2018. Page 5. 
https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/westborough_town_charter_2019_-
_final.pdf. 
6 Town of Westborough. Boards and Commissions. https://www.town.westborough.ma.us/boards. 

https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/westborough_town_charter_2019_-_final.pdf
https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/westborough_town_charter_2019_-_final.pdf
https://www.town.westborough.ma.us/boards
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Board, Commission, Committee Name Appointed/Elected Required by 
Town Charter 

Council on Aging Appointed Yes 
Westborough Golf Club Operating Committee Appointed Yes 
Cultural Council Appointed Yes 
Design Review Board Appointed Yes 
Disability Affairs Committee Appointed No 
Diversity and Inclusion Committee Appointed No 
Economic Development Committee Appointed No 
Government Study Committee Appointed No 
Historical Commission Appointed Yes 
Housing Authority Elected Yes 
Housing Partnership Committee Appointed Yes 
Insurance Advisory Committee Appointed No 
Board of Library Trustees Elected Yes 
Local Emergency Planning Committee (LEPC) Appointed Yes 
Municipal Building Committee Appointed Yes 
Open Space Preservation Committee Appointed Yes 
Planning Board Elected Yes 
Public Safety Committee Appointed No 
Recreation Commission Appointed Yes 
Sandra Pond Wardens Appointed Yes 
School Building Committee Appointed No 
School Committee Elected Yes 
School Enrollment Committee Appointed No 
Senior / Disabled Taxation Aid Committee Appointed No 
Senior / Disabled Taxation Relief Committee Appointed No 
Sewer Cost Apportionment Subcommittee Appointed No 
Spirit Committee Appointed No 
Spurr House Sale Advisory Committee Appointed No 
Sustainable Westborough Appointed No 
Treatment Plant Board Appointed Yes 
Trustees of Soldiers’ Memorials Appointed Yes 
Veterans’ Advisory Board Appointed Yes 
Walkup-Robinson Fund Committee Appointed No 
Water Resources Management Committee Appointed Yes 
Westborough Spirit Committee Appointed No 
Westborough State Hospital Reuse Committee Appointed No 
Youth Commission Appointed Yes 
Zoning Board of Appeals Appointed Yes 

 
Boards, commissions, and committees are important resources for engaging the community, delegating 
administrative and oversight tasks, gathering information, and generating policy guidance within the 
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Town Meeting governance structure. However, several aspects of the Town’s current approach to boards, 
commissions, and committees create challenges for participants and staff.  
 
First, the sheer number of these groups increases the likelihood that roles and responsibilities among 
them will be substantially similar or overlap. For example, both the Recreation Commission and the 
Westborough Golf Club Operating Committee are involved in planning and advising recreational activities 
available to the public, such as sports leagues and golf leagues, respectively. The Conservation Committee, 
Open Space Preservation Committee, and Water Resources Management Committee share similar 
interests in preserving Westborough’s natural habitat areas and protecting water quality. The Bicycle and 
Pedestrian Advisory Committee is responsible for promoting walking and biking within the Town, while 
the Complete Streets Study Committee is focused on ensuring that the Town’s streets are pedestrian and 
bicycle-friendly. In each of these cases, the similarities between groups increase the likelihood that some 
of the work they undertake may be duplicative.  
 
Second, serving on committees can be a time-intensive prospect, which can reduce the pool of interested 
appointees. As of September 2019, there were a total of 29 vacancies on boards, commissions, and 
committees in Westborough.7 Vacancies are an issue because they reduce the diversity of voices and may 
prevent the group from conducting business due to a lack of quorum. This can cause meetings to be 
canceled, postpone actions on important issues, and defeat the purpose of organizing the committee.  
 
Additionally, many committees require dedicated Town staff support to prepare packets and agendas, 
take minutes, present to members, and carry out policy and program initiatives. Some of these duties are 
handled by volunteers. In some cases, staff may be assigned to multiple committees in addition to other 
routine responsibilities, which can constrain the capacity to perform other work. For example, the Town 
Planner is the only planning position employed by the Town and is, therefore, the only position available 
to serve on committees when planning expertise is needed. The Town Planner currently attends 10 
committee meetings:  
 

• Affordable Housing 
• Bicycle and Pedestrian Advisory Committee  
• Board of Selectmen  
• Complete Streets Study Committee  
• Design Review Board  
• Economic Development Committee  
• Master Plan Committee  
• Municipal Vulnerability Study Committee  
• Planning Board  
• Worchester-Framingham Commuter Rail Task Force  

 
Some of these groups meet more frequently than others, but the number of committees severely limits 
the Planner’s capacity for land use planning and other core duties. Other positions in the Town, such as 
the Building Commissioner and Youth and Family Services Director, also attend a large number of 
committee meetings with a similar impact on their capacity.  
 

 
7 Town of Westborough. Board- Committee Vacancies – Revised September 12, 2019. 
https://www.town.westborough.ma.us/board-committee-vacancies/news/boardcommittee-vacancies-revised-
september-12-2019. 

https://www.town.westborough.ma.us/board-committee-vacancies/news/boardcommittee-vacancies-revised-september-12-2019
https://www.town.westborough.ma.us/board-committee-vacancies/news/boardcommittee-vacancies-revised-september-12-2019
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Finally, 61% of the boards, commissions, and committees listed in the table above are also directly 
referenced in the Town Charter. While it is essential for the Charter to identify core boards, commissions, 
and committees that underpin the Town’s operations, there is a risk that referencing many of the existing 
groups will enshrine duplication and prompt the need to change the Charter more often as groups change 
in the future. 
 
To reduce overlapping efforts, alleviate the need to fill appointee vacancies, and improve staff capacity, 
the Town should streamline its existing board, commission, and committee structure. The best way to 
accomplish this is to determine whether and when existing groups should be consolidated or sunsetted 
based on policy input from the Town’s elected officials as well as senior management. The Town 
Manager’s Office, with assistance from the Town Clerk’s Office, should engage policymakers to conduct a 
thorough review of the scope and efficacy of each committee and consider the potential benefits of 
consolidation. During this review, elected officials and staff should consider the following:  
 

• Scope: If the scope or purpose of the board, commission, or committee aligns closely with that of 
one or more groups, there may be an opportunity to create a single body with a broader scope.  

• Vacancies: If there are a large number of vacancies on the board, commission, or committee, or 
if one or more positions has been vacant for a long time, it may be a sign that the group’s goals 
may be better served by combining with another, more active group. 

• Staffing requirements: If additional staff are required to properly support the board, commission, 
or committee, it may be more appropriate to expand the scope of an existing group. 

 
The Town should also consider these criteria when contemplating the creation of a new board, 
commission, or committee to examine a narrow or specific issue. Where possible, single-issues and policy 
questions should be delegated by the Board of Selectmen or Town Manager to a relevant existing 
committee, rather than to a new group. This approach allows the Town to more fully leverage its existing 
boards, commissions, and committees without creating additional appointee vacancies or staff 
obligations.  
 
Based on the criteria discussed above, the Town should consider opportunities for consolidating or 
clarifying the roles of the following boards, commissions, and committees:  
 

• Bicycle and Pedestrian Advisory Committee and Complete Streets Committee: Both groups 
share a goal of improving walkability and bikeability in Westborough, as previously discussed. As 
the Complete Streets Committee continues to establish its charge, it will be important to 
coordinate efforts and share expertise with the Bicycle and Pedestrian Advisory Committee to 
prevent duplication of efforts.  

• Recreation Commission and Westborough Golf Club Operating Committee: The “Recreation” 
section of this report discusses consolidating golf course management and other recreational 
activities into a single Recreation Department. This restructuring would allow the Town to merge 
the Recreation Commission and Westborough Golf Club Operating Committee to reduce 
administrative overhead, enhance opportunities for collaboration and strategic thinking, and 
avoid overlaps regarding recreation policy. 

• Conservation Commission and Open Space Committee: These committees share goals of 
preserving the Town’s environment and natural resources. Combining the committees or better 
clarifying their unique statutory requirements could help coordinate efforts and reduce the 
opportunity for overlapping or conflicting initiatives.  
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The Town has consolidated boards, commissions, and committees in previous years. Before 2016, the 
Town Manager appointed a Personnel Board that was responsible for reviewing personnel policies, 
compensation plans, and related human resources matters. The Personnel Board was eliminated in 2016 
at the Annual Town Meeting when the Town implemented a more modern human resources management 
system. A similar approach could be taken to consolidate the groups discussed above as well as any other 
groups identified by the Town. 
 
Recommendation 2: Leverage the joint meeting process between the Board of Selectmen and School 
Committee to enhance collaboration.  
In September 2019, the Board of Selectmen initiated a tri-board meeting with the School Committee and 
Advisory Finance Committee to discuss budget priorities before beginning the Town’s annual budget 
process. The Board of Selectmen regularly engages in joint meetings with other boards, commissions, and 
committees to discuss high-profile issues, such as zoning variances and the Town’s response to the COVID-
19 pandemic. However, the Town has not historically utilized joint meetings between the Board of 
Selectmen and other groups to discuss the Town’s budget priorities. 
 
During the meeting, the groups and key staff, including the Town Manager and School Superintendent, 
used the Town’s strategic planning framework to identify key budget priorities for the coming year:8 
 

• Proactive Public Safety – Evaluate and implement recommendations in the public safety needs 
assessment studies and examine the potential for a satellite public safety facility. The 
implementation strategy of this is to get the staff needed based on the staffing study. 

• Effective Governance – Evaluate Town-wide municipal staffing needs for non-public safety 
departments and expand the use of performance metrics in evaluating Town services. 

• Excellent Educational Opportunities – Develop a collaborative plan that will ensure stronger 
budgetary alignment between Municipal and School Department budgets. 

• Diverse Cultural and Recreational Opportunities – Accelerate the development of the multi-use 
trail system and engage the broader community in implementation discussions. 

• Compassionate Social Services – Conduct a needs assessment for Westborough’s senior 
population to identify opportunities to support our senior residents. 

• Fiscally Responsible and Business Friendly – Re-evaluate fiscal priorities to attempt to address 
affordability. 

 
Joint planning meetings such as these are an important tool for ensuring that the Town effectively meets 
community needs. While the recommendations in this report focus on enhancing the Town’s existing 
governance structure and staff reporting relationships, there is significant potential to develop additional 
enhancements between the Town and the Schools, particularly regarding purchasing, debt service, long-
range financial planning, capital planning, technology support, and recreation. The Town should continue 
the practice of convening joint planning sessions each budget cycle to investigate these areas and 
prioritize service enhancements.  
 
By continuing to meet regularly and strategically prioritize budget initiatives, the Town and the Schools 
will build upon the success of the first prioritization meeting and cultivate a culture of collaboration. 
Strengthening this relationship and the Town’s approach to prioritization using data-driven decision-

 
8 Town of Westborough. “Tri Board Meeting Minutes.” September 26, 2019. 
https://www.town.westborough.ma.us/sites/westboroughma/files/minutes/tri_board_09.26.19_minutes.pdf 

https://www.town.westborough.ma.us/sites/westboroughma/files/minutes/tri_board_09.26.19_minutes.pdf
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making, as discussed in Recommendation 4, will ensure the Town utilizes resources as efficiently and 
effectively as possible to serve the community. 
 
Recommendation 3: Establish formal work plans for Town departments that align with the Town’s 
strategic plan. 
In 2018, the Town of Westborough engaged The Novak Consulting Group to assist with the development 
of a strategic plan. This strategic plan established a vision for the Town as a “vibrant, attractive, safe, 
inclusive, connected, and engaged community – for a lifetime.”9 During the strategic planning process, 
the Town identified 11 critical success factors that are essential for realizing this vision:  
 

• Thoughtfully-Planned Built and Natural Environment 
• Access to Diverse Housing Options 
• Excellent Educational Environment 
• Compassionate Social Services 
• Proactive Public Safety 
• Effective Governance 
• Dedicated Workforce and Strong Labor Relations 
• Well-Maintained Critical Infrastructure 
• Fiscally Responsible 
• Strong Economic Base 
• Diverse Cultural and Recreational Opportunities  

 
Critical success factors provide a roadmap for where the Town should focus its resources and initiatives 
over the coming years. The Town may choose to update its strategic plan as it is nearing two years old. To 
make the strategic plan as effective as possible, it is important for all Town departments to align their 
work with these success factors and to work collectively toward accomplishing these goals. To help initiate 
the process of aligning workload with the Strategic Plan, The Novak Consulting Group worked with the 
Town and its departments to develop an action plan designed to prioritize specific goals and initiatives. 
This action plan was provided to the Town at the conclusion of the strategic planning process in 2018 and 
included the following initiatives: 
 
Table 11: Strategic Plan Initiatives, 2018 

Initiative 
Number Priority Initiative Person 

Responsible 

1 Top Develop and adopt a new Master Plan for Westborough that 
incorporates transportation and plans to revitalize the downtown. Town Planner 

2 Top 
Develop strategies for ensuring a variety of housing types in 
Westborough that meet a diversity of needs and consider the use of 
converting and rehabilitating existing buildings to meet those needs. 

Town Planner 

3 Top 
Evaluate and implement recommendations in the public safety needs 
assessment studies and examine the potential for a satellite public 
safety facility. 

Fire Chief; 
Police Chief 

 
9 Town of Westborough. “Strategic Planning Services Summary Report,” October 2018. 
https://www.town.westborough.ma.us/sites/westboroughma/files/pages/westborough_ma_strategic_planning_2
018_final_report.pdf. 

https://www.town.westborough.ma.us/sites/westboroughma/files/pages/westborough_ma_strategic_planning_2018_final_report.pdf
https://www.town.westborough.ma.us/sites/westboroughma/files/pages/westborough_ma_strategic_planning_2018_final_report.pdf


Town of Westborough Page 29 
Staffing Study  

The Novak Consulting Group 
Trusted Advisors Transforming Communities 

Initiative 
Number Priority Initiative Person 

Responsible 

4 Top 
Evaluate Town-wide municipal staffing needs for non-public safety 
departments and expand the use of performance metrics in 
evaluating Town services. 

Town Manager 

5 High Develop a communications plan for Town government. Town Manager 

6 High Establish quarterly meetings with Board of Selectmen and 
Department Heads. Town Manager 

7 High 
Promote the education and professional development needs of the 
workforce and support department heads as they address unmet 
professional development needs. 

Assistant Town 
Manager 

8 High Develop a collaborative plan that will ensure stronger budgetary 
alignment between Municipal and School Department budgets. 

Town 
Manager; 
School 
Superintendent 

9 High Design and build an intergenerational community center with 
activities for all ages. 

Recreation 
Director 

10 High Accelerate development of the multi-use trail system and engage the 
broader community in implementation discussions. Town Engineer 

11 High Conduct a Needs Assessment for Westborough’s Senior population 
to identify opportunities to support our senior residents. 

Senior Center 
Director 

12 Other 
Repair Board of Selectmen dynamics and continue regular workshops 
that support effective development of Board relations and improve 
good governance. 

Board of 
Selectmen; 
Town Manager 

13 Other Develop Departmental Leadership succession plans. Assistant Town 
Manager 

14 Other Analyze traffic improvement options, including for the East/West 
corridor. Police Chief 

15 Other 
Partner with private utilities to ensure maintenance and 
improvements to critical infrastructure of the Town and develop a 
plan for addressing it. 

Fire Chief 

16 Other 
Reinvigorate the Economic Development Committee (EDC) and 
develop a structure for ensuring feedback and coordination between 
the EDC and the Board of Selectmen. 

Economic 
Development 
Committee 

17 Other Re-evaluate fiscal priorities to attempt to address affordability. Finance 
Director 

18 Other Support the construction of the new library. Library 
Director 

19 Other 
Strategically acquire parcels identified in our Open Space Master Plan 
and enact the Community Preservation Act as a mechanism for 
financing acquisition. 

Conservation 
Agent; Town 
Planner; 
Comprehensive 
Planner 

20 Other 
Collaborate with Town and School departments to develop 
collaborative learning opportunities for residents that tap the 
skillsets of our workforce. 

School 
Superintendent 
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Initiative 
Number Priority Initiative Person 

Responsible 

21 Other Focus on community outreach to diverse groups and organizations. Youth and 
Family Services 

 
Some of these strategic initiatives have been incorporated into regular work plans. For example, the Town 
Manager has undertaken efforts to implement the results of public safety assessments and to study the 
Town’s broader staffing needs. The Library Director has begun securing funding for the construction of 
the new library. However, the extent to which these initiatives are incorporated into each department’s 
work practices is unclear, and there is a need to ensure that each department’s work aligns with the 
Town’s strategic goals. The best way to accomplish this is to develop formal work plans for each 
department. 
 
Many Town departments do not currently develop formal work plans. Without formalized work plans, 
Town departments cannot easily evaluate how their goals, services, and initiatives align with the Town’s 
strategic plan and critical success factors. Furthermore, the lack of annual work plans impacts the Town’s 
ability to predict future staffing needs and to balance proactive and reactive workloads. It also prevents 
the Town and its departments from effectively planning for future resource needs and evaluating the 
impact of service level changes on available staffing.  
 
Each department should establish an annual work plan that aligns with the Town’s strategic plan. The 
work plans should identify projects and tasks to be completed on a calendar basis, the estimated time 
required for each project and task, and the staff hours and other resources required to accomplish the 
work. The work plan should include both routine tasks that are completed regularly, such as routine 
inspections and maintenance, as well as specific initiatives for that calendar year. Each task should be 
aligned with a specific critical success factor. For example, if a particular department develops an initiative 
to provide department staff with additional training, the work plan should include the following: 
 

• The critical success factor associated with the initiative, such as “Dedicated Workforce and Strong 
Labor Relations” 

• The timeframe or service level of the initiative, such as including when training will be offered 
and how long each training course or session will last 

• The staff positions responsible for the initiative, such as which positions will be responsible for 
providing training 

• Estimated labor hours, such as the number of hours needed to prepare, coordinate, and 
administer training 

• Other resource requirements, such as the cost of the training and other associated costs 
 
Once these elements are identified for each department’s core programs and services, they should be 
organized on a calendar to provide a clear picture of staffing and resource needs throughout the year. 
This approach provides a clear view of seasonal impacts on each department’s workload, allows the 
department to understand when staff may have unused capacity, and can inform decisions about how to 
address reactive service requests during busy periods. After the work plan is finalized, it should be 
reviewed by the Town Manager’s Office as well as any applicable committees with policy oversight of the 
department’s work. This review will help to ensure that work plans advance the Town’s strategic plan and 
inform conversations about how committees can best support the strategic plan as well. 
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Formal work plans can serve as effective tools for organizing the Town’s workload and ensuring it 
accomplishes strategic goals. However, it is important to regularly evaluate the effectiveness of the 
Town’s programs and service delivery using formal performance measures, as discussed in the following 
recommendation. 
 
Recommendation 4: Create a culture of data-based decision-making using performance measurement.  
One of the most effective ways for an organization to understand its operations and make service-level 
decisions is to evaluate the work conducted by the Town. While some Town departments and functions 
utilize a data-based approach to inform operations and staffing decisions, there is a need to expand this 
practice and create a culture of data-based decision-making across the entire Town organization. 
Developing this culture will require a two-pronged approach, including increasing awareness about the 
importance of data collection among the Town’s staff and using clearly defined performance measures to 
evaluate programs.  
 
According to the Society for Human Resources Management (SHRM), organizational culture “consists of 
shared beliefs and values established by leaders and then communicated and reinforced through various 
methods, ultimately shaping employee perceptions, behaviors and understanding.”10 Communicating a 
belief in data-based decision-making will require the Town Manager and Assistant Town Manager to 
candidly discuss the importance of data with staff and to utilize data to help inform decisions. Linking the 
importance of data collection to the Town’s strategic values will also sow the seeds of a data-based 
culture. For example, the first organizational value identified in the Town’s strategic plan is “Transparent 
and Accountable.” Without adequate data collection, it is difficult to ensure that the Town’s operations 
will be transparent and accountable to senior leadership, elected officials, or the Town Meeting. 
Connecting the concept of data-based decision-making to the Town’s strategic values reinforces the need 
for staff to consider how they can support accurate and reliable data collection. 
 
The next step toward building a data-driven culture is to ensure staff have the tools and knowledge to 
accurately capture relevant metrics. Town departments currently use a variety of software programs that 
can support detailed workload and performance metric tracking, including Munis® by Tyler Technologies 
for finance and human resources functions, PeopleGIS® for infrastructure and asset management 
functions, and PermitPro by Patriot Properties for development review and inspections activities. Other 
information, such as health inspection records and recreational program attendance, is tracked using 
Microsoft Excel® spreadsheets, and some records (such as Engineering permits) are kept in manual paper 
files. Various sections throughout this report contain specific recommendations discussing how workload 
and performance measures should be tracked based on each department’s practices and needs.  
 
There is also a need for the Town to develop a comprehensive approach to data collection, including 
specific performance measures, that will help inform future staffing and workload studies. The best way 
to accomplish this is to clearly define a series of workload, efficiency, and outcome measures for each 
department that provide a clear picture of service delivery and describe specific data elements needed to 
analyze services. 
 
Workload measures quantify the amount of work accomplished within the organization, such as the 
number of inspections performed or potholes filled in a given timeframe. Efficiency measures describe 

 
10 Society for Human Resources Management. “Understanding and Developing Organizational Culture.” 
https://www.shrm.org/resourcesandtools/tools-and-
samples/toolkits/pages/understandinganddevelopingorganizationalculture.aspx 

https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/understandinganddevelopingorganizationalculture.aspx
https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/understandinganddevelopingorganizationalculture.aspx
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how well an organization uses its resources and are often expressed as ratios or averages, such as labor 
hours spent per work order or the average cost of nuisance abatement. Outcome measures indicate how 
well a program or service accomplishes its intended purpose and often directly relate to strategic planning 
priorities. Outcome measures also sometimes utilize surveys and response/cycle times to gauge whether 
programs meet service delivery goals.  
The Town Manager should coordinate with senior staff to develop a list of key workload, efficiency, and 
outcome measures for each department and major program area. A comprehensive list of proposed 
performance measures for each department is attached to this report as Appendix C. This attachment can 
serve as a starting point for staff to discuss the most effective measures that describe service delivery and 
to determine how to best capture performance information.  
 
It is critical for staff to regularly review and analyze performance measurement data to ensure that 
program service delivery is consistent and meeting the Town’s strategic and work plan goals. The Town 
already reports successes and accomplishments as well as goals and priorities in its annual budget 
documents; it is entirely appropriate to include additional information about specific performance 
measures, too. By regularly reviewing this information and analyzing trends, the Town can determine 
whether service levels are appropriate, whether staffing or operational adjustments are warranted, and 
whether alternative or additional program offerings may help improve service delivery. 
 
Recommendation 5: Update and enhance personnel and financial policies. 
Written policies, such as financial management and human resources management policies, are important 
tools to ensure consistency of government operations, preserve institutional knowledge, and serve as an 
onboarding tool for new staff. They also serve as a reference for existing staff to ensure that staff and 
resources are managed uniformly over time and across all departments. While the Town has developed 
formal policies and procedures regarding some key functions, there are several benefits to updating and 
expanding this practice. 
 
First, there is an opportunity to revisit and revitalize the Town’s HR policies. The Town last updated its 
Personnel Policies and Employee Handbook seven years ago in May 2013. Since then, the Town’s 
approach to HR has changed, but the Employee Handbook has not been updated to reflect those changes. 
For example, the current handbook still references the roles and responsibilities of the now defunct 
Personnel Board. The Society for Human Resources Management recommends that employers update 
their employee handbooks regularly to account for internal practice changes as well as changes to state 
and federal law. In 2018, several new Massachusetts laws went into effect that could affect the Town’s 
HR practices, including the Massachusetts Equal Pay Law, the Pregnant Workers Fairness Act, and the 
choice to opt-in to the state’s new Paid Family and Medical Leave law program. 
 
Additionally, the Town should compare its personnel policies against the best practices identified by SHRM 
to identify any steps to make its personnel manual as accurate and comprehensive as possible. SHRM 
provides step-by-step instructions on how to develop an employee handbook. 11 The guide includes a list 
of policies that should be included in the handbook, such as the following: 
 

• Americans with Disabilities Act regulations 
• Social media use  
• Use of public bulletin boards 

 
11 https://www.shrm.org/resourcesandtools/tools-and-samples/how-to-
guides/pages/developemployeehandbook.aspx 

https://www.shrm.org/resourcesandtools/tools-and-samples/how-to-guides/pages/developemployeehandbook.aspx
https://www.shrm.org/resourcesandtools/tools-and-samples/how-to-guides/pages/developemployeehandbook.aspx
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• Procedures for payroll garnishments 
• Training policies 

 
Wherever possible, the Town’s training manual should be updated to incorporate these and other 
applicable best practices to provide comprehensive guidance for employees.  
In addition to HR policies and procedures, the Town should review, formalize, and centralize all of its 
financial policies as well. The Town recently enhanced its approach to publishing its annual budget 
document to align with best practices identified by the Government Finance Officers Association (GFOA). 
As a part of this change, the Town published its Comprehensive Fiscal Management Policies (CFMP) as an 
appendix to the FY2021 Budget. These policies specifically address General Fund reserves, fee and user 
charges, capital planning, and debt management. The CFMP policies were first adopted in 2011, were 
updated in 2019, and are currently being reevaluated by Finance staff. In April 2020, the Finance 
Department also updated its Financial Procedures Manual, which describes accounting and internal 
control procedures related to purchasing, invoicing, expense reimbursement and encumbrances, payroll 
and personnel processes, financial statements, and processes related to federal grants. Notably, the 
Financial Procedures Manual has not been formally adopted by the Board of Selectmen. 
 
The CFMP and Financial Procedures Manual represent a concerted and commendable effort to document 
and formalize the Town’s financial policies. This practice should be continued in line with best practice 
guidance from the Government Finance Officers Association (GFOA), which recommends that 
government organizations maintain written financial policies for the following areas: 12 
 

• General Fund Reserves 
• Reserves in Other Funds 
• Revenues 
• Expenditures 
• Operating Budget 
• Capital Asset Management 
• Long-Term Financial Planning 
• Debt Management 
• Investment 
• Accounting, Auditing, and Financial Reporting 
• Internal Control and Risk Management 
• Economic Development 
• Procurement 

 
While the CFMP and the Financial Procedures Manual address several of the topics above, it is important 
for the Town to continue centralizing financial policy information, ensure policies are formally adopted by 
the Board of Selectmen, and regularly reassess the appropriateness of financial policies every three to five 
years. These practices ensure staff can easily access financial policy guidance, ensure policies reflect 
contemporary needs and practices, avoids the loss of institutional knowledge, and supports effective 
decision-making in future years.  
 
Once financial policies are written, they should be published alongside HR policies, presented to the Board 
of Selectmen for consideration and approval, and distributed to all Town employees. It is also important 

 
12 GFOA. Financial Policies. https://www.gfoa.org/financialpolicies. 

https://www.gfoa.org/financialpolicies
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for employees to sign an acknowledgment stating that they have received and read a copy of these 
materials. Finally, the Town should regularly review and update HR and financial policies to ensure they 
reflect current practices and comply with applicable laws. 
 
Recommendation 6: Create a Public Information Officer position reporting to the Assistant Town 
Manager. 
The Town of Westborough interacts with the community through the Town website, social media 
accounts, public meetings, and other forms of community engagement. However, there are no dedicated 
communications positions in the Town government. Rather, each department is responsible for 
coordinating its own public communications. While all departments can post to the Town’s website, the 
IT Department is currently responsible for reviewing and approving all website content. This effectively 
requires the IT Department to provide communications management duties for all departments and limits 
IT’s capacity to focus on other core technology services.  
The Westborough community relies on the Town for information on a wide variety of topics, from 
elections to the Census to public safety alerts to Library and Recreation programming. Up-to-date, 
accurate communication is vital to maintaining the community’s trust in government. There is evidence 
that the community feels that the Town’s efforts could be enhanced; when participants in the residential 
survey conducted as part of this report were asked to name one thing that they would change about the 
services the Town provides, the most common response was that the Town should communicate and 
engage more with the community. Additionally, the need to provide more effective public 
communications was identified in Initiative 5 of the Town’s Strategic Plan, as described in Table 19. 
 
To enhance communication practices, better support Town staff and the community, and achieve its 
strategic initiatives, the Town should create a Public information Officer position reporting to the Assistant 
Town Manager. This position should be responsible for managing all public-facing content, including 
content on the Town’s website, as well as promoting Town programs and services, engaging the 
community on social media, assisting with marketing and publicity efforts, and supporting community 
engagement initiatives. 
 
The creation of a dedicated Public Information Officer position will benefit the organization and the public 
in several ways. First, it eliminates the need for IT to review website content and provides a professional, 
skilled, dedicated staff resource to ensure consistent messaging across the organization and timely 
content. For example, the most recent Youth Commission agenda posted to the Commission’s webpage 
is from March 2017.13 Out-of-date information limits the site’s effectiveness as a tool for the community 
and can negatively impact public messaging. 
 
Second, a Public Information Officer should be responsible for developing and implementing a coherent 
marketing strategy for Town programs and services. During interviews with staff for this report, several 
departments reported a lack of capacity to market their programs to the public. In the Library, for 
example, staff reported that they cannot increase promotion and outreach due to workload requirements 
associated with other duties. There are also other opportunities to enhance and expand marketing efforts 
for Town programs and services such as the Westborough Golf Club and golf course, economic 
development initiatives, public health programs, and human services programs.  
 
The estimated salary for a full-time Public Information Officer is between $53,000 and $60,000 in the first 
year. The position would also receive approximately $26,000 in benefits based on the cost of Federal 

 
13 Town of Westborough. Youth Commission. https://www.town.westborough.ma.us/youth-commission 

https://www.town.westborough.ma.us/youth-commission
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Insurance Contributions Act and Medicare insurance, family health insurance coverage, and basic life 
insurance. The total cost of the position is estimated to be between $79,000 and $86,000 in the first 
year.14  
 
Recommendation 7: Reclassify the Historical Commission Secretary position as an Administrative 
Assistant. 
The Historical Commission is a seven-member body appointed by the Board of Selectmen and responsible 
for protecting historic structures and sites in the community. It enforces the Town’s Sign Bylaw, which 
impacts all designated historic properties, properties within designated historic districts, and commercial 
properties within 2,500 feet of the Town’s rotary. It also enforces the Town’s Demolition Bylaw, which 
requires Historical Commission approval before any building built before 1950 is demolished. The 
Commission reviews all site plan proposals for historical or architectural importance; if a site is in a 
potentially archaeologically sensitive area, a survey is required before development can occur. Finally, the 
Commission maintains a library of historical information about the Town, including maps, genealogical 
information, and photographs. 
 
The Commission is staffed with a part-time Historical Commission Secretary who works approximately 
nine hours per week (0.23 FTE). This position prepares agendas and minutes for Commission meetings, 
attends meetings, and offers other administrative support, including responding to inquiries from 
businesses regarding signage and demolition permits. However, most of the Secretary’s time is spent 
staffing the Commission’s small library in the Forbes Municipal Building from 10:00 AM to 1:00 PM on 
Tuesdays, Wednesdays, and Thursdays each week to provide an opportunity for the public to examine 
records.  
 
While it is important for the Town to preserve its heritage and to make these records available to the 
public, the Westborough Public Library already maintains local history artifacts and records, and it is in 
the process of renovating the library facility to provide enhanced services. Requiring the Historical 
Commission Secretary to separately manage and provide access to the Commission’s records reflects a 
duplication of service with the Library and does not represent the highest and best use of the Secretary 
position. To maximize available staff capacity, responsibility for the Historical Commission’s records 
storage, preservation, and curation should be transferred to the Library. 
 
The Secretary’s remaining responsibilities include staffing the Historical Commission every month. This 
responsibility consumes only several hours each month on average and should be assigned to an existing 
position familiar with site plans and development review, such as a member of the Planning or Building 
Department.  
 
The Town should then reclassify the Historical Commission Secretary as a part-time Administrative 
Assistant and reassign this position to a department in need of administrative support. During interviews, 
many departments reported a need for additional administrative support, including the Buildings and 
Grounds, Conservation, Fire, Planning, and Youth and Family Services Departments. Because the 
structural and operational recommendations in this report are likely to impact administrative workload 
across the organization, the Town should carefully evaluate how this workload changes and allocate the 
reclassified position to a department that experiences ongoing administrative needs. 

  

 
14 Assumes the position would be graded similarly to an Assistant Assessor or Assistant Town Clerk. 
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Town Administration 
 
Town Administration consists of the Town Manager’s Office, which includes the Town’s HR function, and 
the Town Clerk’s Office. The two Offices work closely together but operate as separate entities.  
 
Town Manager’s Office 
The Town Manager is responsible for the day-to-day administration of the Town, supported by the 
Assistant Town Manager. The Assistant Town Manager also serves as the Town’s HR Director. The Office 
consists of 4.0 FTEs and is overseen by a Town Manager appointed by the Board of Selectmen. The 
following figure illustrates the Office’s organizational chart.  

 

Town Manager
1.0 FTE

 Administrative 
Assistant 
2.0 FTE

Assistant Town 
Manager
1.0 FTE

 
 

Figure 9: Town Manager’s Office Organizational Structure, FY2020 

The Town Manager is responsible for general oversight of the day-to-day operations of the Town. The 
position also supports the Board of Selectmen and implements policy direction from the Board of 
Selectmen and Town Meeting. The position also works with the Finance Department to prepare an annual 
recommended budget to be reviewed at the Town Meeting. The Town Manager provides direct oversight 
and supervision to the Economic Development Office, Finance Department, Building Department, and 
Conservation Department.  
 
The Assistant Town Manager is designated as the Town’s HR Director and is directly responsible for the 
Town’s HR functions, including developing and implementing the Town’s classification and compensation 
structure and administering the Town’s benefits, employee assistance, and risk management programs. 
The Assistant Town Manager also coordinates the Town’s recruitment efforts, creates posts for vacant 
positions, and reviews applications. Aside from HR-related duties, the Assistant Town Manager supports 
budget preparation and capital planning efforts and provides direct oversight and supervision to the 
Buildings and Grounds Department, Information Technology Department, Recreation Department, the 
Senior Center, and the Youth and Family Services Department. 
 
The Town Manager and Assistant Town Manager are supported by two full-time Confidential 
Administrative Assistant positions operating out of the Town Manager’s Office. The Administrative 
Assistants support general Town administration functions, including preparing for Town Meetings, taking 
minutes at Board of Selectmen meetings, processing board and committee appointments, and providing 
general clerical support for the Town Manager’s office, including liquor licensing and event permits. In 
addition, these positions perform an array of HR and risk management duties, including processing 
background checks and new hire paperwork for Town employees and processing workers’ compensation 
and property/casualty insurance claims. One of the Confidential Administrative Assistant positions is also 
the appointed Parking Clerk for the Town and is responsible for processing all parking violations issued by 
the Westborough Police Department.  
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Town Clerk’s Office 
The Town Clerk’s Office is responsible for recording minutes of Town Meetings, administering Town and 
State elections within the Town, and for maintaining census information for the Town. The Town Clerk’s 
Office is composed of 3.0 FTEs led by an elected Town Clerk, as illustrated in the following figure. 

 

Town Clerk
1.0 FTE

 Administrative 
Assistant
1.0 FTE

 Assistant Town 
Clerk

1.0 FTE
 

 
Figure 10: Town Clerk’s Office Organizational Structure, FY2020 

The Town Clerk is responsible for overseeing the Office and for recording the minutes of the annual Town 
Meeting. The Town Clerk directly supervises a full-time Assistant Town Clerk and a full-time Administrative 
Assistant. Together, these staff manage vital records for the Town, such as birth, death, and marriage 
records, and sell copies of vital records to the public upon request. Other functions performed by Town 
Clerk’s Office staff include issuing permits and licenses (such as dog licenses, raffle permits, and business 
certificates) and coordinating local, state, and federal elections for the Town, including early voting 
activities, election day events, and managing voting records. 
 
In accordance with Massachusetts General Laws, the Town Clerk’s Office also manages an annual local 
census of Town inhabitants by street of residence.15 The Office oversees the distribution of the census, 
logs the results, and produces a report for the State. According to the latest available Town budget, the 
2018 local census effort required cataloging 9,800 data points.  
 
Core Services Matrix 
The following table provides an overview of core services for the Town Manager’s Office and Town Clerk’s 
Office. This list reflects activities that require significant staff time and focus; it is not meant to be an all-
inclusive description of responsibilities. 
 
Table 12: Town Administration Core Services 

Department 
Function/Division Program Area Activities  

Town Manager’s 
Office 

Operations • Oversee Town staff and operations 
Budget • Prepare and submit a recommended annual budget 

Human 
Resources 

• Oversee the Town’s employee benefit program 
• Establish Town compensation classifications for employees 
• Post job listings and review applications  
• Conduct disciplinary investigations  

Town Meeting • Prepare agendas and minutes for annual Town Meetings 

 
15 Massachusetts General Laws Part I Title VIII Ch. 51 Sect. 6. 
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Department 
Function/Division Program Area Activities  

Town Clerk’s 
Office 

Vital Records 

• Maintain Town vital records; produce copies for the public 
upon request 

• Conduct an annual Census of Town residents; log and report 
data 

Licenses • Process applications and issue licenses, e.g., dog licenses, 
business certificates 

Elections 
• Maintain voting records for the Town 
• Administer annual Town elections as well as semi-annual 

State and Federal elections 
 
Staffing 
The following table shows actual staffing levels for the Town Manager and Town Clerk’s Offices for the 
last five fiscal years. Staffing levels have remained consistent over that period.  
 
Table 13: Staffing by Function, FY2016 through FY2020 

Department FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Town Manager 4.00 4.00 4.00 4.00 4.00 0% 
Town Clerk 3.00 3.00 3.00 3.00 3.00 0% 
Total 7.00 7.00 7.00 7.00 7.00 0% 

 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates an 11% increase among Town 
Administration functions, driven primarily by increases in salaries and wages. The following table 
illustrates this trend. 
 
Table 14: Town Administration Expenses – All Funds, FY2016 through FY2020 

Expense Category FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Town Manager 
Salaries and Wages $344,998 $351,046 $357,702 $290,274 $389,657 13% 
Other Expenses $84,085 $93,175 $92,715 $69,597 $74,950 -11% 
Town Manager 
Subtotal $429,083 $444,221 $450,417 $359,871 $464,607 8% 

Town Clerk 
Salaries and Wages $206,566 $215,148 $226,903 $229,372 $235,630 14% 
Other Expenses $9,151 $14,097 $8,630 $11,849 $16,025 75% 
Town Clerk 
Subtotal $215,717 $229,245 $235,533 $241,221 $251,655 17% 

Town 
Administration 
Total 

$644,800  $673,466  $685,950  $601,092  $716,262  11% 
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Analysis and Recommendations 
 
Among the Town Administration functions reviewed for this study, the most significant opportunity areas 
for enhancement and improvement involve human resources functions. Before 2016, HR functions were 
administered by several entities, including a five-member Personnel Board (appointed by the Town 
Manager), the Assistant Town Manager, and the Town Manager. At its 2016 Annual Town Meeting, the 
Town voted to eliminate the Personnel Board and adopt a professional Human Resources management 
system. Article 6 of the Town’s general bylaws was updated to require the following: 
 

• A modern method of HR administration 
• Personnel policies 
• Compensation and classification plans 
• Merit-based recruitment and selection 
• Establishment of probationary periods 
• Centralized recordkeeping 
• Performance evaluations 
• Disciplinary and grievance procedures 
• Professional development and training programs16  

 
Since this change was approved, the Town has made incremental progress toward the goal of creating a 
modern, professional human resources management system, including assigning most HR responsibilities 
to the Assistant Town Manager and commissioning this staffing study. However, opportunities remain to 
formalize HR’s role within the organization, develop and maintain up-to-date HR policies and procedures, 
and more effectively utilize technology to better meet the Town’s evolving HR management needs. The 
following recommendations discuss these options in detail. Implementing these recommendations will 
result in the following organizational structure for Town Administration. 
 

Town Manager
1.0 FTE

 Administrative 
Assistant
2.0 FTE

Assistant Town 
Manager
1.0 FTE

Human Resources 
Coordinator 

1.0 FTE
 

 
Figure 11: Proposed Town Administration Structure 

  

 
16 Town of Westborough. General Bylaws As Amended 2019 Annual Town Meeting. Article 6 – Human Resources 
Management. 
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Human Resources 
Recommendation 8: Create a Human Resources Coordinator position reporting to the Assistant Town 
Manager. 
As a service organization, the Town of Westborough’s most valuable asset is its staff. The Town employs 
approximately 230 individuals, including full-time, part-time, and temporary positions. In addition to 
supporting these personnel, the Town administers payroll and benefits for the faculty and staff of 
Westborough schools.  
 
While coordinated HR management is key to caring for and maximizing the effectiveness of Town staff, 
the Town currently utilizes a decentralized, paper-based approach for most HR processes. For example, 
as the Town’s HR Director, the Assistant Town Manager is specifically responsible for recruitment and 
selection of Town employees and conducting workplace investigations and employee discipline. However, 
tasks associated with maintaining Town employee records, onboarding new Town employees, and 
administering payroll and benefits for both Town and school employees are spread out among multiple 
staff and contract positions. The following table summarizes the HR administration tasks currently 
assigned to staff throughout the Town.  
 
Table 15: Current HR Tasks and Staff Assignments 

Department / 
Position HR Tasks Currently Assigned 

Town Manager’s Office 

Town Manager 
• Adopt rules and regulations establishing a human resource management 

system 
• Lead collective bargaining and preparation of union contracts 

Assistant Town 
Manager 

• Coordinate recruitment and selection for vacant positions 
• Conduct workplace investigations 
• Coordinate and administer employee discipline 
• Assist in formulating and overseeing personnel policies and procedures 
• Administer employee benefit programs 
• Assist in collective bargaining and preparing union contracts 
• Provide oversight of risk management vendors and programs 

Confidential 
Administrative 
Assistant 

• Administer pre-employment drug and alcohol testing 
• Administer background checks  
• Compile legal and compliance reporting 
• Add and update employee data to the Human Resource Information System 

(HRIS) 
• Process new employee paperwork 
• Administer workplace risk and safety program  
• Administer Workers Compensation claims process  
• Research and answer employee questions about benefits and coverage 
• Reconcile and process invoices for Town-wide benefits providers 

Finance Department 
Treasurer / 
Collector’s Office 
Administrative 
Assistant 

• Add and update employee data to the HRIS 
• Input time and attendance data into the HRIS for all Town and school 

employees 
• Process payroll for Town and school employees 
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Department / 
Position HR Tasks Currently Assigned 

• Monitor and reconcile employee benefits deductions  
• Submit all payroll taxes and associated quarterly and annual reports 
• Monitor retiree benefit payments 
• Process changes to employee deduction and direct deposit 
• Respond to employment verification requests 

Assistant Town 
Accountant 

• Track employee accruals 
• Track Town employee pay rates and anniversary dates 
• Review all Town employee timesheets before processing 

Health Insurance 
Vendor 
Representative 

• Research and answer employee questions about benefits and coverage 
• Work with the plan administrator to process changes to enrollment 

 
This distribution of responsibilities has limited the Town’s ability to streamline HR functions. For example, 
because multiple staff maintain employee records, track salary and benefit information, and process 
benefits enrollment changes, there is a lack of clarity regarding roles, responsibilities, and who has 
authority over specific HR processes. Some efforts, such as entering and updating employee information 
in Munis, the Town’s Human Resource Information System (HRIS), are shared by multiple staff, and 
responsibilities for other functions, such as terminating benefits for separated employees, are less clearly 
assigned. 
 
The practice of distributing HR tasks across several positions creates challenges in coordinating essential 
HR functions, such as maintaining up-to-date employee information, onboarding new employees, and 
administering employee benefits. Coordinating these transactional HR functions requires significant 
management oversight, which limits the time and attention that the Assistant Town Manager can devote 
to larger strategic HR management challenges, such as organizational training and development, 
employee performance management, and succession planning.  
 
To address these challenges, it is recommended that the Town create an HR Coordinator position 
reporting to the Assistant Town Manager. Under this arrangement, the Assistant Town Manager should 
continue to serve as the Town’s HR Director, and the HR Coordinator position should be staffed with a 
human resources professional with experience in and responsibility for employee onboarding and 
offboarding, HR recordkeeping, HRIS administration, benefits administration, and risk management. 
 
Creating this position will consolidate many of the tasks associated with administering HR in the Town 
into one position. The following table illustrates the proposed distribution of HR tasks once the HR 
Coordinator position is filled. 
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Table 16: Proposed HR Task Assignments 

Position Revised HR-Related 
Assignments Assignments Transferred to HR Coordinator 

Town Manager’s Office 

Confidential 
Administrative 
Assistant 

• Respond to employment 
verification requests 

• Provide general clerical 
support for HR activities 

• Administer pre-employment drug and alcohol 
testing 

• Administer background checks  
• Compile legal and compliance reporting 
• Add and update employee data to the HRIS 
• Process new employee paperwork 
• Administer workplace risk and safety program  
• Administer Workers Compensation claims 

process 
• Research and answer employee questions 

about benefits and coverage 
• Reconcile and process invoices for Town-wide 

benefits providers 
Finance Department 

Treasurer / 
Collector’s 
Office 
 
Administrative 
Assistant 

• Input time and attendance 
data into the HRIS for all 
Town and school employees 

• Process payroll for Town 
and school employees 

• Monitor and reconcile 
employee benefits 
deductions  

• Submit all payroll taxes and 
associated quarterly and 
annual reports 

• Monitor retiree benefit 
payments 

• Process changes to 
employee deduction and 
direct deposit 

• Add and update employee data to the HRIS 

Assistant Town 
Accountant 

• Review all Town employee 
timesheets before 
processing 

• Track employee accruals 
• Track Town employee pay rates and 

anniversary dates 
Health 
Insurance 
Vendor 
Representative 

• Research and answer 
employee questions about 
benefits and coverage 

• Work with the plan administrator to process 
changes to enrollment 

 
In conjunction with a subsequent recommendation related to leveraging technology to better track and 
process HR-related information and transactions, centralizing the daily administration of HR for the Town 
will lead to better coordination of HR activities and greater opportunities to address larger strategic HR 
initiatives, such as organizational development and training. 
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The estimated first-year cost for the HR Coordinator position is estimated to be between $89,000 and 
$94,000, based on a salary between $62,000 and $67,000 per year, plus an additional $27,000 in benefits. 
 
Recommendation 9: Fully utilize the Munis® system for tracking personnel information and processing 
payroll. 
The Town currently uses the Munis system for a variety of functions, including financial management, 
accounts payable, and processing payroll for all Town and school staff. In addition, the Town licenses the 
Munis Human Capital Management module, which is designed to integrate all employee data into one 
enterprise-wide system, eliminate data redundancy, and improve information. Personnel information, 
benefit elections, wages, promotions, and disciplinary history are all components of the Munis Human 
Capital Management module. 17  
 
While the Town has invested in the Munis Human Capital Management module and uses some of its 
features to process payroll and track employee information, it has not fully leveraged its available 
capabilities. Currently, Finance Department staff maintain paper-based records for every Town employee 
to track leave accruals and utilization, as well as anniversary dates and pay rates. Employee time and 
attendance are tracked on a mix of hand-written paper timesheets and printed spreadsheets. These 
timesheets are checked by the Assistant Town Accountant each bi-weekly pay period. They are then 
forwarded to the Administrative Assistant in the Treasurer/Collector’s Office for manual entry into Munis 
as part of the payroll process. Staff report that the manual data entry processes associated with payroll 
take up a considerable amount of the Administrative Assistant’s available time, limiting the ability to 
address other needs in the Treasurer/Collector’s Office.  
 
The Town has also invested in Munis Employee Self Service, an online module that allows staff to view 
their pay stubs and W-2 forms, process open enrollment benefits changes, and update their personal 
information and deductions. However, staff report challenges with the timely approval and processing of 
employee-initiated changes, as well as a lack of clearly defined responsibility for entering new employees, 
processing pay rate changes, and terminating separated employees in the system.  
 
As a part of its efforts to formalize and centralize its HR function, the Town should fully utilize the Munis 
Human Capital Module for tracking and maintaining personnel information. To do this, the HR Coordinator 
should first identify all of the paper-based and manual tracking systems utilized by the Town Manager’s 
Office and Finance Department that are related to employee pay rates, anniversary dates, leave accruals, 
and other personnel records and transactions. The HR Coordinator should then work with the account 
manager for the Munis system to identify the available capabilities within the system and develop a plan 
for appropriately configuring the Human Capital Module and importing the Town’s data into the system. 
Once this process is completed, the ongoing responsibility for creating and updating employee records in 
the Munis system, including approving employee-initiated changes, creating records for new employees, 
and terminating separated employees in the system, should be assigned to the HR Coordinator. 
 
In addition, the Town should investigate options for automating data entry regarding employee time and 
attendance using Munis. Munis software includes workflow capabilities that could allow Town 
departments to enter their time and attendance data directly into the system, rather than submit paper 
timesheets to Finance for hand entry. Munis also has robust data import functionality, which would allow 
Departments using a third-party timekeeping system, such as the DPW, to import their data directly into 

 
17 Tyler Technologies. Munis Human Capital Management. https://www.tylertech.com/products/MUNIS/human-
capital-management. 

https://www.tylertech.com/products/MUNIS/human-capital-management
https://www.tylertech.com/products/MUNIS/human-capital-management
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Munis. This approach would automate and simplify timekeeping, reduce the time associated with 
processing payroll, and reduce the likelihood that staff will accidentally mis-key values during manual 
entry.  
 
Recommendation 10: Administer a benefit eligibility audit.  
Employee benefits, particularly health insurance benefits, represent a significant expense for the Town of 
Westborough. The FY2020 budget includes $11.7 million for the Town’s portion of health insurance 
premiums, which reflects more than 10% of all planned Town and School expenditures, including both 
operating and capital spending. Approximately 590 active Town and School employees are enrolled in the 
plan, and an additional 510 retirees are enrolled as well.  
 
Because health insurance costs are such a significant portion of Town expenditures, it is important to 
ensure that they are contained to the greatest degree possible. During interviews, staff report two primary 
challenges related to health insurance benefits that impact costs and complicate benefits administration. 
The first of these issues relates to the timeliness of processing changes to benefit enrollment when 
employees separate or are otherwise no longer eligible to receive health insurance benefits. Staff 
reported having to correct several instances where separated employees had remained on the plan for 
multiple months after separation. Based on current premiums, the cost to the Town for each month that 
an ineligible employee remains covered under the Town’s health insurance plans is between $581.22 and 
$1,824.38 depending on chosen coverage levels and plan design.  
 
The second issue related to health insurance cost containment is dependent eligibility. The Town provides 
family coverage for eligible employees, their spouses, and dependents who meet formal eligibility 
requirements. An employee’s legal spouse, domestic partner, former spouse (with a court-order), as well 
as dependent children under age 26 are eligible to be covered under the Town’s family plan. Eligibility 
status for dependents frequently changes over time due to divorce, changes to custody arrangements, 
and dependent children aging out of the plan. The Town does not currently have a system in place for 
verifying the eligibility of covered dependents over time after initial enrollment. 
 
To address these two issues, the Town should administer a benefit eligibility audit. The first phase of this 
process entails cross-referencing benefit enrollment rosters for each of the Town’s active employee 
benefit plans against the Town’s employee list. If individuals who are no longer employed by the Town 
are still enrolled in benefit programs, the HR Coordinator should immediately address enrollment with 
plan administrators, and the Town should attempt to recoup any premiums paid for ineligible enrollees.  
 
Next, the HR Coordinator should verify the eligibility of dependents covered under employee benefit 
plans. This process requires that employees provide additional information or documentation for each of 
their enrolled dependents, such as birth certificates, marriage licenses, and court documents. Many 
organizations use their health insurance providers to administer these audits due to the high volume of 
documentation received and privacy concerns. However, other specialized third-party organizations 
provide them as well.  
 
Although there is often a cost associated with administering a dependent eligibility audit through a third-
party, SHRM reports that it is common for between three and 10 percent of a medical plan’s enrollees to 
be ineligible due to divorce, changing custody arrangements, and age of dependent children.18 Removing 

 
18 SHRM. Stop Misuse of Family Benefits. https://www.shrm.org/resourcesandtools/hr-topics/benefits/pages/stop-
misuse-of-family-benefits.aspx. 

https://www.shrm.org/resourcesandtools/hr-topics/benefits/pages/stop-misuse-of-family-benefits.aspx
https://www.shrm.org/resourcesandtools/hr-topics/benefits/pages/stop-misuse-of-family-benefits.aspx
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ineligible dependents from the Town’s health insurance plans will help contain claims expenditures and 
future premiums by eliminating the claims and liability associated with ineligible dependents. In some 
cases, it may also lead to employees transitioning from family coverage to single coverage, which would 
create immediate savings for the Town.  
 
Recommendation 11: Develop a succession planning and leadership development program.  
Succession planning is the process of identifying critical roles and developing internal talent within an 
organization so that these needs can be met upon the retirement or departure of incumbent employees. 
Succession planning not only positions an organization for future success, but it also helps ensure that an 
organization can perform at a high-level during transition periods by equipping staff with the skills and 
abilities needed to meet unexpected challenges. Leadership development is a key component of 
succession planning because it focuses on identifying, assessing, and developing talent within the 
organization to fill both current and future leadership roles.  
 
The Town of Westborough does not currently have coordinated succession planning or leadership 
development programs in place. The majority of the Town’s departments have between one and four 
staff members, which can create challenges with succession planning when there are limited 
opportunities to identify future leaders from within the organization. In addition, several departments 
within the Town are at risk of losing one or more of their leadership staff to retirement over the next few 
years. 
 
It is recommended that the Town develop a Town-wide succession planning and leadership development 
program to help prepare for the organization’s future. The first step should be to establish a Succession 
Planning Steering Committee, consisting of the Assistant Town Manager, HR Coordinator, and key 
managers and supervisors from throughout the organization. This group should be called upon to identify 
critical positions in the Town that may become vacant within the next five years, as well as high-potential 
employees within the organization that may be able fill those positions with additional training and 
development. Next, the Committee should determine the training needs that must be addressed to help 
position the organization for success. Finally, the Assistant Town Manager should develop a leadership 
development training program that addresses the training needs identified by the steering committee. 
 
An additional component of developing employees for future leadership positions includes coaching and 
mentoring. The Committee should evaluate strategies to develop formal coaching and mentorship 
opportunities, including the following:  
 

• Regular coaching sessions with senior leadership 
• Job shadowing 
• Interim assignments 
• Attending higher-level meetings 
• Position rotations 
• Committee and task force assignments 

 
A successful plan should help prepare and transition frontline workers to take on future supervisory roles. 
Developing a succession plan and appropriate leadership development programs can help the Town 
prepare for the future and equip employees to be effective leaders, even in departments or programs 
that are not currently experiencing turnover.  
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Administrative Support 
Recommendation 12: Transfer supervision of Administrative Assistants in the Town Manager’s Office 
to the Assistant Town Manager.  
The Town’s Administrative Assistants currently report to the Town Manager. The Town Manager’s current 
span of control is significant, including 11 direct reports, as illustrated in the following figure. 
 

Town Manager
1.0 FTE

Assistant Town 
Manager
1.0 FTE

Building 
Commissioner 

1.0 FTE

Conservation 
Officer 

1.0 FTE

Buildings and 
Grounds Director

1.0 FTE

Economic 
Development 
Coordinator

1.0 FTE

Information 
Technology 

Director
1.0 FTE

Recreation 
Director
1.0 FTE

Senior Center 
Director
1.0 FTE

Youth and Family 
Services Director

1.0 FTE

Administrative 
Assistant
2.0 FTE

Finance Director 
1.0 FTE

Health Director 
1.0 FTE

DPW Director
1.0 FTE

Fire Chief
1.0 FTE

Police Chief
1.0 FTE

 
 
Figure 12: Current Town Manager and Assistant Town Manager Span of Control, FY2020 

This structure is problematic because most of the Town Manager’s direct reports involve senior staff (such 
as Director-level positions) who manage key Town functions and responsibilities. Additionally, other 
recommendations in this report will require the Town Manager to exercise greater oversight over some 
positions and functions. For example, Recommendations 17 and 18 describe transferring appointment 
authority of the Town Planner and Health Director to the Town Manager. Given the number of direct 
reports and the need for the Town Manager to maintain a strategic focus on the Town’s operations, it is 
unreasonable to expect the Manager to also effectively manage the day-to-day operations of 
administrative support staff. The number of staff to be managed and the intensity of issues and challenges 
that the Manager must address prevent the Manager from devoting adequate time and energy to 
directing, monitoring, and providing feedback on the work of the Administrative Assistants. 
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To reduce the Manager’s span of control and provide the Manager with additional capacity to oversee 
senior staff, the Town should transfer oversight of the Administrative Assistant positions to the Assistant 
Town Manager. Transferring supervisory responsibility for these positions will create a more equitable 
distribution of reporting relationships among the Town Manager and Assistant Town Manager. 
Additionally, much of the workload performed by the Administrative Assistants is closely linked to 
functions overseen by the Assistant Town Manager, such as processing personnel action requests and 
recruitment paperwork. Transferring these positions will enable the Assistant Town Manager to further 
develop and direct the work of Administrative staff to more effectively support the Town and its 
operations. 
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Finance 
 
The Town’s finances are managed by the Finance Department, which was created in 2017 after a Special 
Town Meeting, which approved the merger of the Town Accountant, Treasurer/Collector, and Assessor’s 
Office. As part of the merger, the Town Accountant's title was changed to Finance Director, and that 
position was tasked with managing all of the Town's financial activities. The Finance Department 
recommends financial policies for the Town, processes all contracts and purchases, prepares and submits 
the Town’s year-end financial statements, and prepares estimates of the Town’s future revenues and 
expenses. The Department is also responsible for tracking the Town’s fixed asset inventory, such as its 
buildings, infrastructure, and equipment. The Department has 9.11 FTEs and is overseen by the Finance 
Director, as illustrated in the following chart.  
 

Finance Director
1.0 FTE

Assistant Town 
Accountant

1.0 FTE

Chief Assessor
1.0 FTE

Assistant Assessor 
II

1.0 FTE

Administrative 
Assistant
1.0 FTE

Lister
0.48 FTE

Treasurer/
Collector
1.0 FTE

Administrative 
Assistant
1.63 FTE

Assistant 
Treasurer/Collector

1.0 FTE

Treasurer/Collector’s Office Assessor’s OfficeFinance Department  
 
Figure 13: Finance Department Organizational Structure, FY2020 

The Finance Department is responsible for monitoring and directing all financial management operations 
of the Town. The Finance Director serves as the Town Accountant and, according to the position's job 
description, supervises the Treasurer/Collector and Chief Assessor. However, the Treasurer/Collector and 
Chief Assessor are appointed by the Town Manager, per the Town Charter. The Finance Director is also 
responsible for key financial processes, including but not limited to managing short- and long-term 
borrowing practices with the Treasurer/Collector’s Office, and issuing and reconciling W-2 forms for Town 
employees. 
 
A full-time Assistant Town Accountant is responsible for processing purchase orders and invoices using 
the Munis system and for issuing checks. This work includes maintaining revenue and expenditure records, 
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balancing warrants, classifying receipts, and preparing monthly reports. In addition to these financial 
duties, the position is also responsible for maintaining sick and vacation time records for all Town 
employees.  
 
Treasurer/Collector’s Office 
The Treasurer/Collector’s Office is responsible for the management of Town accounts receivable, payroll 
distribution, and short- and long-term borrowing. The Office is overseen by the Town Treasurer/Collector 
with support from an Assistant Treasurer/Collector, a full-time Administrative Assistant, and a part-time 
Administrative Assistant position. Together, these staff are responsible for the collection of property 
taxes, water and sewer bills, motor vehicle excise taxes, and other revenues. The Treasurer/Collector’s 
Office is also responsible for reconciling 45 Town bank accounts and managing Town investments, as well 
as processing payroll bi-weekly and processing other federally required reports.  
 
Assessor’s Office 
The Assessor’s Office, overseen by the Chief Assessor, is responsible for assessing the valuation of Town 
property to levy the annual property tax and for administering the Town’s motor vehicle excise tax. The 
full-time Chief Assessor and Assistant Assessor are responsible for preparing valuations of all real and 
personal property within the Town. The Chief Assessor oversees the administration of a property 
valuation system and is responsible for timely certification of values and tax billing in accordance with the 
Massachusetts Department of Revenue. The Chief Assessor also serves as the Board Chairman for the 
Board of Assessors and advises the Town Manager and other Town staff on matters related to property 
valuation and taxes.  
 
The Assistant Assessor and Lister conduct regular inspections of commercial and residential properties to 
calculate accurate valuations and update property records. The Town currently strives to inspect 
commercial and personal property annually and to inspect residential property on a five to seven-year 
cycle. According to data provided by the Town, there are approximately 7,088 distinct properties eligible 
for inspection by Assessor staff, including 421 commercial/industrial parcels, 702 personal properties, and 
5,416 residential parcels.  
 
The Office also administers the Town’s motor vehicle excise tax by distributing nearly 22,000 excise tax 
bills annually. The tax is largely managed by the Department’s full-time Administrative Assistant, who is 
also responsible for providing general administrative support and tracking abatement applications for 
owners who believe their assessment is overvalued. These activities, along with personal property 
assessments, are critical to accurately capturing the Town’s valuation and generating reliable revenue 
streams to fund Town operations. 
 
Core Services Matrix 
The following table provides an overview of core services for the Finance Department and each function. 
This list is not meant to be all-inclusive; rather, it represents key activities that require significant staff 
time to perform. 
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Table 17: Finance Core Services 

Department 
Function/Division Program Area Activities  

Finance 

Payroll • Issue and reconcile annual W-2s for all Town employees  

Procurement 

• Process purchase orders and invoices for the Town and 
issue payments 

• Prepare year-end financial statements 
• Prepare projections of future revenues and costs 

Contracts • Manage all contracts on behalf of the Town 

Budgeting 

• Work with Town departments and Town Manager to 
prepare an annual recommended budget 

• Track the budget throughout the year 
• Manage short- and long-term borrowing 

Treasurer/Collector 

Accounts 
Management 

• Reconcile 45 Town Accounts 
• Manage short- and long-term borrowing 

Investments • Manage Town investments  
Payroll • Issue bi-weekly paychecks for all Town employees 

Revenue Collection • Collect property taxes, motor vehicle excise taxes, 
water/sewer fees, and other accounts receivable 

Assessor 
Property Valuation 

• Conduct annual valuation inspections of commercial 
properties 

• Conduct valuation inspections of residential properties 
at least once every five to seven years 

• Inspect sale properties and properties under 
development 

• Reassess all property values annually  
• Process applications for abatements  

Motor Vehicle 
Excise Tax • Process and issue motor vehicle excise tax bills 

 
Staffing 
The following table shows actual staffing levels for the Finance, Treasurer/Collector, and Assessor’s Office 
for the last five fiscal years. Staffing has remained consistent over this period.  
 
Table 18: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Finance 2.00 2.00 2.00 2.00 2.00 0% 
Treasurer/Collector 3.63 3.63 3.63 3.63 3.63 0% 
Assessor 3.48 3.48 3.48 3.48 3.48 0% 
Total 9.11 9.11 9.11 9.11 9.11 0% 
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Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 14% increase among Finance 
functions, driven primarily by increases in salaries and wages. The following table illustrates this trend. 
 
Table 19: Finance Expenses – All Funds, FY2016 through FY2020 

Expense 
Category 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Finance 
Salaries and 
Wages $146,824 $160,280 $171,080 $179,972 $191,000 30% 

Other Expenses $1,135 $1,135 $1,112 $1,126 $1,135 0% 
Finance Subtotal $147,959 $161,415 $172,192 $181,098 $192,135 30% 
Treasurer/Collector 
Salaries and 
Wages $241,907 $233,816 $220,065 $226,835 $248,229 3% 

Other Expenses $49,527 $28,525 $30,878 $29,393 $39,710 -20% 
Treasurer/ 
Collector 
Subtotal 

$291,434 $262,341 $250,943 $256,228 $287,939 -1% 

Assessor 
Salaries and 
Wages $196,942 $194,727 $213,325 $226,080 $239,917 22% 

Other Expenses $24,854 $25,112 $27,814 $26,587 $36,308 46% 
Assessor 
Subtotal $221,796 $219,839 $241,139 $252,667 $276,225 25% 

Finance Total $661,189  $643,595  $664,274  $689,993  $756,299  14% 
 

Analysis and Recommendations 
 
Although the Finance Department is nominally a single department, in practice, its structure and 
operations continue to reflect the Town’s previous multi-departmental approach to financial service 
delivery. The Department is also heavily reliant on paper processes, particularly for accounts payable, 
timekeeping, and payroll. The recommendations in this section are designed to support the development 
of a structurally cohesive and unified Finance Department which can more effectively support existing 
collaborative relationships among staff and maximize the use of available resources.  
 
The following figure illustrates the proposed structure of the Finance Department, as described in this 
section. Restructured positions are shaded in green. 
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Figure 14: Proposed Finance Department Organizational Structure 

Structure and Staffing 
Recommendation 13: Restructure the Finance Department to further integrate staff. 
At a Special Town Meeting in 2017, Westborough voters approved the creation of a Finance Department 
"to include the functions and departments of the Town Accountant, Treasurer/Collector, and Assessing." 
As part of this change, the Town Accountant position became a Finance Director position responsible for 
coordinating the activities of the financial departments and financial management of the Town. This 
restructuring was recommended by the Town’s independent auditor. 19 
 
Even though a new department was created to coordinate the activities of the Assessor and 
Treasurer/Collector, these offices are still treated as independent entities in two key respects. First, 
although the Town of Westborough General Bylaws were amended to add the Finance Department and 
Finance Director position, the Town Charter was not changed to reflect the new organizational structure. 
In the Town Charter, the Chief Assessor and Treasurer/Collector are listed as positions to be appointed by 
the Town Manager, rather than the Finance Director.20 Second, although the Treasurer’s and Assessor’s 
Offices have been combined with the Finance Department, the Town has continued its practice of 
maintaining separate budgets and organizational charts for these Offices.  
 
These practices create a degree of separation between each of the Department’s work units which 
undermines the effectiveness of the merger. In effect, the Finance Department’s structure continues to 
bear more resemblance to three separate departments rather than a unified whole. While Finance staff 
described their working relationships with colleagues as productive, the current structure prevents the 
Finance Director from exercising significant authority over staff, prioritizing workflow, and assigning tasks 
among personnel.  
 

 
19 2017 Special Town Meeting Results, October 16, 2017. Page 18. https://www.town.westborough.ma.us/town-
clerk/pages/town-meeting-results 
20 Town of Westborough. Westborough Town Charter, Amended 2018. Page 11-12. 

https://www.town.westborough.ma.us/town-clerk/pages/town-meeting-results
https://www.town.westborough.ma.us/town-clerk/pages/town-meeting-results
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To promote integration among staff and the development of a more efficient operational structure, the 
reporting relationships of the Chief Assessor and Treasurer/Collector should be changed so that they are 
formally appointed by and report to the Finance Director. It is unclear why this was not done when the 
Finance Department was created, and it is important to note two implications of this change. First, 
transferring appointment authority from the Town Manager to the Finance Director will result in the Town 
Manager having less direct, day-to-day supervisory control over financial operations. Second, 
implementing this change will require amending the Town Charter, which requires approval from the 
Town Meeting.  
 
Adjusting these reporting relationships will present a net positive impact for the Department and the 
Town organization. The Town Manager’s span of control and responsibility for appointing staff will be 
reduced, creating additional capacity for the Manager to focus on high-level strategic tasks. By 
empowering the Finance Director to select the Chief Assessor and Treasurer/Collector, the Director will 
be able to better manage day-to-day operations and build a cohesive department. Additionally, the 
Commonwealth of Massachusetts General Laws regarding the officers and employees of local 
governments do not specify that the Chief Assessor or Treasurer/Collector need to be appointed by the 
Town Manager.21 Finally, this change is anticipated to be cost-neutral to the organization. When the 
Finance Director position was created, the classification for the position was set higher than the Chief 
Assessor and Treasurer/Collector to account for supervising these staff.  
 
Next, the Administrative Assistant positions currently reporting to the Chief Assessor and 
Treasurer/Collector should be relocated to report to the Finance Director and serve the whole 
department, rather than just one office within it. By creating a pool of administrative support personnel, 
the Finance Director can assign tasks to those positions based on the Department’s overall workload. This 
approach provides a significant degree of flexibility and adaptability to ensure that both Assessor’s Office 
and Treasurer/Collector’s Office functions receive adequate support throughout the year. Additionally, 
assigning supervisory responsibility for the Administrative Assistants to the Director creates incentives for 
the Director, Chief Assessor, and Treasurer/Collection to regularly communicate about day-to-day 
operations and work plans to ensure administrative staff are utilized effectively. This change will also 
provide the Finance Director with direct administrative support and enable the Department to better 
collaborate across all its functions. 
 
Finally, the Director should consolidate the Treasurer/Collector, Assessor, and Finance budgets into a 
single Finance Department budget as part of the next budget process. This step will further formalize the 
Department as a single operating entity and enable staff to share resources more effectively. 
 
Implementing these changes will allow the Department to achieve the vision established when it was 
created. The proposed structure provides direct oversight and accountability for the Treasurer/Collector 
and Chief Assessor, strengthens the Finance Director’s role and ability to delegate work among staff, and 
enhances the Department’s ability to budget across each of its functions.  
 
Recommendation 14: Formally adopt the Financial Procedures Manual and designate a Procurement 
Officer in the Finance Department. 
The Town is required to follow the Commonwealth of Massachusetts’ policies for procuring supplies, 
services, and real property, as outlined in the Commonwealth’s Uniform Procurement Act, Chapter 30B. 
However, the only formal guidance issued by the Town related to purchasing is identified in the Town’s 

 
21 Mass. Gen. Laws Part I Title VII Chapter 41. Sections 24 and 46. 
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General Bylaws, which state that every department expending funds in excess of $200 shall only do so by 
issuing a purchase order approved by the "Chief Procurement Officer and Finance Director" and copies be 
provided to the vendor, Finance Department, and retained by the department making the purchase.22 In 
April 2020, the Department updated its Financial Procedures Manual which includes information about 
procurement policies and procedures; however, this manual has not been adopted by the Board of 
Selectmen.  
 
Currently, the Town Manager serves as the Procurement Officer for the Town and delegates authority for 
procurement oversight to staff in several functional areas, including engineering, the Library, and the 
Schools. Other departments rely on the General Bylaws, Financial Procedures Manual, and consultations 
with the Finance Department to ensure procurement complies with legal and policy requirements.  
 
The decentralized nature of the Town's approach to purchasing provides the benefit of flexibility for 
departments to meet their needs according to their interpretations of applicable law and policy. However, 
it also prevents the Town from ensuring that all departments follow professional procurement standards 
and legal and ethical procurement practices, particularly for high-value or high-profile contracts. 
Additionally, the current decentralized approach leads to missed opportunities for leveraging purchasing 
power across departments and the school system for common supplies and office needs.  
 
To address these challenges, the Department should submit the Financial Procedures Manual to the Board 
of Selectmen for formal adoption, with the understanding that adopting the Manual will subject all Town 
departments to the same legal and policy requirements and procedures for procurement. Once the 
Manual has been adopted, the Department should review procurement policies every three to five years 
to ensure they reflect contemporary needs and industry best practices. According to best practice 
materials published by the National Institute for Governmental Procurement (NIGP), effective 
procurement policy manuals contain several distinct elements:23 
 

• A description of the purpose of the procurement policy 
• Clear definitions of terms used throughout the policy manual 
• Discussion of basic organizational concepts regarding procurement, such as who is responsible 

for procurement, who will serve as Chief Procurement Officer, and which staff have delegated 
purchasing authority 

• Establish guidelines regarding source selection and contract formation 
• Discuss how specifications will be developed during procurement efforts to maximize 

competition 
• Provide guidance regarding procurement ethics 
• Indicate the minimum technical/professional qualifications needed to engage in procurement 
• Provide guidance regarding how procurement for special programs will be handled 

 
Formally adopting the Financial Procedures Manual will fulfill one of the 15 basic financial policy best 
practices recommended by GFOA to encourage "efficient, effective and fair public procurement"24 by 

 
22 Town of Westborough. Town of Westborough General Bylaws, As Amended 2018 Annual Town Meeting. Page 9. 
https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/general_bylaws_2018_final_0.pdf  
23 NIGP. Public Procurement Practice: Developing a Procurement Policy Manual. 2012.  
https://www.nigp.org/home/find-procurement-resources/guidance/global-best-practices 
24 GFOA. Best Practices/Advisories, Adopting Financial Policies. https://gfoa.org/adopting-financial-policies-0  

https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/general_bylaws_2018_final_0.pdf
https://www.nigp.org/home/find-procurement-resources/guidance/global-best-practices
https://gfoa.org/adopting-financial-policies-0
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institutionalizing good financial management practices and providing Town employees with clear 
direction and guidance about what they can and cannot do.  
 
To better implement the procurement policy, shepherd procurement efforts throughout the organization, 
and provide more comprehensive oversight of procurement activities, it is appropriate for the Town to 
designate a Procurement Officer position in the Finance Department. One approach to accomplish this is 
to create a new position and conduct a recruitment effort to identify a qualified individual to fill the 
position. However, this approach will require approximately $79,000 to $86,000 in the first year, based 
on a salary of $53,000 to $60,000 plus an additional $26,000 in benefits. 
 
Alternatively, the Town could create a Procurement Officer position by reclassifying an existing position if 
staff turnover occurs. This would allow the Town to avoid additional expenses associated with an entirely 
new position but would also require waiting to address the need for dedicated procurement staff until a 
vacancy arises.  
 
Designating a Procurement Officer position will result in several benefits for the Town. First, establishing 
a Procurement Officer position in the Finance Department reduces the need for the Town Manager to 
assume responsibility for and delegate this function. Second, a dedicated Procurement Officer will be able 
to ensure Town staff across all departments are procuring supplies and services in alignment with best 
practices. In this role, the Procurement Officer will serve as an active partner in the purchasing process 
and monitor the adherence to Town policy. Additionally, a centralized Procurement Officer in Finance will 
be empowered to help the Town maximize the effectiveness of its procurements by buying goods and 
services that support multiple Town departments. Using broader procurement and contract 
arrangements will help streamline the use of contractors and services and reduce purchases for duplicate 
services. Finally, the Procurement Officer will create dedicated staff capacity to develop and monitor 
purchasing-related policies for the Town organization.  
 
Recommendation 15: Adjust Assessor's Office staffing to meet service expectations.  
The Assessor’s Office is responsible for the valuation of all taxable property in the Town of Westborough 
for the purpose of administering the property tax rate and collecting the appropriate property tax 
revenue. Calculating an appropriate valuation requires regular physical inspection of all property in the 
Town. According to data provided by the Town, the total property count has increased by about two 
percent over the last three fiscal years, led primarily by increases in personal property, as illustrated 
below. 
 
Table 20: Properties by Type, FY2017 through FY2019 

Property Type FY2017 FY2018 FY2019 Percentage Increase 
FY2017 to FY2019 

Residential Parcel 5,405 5,413 5,416 0.2% 
Commercial/Industrial Parcel 419 422 421 0.5% 
Other Real Estate Parcel 90 89 90 0.0% 
Exempt Parcel 444 443 459 3.4% 
Personal Property 592 643 702 18.6% 
Total  6,950 7,010 7,088 2.0% 
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The International Association of Assessing Officers (IAAO) is a nonprofit association for government 
assessment officials, which conducts research and provides educational materials for the administration 
of property tax. The IAAO offers staffing guidelines regarding property assessments. Based on a 2014 
benchmarking report conducted by the IAAO, the median number of properties per permanent employee 
for Town agencies is 2,467, including personal property.25  
 
The Town of Westborough Assessor's Office has 3.48 permanent FTE: the Chief Assessor, Assistant 
Assessor, Administrative Assistant, and a part-time Lister. As discussed in Recommendation 13, the 
Administrative Assistant should be reassigned to support the Finance Director. This means the Assessor’s 
Office has 2.48 FTE positions available to assist with property assessments. Dividing 7,088 properties by 
2.48 FTEs yields a ratio of 2,858 parcels per FTE, which is greater than the median identified by the IAAO. 
Additionally, it is important to acknowledge that the Chief Assessor’s supervisory and management 
responsibilities prevent this position from carrying an assessment caseload similar to other staff. While 
the precise impact of these supervisory duties could not be readily quantified, the actual ratio of 
properties per assessor is likely greater than the calculation above given these additional duties.  
 
This analysis indicates that the workload assigned to the Assessor’s Office likely exceeds existing staff 
capacity, based on industry best practices. There are two options available to address this workload gap: 
reduce performance standards to better match current staffing levels or increase staffing to meet the 
current performance target.  
 
Reducing performance standards will allow the Town to conduct inspections using current staff but will 
lengthen the assessment cycle for some properties. If the Town were to inspect one-fifth of all properties 
each year, approximately 1,418 annual inspections would be required compared to the current standard 
of 2,316 annual inspections. The table below shows how many annual inspections need to be performed 
to meet either the current performance standard set by the Town or inspection of all property types on a 
5-year cycle.  
 
Table 21: Annual Inspections Target Comparison 

Inspections Standard Commercial, Industrial, 
Personal Inspections 

Other Property 
Inspections 

Total Annual 
Inspections 

Current Performance Standard 1,123  1,193  2,316 

Inspect Properties on a 5-year Cycle 225  1,193  1,418 
 
Over the past three years, staff have conducted an average of 1,663 inspections each year, which means 
that they can accommodate a five-year cycle using current staffing. Changing the performance standard 
is ultimately a policy decision for the Town of Westborough; however, it is important to note that the 
Commonwealth recently adopted a five-year certification cycle for reviewing real and personal property 
assessments,26 so adopting a longer assessment cycle in Westborough has some precedent. However, if 

 
25 Walters & IAAO Research Committee. "Staffing in Assessment Offices in the United States and Canada: Results of 
2013 Survey." Journal of Property Tax Assessment and Administration, 2014. 
https://iaao.org/library/library_files/JPTAA_Q2_Walters_5-21-2014_final.pdf  
26 Division of Local Services, Department of Revenue. Commonwealth of Massachusetts. “Certification Standards 
(Guidelines for Development of a Minimum Reassessment Program).” Revised April 2019. 
https://www.mass.gov/doc/igr-2019-8-certification-standards-guidelines-for-development-of-a-minimum-
reassessment-program/download 

https://iaao.org/library/library_files/JPTAA_Q2_Walters_5-21-2014_final.pdf
https://www.mass.gov/doc/igr-2019-8-certification-standards-guidelines-for-development-of-a-minimum-reassessment-program/download
https://www.mass.gov/doc/igr-2019-8-certification-standards-guidelines-for-development-of-a-minimum-reassessment-program/download
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inspections of commercial, industrial, and personal property are shifted to a rolling five-year cycle, 
assessed valuations will likely lag the overall economy by up to five years. The value of annually inspecting 
these types of properties is that any changes in the market would be immediately reflected in the property 
tax collected by the Town.  
 
An alternative to lengthening cycle times is to increase staffing to match current service level 
expectations. The Town's practice has been to annually inspect all commercial/industrial property and 
personal property to capture changes in the market. Residential properties are inspected on a rolling basis 
every five to seven years when possible. In FY2019, Assessor’s Office staff performed 1,615 inspections, 
as illustrated in the following table. 
 
Table 22: Assessment Inspections Performed, FY2017 through FY2019 

Inspection Type FY2017 FY2018 FY2019 Percentage Increase 
FY2017 to FY2019 

Residential Parcel 1,310 915 1,065 -18.7% 
Commercial/Industrial Parcel 20 83 52 160.0% 
Exempt Parcel 7 417 0 -100.0% 
Personal Property 411 210 498 21.2% 
Total Inspections 1,748 1,625 1,615 -7.6% 

 
This practice is consistent with IAAO, which recommends performing a physical review of parcels at least 
every four to six years.27 However, it is notable that the number of commercial/industrial and personal 
inspections performed each year in the table above falls short of the total number of 
commercial/industrial properties and personal property indicated in Table 20. In other words, while the 
Assessor’s Office is able to inspect non-commercial properties regularly, it has not historically met its goal 
of inspecting all commercial/industrial properties or personal property annually.  
 
To meet the current performance standard, additional staffing would be needed. Reducing the property 
ratio from 2,858 per FTE to the IAAO median of 2,467 per FTE will require 2.87 FTEs, an increase of 0.39 
FTE over current staffing levels. Rather than increasing staff by a partial position, it is appropriate to 
convert the part-time Lister position to full-time. This would result in a ratio of 2,363 parcels per FTE. 
Based on the FY2020 adopted budget, the cost impact of converting the part-time Lister to full-time would 
be $29,732 in salary cost. This assumes an annual salary of $54,269 based on a pay rate of $25.71 for 45 
weeks and a 5% step increase for 7.4 weeks. The position would also receive an estimated $26,000 in 
benefits, for a net cost of approximately $50,000 in the first year. 
 
Either option chosen by the Town will help to ensure that staff meet performance expectations. 
Determining whether to reduce service levels or increase costs is an important consideration that should 
be evaluated carefully by the Town’s management staff and elected officials.  
 
 
 
 

 
27 IAAO. Standard on Mass Appraisal of Real Property, 2017. 
https://iaao.org/media/standards/StandardOnMassAppraisal.pdf 

https://iaao.org/media/standards/StandardOnMassAppraisal.pdf
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Technology and Process Enhancements 
Recommendation 16: Implement electronic Accounts Payable and purchase order processes in Munis. 
The Finance Department currently processes accounts payable and purchasing using a paper-based 
process that requires significant staff time. Every week, the Assistant Town Accountant receives 
purchasing forms and related bills from all Town departments. The Assistant Town Accountant then 
compiles these into a single purchasing warrant, enters the transactions into Munis, and issues paper 
checks. The same paper-based system is utilized for processing accounts payable for the Schools 
Department. The only electronic payable transactions currently processed by Town staff involve payments 
to the State.  
 
Utilizing a paper-based process for accounts payable activities creates two challenges. First, a manual 
paper process requires significant staff time. During interviews, staff reported that the accounts payable 
process takes up most of the Assistant Town Accountant’s capacity and can sometimes delay other tasks. 
Second, the paper process increases the likelihood of errors and duplicate entry. Transitioning to an 
electronic platform would reduce this error rate and can allow the Finance Department staff to more 
easily identify and correct errors without requiring a paper trail audit.  
 
It is critical for the Town to develop and implement electronic workflows designed to save time and reduce 
paper. The Finance Department should play a lead role in planning and configuring new workflows, 
procuring additional Munis modules or necessary software, identifying other Town staff who should have 
access to that software, and training those staff on how to reduce paper processes and more accurately 
track information. Wherever possible, staff should utilize electronic systems to create, submit, and review 
invoices and allow for electronic payment of vendors. The Munis Accounts Payable feature allows for 
electronic payments to vendors and reporting capabilities; the software also can allow departments to 
submit invoices to the Assistant Town Accountant electronically – saving time and reducing the risk of 
processing errors by eliminating paper forms.28 
 
Utilizing electronic systems for financial management and processing is a best practice described by the 
GFOA. Specifically, the GFOA recommends that physical check usage should be minimized if not 
eliminated by electronic payments. Implementing electronic payments reduces staff time for processing 
payments and security risks associated with physical payments.29 Additionally, reducing the 
administrative burden of the accounts payable process will allow the Finance Director and Assistant Town 
Accountant to focus on other priorities like budgeting tasks, reporting to the state, and strategically 
supporting other departments with financial needs.  
  

 
28 Tyler Technologies. Munis Accounts Payable, 2016. tylertech.com/products/munis/MUNISAccountsPayable.pdf 
29 GFOA. Best Practices/Advisories, Payments Made by Governments. gfoa.org/payments-made-governments 

https://tylertech.com/products/munis/MUNISAccountsPayable.pdf
https://gfoa.org/payments-made-governments
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Community Development 
 
The Town’s Community Development function consists of the Building Department, the Zoning Board of 
Appeals, the Planning Department, the Economic Development Department, and the Conservation 
Department. 
 
Building Department 
The Building Department is responsible for plan reviews and permit inspections for residential and 
commercial/industrial properties, including building and trades inspections. The Department also issues 
annual Certificates of Inspection for places of public assembly, such as restaurants, churches, and hotels, 
as well as the common spaces of multifamily housing. The Building Department consists of 5.18 FTEs and 
is overseen by the Town’s Building Commissioner. The following figure illustrates the Department’s 
organizational chart.  

 

Building 
Commissioner

1.0 FTE

Administrative 
Assistant
1.0 FTE

Assistant Building 
Inspector
1.0 FTE

Local Inspector
0.48 FTE

Wiring Inspector
0.7 FTE

Plumbing Inspector
1.0 FTE

 
 

Figure 15: Building Department Organizational Structure, FY2020 

The Department is overseen by a full-time Building Commissioner, reporting to the Town Manager, who 
is responsible for managing staff as well as conducting plan reviews for commercial projects. The Building 
Commissioner is also responsible for administering the Town’s Zoning Bylaws, making administrative 
decisions regarding routine permit applications, such as permits for temporary signage, and attending 
Zoning Board of Appeals meetings as needed. Finally, the Building Commissioner also serves on the Town’s 
Economic Development Committee. 
 
The Building Commissioner is supported by a full-time Assistant Building Inspector, who is responsible for 
managing the Department in the Commissioner’s absence. The Assistant Building Inspector also performs 
residential plan reviews and conducts building inspections as capacity allows. The Department also 
employs three dedicated inspectors: a part-time Local Inspector, a part-time Wiring Inspector, and a full-
time Plumbing Inspector, each of whom performs trades inspections in the field. Finally, the Department 
employs an Administrative Assistant to assist in processing permits, plans, and applications; manage the 
Department’s PermitPro software; and interface with the public.  
 
Zoning Board of Appeals 
Applicants have the opportunity to appeal administrative decisions to the Town’s Zoning Board of Appeals 
(ZBA), consisting of three voting and two nonvoting members appointed by the Board of Selectmen. The 
ZBA is supported by a part-time Secretary who is appointed by the Town Manager and who reports to the 
ZBA, as illustrated in the following figure.  
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Figure 16: Zoning Board of Appeals Organizational Structure, FY2020 

Planning Department 
The Planning Department is responsible for conducting long-term planning and land use planning on 
behalf of the Town, as well as for reviewing commercial and residential site plans for compliance with 
Town ordinances. The Planning Department consists of 2.0 FTEs and is overseen by the Town Planner. The 
following figure illustrates the Department’s organizational chart.  
 

Town Planner
1.0 FTE

Administrative 
Assistant
1.0 FTE

 
 

Figure 17: Planning Department Organizational Structure, FY2020 

The Town Planner reports to the Town’s Planning Board, a five-member body elected by popular vote. 
The Planning Board is responsible for overseeing land use planning for the Town, providing policy direction 
to the Planner, overseeing regular updates to the Town’s master plan, and submitting amendments to the 
Town’s Zoning Bylaws to voters at the Town Meeting. The Town Planner also staffs the Town’s Design 
Review Board, which reviews building plans to ensure that development falls within the Town’s 
established design guidelines.  
 
The Town Planner also serves on several other committees, including an Economic Development 
Committee, the Master Plan Advisory Board, the Massachusetts Bay Transportation Authority Advisory 
Board, a Complete Streets Study Committee, a Municipal Vulnerability Study Committee, a Bicycle and 
Pedestrian Multimodal Committee, an Affordable Housing Committee, and a Zoning Review Committee.  
 
Economic Development Department 
The Town’s Economic Development functions are managed by a full-time Economic Development 
Coordinator who reports to the Town Manager. The Economic Development Coordinator is responsible 
for staffing the Town’s Economic Development Committee, which was created at a Special Town Meeting 
in October 2008 and consists of four appointed business leaders from Westborough. Together, the 
Economic Development Coordinator and the Economic Development Committee are responsible for 
promoting business development, retention, and expansion in Westborough and for providing economic 
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development policy guidance to the Board of Selectmen. The following figure illustrates the Department’s 
organizational chart. 

Town Manager
 1.0 FTE

Economic 
Development 
Coordinator

1.0 FTE  
 

Figure 18: Economic Development Department Organizational Structure, FY2020 

Conservation Department  
The Conservation Department is responsible for protecting Town wetlands and stewardship of specific 
conservation land deeded to the Conservation Commission. The Department consists of 1.8 FTEs and is 
overseen by the Conservation Director. The following figure illustrates the Department’s organizational 
chart. 
 

Conservation 
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Assistant 
Conservation 
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Figure 19: Conservation Department Organizational Structure, FY2020 

The Conservation Director reports to the Town Manager but receives policy direction from the 
Conservation Commission, a seven-member body appointed by the Board of Selectmen. The Commission 
is responsible for enforcing Massachusetts’ Conservation Commission Act and Wetland Protection Act as 
well as the Town’s Wetlands Bylaw. Its jurisdiction includes lands within 100 feet of wetlands and lands 
within 200 feet of rivers; individuals who plan development projects within these boundaries must obtain 
approval from the Commission before moving forward. The Commission also maintains Town-owned 
public lands to ensure that they remain protected and undeveloped.  
 
The Conservation Director and Assistant Conservation Officer support the Commission’s regulation and 
conservation activities. They are responsible for reviewing applications for compliance with state and local 
wetlands and stormwater regulations. These staff also spend significant time performing stormwater 
inspections, including approximately 265 private properties and detention basins that tie directly into the 
Town’s stormwater infrastructure, as well as active construction projects to monitor stormwater and 
erosion control. Conservation staff also inspect public lands managed by the Conservation Commission 
for storm damage, encroachment, and other issues.  
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Core Services Matrix 
The following table provides an overview of the core services provided by the departments described 
above. This list is not meant to be all-inclusive; rather, it reflects key activities and tasks that consume 
significant staff time. 
 
Table 23: Community Development Core Services 

Department 
Function/Division Program Area Activities  

Building 

Inspections 

• Conduct building, mechanical, wiring, and plumbing 
inspections on development projects 

• Conduct annual inspections of places of public 
gathering, such as churches, hotels, and gyms, and issue 
Certificates of Inspection 

Permit Applications 
and Plan Review 

• Conduct plan reviews of commercial and residential 
development plans to ensure plans follow all applicable 
regulations 

• Issue administrative decisions on development 
applications as applicable 

• Prepare background and recommendations for the 
Zoning Board of Appeals if decisions are appealed 

Zoning Board of 
Appeals 

Zoning Board of 
Appeals 

• Prepare agendas for ZBA hearings monthly 
• Take notes during meetings and prepare meeting 

minutes 

Planning 

Plan Review 

• Conduct site plan reviews for residential and 
commercial subdivisions 

• Review building permit applications 
• Prepare agendas and minutes for Planning Board and 

Design Review Board meetings 
• Prepare staff recommendations for applications to the 

Planning Board and Design Review Board 

Land Use Planning 

• Serve on land use planning advisory committees, such 
as the Complete Streets Study Group and Municipal 
Vulnerability Study Committee 

• Complete land use plans, such as bicycle and pedestrian 
plans, as directed by the Board of Selectmen 

Town Meeting • Present amendments to the Town’s Zoning Bylaws as 
approved by the Planning Board for voter approval 

Economic 
Development 

Business Retention 
and Expansion 

• Meet with major employers and other businesses to 
understand their operating environment and business 
needs 

• Maintain a database of businesses for business 
retention purposes 

• Connect businesses with appropriate resources 
• Manage the Town’s economic development website 

and related social media accounts 
• Engage in business attraction efforts as needed 
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Department 
Function/Division Program Area Activities  

Conservation 

Plan Review 

• Review development plans within 100 feet of wetlands 
or 200 feet of rivers for compliance with state and local 
regulations; make recommendations to the 
Conservation Commission  

Inspections 

• Inspect erosion-prone properties annually 
• Inspect detention basins in subdivisions periodically 

during warmer months; coordinate with DPW for 
necessary maintenance 

• Inspect Town-owned public lands for damage and 
encroachment 

 
Staffing 
The following table shows actual staffing levels for the Community Development departments for the last 
five fiscal years.  
 
Table 24: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Building  4.48 4.48 4.48 4.48 5.18 16% 
Zoning Board of Appeals 0.25 0.25 0.25 0.25 0.25 0% 
Planning 3.00 2.00 2.00 2.00 2.00 -33% 
Economic Development 1.00 1.00 1.00 1.00 1.00 0% 
Conservation 0.48 1.48 1.80 1.80 1.80 275% 
Total 9.21 9.21 9.53 9.53 10.23 11% 

 
During this period, staffing in the Building Department, Zoning Board of Appeals, and Economic 
Development Department has remained relatively consistent. A full-time Planner (the previous Assistant 
Town Planner position) in the Planning Department, who also assisted with plan review for the 
Conservation Department, was transferred to Conservation in FY2017. Since then, the Conservation 
Department’s staffing level has grown to two full-time positions. 
 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates an 18% increase among Community 
Development functions, driven primarily by increases in Conservation Department expenditures due to 
the addition of 1.52 FTEs, as discussed in the previous section. The following table illustrates this trend. 
 
Table 25: Community Development Expenses – All Funds, FY2016 through FY2020 

Expense Category FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Building 
Salaries and Wages $317,122 $314,504 $280,895 $355,080 $396,186 25% 
Other Expenses $51,716 $51,301 $55,313 $10,910 $14,175 -73% 
Building Subtotal $368,838 $365,805 $336,208 $365,990 $410,361 11% 
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Expense Category FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Zoning Board of Appeals 
Salaries and Wages $13,168 $12,810 $15,233 $12,189 $14,337 9% 
Other Expenses $2,100 $1,764 $2,808 $1,944 $2,376 13% 
Zoning Board of 
Appeals Subtotal $15,268 $14,574 $18,041 $14,133 $16,713 9% 

Planning 
Salaries and Wages $229,274 $153,153 $133,781 $145,550 $162,850 -29% 
Other Expenses $6,512 $6,173 $7,382 $7,384 $8,250 27% 
Planning Subtotal $235,786 $159,326 $141,163 $152,934 $171,100 -27% 
Conservation 
Salaries and Wages $19,859 $102,229 $121,684 $125,012 $131,284 561% 
Other Expenses $1,849 $1,887 $2,127 $3,191 $18,825 918% 
Conservation 
Subtotal $21,708 $104,116 $123,811 $128,203 $150,109 591%30 

Economic Development 
Salaries and Wages $58,740 $62,691 $39,355 $69,868 $74,780 27% 
Other Expenses $4,110 $4,133 $4,665 $4,194 $7,250 76% 
Economic 
Development Total $62,850 $66,824 $44,020 $74,062 $82,030 31% 

Grand Total $704,450 $710,645 $663,243 $735,322 $830,313 18% 
 

Analysis and Recommendations 
 
The Town’s planning, development, and conservation functions are broadly distributed, and the Town 
lacks a cohesive, comprehensive approach to community development. The current structure of these 
functions creates a risk that customer service, major project development, and efforts to strategically 
enhance the Town’s built environment will be negatively impacted. The recommendation in this section 
describes creating a Community Development Department to efficiently and effectively structure these 
functions. The following figure illustrates the organizational structure of the proposed Department. 
 

 
30 As noted, personnel costs increased as additional staff were hired in 2017; in FY2016 some conservation-related 
functions were performed by the Assistant Planner position. 
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Figure 20: Proposed Community Development Department Organizational Structure 

Structure and Staffing 
Recommendation 17: Create a consolidated Community Development Department.  
The Town currently provides community development functions using approximately 10 staff organized 
among five departments that support four major boards, commissions, and committees as well as the 
general public. The Building Department conducts reviews and inspections for compliance with building 
regulations and administers the Town’s zoning code. The Planning Department reviews development 
plans to ensure that they comply with Town land use regulations and engages in long-range land use 
planning. The Conservation Department conducts reviews and inspections for compliance with wetland 
and stormwater regulations. Economic Development staff are responsible for understanding 
development review functions and building relationships with business owners to promote business 
activity and economic growth. Additionally, the Planning Board, Board of Zoning Appeals, Economic 
Development Committee, and Conservation Committee provide advisory input and guidance regarding 
the Town development and the built environment.  
 
Each of these departments is inextricably linked to the others: land use and long-range planning provided 
by the Planning Department and Planning Board are critical elements of envisioning what the Town should 
look like in future years. When businesses and developers select Westborough as a community of choice 
for their investments, they must work closely with Building, Planning, and Conservation staff to ensure 
developments comply with applicable codes and environmental regulations. These plans and 
development procedures directly inform the business retention and attraction approach utilized by the 
Economic Development Coordinator and the Economic Development Committee to encourage business 
growth and expansion. 
 
In effect, community development functions in Westborough are highly distributed, and the Town’s 
FY2021 annual budget document also reflects this distribution. The Conservation, Planning, and Economic 
Development Department budgets are grouped with other “General Government” departments, while 
the Building Department and ZBA are grouped with “Public Safety” departments such as Police and Fire. 
However, the Building Department and ZBA are more likely to interact with Conservation, Planning, and 
Economic Development as part of their day-to-day responsibilities than the Police or Fire Departments.  
 



Page 68 Town of Westborough
 Staffing Study 

The Novak Consulting Group 
Trusted Advisors Transforming Communities 

The distribution of community development functions results in a lack of a clear structure for coordinating 
the work and streamlining customer services provided by these departments. This is problematic because 
the Town and its environment are changing. Overall permit activity tracked by the Building Department 
has increased approximately 17% over the last three years, as illustrated in the table below.  
 
Table 26: Building Permits Issued, 2017-2019 

Permit Type 2017 2018 2019 Percentage Change 
2017 to 2019 

Commercial 161 110 123 -24% 
Residential 568 446 579 2% 
Wiring 666 690 820 23% 
Plumbing 358 326 453 27% 
Gas 357 343 384 8% 
Sheet Metal 10 50 111 1,010% 
Total 2,120 1,965 2,470 17% 

 
While the number of commercial permits processed by the Building Department has decreased slightly 
compared to 2017, it is notable that trade-related permit activities have increased, particularly regarding 
sheet metal (heating, ventilation, and air conditioning) permits. According to the Town’s FY2021 Budget, 
the total estimated construction value of permitted work has increased as well, from $81.4 million in 2018 
to $98.9 million in 2019.31 Major projects announced in 2019, including a $40 million, 350,000 square foot 
Amazon Robotics Innovation Hub, will continue to generate economic activity during and after 
construction. The Amazon facility alone is anticipated to create approximately 200 jobs.32 In addition to 
these economic growth indicators, the Town’s population has steadily increased since the 2010 Decennial 
Census, as depicted in Figure 1 of this report.  
 
As the Town’s economic environment continues to evolve and the impacts of large-scale developments 
continue to shape the landscape and local economy, it is increasingly important for the Town to deploy a 
more cohesive, streamlined approach to community development. This should be accomplished by 
consolidating Building, ZBA, Planning, Conservation, and Economic Development staff into a single 
Community Development Department under the direction of a Community Development Director. This 
structure is common in other Massachusetts towns, including Andover,33 Belmont,34 and Watertown.35  
 
Creating a single Community Development Department will benefit the Town and the community in 
several ways. Grouping staff together will help employees build closer working relationships and 
understand their roles in the context of the Town’s broader strategic priorities. This is critically important 
because several initiatives in the Town’s strategic plan involve community development functions: 
 

 
31 Town of Westborough. FY2021 Municipal Budget. Page 136. 
32 Chesto, Jon, and Tim Logan. “Amazon Expanding Robotics Operation to Westborough.” The Boston Globe, 
November 6, 2019.  
33 Town of Andover. Community Development & Planning. https://andoverma.gov/149/Community-Development-
Planning 
34 Town of Belmont. Community Development. https://www.belmont-ma.gov/community-development 
35 Town of Watertown. Community Development & Planning. https://www.watertown-ma.gov/85/Community-
Development-Planning 

https://andoverma.gov/149/Community-Development-Planning
https://andoverma.gov/149/Community-Development-Planning
https://www.belmont-ma.gov/community-development
https://www.watertown-ma.gov/85/Community-Development-Planning
https://www.watertown-ma.gov/85/Community-Development-Planning


Town of Westborough Page 69 
Staffing Study  

The Novak Consulting Group 
Trusted Advisors Transforming Communities 

• Initiative 1: Develop and adopt a new Master Plan for Westborough that incorporates 
transportation and plans to revitalize the downtown. 

• Initiative 2: Develop strategies for ensuring a variety of housing types in Westborough that meet 
a diversity of needs and consider the use of converting and rehabilitating existing buildings to 
meet those needs. 

• Initiative 16: Reinvigorate the Economic Development Committee (EDC) and develop a structure 
for ensuring feedback and coordination between the EDC and the Board of Selectmen.  

• Initiative 19: Strategically acquire parcels identified in our Open Space Master Plan and enact the 
Community Preservation Act as a mechanism for financing acquisition. 

 
Assigning these initiatives to a single Community Development Department and incorporating them into 
its annual work plan allows the Town to more effectively marshal resources to achieve these goals. It also 
helps to ensure that staff collaborate efficiently and with minimal overlap or duplication.  
 
A single Community Development Department will also enhance service for customers. Rather than 
determining which of five departments has the resources to answer questions, customers can approach 
the unified Community Development Department for information and direction about how to pursue 
development and invest in the community. This makes it easier for customers to find the information they 
need and helps to ensure that information provided by staff is consistent, accurate, and timely. 
Additionally, Building and Planning Department staff already share the same office space, and 
Administrative Assistants coordinate permit review procedures with the General Review Committee, 
which is comprised of all Town departments involved in project permitting.  
 
Finally, a unified Department will improve the Town’s approach to planning and developing its built 
environment. This is critically important for large-scale and complex development projects (such as the 
Amazon Robotics Innovation Hub), which are often constructed in phases using multiple contractors who 
may not be familiar with the Town. Under the leadership of a Community Development Director, the 
Department will be able to more effectively shepherd large developments from conception through to 
construction in keeping with the Town’s existing plans and strategic priorities.  
 
Creating a Community Development Department will require the approval of the Town Meeting and 
amendments to the Town Charter as described in Article 5, Section 5-1(b) of the current Town Charter.36 
To accomplish the proposed reorganization in compliance with the Charter, the Town Manager should 
meet with the Board of Selectmen to develop an organization plan that can be submitted to the Town 
Meeting that details how the Community Development Department will be organized and structured. At 
a minimum, this reorganization plan should include the elements described below. 
 
Create a Community Development Director position. A director-level position is essential for the 
operation of the Community Development Department. The Director’s primary responsibilities should be 
to oversee a single Department budget that encompasses Building, ZBA, Planning, Conservation, and 
Economic Development. The Director should play a key role in developing a Department-wide work plan 
that includes specific strategies for accomplishing the strategic initiatives described above. This work plan 
should be evaluated using clear performance measures and data-driven analysis, as described throughout 
this report. Finally, the Director should be responsible for serving as a liaison between the Department, 
other senior Town staff, elected and appointed officials, and members of the community. 
 

 
36 Town of Westborough. Town Charter, Amended 2018. Page 15.  
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There are several options for creating a Community Development Director position. The first is to create 
a new position and to conduct a recruitment to identify a qualified candidate. However, this approach is 
likely to present the most significant cost impact on the Town. The estimated salary cost for a Community 
Development Director position is approximately $95,000 to $110,000, plus an additional $30,000 in 
benefits, for a total cost of between $125,000 and $140,000 in the first year.  
 
A second option involves reclassifying an existing Director-level position as the Community Development 
Director. The advantage of this approach is that it avoids creating an additional senior management 
position. However, this approach will require the reclassified position to take on additional broad 
responsibilities for the entire department, which will potentially reduce the position’s ability to perform 
currently assigned functions. It will also likely require the Town to increase compensation for the 
reclassified position to account for broader responsibilities.  
 
A third option is to reclassify an existing vacant position as the Community Development Director. 
Specifically, the Economic Development Coordinator position is currently vacant, and the Town could 
reclassify this position as a Director-level position. This option has the advantage of repurposing an 
already vacant position to meet the new Department’s needs and represents an incremental cost increase 
compared to creating a new position. Should the Town choose this approach, it should select an applicant 
with skills and experience in economic development. It is appropriate for the Director to serve as the 
principal staff member assigned to the Economic Development Committee, and the Director should 
ensure that the Department’s planning and development efforts are straightforward and approachable 
by customers and community members alike. The Economic Development Coordinator position would 
have had a salary of approximately $72,000 in FY2020, plus an estimated additional $28,000 in benefits, 
for a total cost of $100,000. This means that the net cost of the Community Development Director position 
will be between $25,000 and $40,000 in the first year. 
 
Transfer appointment authority for the Town Planner to the Town Manager. The Town Planner is 
currently appointed and managed by the Planning Board. To create a cohesive Community Development 
Department, it will be important for the Town Manager and Community Development Director to exercise 
more direct oversight of the Town Planner position and to coordinate the duties and responsibilities of 
this position with other staff. To accomplish this, appointment authority for the Town Planner position 
should be transferred from the Planning Board to the Town Manager. Responsibility for day-to-day 
oversight of the Town Planner position should be assigned to the Town Manager, or more appropriately, 
delegated to the Community Development Director to strengthen the Director’s role and provide a single 
management position which oversees all of the Department’s functions and staff, as described below. 
 
Assign supervisory responsibility for staff to the Community Development Director. To provide effective 
management support and oversight for the Department, the Community Development Director should 
be responsible for directly supervising the Building Commissioner, Town Planner, Economic Development 
Coordinator, and Conservation Director. Additionally, administrative support staff currently assigned to 
the Building Department, Planning Department, and ZBA should also report directly to the Community 
Development Director. The following figure illustrates the Community Development Director’s proposed 
direct reports. The Director position is highlighted in green. 
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Figure 21: Community Development Director – Proposed Direct Reports 

This structure reduces the Town Manager’s span of control by transferring supervisory responsibility for 
the Building Commissioner and Conservation Director to the Community Development Director. It also 
provides the Director with clear oversight of the Department’s functions and gives the Director the ability 
to allocate administrative staff to functions that are in most need of support. This is particularly important 
for the ZBA Secretary position, which at the time of this writing is vacant and could potentially be assigned 
additional duties once filled. 
 
Develop the role of the Economic Development Coordinator position. Should the Town choose to retain 
the Economic Development Coordinator position, it is appropriate to reevaluate its role and 
responsibilities in light of the broader Community Development Department’s work. Currently, the 
Coordinator position is responsible for administrative tasks involving the Economic Development 
Committee; however, going forward it will be important to synchronize this work with the Department’s 
overall service standards and strategic goals.  
 
Specifically, the Economic Development Coordinator should undertake business engagement, 
development, and attraction efforts designed to complement and advance the Town’s development 
goals. The Coordinator should be responsible for developing a business retention strategy for the Town, 
building and maintaining business contacts throughout the community, connecting businesses with 
appropriate resources in the Community Development Department, and developing a marketing strategy 
to attract new business investment. The Coordinator should rely on the Economic Development 
Committee for advice, guidance, and feedback regarding these activities, and the Committee should 
provide the Coordinator with business leads, tips, and information on how to best meet the needs of 
business owners in Westborough. In this way, the Economic Development Coordinator will be accountable 
for implementing the Town’s business development strategy while relying on the expert advice and 
opinions of Committee members for guidance. This approach provides dedicated staff capacity for 
economic development and avoids overreliance on the volunteer Economic Development Committee for 
carrying out significant, time-intensive programs. 
 
While the structural changes described above represent a significant shift from the Town’s historical 
practice, if implemented, they will provide a more centralized, streamlined, and efficient framework to 
deliver customer service, achieve strategic objectives, and build a Town that matches the community’s 
vision. 
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Health 
 
The Town’s health regulations and policies are established by the Board of Health, a three-member Board 
appointed by the Town Manager. The Board members are volunteers, all of whom are required to have 
experience in public health or a related field;37 two of the current members are medical doctors, and the 
third has a PhD in Biology. The mission of the Board is “to prevent and control the spread of disease, 
prevent injury, address environmental issues that impact public health, and all other issues directed to 
the Board of Health, and to be an essential participant in protecting and improving the health and well-
being of all people within the Town of Westborough.”38 The Board also appoints the Health Director. 
 
The Health Department is responsible for enforcing the Board of Health regulations, including conducting 
health inspections, responding to noise and other nuisance complaints, and investigating instances of 
communicable disease. The Department consists of 4.0 FTEs and is overseen by the Health Director. The 
following figure illustrates the Department’s organizational chart.  

 

Health Director
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1.0 FTE

 
 

Figure 22: Health Department Organizational Structure, FY2020 

The Health Director is responsible for overseeing day-to-day operations and managing follow-up for 
communicable disease cases, including contract investigative support with a public health nurse. The 
Director also represents the Department at various bodies, including the Board of Health, Abandoned 
Housing Committee, Region Two Emergency Preparedness Committee, and Substance Use Task Force. In 
addition to these responsibilities, the Health Director conducts plan reviews of development projects and 
subsurface soil plans to ensure compliance with applicable health regulations. 
 
The Health Inspector and Sanitarian are responsible for conducting inspections to ensure compliance with 
adopted Board of Health codes. These inspections frequently involve site visits to restaurants, public 
pools, kennels, tattoo establishments, tobacco establishments, youth camps, septic tanks, and tanning 
salons. The positions also respond to nuisance complaints, such as complaints of excessive noise, tall grass, 
or overflowing dumpsters, and assist the Health Director with development review activities.  
 
The Administrative Assistant provides administrative support for the Department. The Assistant maintains 
permitting and inspection records, maintains payroll data for the Department, responds to questions from 
the public, and prepares agendas and minutes for the Board of Health, among other duties.  
 

 
37 Lefferts, Jennifer Fenn. “Volunteer Needed for Westborough Board of Health.” The Boston Globe, June 10 2015. 
https://www.bostonglobe.com/metro/regionals/west/2015/06/10/volunteer-needed-for-westborough-board-
health/ZWSiNTUnpMLqnQNGWV32fK/story.html  
38 Town of Westborough. Board of Health. https://www.town.westborough.ma.us/board-health 

https://www.bostonglobe.com/metro/regionals/west/2015/06/10/volunteer-needed-for-westborough-board-health/ZWSiNTUnpMLqnQNGWV32fK/story.html
https://www.bostonglobe.com/metro/regionals/west/2015/06/10/volunteer-needed-for-westborough-board-health/ZWSiNTUnpMLqnQNGWV32fK/story.html
https://www.town.westborough.ma.us/board-health
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The Department is also responsible for managing solid waste on behalf of the Board. The Town does not 
offer public trash or recycling collection and currently contracts with a private transfer station to accept 
waste and recycling. Residents have the option of either paying for private collection or dropping off waste 
and recycling themselves, while businesses must contract with private haulers to collect and dispose of 
solid waste. Solid waste generated by Town-owned facilities is collected and transported to the transfer 
station by the Department of Public Works. 
 
Core Services Matrix 
The following table provides an overview of core services for the Health Department. This list reflects key 
tasks and service activities that account for significant staff time. It is not meant to be all-inclusive. 
 
Table 27: Health Department Core Services 

Department 
Function/Division Program Area Activities  

Health 

Inspections 

• Conduct annual inspections of restaurants, food trucks, 
kennels, warehouses, group homes, tanning salons, 
camps, septic systems 

• Inspect public pools four times per year 
• Conduct monthly inspections of frozen desserts (e.g., 

milkshakes, popsicles) at relevant establishments 
• Participate in tobacco control enforcement 
• Conduct inspections of temporary events, such as 

festivals and farmers markets 
• Conduct re-inspections and inspections in response to 

nuisance complaints as necessary  

Plan Review 

• Review development plans for public pools and food 
establishments to ensure health regulations are 
followed 

• Review septic system plans 
• Review applications for work occurring in floodplains 

Communicable 
Disease 

• Monitor cases of communicable disease to ensure that 
the appropriate treatment plan is followed 

Recycling & Solid 
Waste 

• Sell annual and one-day passes to the local transfer 
station where residents can drop off solid waste 

• Provide free passes to drop off recycling to individuals 
verified as Westborough residents 

• Monitor the transfer station to ensure that all users 
have appropriate passes 

Board of Health • Prepare recommendations for the Board of Health 
• Prepare agendas and minutes for monthly meetings 
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Staffing 
The following table shows actual staffing levels for the Health Department for the last five fiscal years.  
 
Table 28: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Health 4.40 4.40 4.40 4.00 4.00 -9% 
 
Staffing in the Health Department decreased by 0.40 FTEs, or 9%, over the last five fiscal years. The 
reduction was due to the elimination of a 0.40 FTE Health Inspector position in FY2018.  
 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 4% increase among Health 
Department functions, driven primarily by increases in salary and wage expenditures. The following table 
illustrates this trend. 
 
Table 29: Health Department Expenses – All Funds, FY2016 through FY2020 

Expense Category FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Salaries and 
Wages $283,396 $294,470 $286,747 $286,260 $291,223 3% 

Other Expenses $13,708 $14,486 $16,587 $18,280 $17,850 30% 
Health Total $297,104 $308,956 $303,334 $304,540 $309,073 4% 
 

Analysis and Recommendations 
 
The Health Department plays an important role in proactively enforcing the Town’s health codes and 
investigating health violations and disease outbreaks in the community. While these activities are 
important, they are primarily enforcement oriented. Based on interviews and data received for this 
analysis, the Department appears sufficiently staffed to carry out its enforcement activities. However, 
there is an opportunity to reexamine the Health Department’s role as an enforcement organization and 
to streamline some processes and activities to maximize existing staff capacity. The following 
recommendations describe these initiatives in detail. The proposed structure of the Health Department 
is illustrated in the figure below; the new position is highlighted in green. 
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Figure 23: Proposed Health Department Organizational Structure, FY2020 
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Structure and Staffing 
Recommendation 18: Transfer appointment responsibility for the Health Director to the Town 
Manager. 
According to the Town Charter, the Health Director is currently appointed by the Health Board but reports 
to the Town Manager regarding day-to-day operations. Of the positions supervised by the Town Manager, 
the Health Director is the only position currently appointed solely by another board, commission, or 
committee. While it is appropriate for the Health Board to have some input in the staff selection process, 
this supervisory structure limits the Town Manager’s ability to effectively coordinate Town operations and 
hold staff accountable.  
 
To ensure the Town Manager has effective oversight of staff, streamline supervisory relationships, and 
create similar reporting relationships among senior staff, the Town should amend its Charter to provide 
the Town Manager with direct appointment authority for the Health Director. It is appropriate to require 
that the Health Board concurrently approve Health Director appointments, similar to the current 
appointment structure for the Youth and Family Services Director and Recreation Director; however, the 
Town Manager should have primary authority to appoint and supervise the Health Director on a day-to-
day basis. 
 
Recommendation 19: Create a full-time Public Health Nurse position in the Health Department.  
According to interviews with staff and workload indicators provided by the Department, the bulk of 
activities performed by Health staff involve inspecting food service and other establishments to ensure 
compliance with health codes. The Department also responds to reactive events such as community 
complaints about health conditions and communicable disease reports. Each year over the last five years, 
Department staff have conducted an average of 735 inspections, responded to 136 nuisance complaints, 
and tracked 57 communicable disease cases on average. The following table illustrates activities tracked 
by the Department over the last five years. 
 
Table 30: Health Department Workload Indicators, 2015-2019 

Category  2015 2016 2017 2018 2019 Percentage Change 
2015-2019 

Food Service Inspections  618 616 632 631 614 -1% 
Pool Inspections  41 64 83 84 44 7% 
Other Inspections - 
Septic/Tanning/Kennels/Camps 40 38 41 73 54 35% 
Total Inspections 699 718 756 788 712 2% 
Housing and Nuisance Complaints 150 148 171 112 98 -35% 
Communicable Disease Follow-Up 61 45 49 72 57 -7% 
Plan Reviews 15 22 15 12 22 47% 
 
While the amount of time required to perform these activities is not readily available or consistently 
tracked, Department staff report that the workload above has been manageable given existing staffing 
levels. There are two significant drawbacks to the current service approach, however.  
 
First, the Department does not employ a registered nurse and relies on contract nursing support to 
investigate and follow-up on tuberculosis cases in the community. All other communicable disease cases 
are investigated in-house by the Health Director. Communicable disease investigation often takes 
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considerable effort due to the need to identify active cases, interpret test results, interview affected 
individuals, trace the potential contacts the infected person may have encountered, and compile written 
reports to document the cases. As a result, much of the Director’s time is spent performing these activities 
even during “typical” years where communicable case activity is relatively constant. When communicable 
disease breakouts occur, such as the COVID-19 pandemic, this service approach threatens to overwhelm 
the Director and the Department. It is unreasonable to expect a Director-level position to investigate 
communicable disease and prevent future transmission while managing the remainder of the 
Department’s operations, carrying out the Board of Health’s directives, and meeting the Town’s strategic 
service goals.  
 
Second, the Department’s current emphasis on enforcement activities reduces its ability to prevent 
disease through community outreach and education efforts. Health departments across the country 
commonly employ education programs to increase awareness about public health concerns and reduce 
reactive complaints about health conditions. For example, the Town of Canton’s public health staff offer 
educational programming and proactive public health services, including the following: 
 

• Annual Health Fair 
• Education regarding adolescents, asthma, and sunscreen use for skin cancer prevention 
• Vaccinations 
• Walk-in clinics 
• Screenings for cholesterol and diabetes 
• Maternal and child immunization 
• Hearing and eye tests for children in the local public school system39  

 
In some jurisdictions, such as the Towns of Sudbury, Massachusetts,40 and Rehoboth, Massachusetts,41 
these community outreach efforts are provided by a registered nurse who is also responsible for tracking 
communicable diseases.  
 
Given the impact of recent public health crises such as the COVID-19 pandemic, it is important for the 
Town to ensure it has reasonable capacity to prevent and address communicable diseases. This should be 
accomplished by creating a full-time Public Health Nurse position responsible for investigating disease; 
coordinating testing, vaccination, and treatment efforts; and developing educational outreach initiatives 
designed to build health awareness and prevent health complaints. Creating a Public Health Nurse 
position will also allow the Town to reduce or eliminate its current contract arrangement for public nurse 
services and will free time for the Director to engage in higher-level strategic work, such as evaluating the 
ongoing impacts of the coronavirus, developing lessons and strategies to improve service as a result of 
the pandemic, and cultivating strategies to enhance public health resiliency in future years. 
 
The Public Health Nurse should report to the Health Director to ensure the services provided by this 
position are coordinated with other Department services and Town initiatives. The estimated initial salary 
for a Public Health Nurse is approximately $70,000 to $75,000 in the first year, plus an additional $27,000 
in benefits, for a total cost of between $97,000 and $102,000. This cost would, however, be offset by cost 
savings due to no longer contracting with a public nurse for communicable disease follow-up. 

 
39 Town of Canton. Public Health Responsibilities. https://www.town.canton.ma.us/332/Public-Health-
Responsibilities 
40 Town of Sudbury. Board of Health Nurse. https://sudbury.ma.us/nurse/ 
41 Town of Rehoboth. Health Department. https://www.town.rehoboth.ma.us/health-department 

https://www.town.canton.ma.us/332/Public-Health-Responsibilities
https://www.town.canton.ma.us/332/Public-Health-Responsibilities
https://sudbury.ma.us/nurse/
https://www.town.rehoboth.ma.us/health-department
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Recommendation 20: Assign responsibility for kennel inspections to the Animal Control Officer. 
According to the Town’s Animal Control Bylaw, any resident with more than three dogs that are older 
than six months and are not individually licensed must obtain an annual kennel license from the Town. 
Before that license can be issued or renewed, both the Town Animal Control Officer and the Health 
Department must inspect the kennel to ensure that it is maintained in a “sanitary and humane manner” 
and that it is following appropriate record-keeping procedures.42  
 
The Animal Control Officer and the Health Department are both tasked with the same mission in their 
kennel inspections: to ensure that the facility is sanitary and humane. The Animal Control Bylaw does not 
specify different roles or responsibilities for those two positions. Since both departments are completing 
essentially the same task, this regulation results in a duplication of effort and an unnecessary use of staff. 
Although the workload associated with kennel inspections is relatively minimal (staff inspected six kennels 
in 2019), as a best practice, the Town should avoid duplication of effort wherever possible to maximize 
staff capacity.  
 
State law requires that kennels be inspected by an animal control officer, natural resource officer, deputy 
natural resource officer, fish and game warden, or police officer.43 Notably, no public health position is 
included in that list. Furthermore, many Massachusetts Towns delegate this authority solely to the Town’s 
Animal Control Officer or designee, including the Towns of Plymouth,44 Bridgewater,45 and Holyoke.46  
 
Animal Control Officers also have more specialized knowledge of what constitutes sanitary and humane 
conditions for animals than a Health Inspector, placing the Officer in a better position to evaluate the 
overall suitability of a kennel. Health Department staff are primarily responsible for enforcing Town health 
regulations, which do not contain any specific directives on the housing of animals. The Animal Control 
Officer, on the other hand, is specifically charged by the Board of Selectmen to enforce the Town’s Animal 
Control Bylaw, which includes the section on appropriate kennel maintenance.47 
 
To eliminate duplication and increase the capacity of Health Department staff, the Town’s Animal Control 
Bylaw should be amended to remove the language requiring Health Department inspections of kennels. 
At a Town Meeting, the Town should propose an amendment to Article 39 of the Town bylaws eliminating 
the phrase “and Board of Health” from Article 39 Section 10(C). This change will still ensure that kennels 
receive regular evaluations, will not substantially impact the work performed by the Animal Control 
officer, and will eliminate the Health Department’s obligation to staff these inspections.  
 
Recommendation 21: Transfer responsibility for floodplain enforcement to the Conservation 
Commission. 
The Town of Westborough’s Flood Hazard Management Regulations were adopted by the Board of Health 
in 2014. The regulations detail the boundaries of floodplain districts within the Town and establish 

 
42 Westborough Town Bylaws, Article 39 Section 10.  
43 Massachusetts General Laws Part I, Title XX, Chapter 140, Section 137A. 
44Town of Plymouth. Town Bylaws Chapter 23- Animals. Page 2308. https://www.plymouth-
ma.gov/sites/plymouthma/files/uploads/animalbylaws.pdf 
45 Town of Bridgewater. Town Code. Page 199. 
https://www.bridgewaterma.org/DocumentCenter/View/1128/Town-of-Bridgewater-Administrative-Code-as-of-
12-17-2019?bidId= 
46 Town of Holyoke. Town Ordinances Chapter 14 - Animals. 
https://library.municode.com/ma/holyoke/codes/code_of_ordinances?nodeId=PTIICOOR_CH14AN 
47 Town of Westborough. General Bylaws As Amended 2019 Annual Town Meeting. Article 38 – Animal Control. 

https://www.plymouth-ma.gov/sites/plymouthma/files/uploads/animalbylaws.pdf
https://www.plymouth-ma.gov/sites/plymouthma/files/uploads/animalbylaws.pdf
https://www.bridgewaterma.org/DocumentCenter/View/1128/Town-of-Bridgewater-Administrative-Code-as-of-12-17-2019?bidId=
https://www.bridgewaterma.org/DocumentCenter/View/1128/Town-of-Bridgewater-Administrative-Code-as-of-12-17-2019?bidId=
https://library.municode.com/ma/holyoke/codes/code_of_ordinances?nodeId=PTIICOOR_CH14AN
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permitted uses of areas within those districts.48 According to staff, floodplain regulations were adopted 
by the Board of Health because the Board of Health is empowered to review and amend its regulations at 
any time. In contrast, if floodplain regulations were adopted by the Town Meeting, then the Town Meeting 
would also be required to adopt changes and amendments. Because the Town Meeting convenes 
infrequently, implementing any regulatory changes or amendments that may be required in future years 
might also be delayed.  
 
Because floodplain regulations were adopted by the Board of Health, it is the Health Department’s 
responsibility to enforce them. This presents operational challenges because floodplain administration 
and enforcement does not typically intersect with other public health functions, and members of the 
Board of Health have limited specialized experience in floodplain management. 
 
The Town’s Health Department staff also have limited floodplain expertise. For example, the Town’s Flood 
Hazard Management Regulation requires Health Department staff to evaluate highly technical criteria 
that may only be tangentially related to other public health requirements. Article IV, Section B(5) of the 
regulations states that “New and replacement water supply systems…be designed to minimize or 
eliminate infiltration of flood waters into the systems.”49 Evaluating compliance with this regulation 
requires specialized knowledge of the mechanics and capabilities of water supply systems, which is 
commonly a building or environmental regulatory function. 
 
Additionally, floodplain management responsibilities reduce the ability of Health Department staff to 
carry out their core duties. This is particularly challenging because Department staff report an inability to 
consistently accomplish some tasks. For example, the Department has set a goal to inspect public pools 
at least twice per year.50 However, of the 21 pools open in 2019, five were inspected only once due to 
lack of staff capacity. Conditions in pools can change throughout a season, and limiting the number of 
inspections limits the Department’s ability to ensure they remain safe for public use. If staff are 
preoccupied with floodplain management duties, their ability to maintain other public health standards 
may be limited.  
 
To address these challenges, create additional capacity for Health Department staff, and refocus the 
Health Department on its core functions, responsibility for floodplain regulation enforcement should be 
reassigned to the Community Development Department. Community Development staff already perform 
development review and land management functions that readily align with floodplain enforcement, 
including reviewing development projects for compliance with land use, construction and development 
standards, and environmental protection. For example, the Conservation Director currently enforces the 
Town’s Wetlands Protection Bylaw, which is controlled by the Conservation Commission and is designed 
to “protect…flood prone areas” to safeguard the water supply and other valuable natural resources. 51 
Floodplain management aligns with this stated purpose, and coordinating floodplain and wetlands 
management would help ensure that the Town manages its natural resources as effectively as possible. 
 

 
48 Town of Westborough. Flood Hazard Management Regulations, February 18 2014. 
https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/flood_plain_regulations.pdf 
49 Town of Westborough. Flood Hazard Management Regulations Article IV Section B(5). 
50 The State only mandates one pool inspection per year, but the Department strives to perform multiple 
inspections since pool conditions can change throughout the season. 
51 Town of Westborough. General Bylaws As Amended 2019 Annual Town Meeting. Article 32 – Non-Zoning 
Wetlands Protection. 

https://www.town.westborough.ma.us/sites/westboroughma/files/uploads/flood_plain_regulations.pdf
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To transfer floodplain management responsibilities to the Community Development Department, the 
Town should recommend a floodplain management bylaw for adoption at the next Town Meeting. This 
bylaw should adopt the floodplain regulations currently promulgated by the Board of Health and 
designate the Community Development Department as the authority responsible for reviewing 
development applications to ensure standards are met. The Town’s floodplain regulations should be 
regularly reviewed by Community Development staff to ensure they properly support flood hazard 
mitigation while balancing development interests to prevent floods from damaging the community in 
future years. 
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Human Services 
 
The Town’s Human Services functions consist of two departments: the Senior Center and the Youth and 
Family Services Department. Both departments offer social services, education, and outreach to Town 
residents.  
 
Senior Center 
The Senior Center provides programming and social services for Westborough residents over the age of 
60. The Senior Center facility serves as a social gathering and programming space for seniors. Senior 
Center staff also provide services outside of the center, such as Homemaker and Handyman services 
helping seniors maintain their homes, mini-bus services providing transportation, and nursing services 
offering health screening and advice. 
 
The Senior Center consists of 6.51 FTEs and is overseen by the Executive Director. The following figure 
illustrates the Department’s organizational chart.  

 

Executive Director
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Figure 24: Senior Center Organizational Structure, FY2020 

The Center’s policy direction is set by the Town’s Council on Aging, an 11-member body appointed by the 
Board of Selectmen. The Council’s Mission is “to promote social, recreational, and educational activities 
and provide advocacy and assistance to Westborough’s Senior Citizens and their families.”52  
 
The Department is overseen by an Executive Director. Although the Council on Aging sets policy direction, 
the Executive Director is appointed by the Town Manager and reports to the Assistant Town Manager. 
The Executive Director is responsible for managing Department operations as well as for supporting and 
making policy recommendations to the Council on Aging.  
 
One of the Center’s primary roles is to conduct outreach to seniors in the community and to ensure they 
have access to the services they need. This function is overseen by an Outreach Case Manager, who is 
responsible for engaging with seniors in the community as well as providing services such as counseling 
and crisis management. The Case Manager also oversees two part-time positions: an Outreach Aid, who 
conducts home visits and spends social time with Town seniors, and an Elder Outreach Worker, who 
focuses on outreach to recent widowers in the community.  
 

 
52 Town of Westborough. Council on Aging. https://www.town.westborough.ma.us/council-aging-senior-center 

https://www.town.westborough.ma.us/council-aging-senior-center
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All other positions are overseen directly by the Executive Director. Positions include a Nurse providing 
health screening and advice, an Asian Outreach Worker focusing out outreach to Cantonese- and 
Mandarin-speaking seniors, a Handyman providing home repair services to seniors, a Homemaker 
providing light cleaning and other domestic services to seniors, and several Mini-Bus drivers providing 
transportation to seniors. The Department also employs a part-time Administrative Assistant who is 
responsible for assisting Senior Center visitors and callers and for providing administrative support.  
 
Finally, the Department employs a Volunteer Coordinator, who manages approximately 80 volunteers at 
any given time. Volunteers provide several functions, such as cooking meals for caretakers, assisting 
seniors with tasks, or assisting with Senior Center programming. 
 
Youth and Family Services 
The Youth and Family Services Department (YFS) is responsible for providing counseling services and 
referrals to other social services to Town residents of all ages. The Department also offers education 
programs on behavioral health topics, often in collaboration with local schools. The Department’s mission 
is “to provide counseling and social services to Westborough residents and to promote behavioral health 
and wellness for the entire community.”53 
 
The Department consists of 2.96 FTEs and is overseen by the Youth and Family Services Director. The 
following figure illustrates the Department’s organizational chart.  

 

Youth and Family 
Services Director
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Senior Counselor
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Administrative 
Assistant
1.0 FTE

 
 

Figure 25: YFS Department Organizational Structure, FY2020 

A nine-member Youth Commission, appointed by the Board of Selectmen, provides policy direction for 
the Department on Town services and outreach. However, the YFS Director is appointed by the Town 
Manager and reports to the Assistant Town Manager. The Director is responsible for overseeing 
Department operations as well as for managing the Department’s education programming. The Director 
also supports other Town departments when they are dealing with behavioral health issues, such as Police 
Department cases involving mental health components and Building Department cases involving 
individuals expressing hoarding behaviors. The Director also represents the Department on the Town’s 
Housing Safety Task Force and chairs the Substance Use Task Force and the Human Service Alliance, which 
is composed of both governmental and non-governmental entities.  
 
The Director manages two part-time Senior Counselors who offer free counseling services to Town 
residents, including services for individuals, couples, and families. The counselors offer assistance with a 
wide variety of issues, including parenting and child development support, substance abuse treatment, 

 
53 Town of Westborough. Youth and Family Services. https://www.town.westborough.ma.us/youth-and-family-
services 

https://www.town.westborough.ma.us/youth-and-family-services
https://www.town.westborough.ma.us/youth-and-family-services
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stress management, grief management, and support for feelings of depression, anxiety, or other mental 
health concerns. The Department’s Administrative Assistant provides administrative and customer service 
support to the Department; coordinates referrals for residents to local food banks, assistance programs, 
and social service agencies; and serves as a liaison for the department for local resources and 
organizations  
 
Core Services Matrix 
The following table provides an overview of core services for the Senior Center and YFS Departments. This 
list is not meant to be all-inclusive; rather, it reflects key functions and tasks that consume significant staff 
time. 
 
Table 31: Human Services Core Services 

Department 
Function/Division Program Area Activities  

Senior Center 

Senior Center 

• Operate the Senior Center facility weekdays from 8:00 
am to 5:00 pm 

• Host programming at the facility such as classes, meals, 
and events 

• Host weekly nursing services at the Center 
• Host lunches at the Center three times per week, along 

with occasional breakfasts and other meals 

Services and 
Outreach 

• Provide on-call transit services to seniors for in-Town 
trips 

• Provide handyman and homemaker services to seniors 
• Provide social visits to seniors  
• Provide referrals to other social services 

Youth and Family 
Services 

Counseling • Provide free counseling services to individuals, families, 
and couples of all ages 

Resources and 
Referrals 

• Provide free information, resources and referrals to 
individuals and families to meet their basic and human 
service needs 

Education and 
Outreach 

• Organize regular health and wellness education sessions 
for the community  

• Offer Red Cross babysitter training for teens three times 
per year 

• Work with local schools to develop and implement 
programs for Town residents 

• Work with other Town departments on cases and issues 
related to mental health 
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Staffing 
The following table shows actual staffing levels for the Human Services departments for the last five fiscal 
years.  
 
Table 32: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Senior Center 3.00 3.00 3.00 4.80 6.51 121% 
Youth and Family Services 2.43 2.43 2.43 2.43 2.96 22% 
Total 5.43 5.43 5.43 7.23 9.47 97% 

 
Staffing in these Departments increased by 4.04 FTEs, or 97%, over the last five fiscal years. This increase 
was driven by increases in the Senior Center staffing to reflect expanded services. For example, in FY2020, 
the Department added a 0.35 FTE Homemaker and 0.17 FTE Handyman to assist seniors with household 
chores, as well as a 0.15 FTE Asian Outreach Worker specifically serving the Town’s senior Cantonese- and 
Mandarin-speaking populations. Several of these positions performed functions that were contracted by 
the Town in previous years, but which were in-sourced in FY2020. 
 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 21% increase among Health 
Department functions, driven primarily by increases in salary and wage expenditures. The following table 
illustrates this trend. 
 
Table 33: Human Services Expenses – All Funds, FY2016 through FY2020 

Expense 
Category 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Senior Center 
Salaries and 
Wages $278,555 $286,368 $293,886 $333,324 $353,092 27% 

Other Expenses $50,456 $63,606 $53,993 $30,227 $31,300 -38% 
Senior Center 
Subtotal $329,011 $349,974 $347,879 $363,551 $384,392 17% 

Youth and Family Services 
Salaries and 
Wages $162,677 $165,450 $174,744 $199,931 $213,489 31% 

Other Expenses $6,629 $5,846 $6,274 $7,250 $7,250 9% 
YFS Subtotal $169,306 $171,296 $181,018 $207,181 $220,739 30% 
Human Services 
Total $498,317 $521,270 $528,897 $570,732 $605,131 21% 
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Analysis and Recommendations 
 
The Senior Center and YFS operate with similar goals and service requirements, primarily regarding the 
protection and promotion of emotional, mental, and physical well-being for all Town residents. Although 
these services are complementary, the Departments operate separately. Combining like functions into a 
single Human Services Department would maximize efficiency, streamline reporting relationships, and 
enhance customer service. Bringing the Senior Center and YFS together also creates opportunities to 
enhance the Town’s case management activities for Human Services functions, as described in the 
following recommendations. 
 
Implementing the recommendations in this section will result in the following organizational structure. 
The new or reclassified position of Human Services Director is highlighted in green. 
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Figure 26: Proposed Human Services Department Organizational Structure 

Structure and Staffing 
Recommendation 22: Combine the Senior Center and Youth and Family Services Departments into a 
Human Services Department. 
Although the Senior Center and YFS Departments operate independently, their services are similar in 
scope and highly complementary. Both Departments provide targeted assistance, support, and social 
programs to the community. Both departments offer customers counseling and crisis management 
support, refer customers to outside agencies for additional resources, and employ a case management 
approach to protect customer privacy. Both departments also rely on volunteers to assist with offering 
and administering programs, have partnered to host community engagement events, and are represented 
on staff task forces designed to coordinate the Town’s response to housing safety and crisis intervention. 
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Both Departments are also likely to experience increasing demands for service as the COVID-19 pandemic 
unfolds in the coming months. Given the threat the virus poses to at-risk populations such as seniors and 
the economic ripple-effects on families and youth from widespread unemployment, the potential increase 
in service requests may be significant. This will require both Departments to adapt to changing 
environmental and social conditions in the near to medium-term as the pandemic unfolds.  
 
These similarities do not necessarily reflect a duplication of service because each Department targets 
services toward a different demographic. However, continuing to utilize separate departments to provide 
support to youth, families, and seniors in the community creates a risk that the Town’s approach to 
Human Services will become fragmented, or that members of the same family will experience different 
levels of service depending on which Department serves them. Additionally, it is important that both 
Departments follow similar practices regarding processing customer applications, case management, and 
community outreach to ensure compliance with applicable laws and to appropriately target public 
engagement initiatives. While this can be accomplished using the current structure, it requires 
management and administrative support for two departments, which adds overhead and does not 
represent the most efficient use of resources.  
 
Additionally, the relatively small size of each Department results in a human services approach that is 
narrowly focused and inherently siloed, even though the work performed by these Departments is very 
similar. This reduces the Town’s ability to provide streamlined customer service, creates excess senior-
level staff positions, and prevents the Town from easily synchronizing the work of these Departments.  
 
These factors create a clear justification for consolidating the Senior Center and YFS departments into a 
single Human Services Department responsible for serving all demographics in the Town, including youth, 
families, and seniors. Other towns in Massachusetts have adopted this service model, such as the Town 
of Lexington.54 Lexington’s Human Services Department offers services specifically for seniors, such as 
home visits and financial assistance, but also offers other services to residents of all ages, such as 
counseling and transit assistance. Housing these services within a single department allows Lexington to 
coordinate its services as effectively as possible to support its residents. 
 
Combining YFS and the Senior Center will allow the Town to more strategically plan how it will provide 
human services support. In April 2019, YFS developed strategic mission, vision, and values statements 
describing its role in the community. The Department’s mission is “[t]o provide counseling and social 
services to Westborough residents and to promote behavioral health and wellness for the entire 
community” and its vision is “Westborough will be a supportive community that is responsive to the 
behavioral health and wellness needs of all residents.”55  
 
The Senior Center has not yet developed similar strategic materials at a department level, but both the 
Senior Center and YFS are responsible for initiatives included in the Town’s Strategic Plan. Specifically, the 
Senior Center is tasked with Initiative 11: “Conduct a Needs Assessment for Westborough’s Senior 
population to identify opportunities to support our senior residents.” Similarly, YFS is responsible for 
Initiative 21: “Focus on community outreach to diverse groups and organizations.” As a unified 
department, Human Services will be able to build upon the Town’s Strategic Plan and the YFS strategic 
framework to ensure all staff providing senior, youth, and family services share a common mission, vision, 
and values.  

 
54 Town of Lexington. Human Services. https://www.lexingtonma.gov/human-services  
55 Town of Westborough. Youth and Family Services.  

https://www.lexingtonma.gov/human-services
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Implementing a unified approach to human services also provides the Town with an opportunity to clarify 
the scope of programs it will offer the community. As social service agencies on the front lines of meeting 
community needs, both YFS and the Senior Center often perceive opportunities to develop new programs 
and initiatives. This can lead to service inconsistencies under the current structure. For example, the 
Senior Center offers periodic English as a Second Language classes for seniors.56 However, youth and 
families in the Town may also benefit from such a class. Developing a single programmatic approach and 
work plan will help the Human Services Department ensure programs are appropriately targeted in a way 
that advances the Town’s strategic goals. It also creates a consistent expectation across human services 
functions and establishes a mechanism for evaluating program effectiveness and improving customer 
service.  
 
Finally, a Human Services Department may be able to more effectively leverage resources to support the 
community. Creating one Department will reduce some administrative and management overhead 
regarding budgeting, case management, volunteer coordination, and recordkeeping. It will also create a 
shared pool of staff specialists who can undertake tasks related to youth, families, or seniors as their 
capabilities permit. A unified Department will also be able to utilize the existing Senior Center facility to 
optimize the customer service experience for all Town residents, including seniors, families, and youth, 
such as by using the facility for multi-generational programming or social service outreach events.  
 
In short, a Human Services Department will enable the Town to more strategically and efficiently address 
the unique need of seniors, youth, and families throughout the community. To create a unified Human 
Services Department, the Town Manager and Board of Selectmen should develop an organization plan 
that can be submitted to the Town Meeting for approval. This plan should include the elements described 
below. 
 
Create a Human Services Director position. The Director should be responsible for coordinating the 
Department’s budget and day-to-day activities, supervising personnel, staffing the Youth Commission and 
Council on Aging, and incorporating policy guidance and feedback into the Department’s work plan. The 
Director should also play a key role in expanding the YFS strategic planning elements described above and 
ensuring that the Department’s scope of services aligns with the Town’s strategic goals. It will also be 
critical for the Director to report on the Department’s activities and to regularly evaluate the quality of 
services offered to seniors, youth, and families who utilize the Town’s social services. 
 
The first option for creating and filling a Human Services Director position is to create a new Director-level 
position. However, the estimated cost of a new position is approximately $95,000 to $110,000 in the first 
year,57 plus an additional $30,000 in benefits, for a total cost of between $125,000 and $140,000.  
 
Alternatively, the Town may choose to reclassify an existing position or a position that has become vacant 
due to staff turnover. This option is advantageous because it avoids the significant cost increase of 
creating an entirely new position and allows the Town to repurpose an existing position for an incremental 
cost. The specific cost impact of this option will depend on the vacant position selected for reclassification 
and should be evaluated in the future should the Town pursue this option. 
 

 
56 Town of Westborough. “Westborough Senior Scene,” February 2019. 
https://www.town.westborough.ma.us/sites/westboroughma/files/news/2019-02_senior_scene-on-line_reva.pdf 
57 Assumes that the position is classified similarly to the Assistant Town Manager position. 

https://www.town.westborough.ma.us/sites/westboroughma/files/news/2019-02_senior_scene-on-line_reva.pdf
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Assign Senior Center and YFS staff to report to the Human Services Director. The Human Services 
Director should supervise all full-time YFS and Senior Center staff who manage programs and services, as 
well as all of the new Department’s administrative support staff. The goal of this change is to create an 
organizational structure that provides the Human Services Director with sufficient oversight of the 
Department’s functions and allows the Director to delegate programs and tasks among staff as skills and 
workload levels permit. Care should be taken to avoid a department structure that perpetuates existing 
silos between YFS and Senior Center staff; wherever possible, the new Department’s reporting 
relationships should promote internal collaboration and enable staff to easily backfill for each other as 
needed. 
 
It is important to acknowledge that creating a Human Services Department represents a significant change 
from the Town’s historical practice. The intention of this recommendation is not to dilute the valuable 
insights provided by the Youth Commission and Council on Aging; nor is it to reduce the scope of services 
provided by staff. Rather, implementing this recommendation will create a more robust organizational 
structure that will allow the Town to better utilize existing staff and resources and plan for future human 
services needs.  
 
Information Sharing  
Recommendation 23: Identify and procure an appropriate case management software system for the 
Human Services Department. 
Both YFS and the Senior Center track caseloads for those they serve. YFS manually tracks workload 
measures like the number of educational events held, as well as counseling hours by type, using a 
Microsoft Excel spreadsheet. For example, the following table illustrates the number of counseling hours 
per year provided by YFS staff. 
 
Table 34: Total YFS Counseling Hours, 2015-2019 

Total Counseling Hours 2015 2016 2017 2018 2019 
Hours 1,330 1,198 1,076 1,136 833 

 
The Senior Center uses a software system called MySeniorCenter® to track visitors to the Senior Center 
facility. Each visitor is given an individual key card that they scan at a kiosk upon arrival, and the system 
logs their presence. The Senior Center also manually tracks participation in some of its other programs 
that take place outside of the Center. Data regarding specific program attendance from the Senior Center 
was not readily available. 
 
There is no method of sharing data between YFS and the Senior Center, or of determining whether a 
resident is receiving services from both departments. The two Departments maintain separate databases, 
and in the case of the Senior Center, some information is stored manually, and some is stored in the 
MySeniorCenter program. The use of several different forms of data storage and tracking prevents the 
Departments from compiling a comprehensive profile of the constituencies they serve. It will be important 
for these two departments to be able to seamlessly share information when they are combined to ensure 
that they are working together on the appropriate assistance plans for each client.  
 
To facilitate information sharing, both Departments should track all data in a single, shared case 
management system. Case management systems facilitate the tracking and reporting of workload and 
performance data, such as program attendance, repeat customers, program utilization and costs, and 
information on specific individuals and their cases. Procuring case management software would allow the 
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Human Services Department to easily collaborate on challenging cases and develop specific, coordinated 
action plans for individual clients. It would also eliminate the Departments’ current reliance on manual 
data entry, which limits the amount of information that can be tracked and is prone to human error. Many 
case management systems also offer convenient features, such as calendar management tools that would 
allow YFS Counselors and Senior Center outreach staff to manage client appointments.  
 
While MySeniorCenter is a valuable tool for scheduling programming and tracking attendance at Senior 
Center events, it does not have the capability of storing detailed information about specific human 
services cases.58 Other communities use software with more robust capabilities. For example, the 
Randolph County, North Carolina, Department of Social Services uses FAMCare™ software, which allows 
them to track individual cases as well as create customized online intake and screening forms, track 
analytics, and generate reports.59 
 
The Human Services Director should engage the Information Technology Department to develop or 
identify appropriate case management software. If possible, the selected case management system 
should be compatible with MySeniorCenter. This will allow seniors familiar with that system to continue 
to use it and prevent them from having to learn a new form of technology. If compatibility with 
MySeniorCenter is not feasible, the Department should identify a software solution that still provides a 
convenient, user-friendly tool to track Senior Center visits as well as other case and client information.  
 
The use of a shared system will expand the Departments’ ability to collect and track data and facilitate 
information sharing across functions. It will be a tool for helping the Departments serve their clients as 
effectively as possible.  
 
Program Eligibility Requirements 
Recommendation 24: Formalize eligibility requirements for Human Services Department programs. 
Neither YFS nor the Senior Center has specific eligibility requirements for their services. The only 
requirement for receiving services from each department is that prospective clients are Town residents 
and, in the case of the Senior Center, aged 60 or older. This approach helps minimize any barriers to 
connecting the community with services, ensures that Westborough residents have easy access to 
assistance if needed, and reduces the need to verify that individuals are eligible to receive assistance. 
However, the lack of more formalized eligibility requirements prevents the Departments from targeting 
their services to those most in need.  
 
The Human Services Director should work with the Council on Aging and the Youth Commission to develop 
and formalize eligibility requirements for each program. Particular attention should be paid to services 
that can also be provided through private businesses and programs that provide direct financial support, 
such as the Youth and Family Services holiday gift program. The eligibility requirements should specify the 
target demographic the program is intended to support, while empowering the Human Services Director 
with discretion to extend services to other clients, as necessary. 
 
The Department should then present the draft eligibility requirements to the Board of Selectmen for input 
and direction. The requirements should be implemented carefully to maintain public trust and avoid 
alienating residents who take advantage of these services. For example, the Town may consider 

 
58 MySeniorCenter. Features. http://www.myseniorcenter.com/index.html#features  
59 FAMCare. “Case Study Profile: Department of Social Services Randolph County NC,” September 2018. 
https://www.famcare.net/wp-content/uploads/2018/09/Randolph-County-NC-1.pdf 

http://www.myseniorcenter.com/index.html#features
https://www.famcare.net/wp-content/uploads/2018/09/Randolph-County-NC-1.pdf
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grandfathering in any current clients who do not meet eligibility requirements. The Human Services 
Department should also work closely with the Public Information Officer (see Recommendation 6) to 
develop a plan to communicate the changes. 
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Information Technology 
 
The Information Technology (IT) Department is responsible for managing technology, hardware, software, 
telecommunications, and networks for all Town departments except the Schools Department.60 These 
functions primarily involve help desk support services as well as technology procurement, configuration, 
and replacement. The Department also manages the Town’s website and approves online content 
generated by other Town departments for posting.  
 
The Department consists of 2.48 FTEs and is overseen by the IT Director. The following figure illustrates 
the Department’s organizational chart.  

 

IT Director
1.0 FTE

Network Technician
1.0 FTE

GIS Administrator 
0.48 FTE

 
 

Figure 27: IT Department Organizational Structure, FY2020 

The IT Director is responsible for overseeing the Town’s technology assets, including managing its 
inventory of hardware and software, developing and implementing cybersecurity measures, and planning 
for future technology needs. The position is also responsible for managing the Town’s website and for 
archiving the Town’s social media feeds, with support from the Network Specialist.  
 
The Network Specialist provides help desk support for the Town and generally oversees repair, 
installation, and maintenance of Town technology, including 209 active computers and 25 physical 
servers.  
 
The GIS Administrator is responsible for Geographic Information Systems (GIS) mapping for the Town, 
including the maintenance of databases and the creation of layers. The GIS Administrator also helps with 
other IT duties as capacity allows. The Town uses ArcGIS® and PeopleGIS® to manage its GIS databases.  
 
Core Services Matrix 
The following table provides an overview of core services for the IT Department. This list is not meant to 
be all-inclusive; rather, it reflects functions and service levels that consume significant staff time. 
 
  

 
60 The Police and Fire Departments both have dedicated part-time IT support also.  
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Table 35: Information Technology Core Services 

Department 
Function/Division Program Area Activities  

Information 
Technology 

IT Support 

• Respond to and prioritize requests for assistance with 
hardware, software, and mobile devices 

• Install and configure all Town software except for 
software for the Police, Fire, or School Departments 

• Make recommendations to the Town for the purchase 
and replacement of hardware 

• Configure and deploy Town-owned desktops, laptops, 
printers, and other hardware 

Systems 
Management 

• Manage and assist Departments with Town software, 
such as Munis 

GIS Management 
• Maintain base maps and property records in ArcGIS, 

PeopleGIS  
• Generate zoning and tax parcels  

 
Staffing 
The following table shows actual staffing levels for the IT Department for the last five fiscal years.  
 
Table 36: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

IT 2.25 2.48 2.48 2.48 2.48 10% 
 
Staffing levels have increased by 0.23 FTEs over the past five fiscal years. This is a function of assigning the 
GIS Administrator position more hours while maintaining that position’s part-time status.  
 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 37% increase among IT 
Department functions, driven primarily by upgrades in technology systems, such as the expansion of the 
Town phone system and wireless network to the Senior Center facility, as well as a general expansion in 
the use of technology across all Town programs. The following table illustrates this trend. 
 
Table 37: IT Department Expenses – All Funds, FY2016 through FY2020 

Expense 
Category 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Salaries and 
Wages $176,831 $182,055 $181,623 $193,814 $210,637 19% 

Other Expenses $224,367 $234,388 $285,901 $311,564 $339,300 51% 
IT Total $401,198 $416,443 $467,524 $505,378 $549,937 37% 
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Analysis and Recommendations 
 
The IT Department has two primary areas of focus: reactive responses to service requests and proactive 
maintenance and oversight of technological systems. It is important to balance these two areas effectively 
so that the Department can maintain the functionality and security of the Town systems while also 
responding to requests for service in a timely manner. Historically, it has been difficult for the Department 
to manage these two priorities, largely due to a heavy reactive workload. Because the Department’s 
current staffing levels are limited, it is critical to maximize the capacity of existing staff by strategically 
approaching IT functions and leveraging outside resources where possible. The recommendations in this 
section are designed to help the IT Department identify where it should prioritize efforts and empower 
staff to work collaboratively across department lines to balance proactive and reactive services.  
 
Technology Strategy and Service Delivery 
Recommendation 25: Develop a prioritized work plan for Information Technology projects.  
The Town relies on its IT Department to balance several different priorities, including responding to 
requests for service, maintaining the Town website, tracking hardware assets, completing regular 
maintenance and inspections of Town equipment, and safeguarding the Town’s cybersecurity. 
Additionally, several initiatives identified in the Town’s strategic plan will likely require support from IT as 
they are planned and implemented, including the following:  
 

• Initiative 5: Develop a communications plan for Town government. 
• Initiative 8: Develop a collaborative plan that will ensure stronger budgetary alignment between 

Municipal and School Department budgets. 
• Initiative 9: Design and build an intergenerational community center with activities for all ages. 

 
In effect, the IT Department must balance short-term, reactive requests (such as service requests and 
break/fixes) with more time-intensive requests such as preventive maintenance and new project 
initiatives. Achieving this balance is difficult for any organization and is particularly challenging given the 
Department’s current staffing size of approximately 2.5 FTEs.  
 
While the Department is taking steps to better understand the nature of its reactive workload as described 
in Recommendation 26, it is essential to prioritize work at a more strategic level to ensure projects move 
forward in a timely manner. This should be accomplished by developing a list of major maintenance tasks 
and requested project initiatives that can serve as a work plan and communications tool for the 
Department and its staff. For example, according to the Department’s Five-Year Computer Replacement 
Plan, 82% of the Town’s end-user computer hardware is eligible for replacement, as illustrated below. 
 
Table 38: Computer Replacement Eligibility, FY2021 

Type Number of Active 
Computers 

Number Eligible for Five-Year 
Replacement 

Percentage Eligible for Five-
Year Replacement 

Desktop 125 115 92% 
Workstations 10 7 70% 
Laptop 40 28 70% 
Tablet 34 28 82% 
Server 25 15 60% 
Total 234 193 82% 
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Procuring, configuring, and installing this hardware will require considerable staff time and represents a 
major project that should be identified as part of the Department’s work plan. 
 
To create the work plan, the IT Director should inventory all outstanding project requests and any 
anticipated future project requests that will be initiated as part of the Town’s strategic plan. For each 
request, the Director should indicate the requesting or affected department, the date the request was 
received or initiated, the number of labor hours and/or the timeframe needed to accomplish the request, 
and any staff who should collaborate on the request, including IT staff as well as IT Liaisons as described 
in Recommendation 27. The resulting list will provide a comprehensive overview of all major initiatives 
that require Information Technology support, as well as an estimate of total labor hours required to fulfill 
these initiatives. 
 
Developing a project list is a useful work planning and communications tool. Inventorying requests will 
allow the Director to identify which projects underpin other important technology efforts and should be 
prioritized first to ensure consistent service delivery. The Director should prioritize technology programs 
and initiatives in consultation with the Assistant Town Manager and develop a work schedule that 
indicates when IT staff, IT Liaisons, and/or contracted support staff will be engaged to move projects 
forward.  
 
The IT project list and work plan should be a living document that is communicated broadly to internal 
customers, including other Department Directors and key Town staff. Publishing this list and making it 
readily accessible will help increase awareness about the initiatives assigned to IT, the depth of service 
and project requests handled by IT, and the amount of time necessary to fulfill requests. By proactively 
communicating the status of projects and describing how IT will meet the Town’s needs, the Department 
may be able to help customers and other staff understand how their requests have been prioritized in the 
context of Town-wide technology initiatives. 
 
Recommendation 26: Log all help desk requests in the KACE® system. 
In 2014, the Department purchased KACE Systems Management software to help track and manage 
service requests. The system has largely been used for asset management since its implementation, but 
it also has the capacity to log and track help desk requests. However, according to staff, the system’s help 
desk ticket module has not yet been fully implemented due to a lack of available capacity to configure the 
system and train Town staff on ticket creation procedures. Help desk calls reportedly represent the bulk 
of the Department’s workload, but because information about those calls is not tracked in a way that 
facilitates easy analysis, it is difficult to quantify how staff spend much of their time.  
 
Understanding reactive service demand is a critical aspect of any department’s operations, but this 
demand is particularly important for IT. Because every department relies on computers, networks, and 
systems managed by IT, it is essential for the Department to understand who its major customers are, 
what kinds of service requests are most prevalent, and how long requests typically take to resolve. This 
information provides a baseline of workload and performance indicators, which are essential to determine 
the appropriate number of staff needed to meet IT service demands.  
 
The best way to gather this information is to leverage the KACE system to log all help desk requests along 
with important service indicators about those requests. For each service request, the Department should 
create a help desk ticket in the KACE system that tracks the following: 
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• Requesting department/employee 
• Asset/software involved 
• Description of the issue 
• IT staff person assigned to the request 
• Date and time the request was submitted 
• Date and time of IT’s initial response 
• Date and time associated with diagnosis/troubleshooting and repair 
• Date and time the request was resolved 

 
Collecting this information will create several benefits for the Department and the Town. First, it will allow 
the Department to quantify reactive workload performed for each of its customers and describe the 
nature of that work. Second, gathering this information over time will enable the Department to identify 
trends that can help inform strategic decisions. For example, increasing requests due to equipment failure 
may prompt the Department to accelerate equipment replacement as part of its strategic initiatives. 
Third, the information tracked by the KACE system will provide an objective overview of the Department’s 
workload and performance, which can inform future staffing decisions. Finally, and perhaps most 
importantly, tracking the timeframes associated with help desk tasks enables the Department to 
determine whether it is meeting customer service expectations. 
 
It is important to acknowledge that at the time this report is being published, the Network Technician is 
undergoing training to implement the KACE management system to track help desk requests. This is a 
commendable first step toward ensuring that all help desk requests are accurately logged in the system; 
however, it is equally important that IT staff identify opportunities to train other Town staff regarding the 
new work order process. Where applicable, the Department should explore strategies to implement 
employee self-service to allow requesters to submit their own help desk tickets to improve customer 
service and minimize the need for IT staff to enter data. One way of accomplishing this is to leverage IT 
Liaisons, as discussed in the following recommendation, to assist customers with identifying and 
submitting service requests. 
 
While logging all help desk requests in the KACE system will require some upfront investments in staff 
time, successfully implementing this recommendation will create lasting benefits for the Department and 
its customers and enable more thorough analysis of future staffing needs.  
 
Recommendation 27: Develop an Information Technology Liaison program.  
A central challenge associated with the Town’s current approach to IT service delivery is the risk that IT 
staff will become overwhelmed by reactive service requests. While establishing a help desk request 
system as described previously will enable the Department to more accurately track requests, there is a 
risk that the time required to visit users experiencing issues, troubleshoot and repair each issue, and 
attend to other minor requests will consume the IT Department’s existing capacity and limit the 
Department’s ability to strategically meet the Town’s needs. Because the Town’s IT Department consists 
of only three personnel who support the entirety of the Town’s technology infrastructure and all end 
users, it is important to maximize the capacity of these staff to focus on high-level, complex projects that 
advance the Town’s strategic goals. 
 
One approach used by organizations throughout the country involves the development of Information 
Technology Liaisons to help identify, troubleshoot, and prioritize technology-related issues before 
referring them to the IT Department. The Town has already laid an effective groundwork for an IT Liaison 
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program. The Library, Police, and Fire Departments all currently designate staff positions in their own 
departments to coordinate technology services and address unique technology challenges. For example, 
the Fire and Police Departments each assigns IT duties to a full-time sworn staff member who assist with 
computers, radio, records management systems, phone systems, and dispatch. Similarly, the Library 
currently assigns computer and network support, records management, and library technology support 
to the Technical Services Librarian. These staff are employees of their respective Departments, but work 
closely with IT to coordinate technology decisions and are empowered to troubleshoot and address some 
technology issues. However, other Town departments are completely reliant on IT staff for all technical 
support and strategic technology services.  
 
There is an opportunity to extend the use of IT Liaisons to other departments by developing a formal IT 
Liaison program that would be available to all customer departments. Creating this program will require 
each customer department to identify staff with the appropriate skills, knowledge, and capacity to serve 
as an initial point of contact for that Department’s technology concerns. Considerations when selecting 
Liaisons should include the following:  
 

• Supervisory Level: Support staff would generally be a better fit to serve as Liaisons than 
Department leadership, as leadership positions should generally be dedicated to higher-level 
responsibilities.  

• Availability: It is more appropriate to designate full-time staff as liaisons than part-time staff to 
help maximize their availability. 

• Capacity: The liaisons should have the available capacity to take on the role. 
• Proficiency: The liaison program will be most successful if all participants have basic competency 

with computers and software. 
 
Once Liaisons are identified, the IT Department should train each IT Liaison on how to utilize the help desk 
request system. Liaisons should also be empowered with sufficient privileges to address and repair 
common issues, software programs, and hardware utilized by their departments. Where applicable, the 
Department should work with Liaisons to ensure they are appropriately trained to manage low-level 
technology support requests and issues; however, it is important to acknowledge that the level of training 
required for each Liaison is likely to vary based on the Liaison’s experiences and technology skillsets.  
 
Finally, staff in each department should be directed to forward all initial technology complaints and issues 
to their Liaison for review. If the Liaison is unable to resolve the issue or the request involves a complex 
response (such as initiating a new project or search for software solutions), the Liaison should advise the 
IT Department and work with staff to coordinate an appropriate response.  
 
Implementing this system will help create capacity within departments for more responsive customer 
service regarding common technology issues. At the same time, this will help free the IT Department to 
focus on higher-level tasks that fundamentally advance the Town’s strategic goals and operations. 
Utilizing Liaisons will also better equip IT to learn more about customer needs, develop systemic solutions 
that benefit multiple departments, and ensure that customer departments are accountable for 
appropriately using and maintaining IT systems under their control. 
 
Recommendation 28: Engage customer departments to expand implementation of PermitPro.® 
The Town’s Building and Planning Departments currently use Patriot Properties’ PermitPro software to 
track inspections and to review permit applications online. This system not only allows these Departments 
to track permits and inspections by type and to generate workload reports, but it also allows the 
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Departments to review and store permit applications and plans online. This significantly limits paper-
based processing and reduces data entry and administrative workload for staff.  
 
However, other departments that engage in similar work do not have access to the PermitPro system. The 
Health Department currently tracks its inspections in a Microsoft Excel spreadsheet, and the Conservation 
Department tracks its inspections and permits in Microsoft Access.® While utilizing these systems to track 
workload data is commendable, they require manual entry and reporting capabilities are limited. 
Similarly, Engineering staff in DPW have access to PermitPro and can utilize it to participate in building 
permit reviews, but engineering-specific permits have not been incorporated into the system. Specifically, 
all water/sewer installation and connection, trench, driveway, and right-of-way permits issued by 
Engineering are paper-based. Inspections activities associated with these permits are also paper-based 
and require Engineering staff to manually associate and file paper inspection and permit records.  
 
To reduce reliance on paper, improve the consistency of data tracking, and enhance reporting capabilities, 
the IT Department should engage customer departments to expand the use of PermitPro. Utilizing 
PermitPro for these functions is not unprecedented; for example, the Town of Brimfield, Massachusetts, 
uses PermitPro for Health Department permit applications.61  
 
Expanding the use of PermitPro will allow other Town departments to minimize paper usage, reduce filing 
space, create consistency among various department records, and improve the ability of Town staff to 
locate records and respond to customer inquiries. This will help maximize the capacity of existing staff to 
provide services and avoid additional personnel overhead to process manual forms or create time-
intensive reports to document workload. Additionally, because Building, Planning, Health, Engineering, 
and Conservation functions involve similar processes and properties, sorting this information in a central 
database such as PermitPro will enhance staff access to records and provide a more comprehensive 
overview of activities at a given property.  
 
Should enhanced use of PermitPro prove infeasible, it is appropriate for the Town to evaluate alternative 
software solutions that can comprehensively address the workload and performance tracking needs of its 
departments. However, it is important to note that this process may require significant investments of 
staff time and capital resources, depending on the scope and features desired by the Town.  
 
  

 
61 Town of Brimfield. Online Permits. https://brimfield.patriotpermitpro.com/ 

https://brimfield.patriotpermitpro.com/
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Library 
 
The Town’s Library Department is responsible for managing the Westborough Public Library. The following 
figure illustrates the Department’s organizational chart. The Department consists of 13.03 FTEs and is 
overseen by the Library Director. 
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Library Assistant
4.03 FTE

Library Director
1.0 FTE

Circulation 
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Sunday Library 
Assistant
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Children’s Librarian
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Technical Services 
Librarian
1.0 FTE

Teen Services 
Librarian
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Library Custodian
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Library Page
0.3 FTE

 
 
Figure 28: Library Department Organizational Structure, FY2020 

The Westborough Public Library is managed by a nine-member Board of Library Trustees, elected by 
popular vote. The Library provides a collection of books and other media to the community. The Library 
circulated a total of 238,414 items and had a total of 14,508 cardholders in 2019, according to data 
provided by the Town. The Library also offers other types of rentals, including passes for local museums, 
games, and equipment like sewing machines and power washers. The Board is responsible for managing 
Library operations and for appointing and supervising the Library Director. The Director manages the 
library's physical assets, operating budget, personnel, and evolving library technology. The Director 
oversees an Assistant Director and eight other direct reports – with a total of 13.03 FTEs. The Assistant 
Director supports the Director in managing library operations and is responsible for departmental payroll, 
scheduling, purchasing, and payment processing.  
 
There are four full-time librarians with responsibility for different patron populations or aspects of the 
Library. The Adult Services Librarian selects materials for the adult collection, manages programs for 
adults, answers customer questions, and evaluates recreational and informational needs of the 
community. The Children's Librarian and Teen Services Librarian each manage the collections of their 
respective rooms and curate programming for patrons under 18. Librarians create and manage 
programming like book clubs and study groups for their audiences. Staff are also responsible for covering 
three public service desks, the reference desk, circulation desk, and children's room desk. The Technical 
Services Librarian is charged with managing the recordkeeping and replacement of the collection, as well 
as the online database of the collection.  
 



Page 100 Town of Westborough
 Staffing Study 

The Novak Consulting Group 
Trusted Advisors Transforming Communities 

A full-time Circulation Supervisor is responsible for overseeing circulation desk operations, answering 
questions from the public, and supervising the reshelving of materials with support from part-time Library 
Assistants and Pages.  
 
In addition to these full-time positions, the Town has a part-time Local History Librarian who manages the 
Department’s archival collections and develops and produces local history programs and exhibits for the 
public.  
 
Core Services Matrix 
The following table provides an overview of core services provided by the Library. This list is not meant to 
be all-inclusive; rather it reflects key Library functions that consume significant staff time and attention. 
 
Table 39: Library Core Services 

Department 
Function/Division 

Program 
Area Activities  

Library 

Circulation 

• Open the library to the public seven days a week; hours vary 
• Curate and maintain an inventory of books and other media 

aimed at children, teens, and adults and lend out media to 
library patrons 

• Maintain historical archives for the Town 
• Maintain subscriptions to software programs offering 

educational and entertainment programming to patrons  
• Maintain computers and printers for patrons’ use 
• Assist patrons with research and other requests 

Outreach 
• Host special events such as celebrations and lectures  
• Refer patrons to social services upon request 
• Manage teen and adult library volunteers 

 
Staffing 
The following table shows actual staffing levels for the Library Department for the last five fiscal years.  
 
Table 40: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Library 12.74 12.77 12.77 13.45 13.03 2% 
 
Overall staffing has increased by 0.29 FTEs, or 2%, over the last five fiscal years. This increase was largely 
due to the addition of an Assistant Director position in FY2019. This additional FTE was created from a 
part-time Library Clerk position. Other changes have been due to changes in hours for part-time Library 
Assistant positions.  
 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 15% increase among Library 
functions. The following table illustrates this trend. 
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Table 41: Library Expenses – All Funds, FY2016 through FY2020 

Expense 
Category 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Salaries and 
Wages $770,412 $803,096 $804,606 $826,216 $870,856 13% 

Other 
Expenses $246,313 $257,264 $270,095 $281,153 $296,949 21% 

Library 
Total $1,016,725 $1,060,360 $1,074,701 $1,107,369 $1,167,805 15% 

 
Analysis and Recommendations 

 
The Westborough Public Library provides innovative services, such as a "Library of Things" where patrons 
can check out a wide array of non-media items from a sewing machine to a board game, and a mobile 
library program. The innovation and creativity allow the Library to meet the Town's evolving needs. 
However, challenges have arisen as the Department provides a growing portfolio of programs and 
services, along with the core services of a public library, with the same level of staff and resources.  
 
This is an important time of transition for the Library. The Town submitted a successful application for a 
grant from the Massachusetts Libraries Board of Library Commissioners to support a major capital 
improvement project that will renovate and expand the Town's historic library building.62 The 
construction project will add 11,000 square feet to the Library.63 Staff report that the funding could be 
awarded in the next one to two years. As of July 2019, Westborough was the fourth project on the waiting 
list to receive $9.4 million in funding through the Massachusetts Public Library Construction Grant 
Program.64 At the time this report is published, it is unclear whether the timing or availability of this 
funding will be impacted by the ongoing COVID-19 pandemic. This project creates some short-term 
challenges for the Library. Any programming or staffing changes made before the project will be 
interrupted during construction. Current operations will be impacted by a transition to temporary space, 
and resources will be dedicated to construction and the opening of the new facility. However, with 
increased space for programming and collections, there are long-term opportunities for the Library, along 
with an increase in expectations from the community. Any changes considered to Library operations 
should take the construction into account, and plans for the future should incorporate the increase in 
demand likely to be experienced after opening the new building.  
 
The recommendations that follow are intended to address the challenges and opportunities associated 
with providing high-quality programming for the community with the resources that are available today, 
through the transition period during the upcoming capital project, and after that project is complete. 
 
  

 
62 Westborough Public Library. Building Project Construction Grant. town.westborough.ma.us/public-
library/building-project/pages/construction-grant 
63 Westborough Public Library. Building Project Construction Grant. 
64 Massachusetts Libraries Board of Library Commissioners. 2016-2017 Construction Grants. 
mblc.state.ma.us/programs-and-support/construction/2017-grants.php#waiting  

https://www.town.westborough.ma.us/public-library/building-project/pages/construction-grant
https://www.town.westborough.ma.us/public-library/building-project/pages/construction-grant
https://mblc.state.ma.us/programs-and-support/construction/2017-grants.php#waiting
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Recommendation 29: Develop a Library work plan. 
The Westborough Library is staffed by several professional Librarians. Each is assigned to a specific 
specialty area, including adult services, children, technology, local history, reference, and teen services, 
and each is responsible for developing programs and circulation strategies to meet community needs.  
 
According to data provided by the Town for the Library's Annual Report Information Survey (ARIS), which 
is submitted to the Massachusetts Libraries Board of Library Commissioners, the Department has seen an 
increase in traditional workload measures over the last five years. The number of registered cardholders 
has increased 9% since 2015, and the number of patrons coming to the Library has increased by 12% in 
that same period. The following table summarizes the changes each year. 
 
Table 42: Customers Served by the Westborough Library, 2015 to 2019 

Customers Served 2015 2016 2017 2018 2019 Percentage Change 
2015 to 2019 

Registered cardholders 13,292 13,149 13,108 13,589 14,508 9% 
Door count 138,955 151,066 151,821 154,602 155,380 12% 

 
Circulation has also increased about 7% across all material types since 2015. The circulation of digital 
content has increased dramatically, by 100% for downloadable audiobooks and 66% for e-books. 
Circulation of children's and teen books has also increased by 20% and 17%, respectively. This data 
supports the observation from staff that patrons are demanding more programming for children and 
teens and expecting a high-tech experience from their local library. The following table summarizes 
changes in circulation for the past five years by the type of material.  
 
Table 43: Westborough Library Circulation by Material Type, 2015 to 2019 

Circulation by Material Type 2015 2016 2017 2018 2019 Percentage Change 
2015 to 2019 

Audio 12,960 11,477 11,108 9,222 8,555 -34% 
Books - Adult 49,867 51,625 49,858 48,735 48,970 -2% 
Books - Children's 102,817 101,669 101,500 106,070 123,233 20% 
Books - Teen 6,915 7,368 7,465 7,443 8,075 17% 
Downloadable audio 3,740 4,246 4,554 5,972 7,482 100% 
E-books 8,558 9,319 9,268 12,368 14,209 66% 
Periodicals 3,367 3,862 3,215 3,327 2,847 -15% 
Video 34,443 30,662 25,530 23,279 25,043 -27% 
Total Circulation 222,667 220,228 212,498 216,416 238,414 7% 
 
The Westborough Public Library has also increased the number and reach of its programs. Overall, the 
number of programs offered has increased 42% since 2015, and the number of patrons attending 
programs has increased by 145%. Similar to the circulation data, the increases for programming vary by 
type. Adult programs have increased approximately 10%, but children's and teen programming has 
increased significantly, both in the number of programs and attendees. There has been a 167% increase 
in attendees per program for children's programming and a 178% increase in attendees per program for 
teen programming. The following table summarizes the changes over time for programs and attendance.  
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Table 44: Westborough Library Programs, 2015 to 2019 

Library Programs 2015 2016 2017 2018 2019 Percentage Change 
2015 to 2019 

Adult Programs 
      

Number 126 183 175 207 140 11% 
Attendance 2,548 3,660 2,953 2,714 2,302 -10% 
Attendees per program 20 20 17 13 16 -19% 

Children's Programs 
      

Number 141 136 132 79 174 23% 
Attendance 1,750 2,802 2,692 3,264 5,764 229% 
Attendees per program 12 21 20 41 33 167% 

Teen Programs 
      

Number 3 44 47 69 69 2200% 
Attendance 40 591 908 1,370 2,560 6300% 
Attendees per program 13 13 19 20 37 178% 

Total Programs 
      

Number 270 363 354 355 383 42% 
Attendance 4,338 7,053 6,553 7,348 10,626 145% 
Attendees per program 46 54 56 74 86 89% 

 
The increase in programs offered and the demand for programming results in challenges for the 
Department. As more staff time is dedicated to managing programs, less is available for providing core 
services like catalog management and customer service. As the community’s needs and expectations of 
the Library continue to grow, the Library is limited by its physical space and staff capacity. Library staff 
report issues coordinating meeting space for programs among the various specialty areas, a need to better 
coordinate public engagement efforts, and insufficient staff capacity to provide all of the programs and 
services desired by the community. During the Library’s planned renovation, the Library staff will be 
operating out of temporary space, which is expected to create further challenges for program continuity 
and having adequate physical space available for Library programs.  
 
Addressing these workload and operational challenges will require multiple steps and strategies to help 
maximize existing staff capacity and streamline processes. One of the first and most critical steps the 
Library should take is to develop and adopt an annual work plan that prioritizes existing programs and 
identifies strategies to streamline services. To develop the work plan, the Library Director and Assistant 
Library Director should determine which programs best support the Town’s strategic initiatives using input 
from staff and patrons. Programs and services should be grouped into two primary categories: 
 

• Core services and program offerings: Including circulation, reference services, technology 
solutions, and providing community meeting space as well as literacy and engagement programs 
currently provided for children, teens, and adults, including local history research and programs.  

• New initiatives: Including ideas for programs that address emerging community needs and 
provide enhanced or innovative approaches to literacy and engagement. 
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For each authorized program and service offering, the work plan should include estimates for staff hours, 
fiscal resources, and space needs of the program, as well which member(s) of Library staff are responsible 
for it and whether there are other Town or community resources that could collaborate on the effort.  
 
This plan should serve as a framework for evaluating emerging priorities and opportunities that may arise 
throughout that year. Library leadership will be able to evaluate proposals for new programs and services 
against what is already planned for the year and make informed decisions about what should be 
prioritized and what can be postponed, eliminated, or handed off to a community partner. 
 
Creating discipline around work planning and prioritizing program and service offerings will be particularly 
important throughout the upcoming capital renovation project. While the Library is planning and 
executing a move into temporary space, the amount of staff time available for programming will be 
reduced. This will require thoughtful evaluation of what programs and services have the highest priority 
and must be provided, despite limitations on staff and physical space.  
 
Once the capital renovation project is completed, effective work planning will be crucial to ensure that 
the new space is utilized effectively. The work plan will serve as a framework for decision-making about 
expanding program offerings and evaluating staffing and resource needs.  
 
Recommendation 30: Update the staffing schedule for Library Assistants to ensure coverage of public 
service desks.  
According to the Department’s FY2020 Adopted Budget, there are 11 part-time Library Assistants who 
each work between four and 31 hours each week. According to the job description for a Library Assistant, 
essential duties include assisting patrons, registering patrons in the library system, providing customer 
service in person and over the phone, and helping patrons locate materials within the Library. Library 
Assistants largely provide these services by staffing one of three public service desks: the Reference Desk, 
Circulation Desk, and Children's Room Desk.  
 
The work schedule for Library Assistants is highly flexible. If Library Assistants cannot be present to cover 
a desk, other Librarians are expected to break from their normal duties to cover the desk. While desk 
coverage is an appropriate expectation for full-time Librarians which brings them into regular contact with 
the public, the amount of time spent backfilling for part-time staff is significant. Based on scheduling data 
provided by the Town, five full-time positions regularly backfill for part-time Library Assistants, including 
the Adult Services Librarian, Children's Librarian, Circulation Supervisor, Technical Services Librarian, and 
Teen Services Librarian. Over a five-week period, four of those positions spent between 20% and 56% of 
their regular work hours at the Reference Desk. Recently, the Library has assigned these full-time positions 
to backfill for both the Reference and Circulation Desks simultaneously.  
 
This arrangement creates several challenges for staff and customers. Heavy reliance on full-time Librarians 
to backfill for part-time staff reduces the amount of time Librarians can dedicate to support programming 
efforts or other strategic work. It also potentially creates administrative scheduling challenges and may 
prevent regular customers from building relationships with a consistent retinue of desk staff.  
 
To address desk staffing challenges, ensure full-time staff have sufficient capacity to attend to assigned 
tasks, and create a more consistent customer service experience, the Library should update the staffing 
schedule for Library Assistants to ensure that these positions are available to cover desks throughout the 
Library’s operating hours. The Library is open to the public for 68 hours each week. Multiplying 68 hours 
by three desks results in a need for 204 hours of staff coverage each week. The Library should identify 
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specific shifts and blocks of time during each day when Library Assistants may be assigned to work, such 
as an AM Shift, a PM Shift, a Night Shift, and Weekend Shift, as illustrated in the following table.  
 
Table 45: Library Assistant Public Service Desk Shifts by Operating Hours and Day of Week65 

Hours Mon Tue Wed Thu Fri Sat Sun 

9:00 AM to 
10:00 AM 

Library 
Closed 

AM Shift AM Shift AM Shift 
AM Shift 

Weekend 
Shift 

Library 
Closed 

10:00 AM to 
11:00 AM 

AM Shift 11:00 AM to 
12:00 PM 
12:00 PM to 
1:00 PM 
1:00 PM to 
2:00 PM 

PM Shift PM Shift PM Shift PM Shift Weekend 
Shift 

2:00 PM to 
3:00 PM 

PM Shift 

3:00 PM to 
4:00 PM 
4:00 PM to 
5:00 PM 
5:00 PM to 
6:00 PM 

Night Shift Night Shift Night Shift Night Shift Library 
Closed  

Library 
Closed 

6:00 PM to 
7:00 PM 

Library 
Closed 

7:00 PM to 
8:00 PM 
8:00 PM to 
9:00 PM 

 
In the schedule above, most shifts are assigned to work approximately four hours per day. Library 
Assistants should be assigned to this schedule using two methods. Some part-time Library Assistants may 
choose to work a set shift each week, such as all AM Shifts Monday through Friday. Other Library 
Assistants with less availability may choose to work one or more shift blocks throughout the week, such 
as a PM Shift on Monday, an AM Shift on Tuesday, and a Weekend Shift on Sunday. However, Library 
Assistants who are scheduled using this method should be assigned to work for the entire length of their 
shift on the day they are assigned. In other words, Library Assistants should not work half of a PM Shift on 
the day they are assigned.  
 
Requiring Library Assistants to report for duty at set times and on set days allows the Library to recruit 
part-time staff who can establish and work a generally consistent schedule. Greater consistency in desk 

 
65 Town of Westborough. Westborough Public Library Hours. https://www.town.westborough.ma.us/public-
library/about-wpl/pages/hours-directions 

https://www.town.westborough.ma.us/public-library/about-wpl/pages/hours-directions
https://www.town.westborough.ma.us/public-library/about-wpl/pages/hours-directions
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coverage will prevent the need to use the full-time Librarians and Circulation Supervisor to backfill Library 
Assistant shifts, provide more consistent customer service, and allow the Library’s full-time staff to focus 
on programming and other duties. While implementing this proposed schedule change may require 
negotiation with union staff, adopting more consistent scheduling practices will better support the 
Library’s operations, enhance the capacity of existing positions, and help ensure Library patrons receive 
the services they expect when visiting the Library. 
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Recreation 
 
The Town’s Recreation function consists of the Recreation Department as well as the Westborough Golf 
Club Operating Committee. Combining the Recreation Commission and Westborough Golf Club Operating 
Committee as described in Recommendation 1 will simplify oversight of recreation functions; however, 
this section provides a detailed overview of the current structure and recommended enhancements to 
further align and simplify operations. 
 
Recreation Department 
The Recreation Department provides recreational opportunities to members of the community, including 
youth and adult sports leagues, youth day camps, and continuing education classes. In 2019, the 
Department offered a total of 88 programs, which attracted more than 4,000 participants. The 
Department also provides lifeguards for the Town-owned beach on Lake Chauncey during the summer 
months and hires part-time referees to oversee league tournaments. The number of part-time positions 
hired varies on a seasonal basis due to factors such as the length of time the beach remains open. These 
services are provided using a staff of 3.0 FTEs, plus seasonal positions used to staff the beach and 
recreation programs, as illustrated in the following figure.  

 

Recreation 
Director
1.0 FTE

Program 
Coordinator

1.0 FTE

 Administrative 
Assistant 
1.0 FTE

Seasonal 
Positions 

(e.g. Lifeguards, 
Referees)  

 
Figure 29: Recreation Department Organizational Structure, FY2020 

The Town’s recreation policy is set by the Recreation Commission, a six-member Commission appointed 
by the Board of Selectmen. The Recreation Commission provides direction to Department staff, including 
a Recreation Director, a Programmer, and an Administrative Assistant. The Director is appointed by the 
Town Manager and reports to the Assistant Town Manager.  
 
All three full-time positions in the Department coordinate and provide recreation programming, although 
specific program responsibilities vary. The Director is responsible for managing Department operations 
and working with DPW to maintain 23 Town-owned athletics fields. The Director oversees all 
programming for the Department. The position also directly manages certain Department activities, such 
as hiring and supervising lifeguards for the Town beach, which is staffed seasonally from late spring to late 
summer, and staffing a variety of pre-kindergarten sports programs.  
 
The Programmer position largely focuses on the youth ski program and youth camps. The ski program 
takes place over a six-week period in the winter. The Programmer coordinates ski passes to local privately-
owned slopes and chaperones weekly trips for participants, with support from parent volunteers. Youth 
camps are day camps available during summer months for pre-kindergarten children through children in 
the sixth grade.  
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The Administrative Assistant provides administrative support for the Department, such as scheduling and 
data tracking, and responds to inquiries from the public. The Assistant also coordinates the Department’s 
youth basketball program. The program runs from late November to early March and is offered to youth 
in Pre-K through 12th grade. Participants are divided into leagues and participate in games throughout the 
season. They are supported by volunteer coaches from the community. 
 
Westborough Golf Club Operating Committee 
The Town has operated the Westborough Golf Club, a nine-hole golf course and clubhouse, since 1980. 
Management of the Club is overseen by the Westborough Golf Club Operating Committee, a five-member 
body appointed by the Board of Selectmen. The Committee is supported by a part-time Secretary, as 
illustrated in the following figure. 
 

 
Westborough Golf 

Club Operating 
Committee 

Secretary
0.14 FTE

  
 
Figure 30: Westborough Golf Club Operating Committee Organizational Structure, FY2020 

The Westborough Golf Club Operating Committee is responsible for operations, maintenance, and 
support of the Club and its programming. The Club sells annual memberships as well as day passes. As of 
2018, the year for which data was most recently available, the Club had 293 annual memberships.  
 
The Secretary is appointed by the Town Manager and reports to the Committee. This position is primarily 
responsible for preparing agendas and minutes for Committee meetings. Operations and maintenance of 
the course and clubhouse are currently contracted out. A full-time contracted PGA Professional manages 
course operations year-round, and a golf course management company provides year-round 
maintenance. The course is generally open from mid-March through mid-December, but its operating 
dates change from year to year, depending on weather conditions.  
 
Core Services Matrix 
The following table provides an overview of core services for Recreation functions. This list represents 
activities and services that account for significant staff time; it is not meant to be all-inclusive. 
 
Table 46: Recreation Core Services 

Department 
Function/Division 

Program 
Area Activities  

Recreation Programming 

• Manage seasonal basketball leagues for youth in preschool 
through 12th grade, September through March annually 

• Provide a weekly ski program for middle school and high-
school-aged youths six weeks per year; January through 
February 
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Department 
Function/Division 

Program 
Area Activities  

• Provide youth camps for youths aged preschool through 9th 
grade during summer 

• Provide other fitness and arts classes to both youth and adults 
throughout the year 

• Coordinate special events throughout the year, such as a 
winter stroll through downtown Westborough 

Beach • Manage a Town-owned swimming beach on Lake Chauncey 
seasonally 

Facilities 

• Coordinate with the school system to host indoor activities on 
school property 

• Coordinate with the Department of Public Works to maintain 
Town-owned sports fields 

Westborough 
Golf Club 
Operating 
Committee 

Club 
Oversight 

• Manage contracts for operations and maintenance of the 
Westborough Golf Club 

• Manage the budget for the Westborough Golf Club 

 
Staffing 
The following table illustrates actual staffing levels for the Recreation Department and Westborough Golf 
Club Operating Committee for the last five fiscal years. Staffing levels have remained consistent over that 
period.  
 
Table 47: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

Recreation 3.00 3.00 3.00 3.00 3.00 0% 
Westborough Golf Club Operating 
Committee 0.13 0.10 0.10 0.12 0.14 9% 

Total 3.13 3.10 3.10 3.12 3.14 0% 
 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 21% increase among Recreation 
functions, driven primarily by increases in Recreation Department wages and salaries. The following table 
illustrates this trend. It is important to note that the Town’s budget documents do not itemize Recreation-
related operating expenses, and the table below reflects only personnel expenses for Recreation as 
published in the Town’s budget.  
 
Table 48: Recreation Expenses – All Funds, FY2016 through FY2020 

Expense Category FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Recreation 
Wages and Salaries $162,118 $155,921 $162,616 $175,884 $187,015 15% 
Recreation Subtotal $162,118 $155,921 $162,616 $175,884 $187,015 15% 
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Expense Category FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage Change 
FY2016 to FY2020 

Westborough Golf Club Operating Committee 
Wages and Salaries $5,314 $5,694 $6,287 $7,059 $6,825 28% 
Other Expenses $395,859 $374,484 $383,965 $446,575 $486,804 23% 
Westborough Golf Club 
Operating Committee 
Subtotal 

$401,173 $380,178 $390,252 $453,634  $493,629  23% 

Recreation Total $563,291 $536,099 $552,868 $629,518  $680,644  21% 
 

Analysis and Recommendations 
 
The Recreation Department provides a wide variety of popular, enriching activities for community 
members of all ages; thousands participate in its programs each year. Staff report that the workload is 
manageable, and the Department supplements the capacity of full-time staff with part-time staff and 
volunteers.  
 
The Department can build on these successes and continue to maximize staff efficiency by expanding data 
tracking and work planning. There is also an opportunity to expand the scope of the Department’s services 
and identify operational efficiencies by absorbing Westborough Golf Club functions. Finally, setting formal 
cost recovery goals for Recreation programs will help ensure that the Department provides the most value 
possible to the community. 
 
Structure and Staffing 
Recommendation 31: Issue a Request for Proposals for a contracted Golf Course Manager.  
The Westborough Golf Club Operating Committee has historically contracted with a Golf Course Manager 
to operate the golf shop and associated lessons and tournaments and with a Golf Course Superintendent 
to manage maintenance, equipment, and supplies. Over the last several years, the Committee has 
considered whether the Club’s operations should continue to be contracted out or whether they should 
be in-sourced. In 2017, the Committee developed an analysis and report of the Club’s operations, which 
included three specific recommendations:66 
 

• The Club should continue to serve as a golf course 
• The Club should adopt a clear mission statement  
• A Director/Manager of Golf Operations position should be created by the Town to manage the 

golf course and the maintenance contract with the Golf Course Superintendent 
 
Since the report was issued, the Town has continued to contract with a Golf Course Manager and a Golf 
Course Superintendent. The Manager’s contract expires December 31, 2020, and the Superintendent’s 
contract expires December 31, 2023. Meanwhile, the Club has experienced declining membership 
revenues and net revenue growth. Between FY2014 and FY2018, the years for which detailed revenue 
data is most recently available, as published in the Town’s Annual Reports, the Club experienced a net 

 
66 Town of Westborough Country Club Operating Committee. “Westborough Country Club Operations Review 
Committee Report & Recommendations.” Page 1. This report was provided to The Novak Consulting Group by 
members of the Committee and was not readily available online. 
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revenue loss of approximately $811 per year on average. The following table illustrates revenue and 
expense trends for the Westborough Golf Club. 
 
Table 49: Westborough Golf Club Operating Committee Revenue and Expenses – All Funds, FY2014 through 
FY201867 

Category FY2014 
Actual 

FY2015 
Actual 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

Percentage Change 
FY2014 to FY2018 

Greens Fees $152,218 $171,497 $171,989 $161,282 $178,038 31% 
Membership Dues $222,649 $218,027 $223,454 $219,999 $200,140 -20% 
Interest Income $795 $785 $1,064 $1,396 $1,120 41% 
Tee Sign 
Sponsorship $3,950 $1,170 $0 $3,800 $0 -100% 

Total Revenue $379,612 $391,479 $396,507 $386,477 $379,298 0% 
Total Expenditures $391,105 $374,722 $401,173  $380,178  $390,252  0% 
Net Revenue -$11,493 $16,757 -$4,666 $6,299 -$10,954 -11% 
 
This overall decline in net revenues is consistent with declining participation in golf nationwide. A 2019 
article published in Governing Magazine notes that “…over the past 15 years, golfing participation has 
fallen by 20 percent, from 30 million in 2005 to 24 million today…One-third of public golf courses don’t 
make enough to cover annual operations. That number goes up when taking into account other expenses, 
such as debt and employee retirement benefits.”68 
 
To make the Westborough Golf Club more attractive for golf and other recreational opportunities, the 
Club Operating Committee has developed several programs designed to increase awareness of golf and 
to attract patrons to the facility. These programs and events include a youth golf lessons program offered 
in partnership with the Recreation and School Departments, charitable and nonprofit tournament events, 
and First Responder and Veterans Day events. Many of these events are offered at reduced or free rates 
to encourage people to visit the Club and to drive interest in golf as a recreational activity. The ability to 
leverage the Club for non-golf events is reportedly limited due to a lack of suitable space in the Club 
facility.  
 
While the efforts to increase awareness and participation described above are commendable, they will 
likely require some time to achieve sustainable growth. According to the Club Committee, its current 
reserves are likely to be exhausted at the end of this fiscal year due to continuing revenue declines. The 
ongoing COVID-19 pandemic will result in additional revenue loss: the golf course typically opens from 
March 15 to December 15 each year. At the time of this report’s publication, the golf course is closed until 
further notice due to the pandemic. The impact of ongoing temporary business closures and 
unemployment on the local economy is likely to result in additional revenue decreases in the coming 
months as the Town’s economy recovers from the pandemic.  
 
Resolving the Club’s operational and financial difficulties can be accomplished using one of several 
alternatives. The first is to close the golf course and identify another use for the existing grounds. This 

 
67 Town of Westborough. Annual Reports, 2014-2018. https://www.town.westborough.ma.us/board-
selectmen/pages/annual-reports 
68 Farmer, Liz. “Course Correction.” Governing Magazine. September 2019. 
https://www.governing.com/topics/finance/gov-golf-courses.html 

https://www.town.westborough.ma.us/board-selectmen/pages/annual-reports
https://www.town.westborough.ma.us/board-selectmen/pages/annual-reports
https://www.governing.com/topics/finance/gov-golf-courses.html
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approach was considered by the Committee as part of its 2017 report, which concluded that the golf 
course would have to close if financial sustainability cannot be achieved and the Enterprise Fund is 
exhausted.  
 
As an alternative to closing the course, the Town should establish a cost recovery goal as described in 
Recommendation 32 and evaluate the effectiveness of golf operations based on the course’s ability to 
recoup revenue. This will require the Town to set reasonable, realistic expectations for subsidizing golf 
course operations amid other pressing needs. Once the cost recovery goal is established, the Town should 
explore the most cost-effective option for continuing golf operations.  
 
Creating a Director/Manager of Golf Operations, as recommended in the Committee’s report, presents 
several advantages for the Town. An in-house position may be better able to leverage the golf course for 
recreation-related activities and classes, work with the Community Development Department to develop 
economic development activities that utilize the Club, and coordinate aggressive marketing efforts with 
the Public Information Officer. However, this approach will likely require significant investment. The 
estimated salary of a Director/Manager of Golf Operations position is approximately $53,000 to $62,000 
in the first year, plus $26,000 in benefits, for a total cost of between $79,000 and $88,000.69 In-sourcing 
of this position may also result in additional staffing needs and expenses. Under the current contract, 
there is an assistant position and a golf cart attendant position, and those duties would need to be cared 
for, depending on how in-sourcing is configured.  
 
In contrast, the cost of the current Golf Manager contract is approximately $69,216, according to the 
FY2020 budget. This represents a savings of approximately $10,000 to $20,000 compared to an in-house 
position. In addition to the monthly contract amount paid by the Town to the current contractor, the 
contractor retains any net revenue (or absorbs any loss) from golf operations pertaining to carts, lockers, 
handicap fees, tournaments, lessons, golf equipment/supplies, and 10% of net food and beverage income. 
 
Whether the Town will be able to secure a new contract at a similar rate, with favorable terms for the 
Town, that results in a comparable level of service to the current contract is unknown. To better evaluate 
whether it should continue to contract for services or create an in-house position, the Town should issue 
a Request for Proposals (RFP) for a new Golf Manager position, which would be effective after December 
31, 2020. 
 
The RFP for Golf Course Manager services should include a detailed description of the Manager’s role and 
responsibilities, including efforts to increase revenues and achieve cost recovery targets set by the Town. 
In addition to these requirements, the RFP should require bidders to provide detailed information on how 
they plan to operate the golf course. A detailed RFP issued by the Town of Leicester, Massachusetts, for a 
nine-hole municipal golf course provides a recent example of an approach the Town of Westborough can 
take to identify qualified golf course operators.70 By evaluating responses to the RFP and comparing the 
costs and qualitative benefits of contracted service to creating an in-house position, the Town can choose 
an option that best suits the community’s needs and the Town budget. 
 

 
69 Assumes the position would be graded similarly to an Assistant Assessor or Assistant Town Clerk. 
70 Town of Leicester, Massachusetts. REQUEST FOR PROPOSALS – HILLCREST COUNTRY CLUB – 
GOLF COURSE & RESTAURANT MANAGEMENT. May 15, 2019. 
https://www.leicesterma.org/sites/leicesterma/files/uploads/hillcrest_rfp_-_golf_course_management_-
_050719_with_attachments.pdf 

https://www.leicesterma.org/sites/leicesterma/files/uploads/hillcrest_rfp_-_golf_course_management_-_050719_with_attachments.pdf
https://www.leicesterma.org/sites/leicesterma/files/uploads/hillcrest_rfp_-_golf_course_management_-_050719_with_attachments.pdf
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Financial and Cost Recovery Policies 
Recommendation 32: Increase revenue tracking and expense reporting and establish formal cost 
recovery goals for Recreation Department programs. 
Recreation Department staff reportedly track some revenue-related information for programs offered by 
the Town; however, specific data regarding how much revenue is generated on a program-by-program 
basis is not readily available, and the Town does not currently publish this information in its annual budget. 
Additionally, the Recreation budget currently itemizes only personnel-related expenses, and it is unclear 
from the budget itself where operating costs, such as facility rental fees, referee fees, and other non-
personnel expenses, are paid.  
 
It is important for the Town to closely monitor and publish all revenues and expenses related to Recreation 
programs. This information is vital for determining how effectively program fees cover the actual costs of 
service. Proactively monitoring and publishing revenue and expense information also provides the 
Department with a tool to communicate and justify programmatic changes to the community. For 
example, programs that have low attendance, low revenues, and high expenses may be prioritized for 
elimination or restructuring. By communicating the program’s costs to the community and demonstrating 
the expense involved in offering the program, the Department can more easily explain when and why 
program changes will occur.  
 
Developing clear criteria for adjusting program offerings is an essential part of evaluating Recreation 
activities. While comparing costs and revenues will provide the Department with important insights about 
its programs, determining whether to offer a program at a net revenue loss is a policy decision that should 
be made by the Board of Selectmen. The best way to obtain this policy guidance is to establish clear cost 
recovery goals for each of the Recreation Department’s programs. Formal cost recovery goals establish 
limits for when the Town should subsidize programs and help ensure that Town resources are used as 
effectively as possible.  
 
It is best practice to create several subsidy categories for different programs based on their perceived 
value to the community. The City of Medford, Oregon’s Recreation Cost Recovery and Pricing Plan 
provides an example of a tiered cost recovery plan. The Plan divides its programming into five groups 
based on perceived community benefit. Programs with greater community benefit have lower cost 
recovery goals than programs with greater community benefit. The groups are listed below, along with 
examples of programming that would fall into each.71 
 

• Group One: Programs with Mostly Community Benefit (Lowest Cost Recovery Goal) 
o Sports classes for three to five-year-old children 
o Public open swim 

• Group Two: Programs with Considerable Community Benefit 
o Youth sports leagues 
o Youth day camps 

• Group Three: Programs with Balanced Community/Individual Benefit 
o Youth cultural enrichment classes 

• Group Four: Programs with Considerable Individual Benefit 
o Adult sports leagues 
o Swim lessons 

 
71 City of Medford. “Recreation Cost Recovery and Pricing Plan.” 
https://www.ci.medford.or.us/files/Rec%20Cost%20Recovery%20and%20Pricing%20Plan%20[2].pdf 

https://www.ci.medford.or.us/files/Rec%20Cost%20Recovery%20and%20Pricing%20Plan%20%5b2%5d.pdf
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• Group Five: Programs with Mostly Individual Benefit (Highest Cost Recovery Goal)  
o Adult sports tournaments 
o Field rentals  

 
The Department should work with the Recreation Commission to group programs based on the level of 
community benefit, similar to the City of Medford’s process, and establish a proposed cost recovery goal 
for each group. For example, programs with the highest benefit to the community may have a cost 
recovery goal of 20% or less, while programs with the highest individual benefit may have cost recovery 
goals of more than 100%.  
 
After establishing proposed goals and categorizing existing programming based on those goals, The Town 
should then present the proposed cost recovery goals to the Board of Selectmen for input and direction. 
The Town should then adopt a formal cost recovery policy based on this input. After the cost recovery 
goals are adopted, the Department should track both costs and revenues over time to establish annual 
cost recovery percentages for each program. Costs should include both direct costs, such as required 
supplies and equipment, as well as indirect costs, such as labor and administrative time required to 
manage the program. The Department can then evaluate how well it is meeting cost recovery goals and 
revise its programming accordingly.  
 
This policy will allow the Department to price programs and activities based on the Board’s willingness to 
subsidize them and will also help ensure that programs with the greatest community benefit are as 
affordable as possible.  
 
Work Planning  
Recommendation 33: Develop an annual work plan for Recreation Department activities and track labor 
hours for each recreation program. 
The Department offers a variety of activities throughout the year, including a youth basketball league, 
youth summer camps, and various fitness, sports, and arts programming for youth and adults. The 
Department plans its activities by season and releases a seasonal calendar of events to the public. The 
Department does not, however, create an annual work plan of its upcoming programming, nor does it 
project the staffing and resource needs for each offering.  
 
The lack of an annual work plan limits the Department’s ability to create an accurate estimate of its 
resource and staffing needs for the year. A work plan helps a department to understand the full breadth 
of work as well as its resource requirements, seasonal workload changes, and capacity to offer additional 
programming. To help the Department maximize the use of existing staff and plan for potential 
programmatic changes, it should develop an annual work plan that encompasses all recreation activities. 
 
The Parks and Recreation Action Plan produced by the City of Covington, Washington, provides an 
example of how the Department’s work plan could be structured. Covington’s plan identifies specific 
recreation activities, specific start and end dates for each program, and estimates the staff hours and 
other resources required. Finally, it identifies performance targets for each program; for example, the City 
evaluates success of its Youth Basketball League based on whether the program has at least 560 registered 
participants and whether at least 90% of the participants report satisfaction.72  
 

 
72 City of Covington. “Parks and Recreation Action Plan,” 2017. 
https://www.covingtonwa.gov/2017%20Parks%20and%20Recreation%20Action%20Plan%20v04-02-2017.pdf 

https://www.covingtonwa.gov/2017%20Parks%20and%20Recreation%20Action%20Plan%20v04-02-2017.pdf
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Similarly, the Town should create an annual work plan that includes a calendar of activities and events 
throughout the year, such as leagues, camps, special events, and other programming. For each activity, 
the Department should estimate the labor hours required and indicate which staff will manage and 
participate in the program. This will allow the Department to visually illustrate when employees will 
participate in programming efforts and provide the Director with a greater understanding of when staff 
have excess capacity during the year. The Department should also identify specific performance measures 
associated with each activity, such as participation levels and responses to satisfaction surveys. These 
performance measures will help the Department understand the efficacy of specific programs and inform 
decisions about whether to expand, change, or eliminate programs in the future.  
 
After the Department has developed a draft work plan, it should present it to the Recreation Commission 
for feedback and approval. Staff should specifically discuss whether any programming is missing from the 
schedule that the Commission would like to see the Department offer and incorporate any programmatic 
changes into the work plan by estimating timeframes, labor hours, and staffing assignments. 
 
It is important to emphasize that one of the main benefits of creating a work plan is that it allows the 
Department to estimate staff capacity throughout the year. However, to do this, it is essential that staff 
accurately estimate and forecast the number of hours that are likely to be expended administering 
programs. While staff may be able to reasonably estimate these hours, tracking actual labor hours by 
program will provide more consistent and effective estimates for work planning purposes. This does not 
mean that Recreation staff must account for each hour of each day for an entire year. Rather, a reasonable 
approach is to ask staff to record hours related to a specific program during the year and what work 
occurred during those hours. For example, staff may record the number of hours needed to prepare for 
and attend youth ski trips during the first year, which can inform work planning estimates for the following 
year. Then, during the following year, staff could record labor hour information related to basketball and 
sports programs. This approach allows the Department to collect important labor hour information on a 
rolling basis without significantly disrupting other work. 
 
By developing a work plan and tracking labor hours, the Department will understand the best way to 
allocate staffing and resources. It will also help the Department understand its total capacity throughout 
the year and make determinations on the best way to allocate that capacity to meet the needs of the 
Town. The work plan will require staff capacity to develop but will also allow staff to operate more 
efficiently throughout the year by proactively identifying future needs.  
 
Recommendation 34: Develop written procedures for each Recreation Department program. 
The Recreation Department is to be commended for its track record of producing well-attended, 
successful programming that is delivered safely and effectively; more than 4,000 unique registrants 
participated in its activities in 2019. The Department’s model for delivering this programming has been to 
rely on institutional knowledge held by staff. Employees generally have a long history with the Department 
and have had the opportunity to become intimately familiar with the Department’s programming. They 
are aware of the most effective practices for each program, the areas of risk, the expected number of 
participants, and other details. However, staff report that very few of these details are formalized in a 
written record.  
 
Recreation Department programs require careful attention to detail to manage them properly. It is 
important to ensure events are as safe as possible, that they are enriching for the participants, that the 
required equipment and supplies are available, that the appropriate number of staff are available to 
provide the program effectively, and other factors. This lack of a written record puts the Department at 
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risk of losing important institutional knowledge due to employee turnover. This loss of knowledge could 
have a significant effect on Department operations, which is a particular risk because the Department has 
a general practice of assigning specific programs to specific individuals. For example, the Recreation 
Program Coordinator is responsible for overseeing virtually all aspects of the Department’s summer camp 
program, including developing programming and hiring and managing camp counselors. If that individual 
left Town employment, much of the knowledge that he has built on best practices for managing the camp 
would be lost.  
 
The Department should develop written procedures for each of its programs to preserve institutional 
knowledge. The procedures would also serve as a memory aid for Department employees when setting 
up a program that may only run once per year, as well as an orientation tool for new employees or for 
employees who had never managed that particular program. Furthermore, written records of the 
protocols and procedures for each program would formalize and standardize the Department’s practices 
and expectations.  
 
The first step in developing these procedures should be to determine what basic information should be 
recorded for each program. Examples of basic information include a program’s timing and duration, 
participant demographics, equipment and supply needs, facility needs, staffing needs, necessary staff 
qualifications, strategies for minimizing risk, and rules for participants. The guidelines should also identify 
each program’s performance measures, as discussed in Recommendation 33.  
 
The Standard Operating Procedures for the Charleston County, South Carolina, Park and Recreation 
Commission provides a useful template for a comprehensive recreation procedures manual. The 
Charleston County manual includes goals and operating procedures for each program, as well as an 
inspection checklist and maintenance log for any required equipment. The manual also details procedures 
in the event of an emergency and first aid procedures in the event of a participant’s injury.73  
 
The Department should then begin creating the procedures for each program, starting with programs with 
many participants. The following table lists the five programs with the highest participation in 2019; these 
programs should be prioritized when creating procedures. 
 
Table 50: Town of Westborough Programs with Highest 2019 Participation 

Program 2019 
Participation 

Youth Basketball 672 
Summer Day Camp, Grades 1-3 307 
Basketball, Summer Clinics 231 
Egg Drop  155 
Special Olympics Massachusetts: Unified Sports for 
Children with Intellectual or Developmental Disabilities 138 

 
The Department should prioritize all of the Department’s reoccurring programs based on participation 
and risk. It should work with staff to develop a schedule for recording the procedures for each program, 
balancing the need to record this information with existing staff capacity.  

 
73 Charleston County Park and Recreation Commission. “Outdoor Recreation SOP Manual.” 
https://www.ccprc.com/DocumentCenter/View/11526/Outdoor-Recreation-SOP-Manual-2019?bidId= 

https://www.ccprc.com/DocumentCenter/View/11526/Outdoor-Recreation-SOP-Manual-2019?bidId=
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After the procedures are written, they should be reviewed annually to ensure that they are complete and 
that they reflect all the knowledge needed to run that program. These procedures will serve as an 
important record for both current and future staff and help ensure that the Department continues to 
produce consistent, high-quality programming.  
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Field Maintenance  
Recommendation 35: Implement a Memorandum of Understanding with the Department of Public 
Works for the maintenance of Town-owned athletic fields. 
DPW currently coordinates maintenance activities in Town parks and 23 athletic fields across seven 
properties, including eight baseball/softball fields, 13 soccer fields, one multi-use field, and one cricket 
pitch. However, the Recreation Department is responsible for scheduling the use of those fields and for 
ensuring that the fields are in sufficient condition to allow play and recreation. 
 
During interviews, Recreation and DPW staff reported positive working relationships and expressed no 
concerns with maintenance practices. However, it is important to note that maintenance schedules are 
not currently formalized, meaning the frequency of maintenance and the standards expected by the 
Recreation Department are determined based on past practice rather than written standards. While the 
current informal system has been successful to-date, there is a risk that maintenance standards may 
fluctuate if staff transition from the Recreation and/or DPW. As with the development of program 
standard operating procedures, it is important to develop formalized service expectations between 
Recreation and DPW to ensure community expectations can be met even if staff with significant 
knowledge depart the Town organization.  
 
The Department should ensure that this important institutional knowledge is preserved by developing 
and entering into a Memorandum of Understanding (MOU) with DPW. An MOU would have benefits for 
both departments. It would benefit the Recreation Department by helping to ensure that the fields 
continue to be maintained to a high standard even in the case of staff turnover. Formalizing the schedule 
would also aid DPW in work planning and holding contracted workers to high standards for maintenance 
practices. In short, an MOU is a useful tool that ensures Recreation and DPW share a mutual 
understanding of service expectations that can be clearly communicated to contract staff and used to 
evaluate contractor performance.  
 
To develop the MOU, the Recreation Director should engage DPW to establish minimum standards and 
service schedules for athletic fields, including mowing schedules, maintenance schedules, reactive 
maintenance, grass height, and other preparatory requirements. Next, the Recreation Director should 
formalize these requirements into a draft MOU that includes maintenance schedules as well as 
maintenance standards. The draft MOU should then be reviewed by DPW, and any concerns should be 
discussed and addressed collaboratively.  
 
After the two Departments agree on the MOU, it should be signed by both department directors. It should 
also be reviewed at least every five years to ensure it continues to meet both Departments’ needs. 
Furthermore, the Recreation Department should evaluate the quality of the fields regularly throughout 
the year to identify and address any concerns.  
 
Formalizing these standards will clarify the relationship between the two departments and help ensure 
that Town athletic fields remain a high-quality amenity.  
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Public Works 
 
Functions related to Public Works, including infrastructure maintenance, engineering, utilities, and fleet 
and facility maintenance, are coordinated by the Public Works and Buildings and Grounds Departments. 
 
Public Works Department (DPW) 
The mission of the DPW is to “maintain critical infrastructure and provide essential services to facilitate 
safe, healthy, and sustainable conditions for the Town.” Critical infrastructure assets under the 
Department’s control include the Town’s water distribution and sewer collection systems, stormwater 
assets such as catch basins and conveyances, and the Town’s cemetery, parks, fleet vehicles and 
equipment, and publicly owned trees. The Department also provides internal engineering support for 
capital projects and development review processes. These services are provided with a complement of 
approximately 44 FTEs, as illustrated in the following figure. 
 

DPW Director
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Assistant Director
 1.0 FTE

Water/Sewer 
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Manager
 1.0 FTE
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Maintenance 
Leadman

(Fleet)
 1.0 FTE

Maintenance 
Craftsman
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Figure 31: Public Works Department Organizational Structure, FY2020 

The DPW Director is responsible for overseeing the Department’s staff and operations and directly 
supervises the Assistant Director, Water/Sewer Operations Manager, Electrician, Business Administrator, 
and Town Engineer. In addition to these supervisory duties, the Director plays a critical role in forming the 
Department’s annual budget request (for operations as well as capital projects and vehicle replacement), 
assists with the development and implementation of Department policy, and responds to questions and 
requests from the Town Manager and elected officials.  
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The Assistant Director directly oversees several of the Department’s operational functions and related 
supervisory staff, including Highways, Cemetery, Maintenance, Trees, and Parks. The Assistant Director 
also supports and oversees stormwater management and maintenance functions such as mowing and 
monitoring detention basins. Finally, the Assistant Director assists the DPW Director with projects as 
assigned and serves as interim Director when the DPW Director is absent. 
 
The Water/Sewer Operations Manager directly supervises three staff, including a Water Leadman, Sewer 
Leadman. The Water Leadman supervises a crew of four Maintenance Craftsmen who conduct meter 
replacements, repair water main breaks and line leaks, flush lines, perform water quality testing, and 
engage in utility locates in the Town’s rights of way (ROW). The Sewer Leadman supervises a crew of two 
Maintenance Craftsmen who perform pump station maintenance, grease trap inspections, jetting lines, 
and line repairs. In addition to scheduling and managing the day-to-day activities of Water and Sewer 
crews, the Water/Sewer Operations Manager provides safety training to all DPW staff on an as-needed 
basis. 
 
The Electrician currently reports to the Director and maintains sewer station pumps and provides general 
electrical maintenance support for Town facilities. This position requires specialized knowledge of 
electronic systems and components that power sewer pumps, and works closely with the Water/Sewer 
Operations Manager and Building and Grounds Director to perform other minor electrical maintenance 
in Town buildings as needed. At the time of this writing, the Electrician position is currently vacant. 
 
The Business Administrator supervises three clerical staff, including an Administrative Assistant, 
Accounting Assistant, and a Utility Administrative Assistant. These staff are primarily responsible for 
general customer service and administrative support, payroll and accounts payable/receivable, and utility 
billing, respectively. The Business Administrator assists with the coordination of these functions and is 
also responsible for purchase orders and procurement, budget monitoring, accounting support, and 
records retention. 
 
The Town Engineer oversees four staff, including the Assistant Engineer, Assistant Civil Engineer, Junior 
Civil Engineer, and an Administrative Assistant. These staff support engineering functions related to DPW, 
including permit/plan review to ensure compliance with engineering standards, designing capital projects 
in-house and working with third-party engineering firms to design complex projects, managing the Town’s 
stormwater permit, and tracking Town infrastructure assets managed by DPW. Engineering staff also issue 
specific permits related to right-of-way (ROW) encroachments (such as curb cuts and driveways) and 
sewer connections. At the time of this writing, the Assistant Engineer position is vacant. 
 
Street maintenance functions are performed by two Highway Leadmen who supervise a crew of 11 
Maintenance Craftsmen. These staff perform pavement management activities such as potholing, crack-
sealing, and chip-sealing, as well as other right-of-way maintenance, including street sweeping, snow 
plowing, and stormwater catch basin cleaning.  
 
The Cemetery Leadman supervises a crew of four Maintenance Craftsmen who are primarily responsible 
for turf management, mowing, snow plowing, and trash collection at several Town properties, including 
the cemetery, reservoir, and downtown rotary. At the time of this writing, one of the Craftsmen positions 
in the Cemetery division is currently vacant. 
 
Fleet management functions are performed by a Maintenance Leadman with assistance from a 
Maintenance Craftsman. These staff are responsible for conducting preventive maintenance on 
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approximately 123 Town vehicles and heavy equipment assets, from dump trucks to Police vehicles to 
riding mowers. Major repairs (e.g., engines and transmissions), as well as bodywork, are generally 
contracted out; however, staff will perform some light fabrication work as needed. These staff also 
maintain the Department’s parts inventory. 
 
The Tree Leadman oversees a Maintenance Craftsman and assesses Town-owned trees in parks and 
rights-of-way for disease or other potential hazards. These personnel also inspect trees and coordinate 
trimming efforts with a third-party contractor to encourage healthy and productive tree growth, minimize 
tree interference with traffic ways, and remediate potential hazards.  
The Parks Leadman manages and coordinates maintenance activities in Town parks and athletic fields 
using contracted staff. This position also manages contracted mowing and land management tasks related 
to detention basins, Town easements, and spillways. Seasonal leaf collection at Town-owned properties 
is also conducted by the Parks Leadman.  
 
Buildings and Grounds 
The Buildings and Grounds Department is responsible for maintaining a portfolio of five facilities, including 
Town Hall, the Forbes Municipal Building, the Senior Center, the Harvey Building, and the Westborough 
Golf Club. Much of the work performed by staff includes light-duty maintenance such as replacing 
switches and light fixtures, repairing plumbing fixtures, drywall and painting, and inspecting facilities for 
signs of disrepair. This work is performed by three FTEs, including the Buildings and Grounds Director, a 
Maintenance/Custodian position, and a Custodian position, as illustrated in the following figure.  
 

Building and 
Grounds Director

 1.0 FTE

Maintenance/
Custodian
1.0 FTE

Custodian
1.0 FTE

 
 
Figure 32: Buildings and Grounds Department Organizational Structure, FY2020 

The Buildings and Grounds Director manages the Department’s budget, coordinates the work of the 
Maintenance/Custodian and Custodian positions, initiates contracts for maintenance services for 
specialized facility needs and capital facility projects, and responds to facility maintenance requests. The 
Maintenance/Custodian performs minor maintenance at Town facilities, responds to service requests, 
cleans carpets, and performs other tasks as assigned by the Buildings and Grounds Director. The Custodian 
performs custodial services at the Forbes Municipal Building and the Senior Center. Custodial work at 
other Town facilities and complex trades and maintenance projects are contracted out and coordinated 
by the Buildings and Grounds Director. 
 
Core Services Matrix 
The following table provides an overview of core services provided by DPW and the Buildings and Grounds 
Department. This list is not meant to be all-inclusive; rather, it represents key services and activities that 
account for significant staff time. 
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Table 51: Public Works Core Services 

Department 
Function/Division Program Area Activities  

Administration 

General Clerical 
Support 

• Provide customer service support (phone, walk-in, email, 
etc.) as needed 

• Process outgoing mail and distribute incoming mail to DPW 
staff each day 

• Maintain inventory for office supplies as needed 
• Provide staff support to the Director and senior DPW 

personnel 
• Maintain DPW records and filing systems 

Payroll • Gather electronic and paper-based time records  
• Enter time information into payroll system weekly 

Permitting • Collect submitted permit materials and payments and 
forward to Engineering for processing as needed 

Accounts 
Payable/Receivable • Process invoices, accounts payable/receivable as needed 

Utility Billing 

• Coordinate quarterly meter readings with contracted meter 
readers 

• Validate the quality of meter reads and schedule follow-up 
reads as needed 

• Enter meter information into CollectPro system and forward 
information to Treasurer for invoicing and collections each 
quarter 

Water 

Asset Management 
• Geolocate water-related infrastructure assets (pipes, etc.) as 

needed 
• Exercise hydrants and valves as needed 

Infrastructure 
Maintenance 

• Respond to main breaks as needed 
• Perform/assist with line replacement as needed 
• Conduct hydro flushing annually for dead-end pipes 
• Plow snow from Town streets as needed 

Meter Reading • Perform follow-up meter reads as requested 
Utility Locates • Respond to DigSafe locate requests as needed 
Water Quality 
Testing • Conduct chlorine tests as needed 

Sewer 

Asset Management 

• Geolocate sewer-related infrastructure assets (pipes, 
manholes, etc.) as needed 

• Televise sewer and stormwater lines to assess quality as 
needed 

Infrastructure 
Maintenance 

• Check 34 pump stations daily 
• Coordinate in-house and contracted wet well maintenance 

as needed 
• Perform jetting as needed 
• Conduct grease trap inspections and pump grease traps 

every three months 
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Department 
Function/Division Program Area Activities  

• Plow snow from Town streets as needed 

Engineering 

Development 
Review 

• Review private development projects and plans for 
compliance with applicable engineering codes and standards 
as needed 

Capital Project 
Management 

• Coordinate and prioritize capital projects using the Town’s 
Capital Improvement Planning process 

• Design capital projects as needed 
• Coordinate the design of major capital projects with external 

engineers as needed 
• Manage capital construction projects as needed 

Stormwater 

• Annually review the Town’s National Pollutant Discharge 
Elimination System (NPDES) stormwater permit 
requirements 

• Prepare applicable NPDES reports as needed 

Asset Management 

• Aggregate and store infrastructure asset information using 
PeopleGIS and other technology programs on an ongoing 
basis 

• Work with other DPW staff to update asset information and 
location records as needed 

Permitting • Issue permits for ROW encroachment and related 
engineering work as needed 

Highway 

Pavement 
Management 

• Conduct pothole patching, crack-sealing, and chip sealing 
activities as needed 

• Engage in smaller street paving projects as needed  
• Coordinate larger paving projects with contracted service 

providers as needed to ensure quality  

ROW Maintenance 
• Sweep streets at least annually 
• Rebuild stormwater catch basins as needed 
• Plow snow from Town streets as needed 

Cemetery 

Grounds 
Maintenance 

• Mow and maintain grounds at Town cemetery, reservoir, and 
rotary as needed 

Internments • Conduct burials as needed 

Trash Collection • Collect trash and solid waste from Town parks and facilities 
each week 

Fleet 

Fleet Maintenance 

• Repair vehicles and equipment as needed 
• Schedule vehicles for preventive maintenance inspections 
• Conduct regular preventive maintenance as needed 

including but not limited to oil changes, filter/fluid checks 
and replacement, lights, brakes, and other components 

• Maintain DPW parts inventory 

Fleet Management 

• Analyze Town vehicles and equipment to determine 
replacement eligibility 

• Coordinate with the DPW director to prioritize replacement 
vehicles 
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Department 
Function/Division Program Area Activities  

Trees Tree Maintenance 

• Respond to customer complaints regarding Town-owned 
trees as needed 

• Evaluate tree health and determine whether trees present 
safety dangers 

• Treat, trim, or remove trees as needed to resolve safety 
concerns 

Parks Park Maintenance 

• Coordinate park maintenance and ROW mowing tasks with 
contracted service providers each year, including turf and 
striping 23 recreational and athletic fields 

• Collect leaves at Town-owned properties annually 

Buildings and 
Grounds 

Facility 
Maintenance 

• Perform light maintenance as requested 
• Perform custodial services at Forbes Municipal Building and 

Senior Center each week 
• Coordinate major repairs with third-party contractors as 

requested 
• Coordinate custodial services at other Town properties with 

third-party service providers 
 
Staffing 
DPW staffing has increased approximately 16% since FY2016, due primarily due to the transfer of 
Cemetery positions to the Department in FY2019. 
 
Table 52: Staffing by Function, FY2016 through FY2020 

Function FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual  

FY2019 
Actual 

FY2020 
Actual 

Percentage Change 
FY2016 to FY2020 

DPW 41.88 43.88 42.60 42.60 42.60 17% 
Buildings and Grounds 3.00 3.00 3.00 3.00 3.00 0% 
Total 44.88 46.88 45.60 45.60 45.60 2% 

 
Budget 
Comparing FY2016 Actual to FY2020 Budgeted expenditures indicates a 15% increase among DPW 
functions, driven primarily by Wastewater expenditures. The following table illustrates this trend. 
 
Table 53: DPW Expenses – All Funds, FY2016 through FY2020 

Expense 
Category 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage 
Change FY2016 

to FY2020 
Department of Public Works 
Salaries and 
Wages $1,693,573 $1,923,482 $1,971,699 $2,028,924 $2,159,041 27% 

Other 
Expenses $985,589 $1,077,659 $1,247,130 $1,083,516 $1,171,061 19% 

DPW Subtotal $2,679,162 $3,001,141 $3,218,829 $3,112,440 $3,330,102 24% 
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Expense 
Category 

FY2016 
Actual 

FY2017 
Actual 

FY2018 
Actual 

FY2019 
Actual 

FY2020 
Budget 

Percentage 
Change FY2016 

to FY2020 
Sewer Enterprise Fund 
Salaries and 
Wages $734,256 $730,674 $749,197 $736,252 $825,886 12% 

Other 
Expenses $248,343 $290,674 $287,120 $318,956 $319,780 29% 

Debt $821,496 $998,116 $869,081 $855,553 $714,672 -13% 
Sewer 
Enterprise 
Fund Subtotal 

$1,804,095 $2,019,464 $1,905,398 $1,910,761 $1,860,338 3% 

Wastewater Treatment Plant 
Salaries and 
Wages $15,396 $15,528 $15,792 $16,608 $16,368 6% 

Other 
Expenses $3,648,942 $3,773,575 $3,881,530 $4,065,078 $4,664,800 28% 

Wastewater 
Treatment 
Plant Subtotal 

$3,664,338 $3,789,103 $3,897,322 $4,081,146 $4,681,168 28% 

Water Enterprise Fund 
Salaries and 
Wages $571,737 $562,124 $576,806 $619,762 $663,065 16% 

Other 
Expenses $1,761,781 $1,818,930 $1,864,291 $1,917,396 $2,034,328 15% 

Debt $1,484,286 $1,406,211 $1,347,297 $1,387,513 $1,175,371 -21% 
Water 
Enterprise 
Fund Subtotal 

$3,817,804 $3,787,265 $3,788,394 $3,924,671 $3,872,764 1% 

Buildings and Grounds 
Salaries and 
Wages $153,062 $160,415 $168,951 $173,033 $183,589 20% 

Other 
Expenses $146,984 $143,162 $144,126 $145,954 $185,025 26% 

Buildings and 
Grounds 
Subtotal 

$300,046 $303,577 $313,077 $318,987 $368,614 23% 

Public Works 
Total $12,265,445 $12,900,550 $13,123,020 $13,348,545  $14,112,986  15% 

 
Analysis and Recommendations 

 
The Public Works Department provides services that impact the Westborough community daily, from 
water distribution and sewer collections to engineering, street and right-of-way maintenance, and park 
and tree maintenance. These services are expansive and involve maintaining highly visible, frequently 
used, and costly infrastructure assets. In recent years, the Department has begun developing asset 
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management capabilities designed to allow the Town to better evaluate infrastructure needs and 
prioritize workload. This approach has already empowered staff to make more informed decisions and 
provide more responsive service regarding sewer and stormwater assets. The Department has also 
identified long-term goals, criteria that define success, and initial performance measures designed to 
enhance its approach to service delivery. 
 
Determining appropriate staffing levels for Public Works functions requires an in-depth understanding of 
asset management practices, preventive maintenance requirements, and seasonal workload demands. 
While the Department’s recent accomplishments are commendable, the recommendations included in 
this section discuss several opportunity areas to help the Department better evaluate its workload. First, 
the Department should continue building on its recent successes to better understand preventive 
maintenance requirements. At the same time, it is important for the Department to streamline functional 
assignments and reporting relationships to more effectively allocate work among staff and build effective 
crews. Finally, the Department should adjust some operational and management practices to enhance 
staff capacity. 
 
Implementing the recommended changes to DPW’s structure will result in the following organizational 
structure. New and reclassified positions are highlighted in green. 
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Figure 33: Proposed Public Works Department Organizational Structure 

Asset Management and Work Planning 
Recommendation 36: Expand asset inventory and condition assessment practices. 
Effective asset management is a cornerstone of Public Works operations. Broadly defined, asset 
management is the practice of inventorying infrastructure and capital assets under the Department’s 
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control, assessing the condition of each asset, and prioritizing preventive and reactive maintenance to 
maximize asset life. 
 
In recent years, the Department has completed several studies designed to better define the scope and 
condition of assets under its control, including a Water System Study Update (2019), Pavement Condition 
Assessment and Five-Year Management Plan (2019), and Drainage System Inspection Report and 
Remediation Plan (2015). In addition to conducting these studies, the Department has implemented 
PeopleGIS, a GIS software platform to inventory, map, and record information about the location, 
condition, and maintenance records of its assets. The Department has developed significant GIS tracking 
capabilities, including information about land parcels, sewer utility infrastructure, fire hydrant locations, 
and stormwater infrastructure (such as culverts and drainageways). Other important asset information is 
currently in development. In 2020, the Town will participate in a flyover program with other neighboring 
communities to capture updated orthographic photography as well as impervious surface areas. DPW 
Water staff also currently capture and update asset information in the field regarding water distribution 
infrastructure as time allows. 
 
Conducting these studies and compiling asset information in PeopleGIS represents a critical, foundational 
first step toward building an effective asset management program that will inform the Department’s 
operations. However, while the Department has made significant progress toward gathering this 
information, it is important to expand asset inventory and condition assessment practices to provide a 
comprehensive overview of all assets under the Department’s control. Specifically, the Department 
should expand data collection practices to develop GIS inventories of all existing water distribution 
infrastructure (including mains and pipes, valves, pumps, hydrants, and meters) as well as public trees, 
street and traffic signs, and park amenities. It should also ensure that asset information captured in each 
of the studies described above is accurately recorded in the GIS system. 
 
In addition to inventorying and locating infrastructure assets, it is essential to conduct condition 
assessments designed to evaluate the asset’s lifecycle and future maintenance needs. One approach to 
gathering this information is to utilize third-party service providers to inventory and evaluate asset 
condition, such as in the water, pavement, and drainage studies discussed above. Alternatively, the 
Department should utilize standardized, quantitative assessment criteria to evaluate the condition of 
infrastructure. This information should be collected whenever the asset is first inventoried and regularly 
re-assessed to evaluate asset lifespan over time. 
 
All asset and condition assessment information should be incorporated into the Town’s PeopleGIS 
platform to the greatest extent possible. This will allow Department staff to identify and map 
infrastructure assets that are in critical need of repair, more readily locate assets in the field, and organize 
preventive maintenance activities. Fully leveraging the PeopleGIS system also provides the Department 
with a useful tool for enhancing public communications. For example, the Department could publish 
information about the location, latest service date, and expected replacement dates for highly visual 
assets (such as street and traffic signs), as well as information about water leaks, service line and main 
breaks, and future street repairs.  
 
Recommendation 37: Develop an annual work plan for Department of Public Works core services. 
Completing an asset inventory and gathering information about the condition of each asset will enable 
the Department to develop a more comprehensive view of preventive maintenance demands. Ensuring 
the Department’s limited staffing resources are appropriately allocated to perform preventive 
maintenance and extend asset life requires a comprehensive approach to work planning.  
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DPW staff currently rely on institutional knowledge and past practices to guide work assignments and 
staff deployment throughout the year. As reactive demands arise, such as water main breaks and 
customer service requests, Department staff are reallocated to attend to those needs. During interviews, 
staff described workload assignments as piecemeal, ad hoc, and largely reactive. It is important to 
emphasize that all Public Works departments must balance preventive maintenance needs with reactive 
service demands; however, the DPW’s current approach to work planning presents several strategic and 
operational challenges. 
 
First, the Department’s reliance on institutional knowledge to determine annual priorities and service 
tasks creates a risk that specialized knowledge about each task may be lost as staff depart the 
organization. This is particularly relevant when operations staff are nearing retirement age.  
 
Second, the lack of a formal work plan prevents the Department from fully understanding the scope of  
preventive maintenance that must be performed to maintain Town assets. Because this workload has not 
been quantified or scheduled, the Department also cannot quantify how reactive responses impact 
preventive maintenance tasks. For example, it is possible that DPW’s present focus on addressing reactive 
service demands decreases its ability to perform preventive maintenance. An annual work plan that 
quantifies and schedules preventive maintenance tasks would allow the Department to more effectively 
illustrate which tasks were postponed to address reactive demand. 
 
Finally, it is difficult for the Department to estimate future staffing needs without also knowing the extent 
of preventive maintenance requirements, understanding when that maintenance can occur due to 
seasonal constraints, and planning for staff to perform the maintenance given leave usage. While the 
Department could continue to focus staffing on reactive maintenance, this approach is likely to result in 
shortened asset lifespans and generate additional reactive workload in the future.  
 
Addressing these challenges will require the Department to leverage the asset inventory and condition 
assessment data at its disposal to develop a comprehensive annual work plan. This work plan should 
include the following elements: 
 

• A description of service level targets for each asset under the Department’s control. Service level 
targets should be based on the specific preventive maintenance needs of each asset in order to 
extend its useful life. For example, hydrants should be flushed annually to ensure proper function 
and flow in the event of a structure fire, and pavement should be patched and crack-sealed to 
prevent worsening deterioration.  

 
• An indication of the specific assets to be maintained during the year. Preventive maintenance 

tasks described in the annual work plan should be focused on assets that will benefit most from 
that maintenance. Assets that are nearing failure should be prioritized for replacement as part of 
the Town’s capital improvement process, while assets that are newer or which will be enhanced 
by routine maintenance should be included in the annual work plan. 

 
• A schedule describing when preventive maintenance will occur. After the Department has 

determined its service level targets and identified specific assets to be addressed during the year, 
it is important to proactively schedule when that maintenance will occur. Maintenance activities 
for some assets, such as street and water/sewer infrastructure, are best performed during 
warmer months to ensure repairs are effective. Warm months also typically involve additional 
service demands, such as mowing rights-of-way and parks, which can place additional demands 
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on Department staff. Colder months are generally more conducive to preventive maintenance 
tasks on vehicles, equipment, and facilities, as well as preparing for snow events.  

 
• An estimate of how long the maintenance will take for each asset. It is critical to estimate the 

labor hours required to accomplish preventive maintenance tasks in the Department’s work plan. 
These estimates help inform decisions about when to schedule the maintenance and how many 
staff to allocate to each task. One of the best ways to estimate future labor hour requirements is 
to measure how long staff take to perform existing maintenance assignments. This is best 
accomplished by leveraging a work order system, as discussed in the next recommendation. 

 
• A description of who will perform the asset. DPW currently relies on contracted staff to perform 

a variety of seasonal functions, such as mowing. This practice allows the Department to avoid 
overstaffing to address seasonal workload demands. As DPW more clearly defines what 
maintenance it intends to perform each year and when that maintenance will occur, it will be 
important to define which services will be performed by contracted staff compared to in-house 
staff. It is also important to proactively assign specific in-house staff to maintenance assignments 
to improve cross-training, skill-building, and collaboration among crews.  

 
A recent example from the City of Allentown, Pennsylvania, Parks and Recreation Department, attached 
as Appendix D, provides an example of an effective baseline approach to annual work planning. The 
Allentown work plan utilizes a Microsoft Excel spreadsheet, listing core services and activities in the first 
column. Additional columns denote the months and weeks of the year. Each week, the Parks and 
Recreation Department indicates the number of labor hours allocated to specific tasks. This system 
enables the Department to evaluate how labor utilization changes throughout the year, schedule crews 
more effectively according to seasonal needs, and plan to utilize downtime periods more effectively. 
 
Developing an annual work plan that addresses the elements above will allow the Department to explain 
how, when, and where it intends to deploy staff and resources in the coming year. Comparing this work 
plan to reactive service demand trends will also allow the Department to prepare for periods where 
reactive requests are more frequent and reserve some staff capacity to address those demands. If reactive 
workload begins to outpace the Department’s ability to perform preventive maintenance, DPW will be 
able to quantify the specific maintenance tasks that were deferred and the number of labor hours 
required to “catch up” to deliver services at expected service levels.  
 
Compiling and updating an annual work plan will require significant attention from the Department’s 
leadership as well as collaborative working relationships with line staff. It is critical for staff throughout 
DPW to understand the benefits of proactive work planning and to provide feedback regarding the work 
plan’s feasibility and effectiveness.  
 
Recommendation 38: Implement technology for work order creation and tracking practices. 
The Department currently utilizes a mixture of electronic and paper-based work orders to track service 
requests and tasks. Work orders assigned to Water staff are tracked and logged electronically using 
Microsoft Excel, while work orders for fleet maintenance and repairs are logged using the Department’s 
fleet management system. Other functions utilize paper-based work order tracking systems. According to 
staff, the Department’s work order information is not centrally collected and evaluated to assess workload 
trends, and information about overall workload activities across all functions is not readily available.  
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Utilizing work orders to plan and direct operations is a common approach in Public Works. However, 
because workload information is not readily quantifiable across all DPW functions, it is difficult to assess 
trends and evaluate how the Department’s staffing levels correlate to assigned tasks. Additionally, DPW’s 
current work tracking practices require staff to physically tabulate work order entries each year to 
summarize activities for the annual Town Report. Manual work order tracking and tabulation does not 
represent the highest and best use of staff time, and there are opportunities to enhance and expand how 
the Department leverages work orders to better inform asset management and work planning practices. 
Specifically, the Department should leverage additional technology to capture all work order information 
electronically and enable more accurate workload and labor hour tracking information. At a minimum, 
work orders should capture sufficient information to allow the Department to analyze the quantity of 
assignments and time involved in accomplishing tasks, such as the following 
 

• Description of the function and task to be performed 
• Description or identifier for the asset being maintained 
• Date maintenance was scheduled 
• Date maintenance was performed 
• Number of staff assigned to the work order 
• Number of labor hours required to complete the work order 
• Source of the work order (e.g., reactive service request, scheduled preventive maintenance) 
• Additional context/notes about the work performed 

 
Electronically generating, assigning, and tracking this information will streamline DPW’s ability to assign 
tasks, monitor performance, adapt to reactive requests, plan for future maintenance needs, and 
appropriately schedule and assign staff to new tasks. Wherever possible, this information should be 
indexed to the Department’s asset inventory so that the latest information about scheduled and 
completed maintenance is available to DPW staff.  
 
There are two primary options for implementing a more robust work order tracking system. One option 
is to leverage the Town’s existing relationship with PeopleGIS to explore and implement the PeopleGIS 
SimpliCITY Public Works module. This module contains a work order management component designed 
to facilitate more effective work order generation and enable comprehensive tracking and reporting. 
Another advantage of leveraging this module is that it would allow the Department to automatically 
integrate work order information with other asset management data already incorporated in the Town’s 
PeopleGIS system. 
 
Alternatively, the Department could develop a scope of services for another work order management 
program, issue an RFP to identify appropriate software options, and/or conduct in-house research to 
identify an appropriate work order solution that meets the entire Department’s needs. The advantage of 
this approach is that it may result in a more cost-effective work order solution for the Department. 
However, this approach may also require additional time or expertise to configure the new work order 
system to share information with existing PeopleGIS inventories. 
 
Implementing an electronic work order system that integrates with asset management inventories will 
present several advantages to the Department. First, it will allow DPW to more effectively evaluate the 
time and labor requirements associated with maintenance tasks. This will enable the Department to more 
effectively schedule staff and build an annual work calendar that realistically reflects achievable 
workloads. Additionally, DPW will be able to more concretely describe the number of tasks accomplished 
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each year and compare how the number and types of assignments changes over time. This information 
provides a solid foundation for communicating the value DPW brings to the Town and its community and 
demonstrating the Department’s effectiveness. 
 
Structure and Staffing 
Recommendation 39: Reallocate supervisory responsibilities for the Director and Assistant Director. 
Enhancing DPW’s asset management and work planning practices as described above will equip the 
Department to more proactively assess and manage workload. In addition to those efforts, there are 
strategies available to streamline the Department’s structure and staffing to simplify reporting 
relationships and reduce duplicative services. A key opportunity area involves adjusting supervisory 
responsibilities for the Director and Assistant Director. 
 
The Director currently supervises the Department’s administrative and engineering functions, as well as 
water/sewer maintenance. Only one of these functions, water/sewer maintenance, involves significant 
field work performed on infrastructure assets by Leadmen and Maintenance Craftsmen. The remainder 
of the Department’s field operations, including highway (streets), cemetery, park, and tree maintenance, 
is supervised by the Assistant Director. The Assistant Director also supervises fleet maintenance, which 
does not involve field work to maintain infrastructure assets. The following chart illustrates current 
reporting relationships among these positions. 
 

DPW Director
 1.0 FTE

Assistant Director
 1.0 FTE

Water/Sewer 
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Cemetery 
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 1.0 FTE

Tree Leadman
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Parks Leadman
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 1.0 FTE

 
 
Figure 34: DPW Director and Assistant Director – Current Direct Reports 

While it is entirely appropriate for the Director and Assistant Director to share supervisory responsibilities, 
both positions currently supervise infrastructure maintenance functions. Rather than utilizing a single 
supervisor to oversee and coordinate staff activities in the field, the Director and Assistant Director must 
both be involved in day-to-day decision-making regarding staff priorities, work assignments, and 



Page 132 Town of Westborough
 Staffing Study 

The Novak Consulting Group 
Trusted Advisors Transforming Communities 

responses to reactive service requests. This structure is less efficient than utilizing a single supervisor to 
coordinate all field operations. 
 
To streamline oversight of field operations and infrastructure maintenance, it is recommended that the 
Department reallocate supervisory responsibilities for the Director and Assistant Director. Specifically, the 
Assistant Director should be responsible for all infrastructure-related functions which involve significant 
field operations, including water, sewer, highway (streets), cemetery, park, and tree maintenance. This 
approach allows the Assistant Director to more effectively coordinate staffing the Department’s annual 
work plan and centralizes oversight of field operations in a single management supervisor. The Assistant 
Director should also supervise the Department’s Electrician and ensure this position adequately supports 
specialized pumps and equipment for Water/Sewer Operations, as well as other general electrical needs 
in other divisions such as Facilities and Fleet. The Director should continue to be responsible for 
overseeing the Department’s administrative and engineering functions, as well as facility and fleet 
maintenance functions.  
 
The following figure illustrates the proposed change in direct reporting relationships. Green boxes 
represent reclassified positions; the Facilities and Fleet Manager position is discussed in Recommendation 
40, and the Park and Forestry Leadman position is discussed in Recommendation 41. 
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Figure 35: DPW Director and Assistant Director – Proposed Direct Reports 

Allocating these supervisory responsibilities to the Director will result in several benefits for the 
Department. First, the Director will be able to delegate oversight of all infrastructure maintenance 
responsibilities to the Assistant Director. By assuming oversight of all internal, engineering, and 
facility/fleet responsibilities, the Director will be better equipped to make informed strategic and budget 
decisions, particularly regarding the Town’s capital improvement plan. Specifically, the Director will be 
able to coordinate capital improvement planning activities with the Town Engineer regarding water, 
sewer, streets, and other infrastructure, and with the proposed Facilities and Fleet Manager to coordinate 
capital replacement for buildings, vehicles, and equipment. 
 
The proposed reallocation of functional responsibilities creates a clear distinction between managing the 
Department’s strategic priorities and asset decisions (the Director) and day-to-day infrastructure asset 
management responsibilities (the Assistant Director). The recommended structure also avoids increasing 
the span of control for both the Director and Assistant Director. 
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Recommendation 40: Incorporate the Buildings and Grounds Department into Public Works. 
Currently, facility maintenance functions are performed by the Buildings and Grounds Department. This 
Department consists of a Buildings and Grounds Director who supervises two staff. Fleet management 
functions are supervised by a Maintenance Leadman in DPW who supervises a Maintenance Craftsman 
and reports to the Assistant Director. The structure of these functions is illustrated in the following 
organizational chart. 
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1.0 FTE
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Figure 36: Facility and Fleet Maintenance Functions – Current Organizational Structure 

This structure creates two key inefficiencies. First, the Buildings and Grounds Department maintains close 
working relationships with DPW, but collaboration should be enhanced. Maintaining a separate Buildings 
and Grounds Department with its own budget and reporting structure creates additional budgetary and 
management overhead, which is not warranted for a department consisting of three authorized positions.  
 
Second, the current structure complicates working and reporting relationships between key staff involved 
in capital improvement and replacement planning. Specifically, the Buildings and Grounds Director, DPW 
Director, Town Engineer, and Maintenance Leadman all have different supervisors, but each oversees 
important aspects of the Town’s capital assets and infrastructure. Because these staff are distributed 
throughout DPW and in a separate department, it is more difficult to align capital planning and budgetary 
needs.  
 
To address these inefficiencies, the Town should incorporate the Buildings and Grounds Department into 
Public Works. As part of this reorganization, the Buildings and Grounds Director should be reclassified as 
a Facilities and Fleet Manager reporting to the DPW Director. The Facilities and Fleet Manager should be 
responsible for supervising in-house custodial staff (including the Maintenance Custodian and Custodian) 
and fleet management staff (including the Maintenance Leadman and Maintenance Craftsman). 
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Additionally, the Facilities and Fleet Manager should serve as the primary coordinator for custodial and 
service contracts related to the Town’s buildings and vehicle/equipment assets. The following figure 
illustrates the proposed structure of the Facilities and Fleet function; the reclassified Manager position is 
highlighted in green. 
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Figure 37: Facilities and Fleet – Proposed Organizational Structure 

Determinations about whether and when to rely on contracted services for building and 
vehicle/equipment repairs should be made by the Facilities and Fleet Manager based on in-house staff 
capacity, the extensiveness and potential cost of repairs, and preexisting service contract arrangements.  
 
Incorporating Buildings and Grounds into Public Works and creating a facilities and fleet management 
function will benefit the Department and the Town in several ways. First, it will eliminate the budgetary 
and management overhead associated with maintaining a standalone Buildings and Grounds Department. 
Authorized budget expenditures for Buildings and Grounds should be incorporated into the DPW budget 
to ensure that staff will be able to provide the same level of service; however, determining budget 
amounts for these line items in future years should be the responsibility of the DPW Director in 
consultation with the Facilities and Fleet Manager.  
 
Second, consolidating oversight of facility and fleet management practices under a single position will 
help centralize management oversight for these assets. In particular, the Facilities and Fleet Manager 
should play a critical role in evaluating capital needs associated with buildings, vehicles, and equipment 
and should participate in the Department’s efforts to prioritize future capital investments. The DPW 
Director should regularly engage the Facilities and Fleet Manager to identify and prioritize relevant capital 
asset needs. This approach will help to ensure that DPW maintains a comprehensive overview of capital 
assets and infrastructure under its control and appropriately prioritizes capital investment decisions each 
year. 
 
Finally, this consolidation provides the Town with a centralized structure for evaluating future facility 
maintenance and custodial needs, and for making appropriate operational decisions about how to meet 
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those needs. For example, the Library currently employs a full-time custodian dedicated to daily cleaning 
operations. While there is currently little overlap between this position and other Town custodial needs, 
the ongoing Library renovation project may create additional demands for custodial services. In future 
years, the Facilities and Fleet Manager should engage Library staff as well as staff in other Town facilities 
to assess the effectiveness of fully contracting for custodial services or expanding the use of in-house staff 
to meet custodial and maintenance needs.  
 
Recommendation 41: Create a Park and Forestry division responsible for overseeing cemetery, park, 
and tree maintenance.  
Currently, cemetery, park, and tree maintenance functions are managed by Leadmen who report to the 
Assistant Director. These functions are performed by relatively small crews and reflect a total staffing 
complement of eight positions, as illustrated in the following figure. 
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Figure 38: Cemetery, Park, and Tree Functions – Current Organizational Structure 

Many of the tasks performed by cemetery, parks, and tree maintenance staff are similar, involve similar 
assets, and generally involve peak workload periods during warmer months. For example, Cemetery and 
Park Leadmen both coordinate mowing and turf maintenance, and the Tree Leadman is responsible for 
tree maintenance, trimming, and planting on Town property, including cemeteries, parks, and rights-of-
way. Cemetery staff currently empty public waste receptacles at Town-owned properties (including parks) 
three times each week, and all positions assist with snow plowing and remediation efforts during snow 
events. 
 
Given the relatively small crew sizes and similar work performed by these personnel, the Department 
should consolidate these staff into a Park and Forestry division led by a Park and Forestry Leadman. The 
Park and Forestry Leadman should supervise a crew of seven Maintenance Craftsman positions and should 
be responsible for organizing, scheduling, and assigning work throughout the year. This structure is 
illustrated in the following figure.  
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Figure 39: Park and Forestry – Proposed Organizational Structure 

Another key responsibility of the Park and Forestry Leadman should include evaluating the use of 
contracted staff for maintenance activities. For example, the Cemetery Leadman currently relies on in-
house staff to mow, trim, and maintain cemetery grounds, while the Park Leadman relies entirely on 
contracted staff to mow and maintain parks, detention basins, and rights-of-way. While this staffing 
arrangement currently meets the community’s service expectations, the Department may be able to 
provide more cost-effective service and/or increase staff capacity to perform more intensive maintenance 
tasks by periodically reexamining what work to contract out.  
 
Relying on a single Leadman position to oversee cemetery, park, and forestry functions will reduce the 
Assistant Director’s span of control, streamline reporting relationships, and create an organizational 
structure that can more effectively adapt to meet future needs and work plan adjustments. By centralizing 
staff, the Department will create a labor pool that can be cross-trained to accomplish multiple service 
tasks. The Park and Forestry Leadman should proactively ensure that all crew members develop 
proficiency with tasks, equipment, and processes used to maintain the Town’s parks, cemetery, and trees 
to ensure staff can backfill for each other in the event of an absence.  
 
Rather than immediately reclassifying positions to implement this recommendation, the Department may 
choose to gradually combine these functions as staff transitions occur and other recommendations are 
implemented. The Department could fill additional Maintenance Craftsman positions as needed to build 
the general labor pool before adjusting and/or reclassifying Leadman positions. 
 
Recommendation 42: Create two additional Maintenance Craftsman positions for Sewer functions. 
Although precise workload and labor hour information are not currently available for many of the 
Department’s operations, this information is not the only criteria that should be evaluated to determine 
appropriate staffing needs. It is important to consider other critical factors, such as safety requirements 
associated with maintenance tasks, to inform decisions regarding authorized staffing. These 
considerations are particularly important for sewer maintenance functions.  
 
Many of the Town’s 34 sewer pump stations are located in confined spaces up to 30 feet below ground, 
and staff must visually inspect and perform diagnostics on each station daily. Given the nature of this work 
and its location underground, it is important for the Department to ensure that Sewer staff performing 
routine inspections in confined spaces are adequately protected and supported. In addition to wearing 
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proper personal protective equipment (PPE), confined space guidance published by the Occupational 
Safety and Health Administration (OSHA)74 and the Massachusetts Department of Labor Standards (DLS)75 
describe utilizing at least three personnel to oversee and monitor activities that occur in confined spaces: 
 

• Entry Supervisor: This position is responsible for overseeing daily confined space entry operations 
and for establishing safety procedures that should be followed by staff engaged in confined space 
activities. 

• Attendant: This position is required to remain on location outside the confined space and to 
maintain communication with any staff working inside the space. The attendant is authorized to 
order staff in the space to evacuate if hazardous conditions are detected.  

• Authorized Entrant: This position is responsible for wearing all appropriate PPE and entering the 
confined space under an Attendant’s supervision. Entrants are expected to maintain 
communication with Attendants and to evacuate the space if hazardous conditions arise. 

 
At a minimum, this guidance implies that at least two personnel are required to perform any confined 
space work in the field: an Attendant and Authorized Entrant. However, only three Sewer positions are 
currently authorized for the Department, including a Leadman and two Maintenance Craftsmen. 
Assuming all staff are available for duty on a given day, this means that only one person is available to 
perform other maintenance tasks if confined space work is required. If some Sewer staff are unavailable 
due to leave or other absence, the Department’s ability to maintain safe confined space working 
conditions may be impaired. 
 
While the Department may be able to borrow staff from other functions to compensate, this practice 
involves two drawbacks. First, because the work performed by Sewer staff requires specific vaccinations 
and familiarity with biohazards, the pool of available employees who are qualified to engage in this work 
is limited. Second, borrowing staff from other functions is a commendable practice to avoid adding 
unnecessary overhead; however, because much of the Sewer function’s work involves daily inspections 
in confined spaces, it is impractical to rely on other staff to provide consistent coverage. In effect, 
borrowing staff to serve as Attendants or to assist with other Sewer maintenance tasks impedes the ability 
of other DPW functions to complete their assigned tasks.  
 
Based on the minimum safety guidelines associated with confined space work and the amount of confined 
space work that must be performed daily, it is appropriate for the Department to create two additional 
Sewer Maintenance Craftsman positions. Increasing staffing to this level will enable the Department to 
more consistently utilize two staff in confined space situations, even if other Sewer staff take leave. It will 
also reduce the need for Sewer staff to rely on other DPW staff for assistance and increase the capacity 
for Sewer personnel to perform other critical preventive maintenance, such as regular inspections, jetting, 
flushing, and televising lines. Investing staff resources in these preventive maintenance activities will 
extend the life of sewer assets, reduce backups and service complaints, and enhance the Department’s 
overall effectiveness. 
 
The salary of each additional Maintenance Craftsman would be approximately $42,000 to $52,000, plus 
an additional $25,000 in benefits each, for a total cost of $134,000 to $154,000 for both positions in the 
first year. 

 
74 OSHA. Permit-Required Confined Spaces. https://www.osha.gov/Publications/osha3138.html 
75 State of Massachusetts. “Model Confined Space Entry Policy and Procedures for Public Works Departments and 
State Agencies in Massachusetts.”https://www.mass.gov/files/documents/2016/08/pi/modelconfspace.pdf 

https://www.osha.gov/Publications/osha3138.html
https://www.mass.gov/files/documents/2016/08/pi/modelconfspace.pdf
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In addition to personnel adjustments, the Department can take other steps to increase safety and reduce 
the amount of staff and time needed to conduct pump inspections. According to Chapter 314 of the Code 
of Massachusetts Regulations (CMR), sewer system operators may engage in less frequent inspections if 
“the pump station is equipped with a Supervisory Control and Data Acquisition (SCADA) system that 
provides real-time information on the status of the station to the system operator and if such an 
alternative inspection schedule is proposed by the sewer system operator and approved by the 
Department in writing.”76 The Department’s pump stations are currently configured with alarms, but the 
Department does not utilize a SCADA system which provides detailed information about the status of 
pumps, motors, and related system components, nor does the Department’s system currently enable staff 
to remotely control operations. As the Department invests in infrastructure replacements, it should 
consider SCADA upgrades, which will provide more real-time information and remote management 
capabilities to reduce manual inspection requirements; however, it is important to acknowledge that 
implementing such a system will likely incur significant expense and should be phased in over time.  
 
Recommendation 43: Create additional staff capacity for Water functions. 
Similar to Sewer crews, Water maintenance personnel must also frequently conduct work in pairs for 
safety and risk management purposes, particularly when conducting inspections of new meter 
installations, replacements, and water service connections on private property. Additionally, one Water 
Maintenance Craftsman is currently assigned full-time to marking water and sewer infrastructure in Town 
rights-of-way through the state Dig Safe program. Assuming all staff are available to work, these 
assignments result in a remaining crew of three personnel – a Leadman and two Maintenance Craftsman 
– to attend to all other water-related responsibilities regularly.  
 
While Department staff report they are able to attend to some preventive maintenance tasks such as 
hydro flushing dead-end lines, other tasks such as valve and hydrant exercising, regular infrastructure 
inspections, and leak detection and repairs are difficult to perform consistently with a crew of three 
personnel. Each time a Water employee utilizes leave or is absent from work, the available pool of 
employees to carry out daily tasks and respond to reactive service requests diminishes further. As a result, 
the Department largely focuses on reactive service requests and utility location services, while deferring 
work on preventive maintenance tasks. 
 
The Department should create additional staff capacity for Water functions to ensure staff can focus 
attention on preventive maintenance tasks while fielding appropriate crews. This can be accomplished 
using two strategies. First, there is an opportunity to evaluate the feasibility and cost-effectiveness of 
contracting Dig Safe requests out to a third-party service provider. This approach would eliminate the 
need for the Department to allocate a Maintenance Craftsman to this work on a full-time basis, allowing 
in-house personnel to focus on other important preventive maintenance work. The primary benefit of this 
option is that it avoids the need to add staff overhead in the Department; however, the Town will still 
need to pay for this contracted service, and utilizing a contractor may require additional oversight to 
ensure quality and responsiveness. 
 
A second approach involves creating an additional Maintenance Craftsman position assigned to Water 
functions. The advantage of adding another staff position is that it would allow the Department to 
maintain existing workload allocations among staff but provide an extra person to assist with preventive 
maintenance needs. This would reduce the impact of leave usage on the Department’s ability to 

 
76 State of Massachusetts. 314 CMR 12.04(5). https://www.mass.gov/doc/314-cmr-12-operation-maintenance-
and-pretreatment-standards-for-wastewater-treatment-works-and/download. 

https://www.mass.gov/doc/314-cmr-12-operation-maintenance-and-pretreatment-standards-for-wastewater-treatment-works-and/download
https://www.mass.gov/doc/314-cmr-12-operation-maintenance-and-pretreatment-standards-for-wastewater-treatment-works-and/download
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accomplish preventive maintenance and expand the Department’s ability to send two-person crews to 
accomplish work in the field. Additionally, hiring an extra Maintenance Craftsman would provide another 
staff member to assist with heavy seasonal work such as snow removal. However, the disadvantage of 
this approach is that it will add regular overhead to the Department and require additional funding from 
the Town. The cost of an additional position is estimated to be between $67,000 and $77,000 in the first 
year, including a salary between $42,000 and $52,000 and $25,000 in benefits. 
 
These approaches are not mutually exclusive, and the Department should carefully weigh both options as 
it continues to more effectively assess its workload and performance in future years.  
 
Recommendation 44: Create a Stormwater Manager position reporting to the Town Engineer. 
Responsibilities for stormwater functions in the Town are currently split among several departments and 
staff. In recent years, the Conservation Department (including the Conservation Director and Assistant 
Conservation Officer) has been responsible for stormwater development review, ensuring sediment 
control procedures are followed during development projects, and annually inspecting approximately 265 
stormwater assets such as basins and swales. DPW Engineering staff coordinate the Town’s National 
Pollutant Discharge Elimination System (NPDES) permit, which involves significant stormwater regulation 
and requires annual reporting. DPW Highway and Parks staff typically assist with maintenance operations 
regarding stormwater assets, such as mowing and dredging basins and swales, managing culverts, and 
ensuring stormwater runoff can properly drain into the Town’s infrastructure. DPW staff have also 
historically been responsible for inspecting Town-owned properties for stormwater compliance. 
 
The following figure illustrates staff positions that are involved in stormwater functions. 
 

Conservation 
Officer

 1.0 FTE

Assistant 
Conservation 

Officer
 1.0 FTE

Community Development 

Town Engineer
 1.0 FTE

Highway Leadman
 2.0 FTE

Maintenance 
Craftsman
11.0 FTE

DPW Director
 1.0 FTE

Parks Leadman
 1.0 FTE

Public Works  
 
Figure 40: Stormwater Functions - Current Organizational Structure 

It is not unusual for communities across the United States to assign stormwater functions to a variety of 
departments. However, Conservation staff also perform a variety of tasks to support the Conservation 
Commission that compete with efforts to enforce stormwater regulations: 
 

• Development review for wetlands compliance 
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• Enforcing compliance with State and Town wetland and conservation regulations 
• Managing Town-owned wetland areas on behalf of the Conservation Commission 
• Evaluating algae management practices in Lake Chauncey  
• Climate change preparedness planning 
• Completing a Water Supply Monitoring Handbook  
• Reviewing environmental impacts associated with a Town-wide bicycle path 
• Collaborating with other Town functions to promote the use of renewable energy sources 
• Assisting with implementing the Town’s Open Space Plan 

 
This workload requires significant staff attention and research, and it is difficult to balance the 
responsibilities above with stormwater review and inspections activities. Because the bulk of NPDES 
permitting and stormwater compliance is assigned to DPW as described above, the Town should 
consolidate stormwater oversight in DPW by creating a Stormwater Manager position reporting to the 
Engineer, as illustrated in the following figure. 

Stormwater 
Manager
 1.0 FTE

Town Engineer
 1.0 FTE

Highway Leadman
 2.0 FTE

Maintenance 
Craftsman
11.0 FTE

DPW Director
 1.0 FTE

Parks Leadman
 1.0 FTE

Public Works  
 

Figure 41: Stormwater Functions - Proposed Organizational Structure 

The Stormwater Manager should be responsible for performing all stormwater-related activities currently 
assigned to Conservation staff, including reviewing designs and plans for stormwater compliance, 
inspecting private stormwater assets and construction sites, engaging in public education activities, and 
investigating stormwater-related complaints. In addition to those responsibilities, the Stormwater 
Manager should be expected to inventory and inspect Town-owned stormwater assets, assist the Town 
Engineer with managing the Town’s NPDES permit and capital planning efforts, and build close working 
relationships with Leadmen and Maintenance Craftsman positions involved in stormwater maintenance.  
 
By creating a specific position to manage stormwater functions, the Town will be able to specify essential 
minimum requirements that will enhance its ability to carry out stormwater mandates. The Towns of 
Braintree and Dracut also utilize dedicated Stormwater Manager positions to coordinate NPDES and 
stormwater activities with similar functional responsibilities.77, 78 These communities require their 

 
77 https://www.mma.org/listing/stormwater-manager/ 
78 https://www.mma.org/listing/stormwater-manager-2/ 

https://www.mma.org/listing/stormwater-manager/
https://www.mma.org/listing/stormwater-manager-2/
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Stormwater Managers to possess advanced degrees in Engineering, Environmental Sciences, Natural 
Resources, or related fields. Adopting similar requirements for a Stormwater Manager in Westborough 
will help the Town ensure it can capably engage in development reviews, inspections, and engineering-
related tasks associated with stormwater management.  
 
It is important to note that some of the work assigned to the Stormwater Manager is likely to be seasonal, 
particularly regarding construction site inspections. It will be important for DPW to provide the 
Stormwater Manager with access to asset inventory and work order modules as described in 
Recommendation 36 to accurately measure the volume of stormwater-related work that must be 
performed and the amount of labor required to accomplish reviews and inspections. This information 
should be reviewed in future years to assess the need for additional stormwater staff.  
 
Finally, this change will enable the Community Development Department to continue focusing on broad, 
long-range conservation goals and activities outlined by the Town’s Conservation Commission using 
existing authorized staff. It also prevents the work of the Conservation Commission from becoming solely 
focused on stormwater management and assigns stormwater responsibilities to a dedicated resource. 
 
It is important to emphasize that creating a Stormwater Manager position will require the Town to identify 
and recruit a candidate with sufficient engineering and development expertise particularly regarding 
stormwater issues. The specific salary and total compensation costs associated with this position will vary 
depending on the scope of responsibilities and experience the Town chooses to select as part of creating 
and filling this position. While implementing this recommendation will present a net cost increase to the 
Town, implementing a stormwater utility fee to directly support stormwater management will help reduce 
these costs as described in the following recommendation. 
 
Recommendation 45: Establish a stormwater utility to support stormwater infrastructure maintenance. 
In addition to creating a more cohesive staffing structure for stormwater functions, it is important to 
ensure stormwater infrastructure and related maintenance are appropriately funded. The Town is 
currently engaged in several activities related to stormwater management and infrastructure 
maintenance, including stormwater development review, construction and field inspections of private 
stormwater assets, inspection and maintenance of Town-owned stormwater assets such as basins and 
culverts, and managing NPDES permitting and reporting requirements. Although information on the 
workload and labor hours associated with these activities is not readily available, these tasks are labor-
intensive and require the support of several Town staff, including Conservation, Engineering, 
Water/Sewer, Highways, and Parks. 
 
While municipalities across the country are expected to comply with federal and state stormwater 
regulations, there is little funding available to support these operations. As a result, meeting stormwater 
obligations requires communities to utilize existing resources and/or find additional revenue sources to 
support stormwater functions. This also applies to the Town of Westborough. While the Town is obligated 
to fulfill the requirements of its NPDES permit, additional funding to perform required maintenance tasks 
is not available. As a result, the Town must support stormwater maintenance operations using only its 
own resources.  
 
A common approach used by municipalities to offset stormwater maintenance costs involves establishing 
a stormwater utility. Stormwater utilities are similar to other utilities in that they charge a fee that reflects 
the cost of maintaining infrastructure provided to a property. In the same way that water utilities charge 
a fee for the amount of water delivered to a property, stormwater utilities charge a fee that reflects the 
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cost of processing stormwater runoff generated by a property to prevent flooding. Several Massachusetts 
communities currently levy stormwater utility fees, including Chicopee, Fall River, Newton, and Westford.  
 
Stormwater fees are commonly assessed by calculating the amount of impervious surface area on a 
property – that is, any area that prevents stormwater from being absorbed into the ground and which 
generates runoff. Once the amount of impervious area is known, a flat or graduated fee may be applied 
to each property parcel that generates runoff. These revenues are commonly placed in an enterprise fund 
(a “stormwater fund”) that is used to pay only for stormwater-related maintenance.  
 
Because stormwater management is a critical function that involves multiple Town staff and supports 
conservation and infrastructure maintenance operations, the Town should establish a stormwater utility 
fee to capture dedicated revenues. This approach will allow the Town to bill capital projects, staff time, 
and equipment usage that directly support stormwater maintenance to the stormwater fund. As a result, 
the Town will no longer have to support stormwater operations using General Fund sources and can 
allocate General Fund dollars to more effectively support other critical functions and needs.  
 
Implementing a stormwater utility is a complex process that requires careful policy considerations. To 
assist communities with evaluating and implementing stormwater utility fees, the Metropolitan Area 
Planning Council (MAPC) has developed a “Stormwater Financing/Utility Starter Kit” designed to help 
communities evaluate their specific needs, rate development strategies, outreach and education 
materials, and options for managing the fees. The Starter Kit is available at 
https://www.mapc.org/resource-library/stormwater-financing-utility-starter-kit/ 
 
In addition to the local resources published by MAPC, the Town may choose to engage a third-party 
consultant to identify the total costs of stormwater infrastructure and maintenance and develop options 
and cost projections for levying a stormwater utility fee. This approach will help the Town better quantify 
its stormwater maintenance obligations and communicate the impact of a potential utility fee to Town 
residents.  
 
Operations 
Recommendation 46: Develop a scope and issue a request for proposals to implement Advanced Meter 
Infrastructure (AMI). 
The Town currently bills approximately 5,800 residential and 600 commercial customers for water usage 
every quarter. This process is heavily reliant on manual meter reading and data entry into the 
Department’s Collect Pro billing system. Due to the volume of customers and the meters that must be 
manually read, the Department currently contracts with a third-party service provider to read each meter 
every quarter. The DPW Utility Administrative Assistant is responsible for validating meter reads collected 
by the contractor and identifying any errors or meters that could not be read. The Utility Administrative 
Assistant then assigns any follow-up meter reading to Water staff. Once all meter reads are collected and 
validated, the Utility Administrative Assistant enters the data into the Collect Pro system to calculate 
billing amounts and forwards this information to the Treasurer for billing. This process is repeated each 
quarter and consumes significant staff time. 
 
In an effort to improve customer service, more effectively manage infrastructure, and streamline the 
water billing process, the Department has begun internal discussions regarding transitioning to Advanced 
Meter Infrastructure. AMI utilizes communications networks (e.g., power/phone lines, radio) and smart 
meters to enable two-way communications between individual customers and the Town’s monitoring and 
billing systems. A key advantage of AMI is that it drastically reduces the need to perform regular manual 

https://www.mapc.org/resource-library/stormwater-financing-utility-starter-kit/
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meter reads. Rather than dispatching contract and Town staff to read meters and resolve errors each 
quarter, AMI would only require manual reads when there is a communication error or equipment failure.  
 
Additionally, because AMI systems collect data in real-time, the Department would possess greater 
awareness of consumption patterns, potential leaks, and the current status of water consumption at any 
time. This is particularly important given that one of the Department’s long-term goals is to reduce 
unaccounted water loss to less than 10% of the water delivered. Because many water leaks may be caused 
by leaking fixtures or lines on private property, using a more accurate metering system like AMI will allow 
the Department to evaluate consumption patterns in greater detail to identify potential leaks.  
 
AMI systems also enhance customer service by giving customers the ability to access their consumption 
information in real time. This information can be invaluable to help educate the public about water usage, 
the importance of water conservation, and the impact of water-intensive practices (such as watering 
lawns) on water usage throughout the year.  
 
The primary drawback of implementing an AMI system is the cost and time associated with upgrading 
infrastructure. A recent publication by Texas A&M and the Texas Water Resource Institute titled 
“Considerations for Adopting AMI and AMR: A comprehensive guide for water utilities” indicates that 
approximately 45% of the total budget for AMI conversions is generally used to cover endpoint meter 
upgrades, while the remaining budget costs cover network hardware, installation, and other costs.79 
While the specific costs for the Town of Westborough have not been estimated, it is important to note 
that implementing an AMI system will require significant investments in infrastructure, which should be 
incorporated into the Town’s asset management plan.  
 
To better understand the potential costs of implementing an AMI system, the Department should develop 
a formal scope and issue an RFP for implementing AMI. Estimating these costs and potential options for 
covering them will help the Department calculate the financial return on investment for upgrading 
systems and moving away from contracted, manual meter reading and billing. As part of this scope, the 
Department should require potential vendors to demonstrate experience with AMI implementation in 
Massachusetts communities and illustrate the difference between estimated costs at the beginning of 
each project compared to actual total costs once each project concluded. 
 
It is also important for the Department and the Town to consider the qualitative advantages of investing 
in AMI infrastructure as part of the decision-making process. Although transitioning to AMI will require 
upfront and continued investments in the Town’s water infrastructure, the advantages of more accurate 
data collection, enhanced water conservation capabilities, and improved customer interactions cannot be 
readily quantified. However, these benefits represent important, tangible outcomes of implementing AMI 
that should be considered as the Town decides whether and how to proceed with an AMI upgrade. 
 
Recommendation 47: Establish a formal vehicle replacement program. 
DPW currently maintains approximately 123 vehicle and equipment assets for the Town, including but not 
limited to dump trucks, mowers, trailers, and police cruisers. The Department utilizes a fleet management 
program by Dossier Systems to track fleet assets, including make/model, year manufactured, class, 
mileage and engine runtime, and annual labor costs. Based on data provided by the Department, fleet 
assets are nearly 12 years old on average with nearly 70,000 miles, as illustrated in the following table. 

 
79 Hawkins, Chelsea and Allen Berthold. “Considerations for Adopting AMI and AMR.” Texas Water Resources 
Institute, October 2015. https://twri.tamu.edu/media/2719/em-119_ami_primer.pdf 

https://twri.tamu.edu/media/2719/em-119_ami_primer.pdf
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Table 54: Average Age of Fleet Assets by Class 

Asset Class Quantity Average 
Age 

Average of Current 
Miles 

Backhoes, Loaders, And Trenchers 10 13.0 154,143.7 
Bucket Trucks 1 16.0 91,474.0 
Dozers, Scrapers, and Pavers 4 35.3 Not Available 
Dump Trucks 16 10.4 64,809.5 
Other Motorized Equipment (ATVs, Blowers, etc.) 14 21.6 Not Available 
Other Trucks 11 16.1 67,352.3 
Passenger Cars (Non-Police) 6 9.7 78,466.8 
Pickups, Vans, Other Light Trucks 30 8.6 79,445.0 
Police 20 4.2 52,583.9 
Rollers 3 13.5 Not Available 
Sewer Trucks 1 13.0 11,427.0 
Street Sweepers 3 10.3 12,585.5 
Trailers 4 19.3 Not Available 
Grand Total 113 11.9 68,964.5 

 
While the average age of fleet assets is high, it is strikingly high for large trucks and specialized equipment. 
The average age of bulldozers and related equipment is over 35 years, while small, motorized equipment 
averages nearly 22 years on average. Additionally, bucket trucks and other large trucks owned by the 
Town are 16 years old on average.  
 
According to staff, the Town has not historically utilized a regular fleet replacement program; rather, 
vehicles are generally replaced on an ad-hoc basis as budget capabilities allow. This practice is a 
contributing factor to the advanced age of many of the Department’s fleet assets. To help address this, 
one of DPW’s goals for FY2021 is to purchase at least four new vehicles as part of a focused effort to 
revitalize fleet assets.  
 
It is important to emphasize that even if the Town and its departments are appropriately staffed, it cannot 
provide effective services or meet community expectations if vehicle and equipment assets are unreliable. 
Given the age and present condition of the Town’s fleet, it is important to establish a formal fleet 
replacement program that considers total mileage/runtime, accident/repair history, and labor costs. This 
information is already captured by the Department’s fleet management program and should be relied 
upon to help prioritize future fleet replacements. 
 
To determine replacement eligibility and priority, fleet managers commonly utilize a quantitative point 
scale to rank each vehicle and equipment asset in the fleet. A recent example from Government Fleet 
describing a scoring system used by Dakota County, Minnesota, illustrates allocating points based on 
seven specific criteria.80 
  

 
80 Reyes, Roselynne. “Catching Up on Vehicle Replacements.” Government Fleet, November 16, 2017. 
https://www.government-fleet.com/157815/catching-up-on-vehicle-replacements 

https://www.government-fleet.com/157815/catching-up-on-vehicle-replacements
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Table 55: Example Vehicle Replacement Scoring System 

Criteria Points 
Age 1 point for each year of age 
Miles/Hours 1 point for every 1,000 miles (varies by vehicle class) 

Type of Service 1-5 points based on usage: light-duty vehicles receive 1 point, heavy/severe 
duty vehicles receive 5 points 

Reliability 1-5 points based on how often the asset needs repairs: 1 for low repair 
frequency, 5 for high repair frequency 

Maintenance and 
Repair Cost 

1-5 points based on maintenance costs: 1 for low maintenance (20% or less of 
purchase price), 5 for high maintenance (100%+ of purchase price) 

Condition 0-5 points based on condition, such as rust, accident history, interior 
deterioration, etc.: 0 points for good condition and 5 points for poor condition. 

Energy Efficiency 0-6 points based on the ability to share the vehicle among multiple 
departments, utilize alternative fuels, and other sustainable technologies 

 
By calculating point values for each asset, it is possible to score the fleet overall using the following scale: 
 

• Less than 18 points: Excellent 
• 18 to 22 points: Good 
• 23 to 27 points: Qualifies for Replacement 
• 28+ points: Needs Immediate Consideration 

 
The example scoring system above provides a useful baseline for evaluating vehicle and equipment 
condition using standard criteria. The Facilities and Fleet Manager should be responsible for developing a 
unique scoring system that meets the Town’s needs and priorities. This system should be utilized to 
evaluate existing fleet assets, prioritize them for replacement, and inform the Town’s capital plan. The 
Town should commit to regularly replacing vehicles that meet the threshold for replacement described 
above. The Town should also regularly replace vehicles and equipment assets that have exceeded their 
functional utility, and the Facilities and Fleet Manager should prioritize acquiring newer equipment that 
can serve more than one purpose or replace multiple fleet assets.  
 
Utilizing a scoring system as described above will help the Department more effectively prioritize which 
vehicles to replace; however, the Department should also consider the overall needs and capabilities of 
fleet assets when making replacement decisions. If a vehicle is not needed and sees little use, it should be 
replaced by another vehicle that will provide more utility and expand staff capabilities. In other words, 
the Facilities and Fleet Manager should consider whether a particular vehicle is actually needed before 
evaluating it for replacement; if the vehicle is needed, then the scoring system described above should be 
used to determine priority, and the Facilities and Fleet Manager should procure a replacement that fulfills 
the Department’s needs and helps advance its work plan.  
 
This approach will require proactive engagement between the Facilities and Fleet Manager and other 
operations staff to understand fleet needs and requirements, as well as dedicated budgetary resources 
each year. However, it will help ensure Town staff can safely and reliably perform assigned tasks while 
minimizing the likelihood of vehicle/equipment failure and costly emergency repairs. 
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Recommendation 48: Establish formal pre-trip inspection criteria and train staff. 
Fleet vehicles and equipment are important capital assets that often require significant investment. 
Maximizing the effective service life of these assets is essential to prevent waste and ensure reliability, 
particularly for new assets purchased as part of the Town’s vehicle replacement program. Fleet 
management operations commonly utilize two approaches to protect assets and enhance their lifespan, 
including pre-trip inspections to identify potential problems before they require major maintenance and 
regular staff training regarding the use and care of fleet assets. 
 
The Department does not consistently perform pre-trip inspections at the time of this writing, and there 
are opportunities to enhance staff training regarding vehicle maintenance and care. To ensure 
maintenance needs are identified quickly and to protect operator safety, the Department should create 
an inspection checklist regarding critical vehicle systems such as lights/signals, wipers, fluid levels, safety 
belts, and brakes. Before moving a vehicle, operators should be required to review each checklist item 
and note its condition. If a critical safety element is non-functional, the vehicle should be referred for 
maintenance, and an alternate vehicle should be utilized.  
 
To ensure operators are familiar with items on the checklist and the procedures for testing each item, the 
Department should train staff on how to conduct pre-trip inspections and document results. Wherever 
possible, inspection results should be logged as work orders directly in the Department’s Dossier fleet 
management system. This will prevent the need to create, file, and manually enter paperwork and provide 
up-to-date information about fleet assets to the Facilities and Fleet Manager. During the pre-inspection 
training, the Department should also teach operators about behaviors that will help extend asset life, such 
as exercising caution while operating the vehicle and avoiding unnecessary wear and tear. 
 
Creating a pre-trip inspections program and training operators on how to perform inspections and 
preserve asset life will help to preserve the life of the assets and strengthen the Department’s safety 
culture. Incorporating these practices into the Department’s culture will demonstrate a commitment to 
effective stewardship of Town resources and help the Department maximize the effectiveness of its fleet 
resources. 
 
Management Practices 
Recommendation 49: Develop formal standard operating procedures (SOPs) for Department 
operations. 
Many of the Department’s SOPs have not been formalized, and staff currently perform tasks based on 
historical practice. As a best practice, Public Works departments should develop formal standard 
operating procedures that apply to key functions and services provided by staff. The American Public 
Works Association’s (APWA) Public Works Management Practices Manual contains numerous references 
to developing standards for all elements of public works, including administrative functions such as HR 
and finance, emergency management, safety, planning and development, engineering, project 
management, right of way management, facilities and fleet, parks, and solid waste.81  
 
It is important for the Department to develop formal SOPs regarding key activities to preserve institutional 
knowledge and help ensure that services are provided consistently over time. There are numerous 
methods for developing SOPs; however, they typically share the following common elements: 
 

 
81 American Public Works Association (APWA). Public Works Management Practices Manual – 8th Edition. 
https://data.kcmo.org/download/2vfh-tvd4/application%2Fpdf. 

https://data.kcmo.org/download/2vfh-tvd4/application%2Fpdf
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• A clear title articulating the topic of the SOP 
• An introduction/objectives statement describing the purpose of the SOP 
• A detailed description of the work to be performed, including step-by-step instructions 
• Discussion of additional considerations that should accompany the work 
• Additional documentation and/or references to other SOPs that may apply to the work 

 
The Central Massachusetts Regional Stormwater Coalition has compiled a series of detailed SOPs that 
include many of these elements.82 This information may serve as a useful example for drafting SOPs that 
apply to each of the Department’s major functions and services. Each SOP created by the Department 
should follow a uniform format and be compiled in a binder or a central digital repository. It is also 
appropriate for SOPs to be reviewed by staff who perform the work for feedback and modification before 
approval. The final versions of all SOPs should be approved by the Director and should be updated 
regularly to ensure SOPs accurately reflect contemporary practices and expectations. 
 
Relying on SOPs will allow the Department to standardize service expectations, provides a clear source of 
guidance for staff, and increases the likelihood that staff will perform work consistently over time. SOPs 
also serve as a useful tool for capturing the Department’s institutional knowledge about current practices 
and transmitting this information to other staff. In this respect, SOPs play a key role in the Town’s ability 
to develop a strong succession planning and professional development program, as discussed earlier in 
this report.  
 
Recommendation 50: Enhance department meetings. 
The Department currently conducts two regular staff meetings. The first is a monthly meeting among the 
Director and all Department managers, including the Leadmen positions. These meetings are intended to 
facilitate communication and coordination among staff by encouraging in regular updates and feedback. 
According to an example agenda provided by the Department, the meeting format allows managers in 
each division to highlight major projects or activities which are pending, discuss support needs, and 
identify opportunities to collaborate. Similarly, each quarter the Department conducts regular all staff 
updates which are facilitated by the Director.  
 
The Department’s use of regular meetings to coordinate staff activities is commendable. As a best 
practice, it is important for the Department’s leadership team to regularly interact with line staff across 
all functions to communicate organizational goals, provide important updates about issues that affect the 
Department and its processes, and solicit feedback from staff. The Department has established an 
effective foundational practice to facilitate collaborative interactions and should continue to develop and 
enhance these meetings in future years.  
 
Implementing the recommendations discussed in this section will require focused and diligent 
communication with staff to ensure transparency and maintain focus on providing effective service. The 
Department should discuss the implementation and impact of proposed recommendations in this report 
at its regular meetings, and further enhance the meetings by expanding discussion of work planning goals, 
the implementation of technology tools, safety challenges, and other topics which will support a common 
understanding of the Department’s operations. Line staff should also be encouraged to provide feedback 
and ask questions to ensure all personnel understand and work toward the Department’s common goals.  
 

 
82 Central Massachusetts Regional Stormwater Coalition. Standard Operating Procedures. 
https://www.centralmastormwater.org/toolbox/pages/standard-operating-procedures. 

https://www.centralmastormwater.org/toolbox/pages/standard-operating-procedures
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Continuing and enhancing these meetings will help staff maintain and improve open communication as 
the Department continues to evolve and implement the recommendations included in this report. As 
relationships among staff grow, the Department will continue to create a more collaborative and engaged 
culture among its personnel. 
 
Recommendation 51: Create a formal Safety Committee and implement a safety training program. 
The Water/Sewer Operations Manager currently provides safety training to Department staff on an ad-
hoc, as-needed basis. The Department does not currently utilize a formal safety training program or safety 
officer to coordinate training. Because much of the Department’s field work and maintenance operations 
intersect with critical safety concerns (such as confined space, as discussed previously), it is important to 
ensure that all DPW staff are regularly exposed to safety best practices and have access to safety training. 
 
To ensure the Department’s safety needs are adequately addressed, it should create a formal Safety 
Committee led by the Assistant Director with support from the Facilities and Fleet Manager, Water/Sewer 
Operations Manager, Highways, and Park and Forestry. The Safety Committee should meet at least 
annually to identify key training opportunities for staff, and the Assistant Director should work with DPW 
staff, the DPW Director, and the Town’s Human Resources staff to coordinate and provide training each 
year. 
 
Formalizing a regular safety training program will help the Department ensure that all staff conduct their 
work using the same safety standards and practices. This will help the Department avoid unnecessary risk, 
protect and preserve its existing resources, and maximize effective service delivery. 
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Future Staffing Considerations and Regionalization 
Opportunities 

 
The following recommendations describe potential needs for additional staffing that should be evaluated 
by the Town in future years, as well as opportunities for regionalization outside of the Town’s 
organizational structure. As the impacts of the COVID-19 pandemic and its effects on Town revenues and 
the local economy unfold, the Town should balance these staffing adjustments and opportunities for 
other collaboration against revenues, workload and performance trends, and community expectations.  
 
Community Development 
Recommendation 52: Reclassify the Zoning Board of Appeals Secretary as a full-time Plan Reviewer.  
In addition to creating a single Community Development Department, there is an opportunity to enhance 
staff capacity for planning functions. Specifically, the Town Planner is the only position responsible for 
land use planning for the Town of Westborough, including coordinating the Town’s Master Plan, long-
term land use plans, and conducting site plan review for permit applications and development plans.  
 
Because there are no additional planning positions to support the Town Planner, much of the Town 
Planner’s time is absorbed in plan reviews, attending board and committee meetings, and other day-to-
day administrative work. This limits the Town Planner’s ability to support and manage large, strategic 
projects. This is of particular concern because the Town of Westborough is growing and changing; Amazon 
recently announced a $40 million investment in the Town that is expected to employ 200 workers.83 As 
the Town’s economic base expands, it is vital to have dedicated long-term planning capacity to ensure 
that the character of the Town is maintained even as it develops.  
 
Second, according to the Town Planning Board, planning-related activities increased by 73% between 
2014 and 2018, the year for which the most recent data is available. The following table illustrates this 
trend. 
 
Table 56: Planning Board Activities, 2014-2018 

Planning Board Activities 2014 2015 2016 2017 2018 Percentage Change 
2014 to 2018 

Plan Believed Not to Require 
Approval (ANR) 6 6 5 3 4 -33% 

Preliminary Subdivision Plans Filed 1 0 0 1 3 200% 
Definitive Subdivision Plans Filed 1 2 1 0 1 0% 
Special Permit Plans Filed or 
Granted 5 2 1 3 6 20% 

Lot Releases 0 2 10 9 9 Not Applicable 
Subdivision Concept Plans 2 0 1 2 2 0% 
Earth Moving Special Permits 0 0 2 0 1 Not Applicable 
Total 15 12 20 18 26 73% 
 

 
83 Chesto, Jon, and Tim Logan. “Amazon Expanding Robotics Operation to Westborough.” The Boston Globe, 
November 6, 2019.  
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Implementing more rigorous workload and performance measurement tracking, as described in 
Recommendation 4, will enable the Department to more effectively evaluate staff time needed to review 
plans and materials and support the Planning Board. However, it is notable that the number of 
submissions has nearly doubled in the last several years, while the Town continues to rely on a limited 
number of planning staff. To ensure staff can continue to support the Planning Board and perform basic 
planning functions, it is important to create additional redundancy and staff capacity. Utilizing only a single 
planning position creates a significant risk that projects may be interrupted if there is no incumbent in this 
position.  
 
At the time of this writing, the part-time ZBA Secretary position is vacant. The Town should consider 
reclassifying this position as a full-time Plan Reviewer reporting to the Town Planner. This position could 
continue to provide staff support to the ZBA while also assisting the Town Planner with Planning Board 
support, conducting permit intake and site plan reviews, and assisting with comprehensive planning 
efforts such as the Town Master Plan. Creating this position will enhance the Town’s planning function, 
create organizational resiliency, and preserve institutional knowledge.  
 
Additionally, a new position will provide Planning staff with more capacity to address complex strategic 
planning efforts, including those proposed by Sustainable Westborough, the Climate Action Planning 
Committee, the Bicycle and Pedestrian Advisory Committee, and the Complete Streets Committee. By 
ensuring these groups are appropriately staffed and focus their efforts in complementary ways, the 
Planning Department can minimize overlap and enhance the Town’s long-range planning capabilities. Due 
to other priority needs identified through this assessment, it is not recommended that a dedicated 
Sustainability Coordinator position be created; however, given the community’s emphasis on 
sustainability, it would also be appropriate to include coordination of sustainability initiatives as a key 
function of this position, as funding becomes available. 
 
The Community Development Director and Town Planner should work with HR to create a job description 
for the Plan Reviewer position. The salary for a full-time Plan Reviewer would be between $53,000 and 
$62,000, plus $26,000 in benefits, for a total cost of between $79,000 and $88,000 in the first year.84 
However, this cost would be offset by approximately $14,000 as a result of reclassifying the existing ZBA 
Secretary position, resulting in a net cost between $65,000 and $74,000 in the first year.  
 
Information Technology 
Recommendation 53: Create an additional Information Technology support position. 
As the IT Department begins to collect data regarding reactive workload and service demands, it is 
appropriate to consider hiring additional staff to help manage service requests and long-term projects. 
Increasing staffing in IT provides the capacity to help customers more rapidly identify and resolve 
technology needs. Departments that are heavily reliant on technology, including Public Safety, Public 
Works, and the Library, would benefit from dedicated staff support to supplement the work of IT Liaisons.  
 
The Library offers a particularly instructive example of this benefit. Currently, the Town’s Technical 
Services Librarian is responsible for managing technology-related aspects of the library catalog. Examples 
of common activities performed by the Technical Services Librarian include the following: 85 
 

 
84 Assumes the position would be graded similarly to an Assistant Assessor or Assistant Town Clerk. 
85 ALA. Library Careers Technical Services Librarian. ala.org/educationcareers/libcareers/jobs/technical 

http://www.ala.org/educationcareers/libcareers/jobs/technical
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• Acquisitions – Purchasing materials for the library, books, electronic resources, and other 
materials. 

• Collection Development & Management – The selection of materials acquired by the Library, 
based on the type of library, mission, and audience. 

• Cataloging – The description of materials in the library, providing access for users and staff 
through an online catalog. 

• Classification – The organization of materials in a library by a schedule such as the Dewey Decimal 
system. 

• Preservation & Archives – The care and preservation of the materials in a library. 
• Continuing Resources – The acquisition, organization, and access of materials published in a 

series. 
 
This workload has increased as demand from patrons has shifted away from traditional print materials 
and toward other types of information offered by the Library. According to the data provided by the 
Library, e-book circulation has increased by 66%, and downloadable audio has increased by 100%. While 
the Library’s door count has increased 12% over the past five years, Wi-Fi sessions have increased from 
11,046 in 2015 to 35,770 in 2019 – an increase of 224%.  
 
As a result of this increase and change in demand for services, the Technical Services Librarian has 
undertaken increasing responsibilities for managing the Library’s website, evaluating and fixing physical 
technology hardware, managing the Library database, and coordinating with technology vendors. Staff 
estimate that IT-related work has expanded to about 40% of the Technical Services Librarian’s overall 
responsibilities.  
 
To accommodate this workload, some of the Technical Services Librarian’s responsibilities have been 
transferred to other staff members. Specifically, both the Teen Services Librarian and Children's Librarian 
are now responsible for the collection, development, cataloging, and classification of materials. This 
workload properly belongs to the Technical Services Librarian and does not represent the highest and best 
use of other librarian staff. As a result of performing these duties, the Teen Services Librarian and 
Children's Librarian have less time for programming, research, customer service, and other projects 
relevant to their areas of expertise. Creating an IT position to help address technology needs at the Library 
would allow the Technical Services Librarian to resume core duties such as acquisition and cataloging 
while relying on the IT Department for day-to-day technology support.  
 
Other departments, such as DPW, are heavily reliant on Information Technology staff to coordinate asset 
management, workload planning, and performance management tasks. Ensuring that staff have effective 
tools to support real-time geolocation, picture and video condition assessments, and to document work 
performed and associated labor hours often requires intensive IT support. Creating an additional IT 
support position to assist DPW, the Library, and other internal departments will help the Town ensure 
that technology advances strategic goals, enhances staff work, and prevents overreliance on IT Liaisons. 
The cost of the Information Technology position is estimated to be between $86,000 and $91,000 in the 
first year, based on an estimated salary between $60,000 and $65,000 per year, plus an additional $26,000 
in benefits. 
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Regionalization 
Recommendation 54: Evaluate opportunities for regionalization and shared services initiatives.  
The economic impacts of the pandemic are being felt by communities across the globe, including 
Westborough. These communities may have the opportunity to work together to speed recovery by 
adopting models for regional shared service delivery. Shared services can range in scope, from two or 
more communities sharing the same piece of equipment to fully combining operations for a specific 
function. There are numerous potential benefits to regionalization and shared services:  
 

• Cost efficiencies. Communities can save money both by sharing costs with other entities and 
through economies of scale. 

• More favorable purchasing conditions. Joint bids for larger contracts may attract a wider variety 
of bidders than a smaller contract for a single municipality, helping communities attract high-
quality vendors using volume-based prices. 

• Shared staff. In some cases, communities may need part-time staff in a particular area but find it 
hard to recruit for a part-time position. A full-time position shared between multiple communities 
provides a potential solution. Communities can also pool funds to hire specialized staff at a higher 
salary than they would be able to afford individually. As described in Recommendation 52, a 
Sustainability Coordinator was not included in the staffing recommendations. However, a regional 
approach to funding and supporting such a position may be cost advantageous to the Town.  

• Enhanced regional coordination. Initiatives, services, and programs often span multiple 
communities, such as regional trail and transit systems, long-range development plans, and 
economic development efforts. Employing a regional approach to these services can provide an 
opportunity to more effectively manage and develop the Town’s services and define its role within 
its wider geographic area. 

 
Many Massachusetts communities have already adopted successful regionalization models for more 
effective, efficient service delivery. For example, the City of Randolph and the Towns of Avon and 
Holbrook have collaborated on a shared Public Health Nurse since 2018. The Public Health Nurse has 
spearheaded several programs in response to the health needs in the communities, including bone density 
screenings, flu vaccination clinics, and a public health fair. The municipalities have also engaged a 
consultant to perform a Tri-Town Public Health Needs Assessment to provide direction on future health 
needs.86 The success of the program has served as a model for a bill being considered by the 
Massachusetts Legislature as of June 2020, which would create a grant program to support regional public 
health collaborations.87 
 
The Towns of Manchester by the Sea and Essex provide another example of a successful shared services 
collaboration. The two communities already collaborate on several regional initiatives, including a 
purchasing consortium for road salt and chemicals, shared initiatives including Age and Dementia Friendly 
Community and Healthy Eating and Lifestyle, transportation services for seniors, household hazardous 
waste collection events, and an emergency planning team.88 Based on the success of these initiatives, the 

 
86 Town of Avon. 2019 Annual Report. Page 93. 
www.avon-ma.gov/sites/avonma/files/uploads/2019_annual_report.pdf. 
87 Whitfill, Mary. Randolph, Holbrook a model for a regional public health bill, March 2 2020. The Enterprise. 
www.enterprisenews.com/news/20200302/randolph-holbrook-model-for-regional-public-health-bill.  
88 The Edward J. Collins, Jr. Center for Public Management. A Review of Regional and Shared Services for the Towns 
of Essex and Manchester by the Sea, October 2019. Page 69. 
ww.essexma.org/sites/essexma/files/uploads/essex_manchester_shared_services_opportunities_final_report.pdf. 
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two communities have begun to investigate further opportunities for collaboration. The two Towns 
secured a grant from the State of Massachusetts’s Efficiency & Regionalization program, which funds local 
shared services projects, to engage the Edward J. Collins, Jr. Center for Public Management to review the 
two Towns’ operations and recommend additional opportunities for regionalization. The report, which 
was published in October 2019, makes several recommendations for additional initiatives:89  
 

• Shared Assessing staff 
• A shared employee benefits administrator 
• Shared Accounting staff 
• Shared Facilities Management staff 
• A regional Public Health District 
• Joint planning of services and facilities for seniors 
• Joint planning of services and recreation for youth 

 
The Towns are in the process of reviewing the report and considering how to move forward with the 
recommendations.  
 
These examples illustrate the potential benefits of sharing services. Although every community’s 
circumstances are different, it is appropriate to investigate what regional opportunities may be possible 
for the Town of Westborough. The Massachusetts Association of Regional Planning Agencies (MARPA) has 
developed a toolkit for Massachusetts municipalities considering shared services.90 The toolkit provides 
an overview of Massachusetts laws related to regionalization, examples of regional initiatives, and a step-
by-step guide to implementing a shared service. MARPA provides several recommendations for how a 
municipality can identify opportunities for shared services:  
 

• Look for opportunities to share services when an opportunity arises, such as the resignation of a 
long-time employee  

• Use regionalization to share the cost of implementing new State or federal mandates 
• Look for opportunities to jointly bid on service contracts with other municipalities; work to align 

the contract end date of current service contracts to allow for joint bidding in the future 
• Start with low-risk initiatives, like joint procurements, to start to build relationships  

 
The process of regionalization requires a close working relationship between the municipalities involved, 
careful planning, and strong leadership from elected and appointed officials. If successful, it provides an 
opportunity for a community to serve residents more effectively and efficiently and to collaborate on 
initiatives with positive regional impacts. However, MARPA cautions that establishing shared services can 
be a complex process that requires careful planning. A successful shared services agreement relies on 
expectations being clearly defined. MARPA recommends a careful process for establishing a new shared 
service:  
 

• Researching the history of any similar past initiatives  
• Identifying key stakeholders and project champions 
• Forming a planning committee 

 
89 The Edward J. Collins, Jr. Center for Public Management. A Review of Regional and Shared Services for the Towns 
of Essex and Manchester by the Sea, October 2019. 
90 MARPA. Massachusetts Shared Services Manual, January 2013. 
www.mapc.org/wp-content/uploads/2017/10/2013-shared-permit-manual-web.pdf. 
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• Setting measurable performance standards 
• Considering the costs, potential challenges, and projected benefits of the project 
• Formalizing the agreement, including the financing structure 

 
The Town’s first step should be to review current operations and identify potential opportunities for 
regionalization, including areas with current staff vacancies and areas where a regional approach may be 
more effective. The next step should be to hold discussions with other potential partners in the area to 
discuss their priorities and needs. This process will produce a short list of potential projects for 
regionalization. The Town should identify one or more smaller projects to start with, as recommended by 
MARPA, and evaluate the success of those initiatives before beginning to plan larger projects.  
 
The Town should also consider opportunities to apply for grant funding from the State to fund these 
regionalization initiatives. The State’s Efficiency and Regionalization grant program provides one-time 
funding of up to $200,000, as of the 2019 Grant Program, to assist municipalities in the implementation 
of regionalization initiatives and other efficiency programs. Funds can be used for expenses such as 
equipment purchases, technical assistance, and project management costs.91  
 
Additionally, as detailed in Recommendation 2, the Schools represent a critical partner of the Town. As 
both bodies continue their collaboration discussions, additional opportunities for shared services and joint 
use should be explored.  
  

 
91 State of Massachusetts. Efficiency and Regionalization grant program FAQ. 
www.mass.gov/info-details/efficiency-and-regionalization-grant-program-faq.  
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Conclusion 
 
Town staff play a significant and central role in providing services utilized by the community each day. 
While there are opportunities to adjust staffing in the Town to help support service delivery, implementing 
the recommendations in this report will also result in structural, policy, and procedural enhancements 
that will maximize efficiency, increase the capacity of existing personnel, and enable the Town to 
demonstrate how staff provide effective service. 
 
A key improvement accomplished by these recommendations is a more streamlined reporting structure 
within and among Town departments. The proposed consolidation of multiple departments into a 
Community Development Department and a Human Services Department, along with transferring 
oversight of Administrative Assistants in the Town Manager’s Office to the Assistant Town Manager, will 
reduce the Town Manager’s span of control from the current 11 direct report positions to seven as 
illustrated in the following figure.  
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Officer

1.0 FTE
 

 
Figure 42: Proposed Town Manager Span of Control 

The proposed structure will increase the Manager’s capacity to strategically enhance the Town 
organization and reduce the need to focus on day-to-day administration. This structure also includes 
formally reassigning appointment powers for the Health Director and Town Planner to the Town Manager, 
while assigning responsibility for day-to-day oversight of the Town Planner to the Community 
Development Director. 
 
These recommendations will preserve the role of key oversight boards, commissions, and committees 
(such as the Planning Board and ZBA) while reallocating their support staff in ways that promote greater 
internal collaboration, resource-sharing, and operational efficiency. Additional staff positions designed to 
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enhance Town functions that have not historically had dedicated staffing, such as Public Information and 
Human Resources, will provide the Town with greater internal resources to attract and retain talent and 
engage the community. The impact of structural recommendations included in this report is illustrated in 
the following figure. 
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Figure 43: Proposed Town Organizational Structure 

These changes will require dedicated leadership, administrative oversight, and support from the Town’s 
officials and staff. While it will take time and resources to implement the recommendations in this report, 
these structural and staffing changes will better position the Town to deliver effective service now and in 
the future. 
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Appendix A: Residential Survey Instrument 
 
The Town of Westborough is interested in your perspective on Town services. The Town retained The 
Novak Consulting Group, a part of Raftelis, to assess how the Town can maximize the effectiveness of its 
operations and adequately staff its organization in order to provide high-quality services to the Town’s 
residents and businesses. 
 
As part of this effort, The Novak Consulting Group developed this survey to gather input from Town 
residents. We appreciate you taking the time to complete this survey and share your thoughts. 
 
All responses are confidential, and no identifying information will be collected. Your submitted survey 
results will be sent directly to the consultant and tabulated and summarized by The Novak Consulting 
Group. 
 

Overall Satisfaction 
1. What is your overall level of satisfaction with the services provided by the Town?  

(Very Satisfied, Satisfied, Unsatisfied, Very Unsatisfied) 
 

2. What is your overall level of satisfaction with the Town’s customer service, based on personal 
experience?  
(Very Satisfied, Satisfied, Unsatisfied, Very Unsatisfied) 
 

3. What is your overall level of satisfaction with the Town’s communications to and engagement 
with residents? 
(Very Satisfied, Satisfied, Unsatisfied, Very Unsatisfied) 
 

4. What is your preferred source of information on Town services and events? 
a. Town website 
b. Town social media 
c. Local newspaper 
d. Other (please specify) 

Town Services 
5. Please rate the importance of each of the following service areas: 

a. Affordable housing services 
b. Arts and cultural events 
c. Bike and pedways 
d. Economic development efforts 
e. Environmental sustainability efforts 
f. Library services 
g. Parks and open space 
h. Public health services 
i. Public safety services 
j. Recreation services 
k. Senior services 
l. Street and sidewalk maintenance 
m. Veterans services 
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n. Wastewater and stormwater services 
o. Youth and family services 

 
6. Please rate your overall level of satisfaction with each of the following service areas: 

a. Affordable housing services 
b. Arts and cultural events 
c. Bike and pedways 
d. Economic development efforts 
e. Environmental sustainability efforts 
f. Library services 
g. Parks and open space 
h. Public health services 
i. Public safety services 
j. Recreation services 
k. Senior services 
l. Street and sidewalk maintenance 
m. Veterans services 
n. Wastewater and stormwater services 
o. Youth and family services 

 
7. Are there any existing services that you would like to see enhanced? Check all that apply. 

a. Affordable housing services 
b. Arts and cultural events 
c. Bike and pedways 
d. Economic development efforts 
e. Environmental sustainability efforts 
f. Library services 
g. Parks and open space 
h. Public health services 
i. Public safety services 
j. Recreation services 
k. Senior services 
l. Street and sidewalk maintenance 
m. Veterans services 
n. Wastewater and stormwater services 
o. Youth and family services 
p. Other (please specify) 

 
8. Are there any areas where you feel the Town investing too heavily? Check all that apply. 

a. Affordable housing services 
b. Arts and cultural events 
c. Bike and pedways 
d. Economic development efforts 
e. Environmental sustainability efforts 
f. Library services 
g. Parks and open space 
h. Public health services 
i. Public safety services 
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j. Recreation services 
k. Senior services 
l. Street and sidewalk maintenance 
m. Veterans services 
n. Wastewater and stormwater services 
o. Youth and family services 
p. Other (please specify) 

 
9. If you could change one thing about the services the Town provides, what would it be? 

 
10. What should the Town’s top three priorities be for the next 5-10 years? 

Demographics 
11. How long have you lived in the Town of Westborough? 

a. Five years or less 
b. Six to 10 years 
c. 11 to 20 years 
d. 21 to 25 years 
e. More than 25 years 

 
12. What is your age? 

a. 24 or under 
b. 25 to 44 
c. 45 to 64 
d. 65 or greater 

 
13. What gender best describes you?  

a. Male 
b. Female 
c. Non-Binary 

14. What categories best describe you? Check all that apply. 
a. White 
b. Hispanic, Latino, or Spanish origin 
c. Black or African American 
d. Asian 
e. American Indian or Alaska Native 
f. Middle Eastern or North African 
g. Native Hawaiian or other Pacific Islander 
h. Some other race, ethnicity, or origin 

 
15. What is your employment status?  

a. Employed, working in the Town of Westborough 
b. Employed, working outside the Town of Westborough  
c. Not employed/Retired 
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Appendix B: Business Survey Instrument 
 
The Town of Westborough is interested in your perspective on Town services. The Town retained The 
Novak Consulting Group, a part of Raftelis, to assess how the Town can maximize the effectiveness of its 
operations and adequately staff its organization in order to provide high quality services that support the 
local economy. 
 
As part of this effort, The Novak Consulting Group developed this survey to gather input from Town 
businesses. We appreciate you taking the time to complete this survey and share your thoughts. 
 
All responses are confidential and no identifying information will be collected. Your submitted survey 
results will be sent directly to the consultant and tabulated and summarized by The Novak Consulting 
Group. 
 
Town Services 
 

1. What is your overall level of satisfaction with the services provided by the Town to your business? 
(Very Satisfied, Satisfied, Unsatisfied, Very Unsatisfied) 
 

2. Please rate your level of satisfaction with the following Town services and amenities, if applicable.  
(Very Satisfied, Satisfied, Unsatisfied, Very Unsatisfied, Not Applicable) 

a. Arts and cultural events 
b. Planning/Zoning/Development Review process 
c. Inspections processes 
d. Licensing and permitting processes 
e. Parking availability 
f. Public safety services 
g. Streets and sidewalk maintenance 
h. Economic development and business activities 

 
3. What is the most important thing the Town currently does to support your business?  

 
4. Are there any services that you wish the Town would provide that are not currently available?  

 
5. What are the biggest challenges facing your business? Select up to five.  

a. Attracting and retaining employees 
b. Crime 
c. General economic factors 
d. Marketing 
e. Parking 
f. Rent/building costs 
g. Property taxes 
h. Traffic 
i. Utilities costs 
j. Other (please specify) 
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Demographics 
6. What is your industry? 

a. Agriculture, Forestry, Fishing and Hunting, and Mining  
b. Construction 
c. Manufacturing 
d. Wholesale Trade 
e. Retail Trade 
f. Transportation and Warehousing, and Utilities 
g. Information 
h. Finance and Insurance, and Real Estate and Rental and Leasing 
i. Professional, Scientific, and Management, and Administrative and Waste Management 

Services 
j. Educational Services, and Health Care and Social Assistance 
k. Arts, Entertainment, and Recreation, and Accommodation and Food Services 
l. Other 

 
7. How many employees do you have? 

a. Less than 10 
b. 10 to 24 
c. 25 to 49 
d. 50 to 99 
e. 100 to 500 
f. Greater than 500 

 
8. How long has your business been based in Westborough? 

a. Less than 5 years 
b. 5 to 10 years 
c. 11 to 25 years 
d. Greater than 25 years 
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Appendix C: Example Performance Measures 
 
Table 57: Example Performance Measures by Department 

Department or 
Function Program Workload Efficiency Outcome 

Town 
Administration 

Budget 

Number of 
department budget 
requests processed 
annually 

Average days to complete 
budget requests 

Percentage of budget 
requests completed on 
time 

Human 
Resources 

Number of 
recruitments 
conducted annually 

Average days from job 
placement to hire 

Percentage of 
recruitments completed 
on time 

Licenses 
Number of licenses 
issued annually by 
type 

Cost of issuing licenses 
(labor and materials) 

Percentage of licenses 
that recover processing 
costs 

Vital Records 
Number of local 
census records 
processed annually 

Total labor hours spent 
processing local census 
records each year 

Error rate 
tracking/entering census 
records 

Finance 

Procurement 
Number of accounts 
payable requests 
processed annually 

Average labor hours per 
procurement effort 

Percentage of 
procurements completed 
within acceptable 
timeframes 

Payroll 
Number of special 
payroll entries/ 
modifications per year 

Total labor hours spent 
processing payroll each 
year 

Error rate associated 
with payroll processing 

Property 
Valuation 
Assessments 

Number of 
assessments 
conducted each year 
by type 

Average labor hours per 
assessment inspection 

Percentage of 
assessments completed 
on time 

Community 
Development 

Economic 
Development 

Number of business 
retention visits 
conducted each year 

Average labor hours per 
business retention visit 

Percentage of business 
retention visits resulting 
in a lead/follow-up 
action 

Development 
Review 

Number of permit and 
plan reviews each year 
by type 

Average labor hours 
associated with 
development review 

Percentage of permits 
issued/plans reviewed 
within target timeframes 

Inspections 
Number of inspections 
completed each year 
by type 

Average labor hours per 
inspection 

Percentage of 
inspections completed 
on time 

Health Communicable 
Disease 

Number of 
communicable disease 
case investigations 
annually by type 

Average cost of 
investigation/remediation 
associated with 
communicable disease 
investigations 

Percentage of 
communicable disease 
investigations that do not 
require reopening 
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Department or 
Function Program Workload Efficiency Outcome 

Inspections 
Number of health 
inspections conducted 
each year by type 

Average labor hours per 
inspection 

Percentage of initial 
inspections that pass 

Human 
Services 

Counseling Number of clients per 
program per year 

Average labor hours 
spent providing services 
per program 

Percentage of clients 
who receive satisfactory 
service 

Education and 
Outreach 

Number of residents 
served by each 
educational/outreach 
program 

Per capita cost of 
programs by client 

Percentage of clients 
who express satisfaction 
with programs 

Senior Center 
Number of seniors 
served by the Senior 
Center each year 

Per capita cost of services 
provided to seniors 

Percentage of programs 
offered at or below 
expected costs 

Information 
Technology 

GIS 
Number of GIS 
mapping requests 
received 

Average labor hours 
spent creating maps 

Percentage of map 
requests completed on 
time 

Help Desk 
Number of help desk 
requests received by 
type 

Average labor hours 
spent diagnosing and 
addressing requests 

Percentage of clients 
expressing satisfaction 
with help desk services 

Systems 
Management 

Number of 
infrastructure 
upgrades completed 
annually 

Average labor hours 
spent upgrading systems 

Percentage of upgrades 
completed on time 

Library 

Circulation 
Number of materials 
circulated annually by 
type 

Total labor hours 
required to maintain the 
circulation system 

Percentage of materials 
lost annually 

Outreach 
Number of outreach 
programs/events 
conducted 

Average labor hours 
required to develop and 
implement each program 

Percentage of patrons 
who rate library 
programs favorably 

Recreation 

Programming 
Number of patrons 
served by each 
recreation program 

Per capita program cost 
by patron 

Percentage of patrons 
who rate recreation 
programs favorably 

Golf Course Number of rounds of 
golf played annually 

Total labor hours 
required to conduct golf 
course maintenance 

Cost recovery rate of golf 
course operations 

Public Works 

Administration 
Number of meter 
readings collected 
annually 

Total labor hours 
required to verify/revise 
meter readings 

Percentage of meters 
requiring follow-up reads 

Engineering 

Number of 
engineering permits 
issued annually by 
type 

Average labor hours 
required to process 
permits 

Percentage of permits 
issued within target 
timeframes 

Facilities and 
Fleet 

Number of fleet work 
orders completed 
annually 

Average labor hours per 
work order 

Percentage of repairs 
completed within target 
timeframes 
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Department or 
Function Program Workload Efficiency Outcome 

Water Number of hydrants 
exercised annually 

Total labor hours 
required to complete 
hydrant exercises 

Percentage of hydrant 
exercises conducted on 
time 

Sewer 
Number of grease 
traps inspected 
annually  

Total labor hours 
required to inspect 
grease traps 

Percentage of grease 
traps passing inspection 

Highway Number of potholes 
repaired annually 

Total labor hours 
required to repair 
potholes 

Percentage of potholes 
that reoccur from 
previous season(s) 

Park and 
Forestry 

Number of acres to 
mow each summer 

Total labor hours 
required to mow 

Percentage of parks and 
fields that meet mowing 
standards 
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Appendix D: Example Public Works Work Plan 
 

Aquatics Maintenance
Bathroom Maintenance
Carpentry Repairs
Field / Court Maintenance

Drag Fields/Grade Fields
Paint Lines

Install/Remove goals/goal post
Install/Remove nets/rims

Repairs to benches, infield, fences, back 
boards, and courts

Fish Hatchery
Garbage

Emptying Cans & Bins
Dumpsters

In The Ground Cans
Pick-up Recycling

Policing Litter
Grounds Maintenance

Watering (Trees and plants)
Night Watering (bowls & planters on 

Hamilton St, other locations) 
Spring Clean-Up

Pruning / Sheering Shrubs
Hauling Debris

Leaf Removal
Mowing (High, Arm, Wing, Zero-turn, 

Push)
Mulching

Spraying / Weeding
Planting

Oct. Nov. Dec.

City of Allentown 
Parks Maintenance Monthly Tasks

Jan. Feb. Mar. Apr. May June July Aug. Sept.
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Turf Maintenance
Spraying

Fertilizing
Seeding

Aerating
Riparian Buffers

Roadside Spraying
Mechanical Maintenance

Service Equipment
Cleaning vehicle

Basic repairs - tires, belts, fuses 
replacements

Miscellaneous
Fish Ladder Maintenance

Sign Maintenance (hanging, repairing, 
replacing)

Inventory Control
Lights in the Parkway/Seasonal 

Decorations
Trainings

Vandalism Repairs
Park Events

Volunteer Projects
Movies in the Park

Band Trailer
Sports Tournaments

Special Event Set-up / break-down
Playground Maintenance

Mulching
Inspections

Repairs
Build
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Plumbing Maintenance
Water line repairs

Faucet, toilet, urinal repairs 
Water Fountain Repairs

Irrigation Repairs
Turning water on

Winterizing 
Snow Removal (Plowing & Sidewalks)
Tree Work

Tree Removals
Stump Removals

Brush Clearing
Pruning / Elevating

Planting
Street Sign Clearance

Camera Clearance
Sign Clearance

Emergency Calls - Street Trees
Electrical Maintenance

Repairs
Projects

LED Upgrades
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