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December 5, 2018

Honorable Mayor Kwasi Fraser
Town of Purcellville
221 South Nursery Avenue
Purcellville, VA 20132
Dear Mayor Fraser:
We are pleased to present this Organizational Assessment Report for the Town of Purcellville. This draft
report contains a review of all Town departments (excluding Police) including service delivery models,
staffing levels, processes, and procedures utilized to accomplish core functions.
The recommendations contained in this report are based on input and information provided by Town staff
and industry standards and best practices that are appropriate for Purcellville. They are designed to clarify
roles and relationships among elected officials and staff, maximize existing staff capacity, improve
operations, implement data collection, assess program outcomes, and increase transparency. We are
confident these recommendations can serve as a framework for enhancing organizational performance.
Implementing these recommendations will require careful attention and consideration from the Town
Council, as well as a collaborative working relationship with the Town Manager.
Thank you for the opportunity to work with the Town of Purcellville.

Sincerely,

Michelle Ferguson
Organizational Assessment Practice Leader
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Executive Summary
Over the last several years, the Town of Purcellville has experienced ongoing population growth and
significant changes in the organization’s senior staff, culture, and management practices. To better
understand how existing structures and staffing impact service delivery in light of this growth and change,
the Town engaged The Novak Consulting Group to conduct an organizational assessment of Town
departments. The Police Department was not included in this scope of work.
The analysis contained in this report demonstrates that the Town offers a high level of service with
relatively few staff, particularly compared to peer communities in northern Virginia. The ratio of Town
staff per thousand residents is the second-lowest among benchmark communities surveyed for this
report, and the ratio of Town staff for every million dollars in operating funds is the third-lowest among
peers. While appropriate staffing levels are based on more than mere ratios, these indictors demonstrate
that the Town’s staffing level is lean and speak to staff’s ability to provide comprehensive services with
limited resources.
Effectively evaluating an organization’s staffing needs requires balancing the service expectations of the
Town Council and Purcellville community with the time, monetary, and human resources required to
deliver those services. Given the Town’s budget priorities, The Novak Consulting Group examined each
department’s structure and staffing levels with a critical eye toward maximizing the efficiency of existing
positions, enhancing and streamlining processes, and evaluating appropriate contracting opportunities.
These recommendations are designed to encourage investments in technology, capital assets, and
process improvements which will help automate tasks and enable the Town to more effectively utilize
existing personnel.
This analytical approach avoids adding staff unless there are demonstrable personnel needs in the
organization. Where staffing needs are identified, this report seeks to emphasize the strategic value of
those positions over the long-term as a way of enhancing the Town’s ability to continue growing and
adapting to changing circumstances.
Additionally, this report identifies and discusses recommendations designed to streamline the Town’s
approach to service delivery, work planning, policy administration, and governance. Without sustained
attention to these areas, the Town is limited in its ability to manage and evaluate the work assigned to
the organization. It is critical for the Town to continue developing the governance and management
structures necessary to guide staff’s work and inform future staffing decisions based on the Council’s
strategic priorities.
By implementing the recommendations in this report, the Town will create necessary capacity for existing
programs, enhance service delivery, more clearly prioritize projects and initiatives, strengthen reporting
and performance measurement capabilities, and align staffing levels with existing practices and service
demands.
The following table lists each recommendation contained in this report.
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Table 1: List of Recommendations

Number
Town Council
1

Recommendation Title

Regularly update and revise the Town’s strategic plan and priority focus areas.
Develop organizational and department work plans based on the Town Council’s
2
strategic plan.
3
Establish a formal protocol for Council and Staff communication.
Establish a compensation philosophy and conduct a classification and compensation
4
study.
5
Establish formal policies and procedures for the Town’s advisory boards.
6
Create alignment among Town Charter, Code, and practices.
Town Administration
7
Develop and implement a Town-wide performance measurement program.
8
Implement a Customer Relationship Management system.
9
Utilize existing staff capacity to more efficiently provide administrative support.
10
Hire an Administrative Assistant to support the Town Administration Department.
Modify Town ordinances to comply with State law and identify funding for contract
11
legal services to address backlog.
Human Resources
12
Revise and update the Town’s Personnel Manual.
13
Implement the MUNIS® Human Resources module.
14
Purchase the MUNIS Recruiting® module.
15
Conduct exit interviews as employees leave the organization.
16
Establish an Employee Recognition Program.
17
Establish formal professional development goals and an employee training program.
Information Technology
18
Expand and formalize the IT Department’s technology plan.
19
Establish a Technology Advisory Committee.
Finance
20
Standardize the budget instruction and departmental budget request process.
21
Create Capital and IT Budget Review Committees.
22
Transition from Cobalt™ to MUNIS™ for payroll.
23
Implement an updated time management system for all departments.
24
Create a centralized contract management, review and oversight process.
25
Create standard contract language for commonly-used types of contracts.
26
Implement a purchasing card program.
27
Add full-time staff capacity for the procurement and budgeting functions.
Complete an indirect cost allocation study to identify the appropriate level of Water
28
and Wastewater Fund revenues to be transferred to the General Fund on an annual
basis.
Parks and Recreation
Formalize service level expectations associated with the Town’s parks and recreation
29
functions.
30
Develop a Parks and Recreation annual work plan.
Community Development
31
Invest in development review software to enhance data tracking capabilities.
The Novak Consulting Group
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Number
32
33
34
Public Works
35
36
37
38
39
40
41
42
43
44
45
46
47
48

Page 3

Recommendation Title
Restructure Planning Technician work schedules to provide continuous coverage at the
customer service window.
Issue an RFP for consulting services to update the Town’s sign code and zoning
ordinance.
Develop a comprehensive economic development plan.
Create an asset management system and perform regular inventories of existing
assets.
Conduct regular facility and asset condition assessments.
Create a Department-wide annual work plan.
Establish service level expectations for reactive service requests and develop a policy
to address reactive requests.
Implement Department-wide time tracking.
Retitle the Operations Inspector/Maintenance Technician position to Engineering
Inspector.
Contract out mowing services.
Develop consistent communications practices.
Evaluate the impact of proposed CIP projects involving new facilities, streets, and
utilities infrastructure prior to construction.
Prioritize automation and energy efficiency when implementing CIP projects.
Use an aerial work platform for tasks performed at elevation.
Purchase a two-post lift for safer and more efficient fleet maintenance.
Conduct a utility rate study and move towards a simplified rate structure.
Conduct a new propagation study to understand the cost and feasibility of increasing
Advanced Metering Infrastructure coverage.

The following table lists staffing-related recommendations and associated costs discussed in this report.
Table 2: Staffing Recommendations with Cost Impacts

Number
10
27
29
Total

Recommendation Title
Hire an Administrative Assistant to support the Town
Administration Department.
Add full-time staff capacity for the procurement and budgeting
functions.
Formalize service level expectations associated with the Town’s
parks and recreation functions.
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Background and Methodology
In August 2018, the Town of Purcellville engaged The Novak Consulting Group to conduct an
organizational assessment of the Town organization. The purpose of this assessment was to review and
assess the Town’s structure, operations, service levels, staffing, processes, and procedures, and to make
recommendations designed to improve organizational efficiency and effectiveness. This assessment
included all Town departments except the Police Department.
To accomplish this work, The Novak Consulting Group conducted individual interviews and employee
focus groups to learn about the Town’s operations and understand employee perceptions. In total, these
interviews and focus groups involved nearly 50 Town staff. In addition, The Novak Consulting Group
conducted two community meetings on October 22, 2018 which were attended by 11 residents.
The Novak Consulting Group also requested and received information about the Town’s budget,
operations, and workload in each department. Feedback from employees and community members,
along with data analysis conducted as part of this assessment, informed the recommendations included
in this report.

About the Town of Purcellville

Purcellville is located approximately 40 miles west of the Washington, D.C. metro area in Loudoun County,
Virginia. The Town government includes an independently elected Mayor and a Town Council consisting
of six representatives elected at-large. The Town operates under a Council-Manager form of government,
and the current Town Manager was appointed in March 2018. The following figure illustrates direct
reports to the Town Manager and the various functions assigned to department directors.
Town Council

Town Attorney

Director of
Administration

Director of
Human Resources

Director of
Community
Development

Town Manager

Director of
Finance

Parks and
Recreation

Town Clerk

Director of
Information
Technology

Director of
Public Works

Chief of Police

Capital Projects
and Engineering

Water

Utilities and Street
Maintenance

Wastewater

Figure 1: Town of Purcellville Organizational Chart, 2018
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The Town has experienced significant population growth over the last several decades. Between the 2000
and 2010 Decennial Census, the population grew by approximately 4,143 persons; this represents a 116%
increase over that 10-year period. These growth trends have persisted. According to the Census Bureau’s
2017 Population Estimates Program (PEP), the Town’s current population is approximately 9,771 persons,
equivalent to a 26% increase compared to the 2010 Census. The following figure compares population
growth in Purcellville during the 2000 and 2010 Decennial Censuses, as well as the Census Bureau’s 2017
population estimate.

Town of Purcellville Population
12,000
9,771

10,000
7,727

8,000
6,000
4,000

3,584

2,000
-

2000 Census

2010 Census

2017 PEP

Figure 2: Town of Purcellville Population Growth, 2000-2017 (Estimated)

According to the Census Bureau’s 2016 American Community Survey, the Town’s population is relatively
homogenous. Approximately 89% of Town residents identify as White, while 5% identify as Asian and 4%
identify as African-American.

Staffing

Over the last five years, the Town’s staff has grown by 6.75 full-time equivalent (FTE) positions. Three of
these positions are attributable to new Police Officers. The remainder of the Town’s staffing growth has
occurred in the Finance and Information Technology Departments with the creation of new positions and
the conversion of part-time positions to full-time. The following table illustrates staffing level changes in
each Town department over the last five years.
Table 3: Staffing Level by Department, FY2015 Actual-FY2019 Adopted

Department
Administration
Parks and Recreation
Community Development

FY2015 FY2016 FY2017
FY2018
FY2019
Actual Actual Actual Estimated Adopted
7.60
7.10
7.60
7.20
7.20
.70
1.20
1.20
1.20
1.20
4.00
4.00
4.00
4.00
4.00
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Department
Finance
Information Technology
Police
Public Works
Total

FY2015 FY2016 FY2017
FY2018
FY2019
Actual Actual Actual Estimated Adopted
7.60
8.60
8.60
8.60
9.30
1.65
2.60
2.60
3.00
3.00
17.00
17.00
18.00
18.00
20.00
36.00
35.60
36.60
37.60
36.60
74.55
76.10
78.60
79.60
81.30

Percent Change
FY2015 to FY2019
22%
82%
18%
2%
9%

Budget

The Town operates on a fiscal year from July 1 through June 30. Town operations are supported by four
funds. The General Fund supports all Town departments except Parks and Recreation and the Town’s
water and wastewater utilities. The Special Parks and Recreation Fund supports Parks and Recreation
personnel and operations. The Water and Wastewater Enterprise Funds support the Town’s water and
wastewater utility operations. The following table illustrates operating expenses in each fund over the
last several years.
Table 4: Town Operating Expenses by Fund, FY2015 Actual-FY2019 Adopted

Fund

FY2015
Actual

FY2016
Actual

Percent Change
FY2015 to
FY2018
$8,600,130 $11,662,752 $10,118,992
13%
FY2017
Actual

FY2018
Estimated

FY2019
Adopted

General
$8,954,412 $8,922,058
Special Parks
$501,920
$456,421
$458,560 $3,191,105
$577,845
and Recreation
Wastewater
$3,636,221 $3,724,839 $3,860,644 $4,268,100 $4,857,556
Water
$3,045,715 $2,857,502 $2,835,304 $3,982,422 $5,294,821
Total
$16,138,268 $15,960,820 $15,754,638 $23,104,379 $20,849,214

15%
34%
74%
29%

Compared to FY2015 Actuals, the FY2019 Adopted Budget anticipates higher personnel-related expenses,
which is a primary contributor to increases in the General and Special Parks and Recreation Funds.
Increased expenses in the Wastewater and Water Funds are attributable to increased budgets for
reserves, transfers for capital projects, and investments in equipment and facility maintenance which will
be made with operating funds.

Peer Communities

The Novak Consulting Group evaluated key indicators in several peer Virginia communities, including the
Towns and Cities of Franklin, Leesburg, Radford, Vienna, Warrenton, and Woodstock. The following table
includes a comparison of each peer community’s 2017 population per the United States Census’
Population Estimates Program and the number of authorized FTEs in FY2019.
Table 5: Population and Staffing in Peer Virginia Communities

Virginia Community
City of Franklin
Town of Leesburg
Town of Purcellville

2017 Census
Population Estimate
8,176
54,215
9,771

FY2019 Authorized
FTEs
205.00
355.50
82.30
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Virginia Community
City of Radford
Town of Vienna
Town of Warrenton
Town of Woodstock

2017 Census
Population Estimate
17,658
16,544
9,875
5,212

FY2019 Authorized
FTEs
283.01
187.13
178.50
59.00

Among peer communities, Woodstock has the lowest overall population at 5,212 residents, while
Leesburg has the highest population at more than 54,000 residents. Purcellville's closest peer
communities in terms of population are Warrenton and Franklin. The average authorized staffing among
all peer communities is approximately 193 FTEs, and Purcellville’s current estimated authorized staffing is
less than half of this average at approximately 82 FTEs. The following figure illustrates the ratio of FTEs
per 1,000 population in each community.

Ratio of FTEs per 1,000 Residents
30.0
25.0

25.1

20.0

18.1

FTEs

16.0
15.0
11.3

11.3

10.0

8.4

6.6

5.0
0.0

Franklin

Warrenton

Radford

Woodstock

Vienna

Purcellville

Leesburg

Figure 3: Ratio of FTEs per 1,000 Residents in Purcellville Peer Communities

Purcellville employs approximately 8.4 FTEs per 1,000 residents, which is the second-lowest ratio of staff
per 1,000 population among peer communities. The only community with a lower staffing ratio is Leesburg
at 6.6 FTEs for every 1,000 residents. However, it is important to emphasize that the functions and services
provided by each of the peer communities vary considerably and contribute to fluctuations among staffing
levels. Some of the benchmark jurisdictions manage a wider variety of services than Purcellville. For
example, all other benchmark jurisdictions manage their own municipal parks. Franklin, Radford, Vienna,
and Warrenton provide solid waste collection, and Franklin and Radford manage their own Fire
Departments.
In addition to comparing authorized FTEs to each community’s population, it is useful to examine the ratio
of FTEs to total operating expenses. This provides a relative indicator of the number of FTEs per dollar
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spent on operations. The following table illustrates total FTEs and authorized FY2019 operating budgets
in each peer community.
Table 6: Budget and Staffing in Peer Communities

Total FY2019
Operating Budget
$65,822,494
$110,390,648
$20,849,212
$58,189,863
$38,651,570
$34,257,486
$13,182,480

Virginia Community
City of Franklin
Town of Leesburg
Town of Purcellville
City of Radford
Town of Vienna
Town of Warrenton
Town of Woodstock

FY2019
Authorized FTEs
205.00
355.50
82.30
283.01
187.13
178.50
59.00

The average operating budget among peer communities is $48.8 million. The figure below shows that all
benchmark communities are relatively comparable in their budget to FTE ratio, ranging between 3.1 and
5.2 FTEs for every $1 million in operating expenditures. Purcellville has the third-lowest ratio, with 3.9
FTEs per $1 million in operating expenditures.

Ratio of FTEs per $1 Million in Operating Budget
6.0
5.2
5.0

4.9

4.8

4.5
3.9

FTEs

4.0

3.2

3.1

Leesburg

Franklin

3.0
2.0
1.0
0.0

Warrenton

Radford

Vienna

Woodstock

Purcellville

Figure 4: Ratio of FTEs per $1,000,000 in FY2019 Operating Expenditures in Purcellville Peer Communities

Although these ratios suggest that Purcellville has a leaner staff than many counterparts, they do not
necessarily imply that the Town is understaffed. An organization’s staffing needs are best determined by
the services it offers and the number of personnel needed to provide acceptable service levels. While
ratios of staff to population and budget are insightful, they do not account for differences in services
provided, customer expectations, community characteristics, and other unique aspects which affect
staffing in each community.
The Novak Consulting Group
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Community Summits
In order to engage the community in the Organizational Assessment, The Novak Consulting Group
facilitated two community summits. The purpose of the summits was to gather public input on the Town’s
strengths and challenges. The summits were held on October 22, 2018, and a total of 11 residents
participated in the sessions. A listing of the comments received is provided below. (Due to the limited
number of participants, these themes are not intended to be representative of the Purcellville community
as a whole.)

Introductions

At the start of the session, participants were invited to share how many years they had lived in the Town
and what made them decide to live here. Their responses:
• Lived here four months. Where we lived before was near a busy road, had a small yard, and was
in a congested area. I wanted the kids to know what it was like to slow down, have opportunities
to be outside. I like that it’s a small town, outdoorsy.
• Grew up here and moved back about five years ago. I moved to be near family.
• Lived here one month. I wanted a house instead of a condo, and Purcellville was affordable.
• Lived here 13 years. I like the small-town feel.
• Lived here five years. I wanted a calmer vibe.
• Lived here 12 years. I like the views and the small-town feel.
• Born and raised. No other place I’d want to be.
• Born and raised. I like that I still live near family.
• Lived here 22 years. I like being able to walk to everything, and I have made really good friends.
• Lived here 13 years. I like the affordability and small-town feel. It’s a great place to raise kids and
grandkids. It is walkable and has a strong sense of community.

Strengths

Participants were asked what the Town government does particularly well. In general, respondents
praised the Town services and Town staff:
• Customer service
• Police
• Snow plowing
• Fulfilling basic needs of residents
• Top-notch service
• Everyone is helpful and has a smile on their faces
• There is a name and a face that help you, they see the problem to the end
• Town water quality
• Transparency; efforts to involve residents in Town decision-making
• Friendly, helpful staff
• Staff respond quickly to storm damage
• The people responsible for Town festivals have done a good job
Participants were also asked in what ways Purcellville is the best place they have ever lived. Their
responses:
• It is not that hard of a commute to be able to get the best of both worlds
• The Town offers great outdoor activities while still being close to DC
The Novak Consulting Group
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Economic diversity
Affordability of buying a house
Access to and views of beautiful natural areas
Family is close by; this is home
More walkable than where I lived before
A lot of good memories
It is the hometown that everyone wants to be part of
Choices for school; different opportunities for different types of kids

Challenges

Participants were asked about the challenges facing Town government and the Purcellville community.
When asked whether they had ever been disappointed in any Town services they had received, the most
common response among participants was the cost of water. Their responses to Town challenges:
• Price of water (mentioned by several people)
• Takes a long time for the Town to make decisions
• Elderly mother’s water usage suddenly jumped up; there are no leaks, and it’s the plumber’s belief
that it is an issue with a faulty backflow meter. The Town did not help resolve the problem other
than checking for leaks.
• Town records still showed ownership of a motorcycle that had long been sold; kept asking for
personal property tax on it.
• Painting the water tower painting affecting network connectivity; did the Town think ahead about
the impact on residents?
• There are issues with parking during big events
Participants were asked if there is anything they would want the Town to do differently or more
frequently. Their responses:
• It is important that we tie any additional services to the impact they will have on taxes
• The Council could better explain short, middle, long-term expenses associated with capital
projects
• Traffic flow could be improved, e.g., timing of the lights doesn’t feel like a priority
• The Town could have more sidewalks to be more walkable. Crossing Main Street can be difficult.
It is also difficult to walk to Town shops and restaurants from Mayfair.
• The ballfield should be operational as much as possible
• The Town should continue to have its own police force and not rely on the County; community
policing is important
• Has Town staff growth kept pace with the growth of the population?
• There should be a full-time events coordinator; it is important to have someone dedicated to
making relationships full-time
• There should be some kind of community event every month, and a mix of events for all ages
• There are not a lot of resources for the elderly, e.g., assisted living
• Internal communications among Town staff could be better; it seems like often one hand does
not know what the other is doing
• I would like to hear less from the Council; meetings seem to be a lot of talk
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Participants were asked if there are any other major challenges facing the community. Their responses:
• It’s mostly over now, but the scandals have been a costly challenge. A lot of taxpayer money went
into remediating those issues. There was this idea that the review would find a smoking gun, but
that was not going to happen. The accountability piece is slow in coming, may not fully materialize.
• Managing growth - Growth is going to happen. The Town has grown so much but still retains
small-town charm. The emphasis should not be on slowing growth it should be on growing while
retaining that sense of community.
• One challenge is getting the word out to fellow citizens to get them engaged, voting for their
interests
• The Town Food and Wine Festival was rained out and people got their money back - why wasn’t
there a back-up plan for weather?
• Water - the current system is costly, wasteful, inefficient
• It is important to be ready for growth and plan for how the services will keep up
• The price of housing means that many young people cannot afford to buy here; the community is
segregated by income levels
• There is turnover in Town staff; there seems to always be an opening
• Traffic

Opportunities

Participants were asked what Town government’s role should be in helping to address the issues they
identified. Their responses:
• The Town should not have an attitude of “no growth.” It should be thinking about how to grow
smartly while still maintaining a small-town feel.
• Some of the decisions made in recent years reflect a disconnect between what the Council wants
and what residents want; I do not know how much a decision will cost, or how much it would cost
not to do it.
• Question of why the Town is still considering putting up a cellphone tower
• The Town Council needs to get back to equilibrium after monetizing was a failure
Participants were asked if there are any other opportunities that the Town should seize. Their thoughts:
• The Town is uniquely situated to have robust agritourism industry; there are opportunities for
B&Bs, shops, etc.
• More could be done to encourage economic development in general in such a high-income area
• There is no hotel in Town
• The Town should adopt guidelines for decision-making as they plan for the Town’s future
• Does the Town want to annex more land? What are the benefits? People do not know about the
issue.
• We have to set the conditions to attract the opportunities that we want, e.g., keep young people
in Town by constructing housing for a variety of incomes
• We should have more recreation opportunities
• We could be doing more to use the assets that we have

Vision for the Future

Participants were asked what they want this community to be known for in ten years. They responded:
• No more scandals
• Good businesses and good restaurants
• People make this area a destination
The Novak Consulting Group
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Small town vibe is balanced with robust economic development - best of both worlds
Town events are publicized, and the community is encouraged to get involved
Town takes the lead in keeping conversations civil, filtering out the rhetoric
Charm and feeling of history are maintained
Green space is well-managed
We corrected the Town’s financial situation and got ahead of it rather than kicking the can down
the road

Finally, participants were asked what would keep them living in Purcellville. They responded:
• Water prices are sustainable
• Residents are not overburdened with regressive expenses like water bill, property tax
• Economic diversity is maintained, and the Town does not become another wealthy enclave
• Improved walkability; residents can walk to Town center
• Assisted living is available; people can age in place
• Grandkids are here and are doing well; kids who have moved away come back
• Quality of healthcare in Loudon County
• Family, feeling safe
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Town Council
The Purcellville Town Council serves as the governing body of the Town. According to the Town Charter,
“the legislative powers of the municipality shall be vested in a municipal council,” 1 which is responsible
for adopting ordinances/local laws, setting salaries and wages, establishing utility rates, developing
policies, and approving the Town’s annual budget.
The Town Council is a seven-member body, which includes an elected Mayor and Councilmembers. The
Mayor serves a two-year term, and Councilmembers serve staggering four-year terms. The Mayor
presides over Council meetings, serves as the ceremonial head of the Town, and signs official Town
documents. The Council annually appoints one of its members as Vice Mayor for a one-year term. Regular
Council meetings are generally twice per month, and periodic special meetings are held on an as-needed
basis.
The Town operates under a Council-Manager form of government. Per the Town Charter, the Council
appoints a Town Manager who “shall hold office during the pleasure of the Council” and is responsible
for all the administrative and executive powers of the municipality, including the power of appointment
of officers and employees. 2 The Town Manager ensures that the municipality’s laws, ordinances,
resolutions and bylaws are executed and is responsible for preparing and submitting an annual budget
to the Council for consideration and adoption. In addition to the Town Manager, the Council also
appoints members to several Boards and Commissions, including the Planning Commission, Zoning Board
of Appeals, and Board of Architectural Review.

Budget

The Town Council and its advisory committees are supported by the General Fund. The following table
details actual expenditures in FY2015 through FY2018, as well as budgeted expenditures in FY2019.
Table 7: Town Council and Advisory Board Expenses – FY2015 through FY2019

Expense Category
Council
Board of
Architectural Review
Arts Committee
Board of Zoning
Appeals
Tree and
Environment
Sustainability
Committee
Economic
Development
Advisory Committee
1
2

FY2015
Actual
$73,690

FY2016
Actual
$74,922

FY2017
FY2018
Actual
Estimated
$86,565
$68,086

FY2019
Adopted
$76,528

Percent Change
FY2015 to FY2019
4%

$3,248

$2,809

$3,078

$3,230

$3,768

16%

$6,429

$13,879

$10,251

$13,076

$20,000

211%

$400

$700

$200

$24

$1,500

275%

$463

$1,110

$1,209

$6,394

$5,000

980%

$36,131

$6,255

$4,789

$1,135

$15,000

-58%

Town Charter, Sec. § 2.1. Legislative powers in municipal council.
Town Charter, Sec. § 5.1 – Appointment, qualifications, terms, removal
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Expense Category
Planning
Commission
Total

FY2015
Actual

FY2016
Actual

FY2017
Actual

FY2018
Estimated

FY2019
Adopted

Percent Change
FY2015 to FY2019

$13,456

$13,810

$13,463

$14,508

$14,350

7%

$133,818 $113,484 $119,555

$106,453

$136,146

2%

Funding for the Town Council and advisory boards has remained largely flat over the past five years. Some
funding for advisory committees experienced large changes by percentage; however, the FY2019
budgeted amount for each of these committees is $20,000 or less.
FY2019 Adopted funding for the Economic Development Advisory Committee (EDAC) is approximately
$20,000 lower than FY2015 Actual funding. This is attributable to Council authorization of additional EDAC
funds in FY2015 for an Economic Development Plan; these additional funds were not carried forward in
the following years. However, in FY2019 the Council authorized additional funding for economic
development planning purposes, albeit at a lower amount than in FY2015.

Town Council Analysis and Recommendations
As the Town’s legislative body, the Council plays an integral role in establishing Town policies, determining
priorities, and establishing future goals and initiatives. This involves strategically considering the Town’s
history, present circumstances, and future possibilities, while providing direction to staff in a clear and
consistent manner. The following recommendations provide insight and guidance regarding critical
functions that are properly the role of the Town Council, including the importance of continued strategic
planning efforts; formalizing communications protocols between Council and staff; updating the Town’s
policies, procedures, and compensation philosophy; and addressing governance needs related to advisory
boards and the Town Charter.

Strategic Planning

Recommendation 1: Regularly update and revise the Town’s strategic plan and priority focus areas.
Strategic planning is a cornerstone of effective organizational management, and benefits both elected
officials as well as the Town’s professional staff. Effective strategic planning answers three central
questions:
•
•
•

Where are we? What do we know to be true?
Where do we want to go? What do we hope will be true in the future?
How do we get there? What must go well in order to make it so?

In September 2018, the Town Council held two strategic planning sessions designed to foster discussion
and consensus among Councilmembers regarding the Town’s strategic priorities, goals, and initiatives. As
part of this effort, the Council also revisited and reviewed the Town’s 2016 adopted vision, mission, core
values, and governance structure. The outcome of this effort resulted in four key strategic focus areas as
identified by the Council, including:
1.
2.
3.
4.

Economic and Community Wellbeing
Good Governance
Strengthening Community Partnerships
Plan for the Future
The Novak Consulting Group
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To support these key focus areas, the Council developed a list of initiatives within each area designed to
move the Town toward achieving its strategic priorities. At the time of this writing, the Council is planning
to continue these strategic discussions and prioritize the initiatives.
The Council’s ongoing effort to engage in strategic planning and create a clearly-defined vision for the
Town’s future is commendable. By undertaking this work and investing time to strategically evaluate its
priorities, the Council is more fully embracing its role as the Town’s chief policy body. Finalizing the
strategic plan will represent a significant achievement and better position the Town staff to implement
clearly articulated focus areas of the Town Council.
However, strategic planning does not occur in a vacuum, and it is important for the Council to regularly
revisit the strategic plan to ensure that the Town’s contemporary needs and future goals are adequately
addressed. As a best practice, strategic plans should be reviewed and updated annually and revised every
three years to provide relevant direction and ensure they reflect the community’s present priorities. To
facilitate this update, it is recommended that the Council establish a policy and/or practice of regularly
updating the strategic plan.
Consistently revising and updating the strategic plan allows the Council to use the plan as a
communications tool for staff and the community at large. The strategic plan sets a tone and direction for
Town staff and should be utilized to guide operational, budgeting, and work planning decisions. For
example, initiatives and projects which are likely to have a greater impact on the Town’s strategic planning
goals should be prioritized above other projects which may have less impact. This prioritization will
directly affect what staff are responsible for accomplishing on a daily, monthly, and annual basis. By
regularly adjusting the strategic plan to reflect contemporary goals, the Town Council can help ensure
that direction to staff is clear and consistent with the Council’s long-term vision and goals.
Recommendation 2: Develop organizational and department work plans based on the Town Council’s
strategic plan.
Creating and regularly updating a formal strategic plan provides an effective framework for establishing
and revising the Town’s goals and objectives. To support the implementation of the strategic plan, it is
necessary to develop formal work plans for departments which align with the Town Council’s priorities,
goals, and initiatives.
Many of the Town’s departments do not currently engage in formal work planning; instead, they carry out
priorities funded by the Town budget and balance other day-to-day requests generated by
Councilmembers, residents, customers, and other stakeholders. This approach contributes to an overall
environment focused on reactive solutions to new problems and requests. Because staff cannot refer to
a strategic plan or annual work plan for guidance, the ability to prioritize new initiatives is constrained.
The purpose of creating formal work plans is to describe, in concrete terms, how the work of each
department will carry out and achieve the goals of the Town Council’s strategic plan. This emphasizes the
role staff play regarding implementation of the Council’s policy direction. An annual work plan allows
departments to systematically organize assigned workload in a manner that constructively supports the
Council’s goals and objectives.
It is a best practice for departments to have an annual work plan that:
• Sets forth the department’s key goals in alignment with the Town’s strategic plan
• Outlines the projects that contribute to the achievement of each goal
The Novak Consulting Group
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•
•
•

Includes estimated timeframes and deadlines
Assigns primary responsibility for achieving each goal/project to an individual
Prioritizes day-to-day activities and service requests

Each year, departments should develop an annual work plan in consultation with the Town Manager. The
work plan should incorporate specific initiatives for staff to focus on throughout the year and describe
how these initiatives directly support the Town’s strategic goals and objectives. Where possible, work plan
initiatives should include an estimated timeframe for completion, the estimated cost of implementing the
initiative, and the estimated number of labor hours required to achieve the initiative. The resulting work
plans will allow department directors and the Town Manager to more accurately quantify existing
initiatives, visualize how initiatives overlap throughout the year, and communicate this information to the
Town Council.
The workplan also serves as an accountability tool for staff because it describes work to be accomplished
and approximate timeframes and deadlines for completing the work. Estimating timelines and associated
labor hours allows staff to communicate the impact of each initiative on overall workload and prevents
overburdening staff with unrealistic performance expectations. This allows the Town’s management staff
to ensure that personnel stay on-task, deliver timely results, and consistently progress toward achieving
the Council’s goals.
Additionally, prioritizing new requests and initiatives that arise throughout the year is more easily
accomplished if a work plan is in place. The work plan provides a framework for determining whether a
new request will readily address the Council’s goals and priorities. If the request is appropriate, staff can
illustrate the impact of adding the initiative to the department’s annual work plan and describe how other
projects and tasks will be affected. This prevents the organization from becoming overburdened with
tasks that do not contribute to the strategic goals of the Town Council.
Finally, it is important for department directors and the Town Manager to utilize annual work plans for
performance management purposes, including periodic reports on project implementation and service
delivery and annual reports discussing initiatives and requests accomplished throughout the year.

Communication

Recommendation 3: Establish a formal protocol for Council and Staff communication.
The Town has experienced a great deal of organizational change in the past 24 months, including turnover
of senior staff positions and the resolution of high-profile personnel issues. These challenges required the
Town Council to assume a more proactive role directing the work of the organization and initiating regular
interactions with staff at all levels of the organization.
In March 2018, the Council hired a new Town Manager. However, the Council continues to maintain a
high degree of involvement in the day-to-day work of Town administration. During interviews for this
assessment, staff throughout the organization indicated having various levels of direct communication
with members of the Council. Communication ranged from general inquires, to Councilmembers asking
staff to respond to specific issues or requests, to reprimanding and correcting staff. This interaction is
happening via phone calls, email, and one-on-one conversations. Sometimes, but not always, the Town
Manager or supervisor is included, or aware, of these staff interactions.
These communication practices have contributed to a sense of confusion among staff. When a request is
received from a member of the Town Council, it is perceived by staff as a top priority, and all other
The Novak Consulting Group
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projects, activities, assignments are placed on hold to attend to the request. While Councilmembers may
not intend for their inquiry or request to be viewed as having a high level of urgency, staff nevertheless
place a high priority on responding as quickly as possible. There is also a perceived level of supervision or
direction when Councilmembers contact staff directly, bypassing the appropriate chain of command. This
can create significant conflicts for staff, particularly when supervisors are unaware of Council requests
and when Councilmembers with competing requests expect equal attention.
It is important to recognize that the Town operates under a Council-Manager form of government, where
all supervision and direction of staff comes from the Town Manager. While the Council became more
involved in day-to-day Town management during previous senior staff leadership transitions, it is essential
for Council to return to a policy-making role and allow the Town Manager to manage the organization’s
operations. It is also important to be mindful of Section 2 of the Town Code, which states: “neither the
council nor any of its members shall give orders to any of the subordinates of the town manager, either
publicly or privately.” 3
It is the Town Manager’s responsibility to work directly with the Council, establish regular communications
with each Councilmember, and hold staff accountable to ensure that the Council’s policy direction is being
implemented. The Council is responsible for holding the Town Manager accountable. Councilmembers
should avoid situations, circumstances, and practices that inappropriately involve them in individual
employee matters or related affairs. 4 A recent International City/County Management Association (ICMA)
publication by Kevin Duggan and Mike Conduff provides relevant guidance on this point:
Regardless of variations in rules, regulations, and expectations regarding elected official contact
with agency staff, it is a fundamental principal of the council-manager form of government that
Councilmembers will not direct staff other than through the manager. In some cases, all direct
contact is discouraged. In other cases, asking questions is considered acceptable, particularly if
directed at higher level employees such as department heads. 5
To clarify roles and responsibilities, improve communications between the Council and staff, and foster a
trustful environment among Council and staff, it is important to establish a formal communications
protocol which describes how the governing body should interact with staff. This will require the Town
Manager and Council to candidly discuss Council and staff communication practices, clearly define when
it is appropriate for a Councilmember to contact a staff member directly, and specify when
Councilmembers should contact the Manager with a request, inquiry, feedback, or question. Typically,
governing bodies will adopt this protocol as a Council or legislative policy and hold each other accountable
to abide by the policy’s requirements.
In addition to the Council policy, the Town Manager should develop a procedure for the organization in
the event staff receive direct requests from Councilmembers:
1. In situations where staff receives a direct request from a Councilmember, those requests
should be forwarded to their supervisor and the Town Manager for review and follow-up.
Town Code 2018, § 2.37 – Orders by council to subordinates of town manager
https://www.oxnard.org/wp-content/uploads/2016/05/Procedures-Manual.pdf
5
Dugan, Kevin and Conduff, Mike. “Making it Work: The Essentials of Council-Manager Relations” (2016).
3
4
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2. The Town Manager will consult with the staff member and appropriate Department Director
regarding the request.
3. The Town Manager will respond to the Councilmember, remind them of the Town’s protocol
for communication with staff, and indicate that the Department is working on a response and
when it will be completed.
4. The Town Manager will then direct the appropriate staff member to work on the
Councilmember’s request; and copy their supervisor if necessary.
5. The staff member should provide the Town Manager with the information requested via email
or electronic memo in the appropriate timeframe; their supervisor should be copied.
6. The Town Manager will provide the information to the Councilmember, and ensure all
Councilmembers are copied on the response.
7. In the event the request takes longer than the anticipated time frame, the staff member
should notify the Town Manager who will notify the Councilmember.
It is common to see language documenting these policies and procedures for both staff and governing
bodies in Personnel Manuals and Council Handbooks. Once a process is developed and implemented, it
should be clearly articulated and shared throughout the organization. All staff, particularly new
employees, must be aware of the proper flow of information through the organization and adhere to the
organizational policy regarding Councilmember requests. Staff should also be permitted to refer a
Councilmember request or inquiry to the Town Manager as appropriate.
The purpose of a more formal communication structure is not to prevent elected officials from interacting
with staff. Rather, it ensures all members of the Council have access to consistent information while also
ensuring that Town management is informed of the frequency, type, and number of requests made by
the governing body.

Policies & Procedures

Recommendation 4: Establish a compensation philosophy and conduct a classification and
compensation study.
The Town does not currently utilize a compensation philosophy to guide decision-making about how to
effectively compensate employees for their work. A compensation philosophy explains the "why" behind
employee pay and creates a framework for making consistent compensation decisions among all staff in
an organization.
The lack of a compensation philosophy creates challenges for staff because managers are provided with
little guidance regarding the appropriateness of employee compensation. Additionally, the Town has not
completed a classification and compensation study since 2008, and there is a perception among staff that
the Town’s wages and benefits are not competitive with other regional employers. This perception was
cited anecdotally by several staff as a primary contributing factor to staff turnover in the organization.
The Town has already undertaken some initial actions to address these compensation-related issues. The
FY2019 Budget includes a $40,000 allocation for a Classification and Compensation study designed to
analyze the Town’s compensation practices in light of the labor market value of jobs in similar
environments. At the time of this review, the Town has selected a vendor and the project is anticipated
to begin in November 2018 and conclude in the first quarter of 2019.
This is an appropriate and commendable action which should receive dedicated time and attention from
staff and the Town Council. The study should evaluate the Town’s current classification and compensation
The Novak Consulting Group
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program, update job descriptions, conduct a market analysis, identify trends and best practices in salary
administration, and make recommendations designed to ensure the Town reasonably and fairly
compensates employees. Results and changes to the Town’s classification and compensation system
should be reflected in the Town’s Personnel Manual.
However, it is also important for the Town Council to develop and adopt an appropriate compensation
philosophy designed to clarify the organization’s approach to pay and benefits. The philosophy should be
based on many factors, including the Town’s financial position, the size of the organization, the Council’s
strategic objectives, and market analysis and other outcomes from the Classification and Compensation
study. Effective compensation philosophies define the governing body’s preferences regarding payrelated factors such as cost of living increases, merit pay and bonuses, starting salary considerations,
relocation incentives, other non-monetary incentives (such as take-home cars), and how frequently the
Town’s classification and compensation system should be reviewed.
According to “Planning and Design: What is a compensation philosophy? What should be included in a
compensation philosophy?” published by the Society of Human Resources Management (SHRM) in May
2018, organizations should periodically review and update their compensation philosophy based on
current factors affecting the organization.
Recommendation 5: Establish formal policies and procedures for the Town’s advisory boards.
The Town utilizes several advisory boards to review critical issues, engage with the public, perform
independent research, review staff reports and recommendations, and provide the Town Council with
informed recommendations and feedback. These advisory boards represent a structured way for
individual residents and stakeholders to share their opinions and perspectives in a focused, small group
format. 6 In total, there are currently eight advisory boards including:
•
•
•
•
•
•
•
•

Arts Council
Board of Architectural Review
Board of Zoning Appeals
Economic Development Advisory Committee
Parks and Recreation Advisory Board
Planning Commission
Tree and Environment Sustainability Committee
Train Station Advisory Board

Some advisory boards, such as the Board of Zoning Appeals and the Planning Commission, are established
by the Town Charter and are responsible for reviewing and facilitating development in the community.
Others are established by ordinance and codified in the Town Code. Regardless of how they are codified,
existing code language describing each advisory board is similar and tends to focus on composition,
appointments, terms, power, duties, and responsibility to develop operating bylaws which are to be
approved by the Town Council.
While the core elements describing how to structure and operate advisory boards are largely defined in
the Town Charter and Code as described above, there is little official guidance available regarding each
Municipal Research and Services Center (2008). Local Government Citizens Advisory Boards, Examples, options, and
model practices for the effective and efficient use of advisory boards by local governments.
6
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advisory board’s purpose, role, and strategic goals. This creates several challenges for advisory board
appointees, the Town Council, and Town staff.
First, the lack of a defined purpose can create a lack of direction for appointees and staff regarding each
group’s role and responsibilities. Second, there is a tendency for some appointees to move beyond an
advisory role and begin directing staff members to accomplish specific projects and initiatives. This
direction can create significant additional workload for the organization. There is also a danger that
projects generated by advisory boards may conflict with the Town’s strategic goals, resulting in
contradictory assignments. Finally, assignments generated by appointees without the knowledge of the
Town Council or Town Manager can impede effective communication within the Town organization.
There is an opportunity to more clearly define the purpose and roles of the Town’s advisory boards and
to describe how these groups fit into the Town’s operational structure. This is especially important for
new appointees who may not be familiar with the full details and responsibilities associated with their
appointment. To accomplish this, the Town should establish formal policies and procedures for each
advisory board which describe the purpose, roles, and responsibilities of each group in greater detail.
These guidelines will assist the governing body with appointments and will provide context and
operational procedures for current and future advisory board members. The policies and procedures for
each advisory board should cover the following topics:

7

•

Purpose Statement – Each advisory board should have a statement of purpose which clearly
outlines its mission, responsibilities, and goals.

•

Operating Language/Bylaws – While most advisory boards currently have formally adopted
bylaws, some have not been updated in decades. Each advisory board should review and update
its operational bylaws and submit revision to the Town Council for approval. Bylaws provide an
operational structure for how the advisory board will operate, including who will chair meetings,
what constitutes a quorum, and if the board will follow parliamentary procedures.

•

Staff Liaison – It is important for the Town to define the relationship between appointees and any
staff assigned to support the group as a liaison. Typically, advisory boards may ask staff for
assistance or information, but they do not direct staff to work on time-intensive projects without
consultation or direction from the Town Manager and Town Council. It is also important for staff
to clearly understand what their role and responsibility is as liaison to the advisory board.

•

Membership – When reviewing Code language, the Town should ensure that membership
qualifications are clearly outlined, along with the number of members, process for appointment,
length of term, and the method for removal/replacement. This information can also be included
in the operational bylaws.

•

Open Meetings – Advisory boards appointed by governing bodies in Virginia are considered
“public bodies” and are subject to Virginia’s Open Meeting Laws. As such, their meetings are open
to the public, agendas should be posted, and minutes should be taken. 7 According to Virginia State
Law, minutes shall be in writing and shall include (a) the date, time, and location of the meeting;

Va. Code § 2.2-3701
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(b) the members of the public body recorded as present and absent; and (c) a summary of the
discussion on matters proposed, deliberated or decided, and a record of any votes taken. 8
•

Annual Work Plan – To be effective, advisory boards should establish an annual or biannual work
plan with their staff liaison. The work plan should be shared with the Town Council. This will
ensure that the work of the advisory board is in alignment with the goals and priorities of the
organization.

•

Annual Reports – One of the most important roles of advisory boards is to advise the governing
body on matters related to their charge. However, this is also one of the most overlooked
activities. Implementing a regular reporting process for the Town’s advisory boards will provide
the Town Council with structured opportunities to be informed by the work of the board, discuss
important issues, and provide policy guidance on the board’s work.

•

Training – The Town should implement an annual training program for new and existing advisory
board appointees. Topics to be covered may include such things as the role of advisory boards,
open meeting laws, conflicts of interest, and parliamentary procedures. The Town should also
develop an advisory board handbook or information packet which includes general information
about the Town, boards and commissions, and meeting procedures.

Governance

Recommendation 6: Create alignment among Town Charter, Code, and practices.
The Town Charter outlines a municipality’s form of government, the powers and responsibilities of elected
and appointed officials and officers, and basic procedures. Purcellville adopted its Town Charter when the
Town was incorporated in 1908, and the Charter was most recently amended in 2012. The Charter is
supported by the Town’s Code of Ordinances (Town Code), the official set of laws that govern the
community. The Town Code is frequently updated through ordinances adopted by the Town Council.
The Town Charter is a foundational document and can be more, but not less, restrictive than State Statute.
The Town Code, by contrast, includes the Town's local laws and regulations related to public health and
safety, zoning, and general welfare. While the Town Code can be changed by Council or through the
initiative or referendum process, changes to the Charter must be formally approved by the Virginia
General Assembly.
It is important that the structure and practices of an organization align with its operating documents;
however, there are several current Town practices which are inconsistent with the Town Charter and Code
as currently written. Specifically, while the Charter and Code require the Town Council to appoint some
specific staff positions, these positions have historically been appointed by and are accountable to the
Town Manager. For example, the Charter states that the Council is responsible for appointing the
Treasurer, 9 Commissioner of Revenue, 10 and Zoning Administrator. 11 However, in practice the Town
Manager has appointed and supervised these positions. Additionally, the Town Code indicates that the
Va. Code § 2.2-3707
Town Charter, § 8-1. Treasurer.
10
Town Charter, § 8-2. Commissioner of Revenue; appointment; duties; assessment of real estate and personal
property for tax purposes; effective date of assessment for tax purposes.
11
Town Charter, § 4-1. Zoning Administrator.
8
9
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Council will appoint a Town Attorney 12 while the practice has been for the Town Manager to appoint and
supervise the Town Attorney.
There is no single best practice for appointing Treasurer, Commissioner of Revenue, Zoning Administrator,
and Attorney positions in Virginia communities. Some communities, such as the Town of Leesburg,
empower the Town Manager to appoint all of these positions. Others reserve some or all of these
appointments for the Council. However, the discrepancy between appointment procedures as outlined in
the Code and as practiced by Purcellville should be reconciled.
This can be accomplished in two ways. The first is to prohibit the Town Manager from making any
appointments specifically granted to the Council in the Town Charter or Town Code. This approach has
the benefit of avoiding major revisions to codified language, but effectively undermines the Town
Manager’s role in the organization and disrupts historical precedent and practices.
A better, but more involved approach requires the Town to amend its Charter and Code to reflect
historical practices. This could be accomplished by amending relevant codified language to specify that
the Treasurer, Commissioner of Revenue, Zoning Administrator, and Attorney positions are appointed by
the Town Manager. However, it must be noted that all amendments to the Town Charter must be
approved by the Virginia General Assembly. 13 Before a Charter change can be heard before the Assembly,
the measure must be approved by ordinance by the Town Council, which also involves a public
hearing/comment process. While this approach will require more time and oversight, it avoids creating
unnecessary disruption in the Town’s operations and current reporting relationships.
It is essential that the Town’s Charter, Code, and internal procedures be aligned to provide clear direction
regarding appropriate procedures for these appointments. Amending the Charter and Code to reflect
current practices will help to ensure the Town is operating in full compliance with codified language.

12
13

Town Code, § 5.2.226 – Appointment; qualifications; terms
Virginia Code § 15.2-202
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Town Administration
The Town Administration Department is responsible for ensuring implementation of Town Council policy
direction and overseeing Town operations. The Department includes the Town Manager, Town Clerk, a
Special Assistant to the Town Manager, a Director of Administration, and three part-time Office Associate
positions. While the Town Attorney’s Office is technically separate from the Administration Department,
the Town treats the Attorney and Town Administration as a single department for budgeting purposes;
there is no separate Town Attorney budget.
The following figure summarizes the organizational structure for the Town Administration and the Town
Attorney’s office.
Town Council

Town Attorney
1.0 FTE

Town Manager
1.0 FTE

Town Clerk
1.0 FTE

Director of
Administration
1.0 FTE

Office Associate
1.0 FTE

Grant/Insurance
Coordinator
0.2 FTE

Figure 5: Town Administration and Town Attorney Organizational Structure, 2018

The Town Manager is responsible for implementation of the Town Council’s goals, policies, and programs
and for the enforcement of all laws and ordinances within the municipality. The Town Manager also
supervises department directors.
The Town Clerk is responsible for scheduling all public meetings and posting all legal meeting notices and
advertisements for all departments, creation, coordination and distribution of the Town Council agenda
packets, and the transcription of minutes. The Clerk is the official recorder and archivist retaining and
preserving Town records in accordance with the Library of Virginia, manages and aids in drafting
resolutions and ordinances. The Clerk coordinates public information through the news releases, official
Town website and social media, provides support to the Town Council and Committee, Commission and
Board liaisons as well as guidance and support across all Town departments and serves as the official FOIA
Officer, managing FOIA compliance and records requests. The Clerk maintains records of membership for
all Town committees, commissions and boards. The Clerk uploads content to the website to include
meeting agendas, meeting minutes, meeting recordings, resolutions, ordinances, news releases, public
notices and also creates and manages project pages. The Clerk manages the HVAC contract and service
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for the Town and processes invoices for all Town facilities. The Clerk manages the Mayor’s Town calendar
to include meetings, grand opening/ribbon cuttings and other business meetings scheduled by the Mayor.
The Director of Administration provides high level management support to the Town Manager, oversight
for several administrative functions as well as daily operational guidance and support to other
departments, as needed, with problem resolution, operational and customer service issues, and
personnel matters. The Director of Administration performs the duties of the Town Manager, as assigned,
during the Town Manager’s absence. This position is responsible for the development and management
of the Administration, Town Hall, and Refuse and Recycling budgets. This position manages several Townwide contracts including the concessions contract for Town-owned recreation facilities, the refuse and
recycling contract, and the janitorial contract and serves as the Town’s risk manager and emergency
management coordinator. During emergency situations, the Director of Administration is responsible for
Emergency Operations Center communications and for continued operations at Town Hall. The Director
of Administration is also responsible for managing the Town’s customer service personnel in Town Hall,
overseeing part-time Office Associates who staff the reception areas of Town Hall from 8:00 am to 5:00
pm every weekday. The Grant/Insurance Coordinator is a part-time position responsible for applying for
and managing grants, assisting in contract management, and assisting with special projects as assigned.
The Director of Administration is also responsible for the oversight, direction and supervision of personnel
in the Parks and Recreation Department.
The Town Attorney serves as Corporation Counsel and provides legal support for the Town staff and the
Town Council. The Town Attorney is also responsible for keeping the Town Council and staff informed of
legislative changes or litigation affecting the Town. The Attorney represents the Town in legal matters,
and provides legal support and advice to the Town Council and Town departments in areas such as:
• Drafting and updating policies and ordinances
• Drafting and reviewing Town contracts and leases
• Drafting and reviewing plats, deeds, proffers, legal advertisements, and zoning determinations
• Advising on issues of Freedom of Information Act, Conflict of Interest Act, rules of procedure, and
records management
• Consulting with Human Resources regarding employee discipline and grievances, employment
law, and personnel policies
• Advising on issues concerning procurement and expenditure of public funds
• Overseeing outside legal counsel, litigation, and code enforcement

Core Services

The Town Administration Department and Town Attorney perform a variety of services and tasks that
constitute core department services. Those functions are summarized in the table below.
Table 8: Town Administration Department and Town Attorney Core Services

Function/Division

Program Area
Town Manager

Administration

Administration

•
•
•
•

Activities
Implements Town Council’s policy direction
Oversees Town operations
Develop and administer department budget
Oversees Town-wide contracts, such as the contract
for waste hauling
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Program Area
•
•
•
•
•
•
Clerk

Attorney

•
•
•

Departmental and
Council support

•
•
•
•
•
•
•
•

Legal
Representation

Activities
Oversees management of Town facilities, including
the janitorial contract
Conducts risk management and oversees risk
response; manages the Emergency Operations
Center
Answers calls from the public and assists Town Hall
visitors
Researches grant opportunities and applies for
grants
Oversees the administration of any grants received
Schedules and takes minutes at Town Council and
Board of Architectural Review meetings
Manages the Town’s general email account
Responds to public records requests
Provides legal support and advice to the Town
Council and Town departments
Keeps Council informed of legislative changes
Assists in the collection of delinquent taxes and fees
Assists Police Department in adjudication of
unclaimed property
Advises HR on unemployment law
Drafts policies and ordinances and reviews existing
policies and ordinances
Drafts and reviews Town contracts
Represents the Town in any legal matters
Prosecutes zoning and code violations

Staffing

Staffing in Town Administration (excluding Human Resources, Information Technology, and Parks and
Recreation) has decreased over the past several years. The reduction is due to two factors: the Special
Assistant to the Town’s Manager’s (Grant/Insurance Coordinator) hours have been reduced from a 0.6
FTE to a 0.2 FTE and the Assistant Town Manager position was eliminated. The following table illustrates
actual staffing levels in FY2015 through FY2018 and the adopted staffing levels in the FY2019 budget.
Table 9: Town Administration and Town Attorney Staffing, FY2015 through FY2019

Staffing (FTE)
Town Administration
Town Attorney

FY2015
Actual
5.6
1.0

FY2016
Actual
5.6
1.0

FY2017
FY2018
Actual
Estimated
5.6
5.2
1.0
1.0

FY2019
Adopted
4.2
1.0

Budget
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The Town Administration budget, which includes the budget for the Town Attorney and Human
Resources, is supported by the General Fund. The budget includes the cost of contracting out legal services
when necessary to support Town-wide operations. The following table illustrates actual operating
expenses in FY2015 through FY2018 and budgeted operating expenses in FY2019.
Table 10: Town Administration Expenses FY2015 through FY2019

Expense
Category
Adjustments,
Transfers, Debt
Service
Legal Services
NonDepartmental
Operations
Pay & Benefits
Total

FY2015
Actual

FY2016
Actual

FY2017
Actual

FY2018
Estimated

FY2019
Adopted

Percent Change
FY2015 to FY2019

$0

$0

-$16,556

$0

$0

Not Applicable

$210,574

$165,257

$44,787

$534,103

$21,000

-90%

$29,919

$0

$0

$0

$0

-100%

$255,216
$237,096
$248,006
$239,302
$388,662
$875,780
$963,527 $1,005,937
$978,610
$890,230
$1,371,490 $1,365,880 $1,282,174 $1,752,015 $1,299,892

52%
2%
-5%

The overall Departmental budget has remained relatively stable for the past five years, with a slight
decrease of 5%. An increase in Operations expenditures has been offset by a decrease in Legal Services
expenditures. The Legal Services budget can vary widely year by year depending on the amount and cost
of outside legal services required to support Town operations. The increase in the Operations budget is
due largely to the Department’s decision to conduct several studies in FY2019, including a compensation
study and an organizational analysis.

Town Administration Analysis and Recommendations
The Town Administration Department provides support and executive leadership for each of the Town’s
operating departments and ensures that the policy direction of Town Council is reflected in Town
programs and services. The recommendations detailed below provide a mechanism to augment the
Town’s ability to monitor the effectiveness of Town programs and adjust them as a means to better align
resources with the strategic goals of the Town Council. Further, the recommendations outline
opportunities to leverage new technological and human resources to improve customer service and
maximize the utility of Town Administration and Town Attorney’s Office staff.

Performance Measurement

Recommendation 7: Develop and implement a Town-wide performance measurement program.
A performance management system is a process tool utilized to ensure that the work of both employees
and management is focused on the vision of the organization being served. Effective performance
management systems ensure that employees focus their work in ways that directly support the
organization’s strategic plan, or in the absence of the strategic plan, departmental goals, objectives, and
work plans. Further, this system monitors the organization’s progress toward achieving the goals and
priorities identified in the strategic plan.
A performance management system typically consists of three core elements: (1) setting goals and
creating strategic plans; (2) sustaining a dialog between management and employees to ensure that the
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work of the organization is completed in conformance with established schedules, and; (3) measuring
performance against established performance goals.
It has been recommended that the Town Council continue to engage in strategic planning to provide a
prioritized framework for municipal projects and programs (see Recommendation 1). This framework will
help ensure that the Town’s resources and programs are directed toward efforts that contribute toward
the community’s values and goals. It has been further recommended that the Town Manager work with
department directors to develop annual work plans outlining how programs will integrate with the
strategic plans and that these work plans be integrated with the Town’s performance management
process (see Recommendation 2).
The Town Manager has already made great strides in the implementation of a robust performance
management system. The Town Manager conducts weekly senior executive staff meetings and conducts
regular one-on-one meetings with his direct reports. The purpose of these meetings is to closely
coordinate on areas of long-term strategic importance to the Town and to discuss operational issues and
ensure that adequate communication and coordination is taking place. These are all fundamental
elements of a functioning performance management system. In addition, and in support of these efforts,
it is appropriate for the Town to begin developing a comprehensive performance measurement system
that integrates with the Town’s strategic plan and work planning process.
Performance measurement is designed for policy-makers, chief administrative officers, department
directors, and program managers to assess whether a program or service is obtaining the desired or
expected results. Performance measurement should be considered an integral part of the overall
performance management system.
The use of performance measures is an excellent management tool to help assess the overall effectiveness
of services that are being provided and determine if resources are being allocated efficiently. Town
programs can be subjected to measurement to ascertain current levels of effectiveness and efficiency. If
performance is measured systematically, leaders will have the information that can serve as the basis to
make changes to improve on quality, timeliness, or cost over a period of time. Performance measures
should become part of the organization’s regular dialogue about program goals, budget allocations, and
accomplishments.
There are a number of factors to consider when structuring a performance measurement program. Once
the measures themselves have been determined, care must be given to the implementation of the
program. Data collection, reporting, and survey development are three very important areas requiring
management attention if the program is to be successful, provide relevant information, and facilitate
continuous improvement.
A program evaluation system should be in place for each Town program as part of the performance
management system and work plan review and meeting process. Effectively evaluating Town programs
should include the following elements:
•
•
•
•

Provision of clear direction and support from the Town Council
Inclusion of feedback from residents and key stakeholders, collected through surveys, interviews,
focus groups, etc.
Identification of information needed for measuring effectiveness and efficiency of programs
Determination of criteria for effectiveness
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Identification of resources available for collecting information

Town Administration should compile performance measurement data from each department on a
quarterly basis and present to the Town Council any important trends or changes, as well as actions taken
by the Town in response to those trends. In addition, the Town should include the regular collection of
stakeholder feedback evaluating current programs, and other resident feedback on programs and
services.

Customer Service

Recommendation 8: Implement a Customer Relationship Management system.
Town Administration is staffed with thee part-time Office Associates who serve as customer service
personnel and receptionists at Town Hall. These personnel are responsible for greeting visitors, answering
phones, fielding email inquiries, and routing requests to the appropriate departments. Departments then
work directly with customers to address their inquiry or service request. While the Office Associates enter
Public Works related requests for service in the Beehive™ work order system, other service requests are
logged using a fillable PDF form and are then routed to the appropriate department. As a result, data
regarding the number and type of service requests, as well as the cycle time required to address issues, is
not available. With the recommended development of a performance measurement program, this data
will be a required element to effectively evaluate service issues and program outcomes.
In addition, the Office Associates do not have ready access to status updates regrading prior inquiries or
service requests. As a result, they must forward follow-up inquiries from customers back to departments
for resolution. This represents a cumbersome step in the customer service process. These issues can be
addressed by implementing a Customer Relationship Management (CRM) system, also called a 311
system, to collate and organize customer requests and track data regarding service issues and outcomes.
With a CRM system, the Town’s customer service staff would be able to log customer requests directly
into the system and electronically route those requests to the appropriate department. Departments
would field those requests and provide and electronic status update that can be accessed by customer
service personnel as well as the public. The public would also have the option to log their requests directly
through a web-based interface or an app. Currently, the public is able to contact the Town through its
website and complete service request forms; however, those requests are not synced into a work order
system or any other Town system. Office Associates must manually process these requests. Allowing the
public to enter their requests online through one interface would improve customer service and may
generate additional administrative capacity among customer service personnel.
The Town has several options for CRM implementation. One option would be to investigate whether use
of the Beehive system could be expanded to manage all service requests. The Town could utilize the e311
capabilities of the Town’s existing Beehive system to log and record service requests. However, Beehive
is an asset management and Public Works-focused work order system; it may not be well-suited for
service requests in other program areas of the Town. In addition, Beehive does not have a web interface
that customers can use to log service requests and check the status of those requests. This is a standard
feature in most CRM software. However, Beehive has already been purchased by the Town, and Town
staff are familiar with the software, which may reduce training time and cost for system implementation.
The second option is to evaluate whether the Town can utilize Loudoun County’s LEx 311 system.
Currently LEx is only intended for County service requests, but residents often do not know where
different municipalities begin or end, or whether an issue is a Town or County responsibility. If Loudoun
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County partnered with Purcellville and other cities and towns with its borders to expand the functionality
of LEx, the public would have a one-stop-shop to report municipal issues within the County. Partnering
with the County and other towns and cities would also give participating municipalities the opportunity
to share and compare data for benchmarking and performance management. However, the LEx system is
fundamentally designed for a much larger organization and may be too extensive to effectively scale in
Purcellville. Further, the success of this initiative is dependent on the participation of agencies outside of
the direct control and influence of the Town.
Finally, the third option would be for the Town to issue a request for proposals for CRM software. The
Town should look for CRM systems that interface with the Beehive work order software and with MUNIS
and have successfully been implemented in smaller municipalities in the past. This option provides the
greatest likelihood that a functional system will address the Town’s needs and that existing Town systems
can be effectively integrated with the tool.
There will be a cost to implementing a CRM solution, although the cost will vary depending on the option
selected. The Town would also need to invest time and resources in training staff and in conducting public
outreach about the new system. However, implementation will ultimately improve customer service by
offering another convenient option for interaction with the Town and reduce the amount of staff time
spent processing customer service requests.
Recommendation 9: Utilize existing staff capacity to more efficiently provide administrative support.
The Town’s three Office Associate positions serve as customer service personnel and receptionists at
Town Hall. They staff the front desk during business hours, and staff report that they have capacity at
times during their shifts to assist the Town with other work. Further, the recommended CRM solution
would also reduce the amount of time the Office Associates spend fielding inquiries via telephone, the
website, and email, increasing their capacity for additional responsibilities.
At the same time, managers within the Town Administration Department have reported a need for
additional administrative support capacity in the Town. For example, there are few staff with the capacity
to provide proofing and formatting assistance for documents. Therefore, the Office Associates’ unused
capacity could instead be dedicated to this unmet need. The Town should expand the Office Associate
role to provide more internal support to the Town.
Office Associates should be trained on the Town’s commonly-used internal programs (including
Microsoft® Word,™ Excel,™ and PowerPoint™) so that they are able to aid Town Administration and other
departments as needed. Training should include proficiency in Microsoft Office products as well as basic
database management and search skills in MUNIS™, Laserfiche™, the newly-implemented CRM, and any
other programs or procedures that will help them provide effective support for Town operations.
Providing this training will allow Office Associates to serve as a resource for other Town staff, freeing up
time that would have been spent on administrative tasks and allowing them to focus on work within their
areas of expertise. Training Associates on MUNIS and Laserfiche allows them to search for or file
information as directed, while also allowing them to serve as subject matter experts for staff less-familiar
with the systems. Furthermore, the Office Associates could be trained to assist in preparation of minutes,
freeing the Clerk’s time for more specialized work. These staff should be utilized as support personnel for
the Town Manager, Clerk, Town Attorney, and Director of Administration. In this role, staff can perform a
number of functions including the formatting and proofreading of documents (e.g., memorandums,
letters), data entry, document management, scanning, and electronic filing.
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When the scope of the Office Associate position is expanded, Town Administration should also implement
clear procedures specifying how Office Associates should prioritize their work, who can request assistance
from Office Associates, and the types of work with which Associates are able to assist. The Town should
work with Human Resources to develop an updated position description that expands the position’s scope
of work but also clearly states that the position’s primary function is to assist the public. Any
administrative support work should not interfere with this primary duty.

Administrative Support

Recommendation 10: Hire an Administrative Assistant to support the Town Administration
Department.
The Town Administration Department and Town Attorney’s Office are responsible for several important
management and administrative functions; however, administrative support is limited in the Department.
Though Recommendation 9 calls for expanding the administrative and support related responsibilities of
the part-time Office Associate positions, there remains a need for higher level administrative support
within the Town Administration Department that is consistently available during each business day to
support the work of the Town Clerk, Town Manager, and Town Attorney.
The Town Council had previously authorized and funded a paralegal position to provide additional support
to the Town Attorney; however, the position was defunded by the Council and therefore never filled. The
purpose of the position was to support the Town Attorney and to help address a backlog in legal service
requests.
One of the justifications for the paralegal position was that it would offset the cost of the Town’s
contracted legal work. However, there is no clear path to estimate the cost savings of a paralegal position.
Much of the contracted work is specialized and requires the assistance of attorneys with a specific area
of focus. Furthermore, Recommendations 24 and 25 address strategies to streamline the contracting
system. The benefit of a paralegal, therefore, may not be justified by the cost. However, the Town
Attorney would still benefit from additional administrative support.
An Administrative Assistant would not need specialized paralegal training to provide assistance in tracking
Attorney work requests, proofreading and formatting documents, and other tasks that would help the
Attorney use his or her time more efficiently. Furthermore, an Administrative Assistant would be able to
assist the Town Administration Department in other areas. The position could be responsible for taking
minutes at Board and Council meetings, for example, freeing up the Town Clerk’s time for more high-level
duties. The position could also assist with other general administrative support for the Department and
could provide coverage for the front desk when the Office Assistants are not available.
The Administrative Assistant would have a salary of approximately $21.00 an hour, 14 which equates to
$43,680 per year for a full-time employee. After accounting for employer costs such as retirement and
benefits, the estimated total compensation for an Administrative Assistant position is $68,600 in the first
year. This position would free up staff capacity for the Town Manager, Town Attorney, Town Clerk, and
others, allowing the Town to get more value out of these specialized positions.

Ordinance Review
14

Based on the $21.44 an hour of the Administrative Assistant in the Purcellville Police Department
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Recommendation 11: Modify Town ordinances to comply with State law and identify funding for
contract legal services to address backlog.
One of the responsibilities of the Town Attorney is stay abreast of changes in State and Federal law and
regularly review and update Town ordinances to reflect those changes; however, with limited personnel,
the Town has been unable to consistently meet this goal. With the recommended addition of
administrative support personnel as well as recommended adjustments to the Town Attorney’s contract
review workload, additional capacity should be available to more proactively review and update Town
ordinances, with the assistance of contract legal services.
The Town Code is the codified list of ordinances adopted by the Town. Residents and staff look to the
Town Code as a guide to what is and is not permissible in Purcellville. It is important for the Code to be
accurate and comprehensive. However, many of the Town’s ordinances are no longer consistent with the
law, and therefore the ordinances do not serve as an effective tool to guide Town practices. The Town
should remedy this situation by ensuring that its Code is accurate and up-to-date.
Many of the Town’s ordinances have not been updated to account for new laws and court decisions. The
Town’s sign ordinance, for example, is not in compliance with recent court decisions 15 and the ordinance
governing tattoo parlors has been pre-empted by State law. This has led to cases where the Town has
been forced to act contrary to its adopted ordinance. These inconsistencies diminish the authority of the
Town’s ordinances and result in unnecessary staff time being spent to ensure that they are acting within
the law. The Town should review its Code to ensure that it complies with all current laws and Town
practices. There may be ordinances that should also be more comprehensive; the Town regulates tobacco,
for example, but not e-cigarettes, which have become increasingly popular in recent years.
In order to address the backlog of updating Town laws and policies, the Town should contract out the
ordinance review work, under the direction of the Town Attorney. Town Administration and the relevant
staff departments (depending on the topic of the ordinance) should also be part of the reviews.
Contracting out the work would allow for a more expeditious review process, and allow the Town Attorney
to focus on the day to day responsibilities of providing legal support and advice to the Town Council and
Town departments.
It should be noted that during the course of this review, The Novak Consulting Group was asked to review
the legal precedent of past Town Council actions. The Novak Consulting Group is not qualified to provide
legal advice, and it is therefore recommended that all such requests be reviewed by the Town Attorney.

For example, the Town ordinance (Art. 6, Sec. 3) regulates different types of signs based on their content, but in
2015 the Supreme Court ruled in Reed v. Town of Gilbert that regulating content of signs is a violation of the First
Amendment.
15
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Human Resources Division
The Human Resources (HR) Division is a component of the Administration Department. HR provides the
Town with essential human resources services including hiring, compensation and benefits, employee
relations, and policy compliance. HR is responsible for the recruitment, selection, and hiring of new
employees; employee relations and discipline; maintaining the Town’s Personnel Manual; and ensuring
HR policies are consistently applied throughout the organization.
The HR Division consists of two full-time staff, including the Director of HR and an HR Analyst as illustrated
in the following figure.
Town Manager
1.0 FTE

Director of Human
Resources
1.0 FTE

Human Resources
Analyst
1.0 FTE

Figure 6: Human Resources Organizational Structure, 2018

The HR Director is directly responsible for the overall administration, coordination, and evaluation of the
HR Division. This position oversees the Town’s recruitment and selection process, develops and updates
position job descriptions, maintains the organization’s classification and compensation system, and
manages the worker’s compensation program. The HR Director also provides employee relations
counseling and administers the Town’s benefits program. The position reports to the Town Manager and
works closely with him/her on all personnel-related matters, including employee discipline and policy
enforcement.
The HR Analyst is responsible for all the daily administrative office support functions including Family
Medical Leave Act (FMLA) tracking and paperwork, processing the Division’s payroll, and assisting the HR
Director with recruitment. This position provides customer service assistance to both internal and external
customers, helps maintain the Town’s personnel files and assists with HR document management.

Core Services

The HR Department performs a variety of services and tasks that constitute core department services.
Those functions are summarized in the following table.
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Table 11: Human Resources Division Core Services

Function/Division

Program Area
Recruitment

Recruitment and
Hiring

Selection
Onboarding

Compensation
and Benefits

Benefits

Compensation

Employee
Relations

Supervisor Support

Employee Support
Compliance

Legal Issues

Customer Service
Administration
Document
Management

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Activities
Revise job descriptions as needed
Work with hiring managers to develop job
announcements/job descriptions
Recruit and advertise for positions
Select candidates to interview
Conduct interviews
Make employment offers and hire successful
candidates
Onboard new employees
Complete new hire paperwork
Review Town’s benefit program/provider
Make recommendations to Town Manager and
Council regarding benefit program
Conduct annual open enrollment process
Answer questions regarding Town benefit program
Maintain the Town’s compensation system
Process changes to classifications and grades
Conduct classification and compensation study
Provide resources to supervisors
Conduct discipline meetings as necessary
Assist with development of performance
improvement plans
Assist with terminations
Provide resources to employees; serve as resource
Serve as mediator
Maintain the Town’s Personnel Policy
Ensure compliance of state and federal laws
Stay up to date on changes in employment law
Develop and administer department budget
Respond to employee/customer requests as needed
Assist employees with requests
Process payroll changes
Maintain employee personnel files
Complete document archiving
Maintain HR SharePoint site and ensure documents
are up to date
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Staffing

The following table illustrates the Division’s staffing levels from FY2015 to FY2019.
Table 12: Human Resources Staffing, FY2015 through FY2019

Staffing (FTE)
Authorized

FY2015 FY2016 FY2017
FY2018
FY2019
Actual Actual Actual Estimated Adopted
.6
1
1
1
2

Percent Change
FY2015 to FY2019
233%

Recognizing the value and importance human resources professionals bring to an organization, the Town
made the investment in FY2016 to convert the HR Director position to a full-time position and added the
HR Analyst position in FY2019.

Budget

For budgeting purposes, Human Resources is considered a component unit of the Administration
Department, and expenses for HR services are rolled into broader Administration Department expenses.

Human Resources Analysis and Recommendations
Human Resources is a complex and specialized field which uniquely impacts all employees. Over the past
20 years, the role of human resources in local government organizations has expanded from payroll and
recruitment to include employee relations, employee retention, workforce development and training, and
strategically supporting an organization’s employees. This transition marks an evolutionary step away
from simple transactional support and defines HR’s role as a business partner, capable of understanding
an organization’s business priorities and providing trusted advice on how operational and strategic
decisions impact employees.
As business partners, HR leaders can provide valuable insight and guidance, share feedback and input
from employees, and help an organization prioritize strategic decisions more effectively. This role requires
direct input at the upper management level. In the Town of Purcellville, the HR Director is able to offer
these insights as a member of the Town’s Management Team and as a direct report to the Town Manager.
However, HR’s ability to offer strategic insights is limited by outdated policies, a reliance on manual
processes, and a lack of technology designed to enhance existing staff capacity. The recommendations in
this section are intended to help the Town clarify its human resources policies and procedures, eliminate
duplicative processes, embrace technology investments the Town has already made, and increase the HR
Director’s ability to focus on larger, organizational HR issues.
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Policy Updates

Recommendation 12: Revise and update the Town’s Personnel Manual.
As described in “How to Develop and Implement a New Company Policy,” a guide published by SHRM,
consistent organizational policies ensure that employees throughout an organization are treated fairly.
Clear, well-written policies can be effective employee relations tools to illustrate an organization's
commitment to a positive work environment. Traditionally, an organization’s policy and procedures
manual outlines how the organization will operate, guides supervisors on how to consistently apply HR
policies to personnel matters, and provides clear direction to employees regarding appropriate behavior.
The Town’s Personnel Manual seeks to “…insure efficient and effective delivery of public services through
the guidelines established in this document [manual]. The employment practices are not intended to
hamper or delay the employment of personnel but are meant as a guide in the employment of individuals
who are best suited to the needs of the Town.” 16 The Personnel Manual is a detailed document outlining
many of the organization’s operations, rules, and regulations, and serves as a useful tool for supervisors
and management to utilize when working with employees and managing their departments. It specifically
provides guidance regarding recruitment and selection, job classifications, pay policies, leave policies,
benefits, grievance procedures, employee conduct, performance evaluations, and the use of Town
vehicles, equipment, and electronic communications. The manual also includes information regarding the
Town’s Harassment Policy and Drug & Alcohol Testing Policy.
The Manual goes on to state that it should be reviewed by the Town Manager and HR staff on an asneeded basis, but no less frequently than every three years.17 However, the Manual was last revised in
July 2005. According to staff, several HR policies are outdated or are in direct conflict, and there is a need
to ensure that the organization’s policies reflect the current work environment, organizational
practices, changes in technology, and state and federal laws. For example, the following policy areas
do not appear in the Town’s Personnel Manual:
•
•
•
•
•
•

Social Media Policy and Data Privacy
Reasonable Accommodations
Retaliations
Smoking and Marijuana Use
LGBT rights
Workplace Bullying and Violence

Updating the Policy Manual should be led by the HR Director with support and guidance from the
Town Administration. It is important for the HR Director and Town Manager to closely coordinate
regarding policy development and to regularly review the Personnel Manual in future years. As a best
practice, the HR Director should review the Policy Manual annually to determine whether
contemporary issues and trends justify amending or creating additional policies.
Once updated, the Policy Manual should be presented to the Town Council for consideration and
approval, and then distributed to all Town employees. It is also important for employees to sign an
acknowledgement stating that they have received and read a copy of the updated manual. The updated
Policy Manual should also be used to enhance the Town’s HR technology, as discussed in the following
recommendation.
16
17

Town of Purcellville Personnel Manual, 2005
Ibid
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Technology Enhancements

Recommendation 13: Implement the MUNIS® Human Resources module.
The Town entered into a License and Service Agreement with Tyler Technologies, Inc., on January 12, 2016
for the license, implementation, and data conversion associated with the MUNIS Enterprise Resource
Planning (ERP) system. The Town began implementing the MUNIS ERP in April 2016 and first activated the
Tax and Cashiering modules during the first quarter of 2017. Financial modules were fully implemented
in late 2017.
A component of the original MUNIS purchase in 2016 involves the Human Capital Management module,
which is designed to integrate all employee data into one enterprise-wide system, eliminate data
redundancy, and improve efficiency. Personnel information, benefit elections, wages, promotions, and
disciplinary history will all be available in MUNIS after the module is implemented. The module also
features electronic document management functions to reduce paper and streamline processes, and
provide a wide array of data tools and reports to measure performance. 18
Workflow design in the Human Capital Management module is heavily dependent on the Town’s current
HR policies and procedures. Policy information described by the Personnel Manual serves as a basis for
defining parameters, timeframes, and employee information in the software system. Due to discrepancies
with the Town’s Personnel Manual as previously noted, the Town has been unable to fully implement the
Human Capital Management module. As a result, HR staff must currently process personnel paperwork,
requests, and changes manually utilizing Microsoft Excel spreadsheets. This time-intensive paper process
is not an efficient use of staff time and can result in errors, duplicate data, and data loss.
Once the Personnel Manual has been updated, the Town should immediately begin implementing the
Human Capital Management module.
Recommendation 14: Purchase the MUNIS Recruiting module.
The Town’s current recruitment process is paper-based and requires manually creating, handling, and
collecting physical records. HR staff log all applications in Microsoft Excel, hand-screen applications for
minimum qualifications, and distribute hard copies of the applications to the appropriate hiring manager.
The HR Director and hiring manager collectively determine which applicants to interview, and HR staff
make additional copies of each interviewee’s application materials for any additional staff participating in
the interview process. After interviews, the hiring manager determines who to hire in consultation with
the HR Director, and the HR Director provides an offer of employment to the successful candidate. Finally,
the HR Director provides the new employee with hardcopies of all new employee and onboarding
paperwork to complete.
The current recruitment process is a cumbersome for both applicants and staff. It involves extensive data
entry and duplication of work, particularly because application materials are scanned and copied several
times throughout the process. Managing these physical materials is a time-intensive process. Recording
information about each applicant using Excel limits staff’s ability to quickly and consistently check an
application’s status, evaluate processing and turnaround times, and measure customer service.
The use of a cumbersome recruitment process has real ramifications for Town staff. Over the past three
years, staff indicated that the Town has recruited 53 positions. According to staff, these recruitments can
18

https://www.tylertech.com/products/MUNIS/human-capital-management
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take several weeks to complete, and new recruitments are often undertaken while others are still in
progress. As a result, a significant amount of staff time is invested managing recruitment activities,
particularly for the HR Director. This focus on recruitment limits the HR Director’s ability to focus on other
important strategic projects and initiatives which will align the Town’s human resources approach with
staff needs and the Council’s goals.
To address this challenge, the Town should first seek to streamline the recruitment process and reduce
the amount of staff time necessary to successfully recruit candidates. This is best accomplished using an
applicant tracking system designed to reduce paper, enable electronic application management,
streamline screening, and provide reporting insights regarding customer service and processing times. It
must be noted that the Human Capital Management module for MUNIS does not include these
capabilities; however, MUNIS Recruiting is a potential software solution which could provide the Town
with a fully integrated hiring process from the job posting of the online application, to applicant
submission and screening, to the interview process, and the hiring of the successful candidate.
The advantage of a solution like MUNIS Recruiting is that the system will automatically integrate with
other Town software modules and eliminate the need for duplicate entry once a candidate is hired. 19 It
will allow the organization to post positions online in a variety of formats, and can automate slow, errorprone, and inefficient processes. Once a job is posted online, applicants can complete the entire
application process electronically and digitally submit materials. The software can be used to screen
applicants for minimum qualifications, and applicant information is automatically stored in the system for
easy follow-up and analysis. Hiring managers would also have access to the information in the system,
reducing the need for paper applications to be printed and passed along.
Using an applicant tracking system will also simplify data tracking and performance measurement, such
as the time involved in filling a recruitment, the percentage of recruitments completed on-time, the
number of recruitments filled in each period, and employee turnover and vacancy rates. This level of
analytical analysis is not currently provided by HR staff due in large part to the manual nature of the hiring
process. Having access to this type of information will provide HR staff with more sophisticated tools to
help hiring managers understand the hiring process.

19

https://www.tylertech.com/products/MUNIS/MUNISRecruiting.pdf

The Novak Consulting Group
Strengthening organizations from the inside out.

Page 38

Town of Purcellville
Organizational Assessment

Process Improvements

Recommendation 15: Conduct exit interviews as employees leave the organization.
Every organization experiences turnover in some capacity. Bringing in new staff can improve the
organization’s talent base, usher in new and fresh ideas, and challenge and broaden the perspectives of
existing employees. Over the past three fiscal years, 80 employees have separated from the Town through
resignations, terminations, or retirements. Since FY2015, the Town’s average annual turnover rate is 13%,
which is equivalent to 10 positions a year. The following table provides an overview of turnover rates since
FY2015.
Table 13: Town Turnover Rate, FY2015 through FY2018

Fiscal Year Total Employees Total Separations Turnover Rate
FY2015
74.55
4
5%
FY2016
76.10
9
12%
FY2017
78.60
12
15%
FY2018
79.60
16
20%
Average
77
10
13%
It is important to understand the factors contributing to employee turnover so that, if warranted,
adjustments can be made in the organization. According to “Managing for Employee Retention,” a
resource document published in 2018 by SHRM, employees typically leave an organization for four
reasons: employee dissatisfaction, a better job option, a planned life change, or a negative experience. To
better understand the reasons for employee turnover, HR staff began tracking the reasons for employee
separation (termination, resignation, retirement) in FY2018. Based on available data to-date, more than
50% of those employees leaving the organization were voluntarily resigning from their positions.
However, no data is available on the cause or reason for their separation.
To enhance the Town’s understanding of turnover while building upon recent efforts to understand why
employees leave the organization, it is recommended that the Town conduct formal exit interviews
whenever employees separate from the organization. Exit interviews should be conducted as one-on-one
interviews between the exiting employee and an HR staff member. HR staff should develop and utilize a
standardized list of questions for exit interviews to ensure that responses can be compared accurately.
Examples of exit interview questions include:
•
•
•
•
•
•
•

Please describe your general feelings about working here. If possible, please tell share why you
are leaving.
What were three things you enjoyed most about working here?
Please describe the three best things about working with your supervisor.
What is the Town doing right? Moderately right? Poorly? Very Poorly?
How could things be improved?
What would you do to improve the situation that is causing you to leave?
What advice do you have for the next person in your position? 20

Adapted from https://www.insperity.com/blog/how-to-conduct-an-exit-interview-the-right-way/
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HR staff should periodically evaluate response trends to these questions to identify opportunities for the
Town to enhance employee retention. HR should also share feedback received during exit interviews with
other Town managers to communicate findings, as appropriate. If arranging an exit interview is not
feasible, the Town should utilize exit surveys to gather input from individuals leaving the organization.

Employee Development

Recommendation 16: Establish an Employee Recognition Program.
The Town hosts employee luncheons midyear and at Christmas. The midyear event is an employee
appreciation luncheon and awards employees for tenure as well as recognizes a Town Hall Employee of
the Year, a Field Employee of the Year, and a Management Employee of the Year.
Employee recognition programs can positively impact an organization’s culture as well as boost morale,
increase productivity, and reduce turnover. It is recommended that the Town establish a comprehensive
employee recognition program, beyond the once a year, midyear event, that is aligned with the Town’s
values and goals to reward and recognize outstanding performance.
The Town’s employee recognition program should provide managers and supervisors with guidance
regarding effective ways of communicating employee appreciation, including, but not limited to, verbal
praise, award certificates, service plaques, gift certificates, time off, coverage in an internal newsletter,
public praise through social media or public meetings.
It is appropriate for the Town to utilize the methods discussed above to recognize exemplary employee
performance at employee events, such as the annual employee lunch. However, if managers embrace and
reinforce the employee recognition program by regularly acknowledging achievements and praising
quality work, the Town will develop a management culture more focused on valuing the efforts of its
employees.
Recommendation 17: Establish formal professional development goals and an employee training
program.
The Town encourages staff to participate in professional development training opportunities and
promotes online webinars, training, and development programs. This training is currently available in a
variety of formats. For example, the HR Director is currently developing Supervisor Manuals to use as
professional development resources. These manuals include reference information such as the Town’s
policies and procedures, an overview of the discipline process, and important HR-related forms.
Additionally, Information Technology Department staff currently devote approximately 50 staff hours per
year to KnowledgeNet™, an online training resource covering industry topics including cyber security,
enterprise architecture, and vendor-specific software. Public Works staff currently receive the necessary
training to retain their certifications; however, opportunities for regular professional development and
cross-training are rare.
While these existing training practices and tools are commendable, the Town does not currently define
formal professional development goals for staff and has not implemented an employee training and
development program applicable to all personnel. This creates several challenges for the Town.
First, many staff members are first time supervisors, and it is important to regularly cultivate sound
management skills in employees who supervise other staff. Second, while some departments (such as IT)
make time for staff to attend training courses, not all departments engage in similar practices. This creates
inconsistencies among departments regarding training accessibility. Third, given the small size of most
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Town departments, there is a need to ensure that staff members rapidly train and develop skills which
will help them backfill and support coworkers.
To address these challenges, HR should define formal professional development goals for all Town staff.
These goals should identify core topics which support each employee’s personal growth and departmental
functions, as well as a minimum number of hours the employee is expected to invest in training each year.
Defining these goals will require the HR Director and other department directors to identify and prioritize
minimum training expectations for each position in the Town organization.
Additionally, the Town should develop an employee training program designed to ensure staff have access
to appropriate training resources. Given the number of personnel and scope of responsibilities currently
assigned to HR, it is not reasonable to expect HR to develop and conduct the Town’s training and
development programs. Rather, the Town should explore a partnership with Loudoun County to allow
Purcellville employees to participate in the County’s Learning and Organization Development program.
The County utilizes the Birkman 360° survey which focuses on competencies that drive organizational
success. Topics of training include strategic thinking, decision making, developing leadership skills,
branding yourself, uncovering unconscious bias, coaching, and handling work life balance. Other programs
offered to employees include Myers Briggs and Nine Minute Mondays. The County is also in the process
of revamping its supervisor boot camp.
Relying on a third-party agency to support professional development and training is common. According
to industry surveys conducted by the Society of Human Resources Management (SHRM), approximately
46% of organizations outsource training and development programs partially or completely. Partnering
with Loudoun County would require the Town and the County to negotiate a memorandum of
understanding (MOU) which defines when and how Town staff can attend County training courses, as well
as associated costs.
Where appropriate, the Town should also require staff to attend specialized training offered by industry
groups, universities, or through online training tools such as KnowledgeNet. These training opportunities
are particularly important for employees who work in rapidly changing, complex, or hazardous fields, such
as information technology, community development, and public works.
Professional development and ongoing training play a critical role in educating the workforce and
retaining skilled employees. Effective employee development programs create an environment of
continuous learning where employees are encouraged to participate in improving their skillsets and
applying these skills to their current jobs. Defining formal training goals and developing a formal training
program will support knowledge growth among employees, enhance staff capacity, and help ensure that
the Town maintains an educated, knowledgeable, and diverse workforce.
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Information Technology Department
The Information Technology (IT) Department provides and supports technology services for the Town’s
departments, including hardware procurement and installation, systems administration, networking and
security, technical support, and troubleshooting. While IT is responsible for supporting all Town
departments, some public safety technology assets (such as mobile data terminals) are configured and
maintained by Loudoun County to ensure continuity with the County’s information systems. The IT
Department consists of three full-time staff: an IT Director, a Systems Administrator, and a Help Desk/IT
Specialist, as illustrated in the following figure.
Director of
Information
Technology
1.0 FTE

Systems
Administrator
1.0 FTE

Help Desk/IT
Specialist
1.0 FTE

Figure 7: Information Technology Organizational Structure, 2018

The IT Director assumes a lead role in coordinating major technology projects requested by Town Council,
boards and commissions, and other Town departments. The Director also manages the Department’s
budget, prioritizes technology replacement requests, and works to implement the Department’s strategic
plan.
The Systems Administrator is responsible for managing and maintaining hardware used by Town staff,
including, but not limited to, desktops, laptops, phones, networking equipment, and servers. This position
also assists the IT Director with implementing special projects, maintaining user accounts, and upgrading
the Town’s software systems.
The Help Desk/IT Specialist is primarily responsible for customer service and support requests related to
technical issues. This position utilizes the Department’s Spiceworks™ program to log customer complaints,
troubleshoot, and resolve issues.

Core Services

The IT Department performs a variety of services and tasks that constitute core department services.
Those functions are summarized in the table below.
Table 14: Information Technology Core Services

Function/Division
Administration

Program Area
Budget
Strategic Planning

•
•
•

Activities
Develop and administer department budget
Prioritize technology capital and replacement needs
and budget accordingly
Develop and implement the IT Department’s
strategic plan
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Program Area
•
Applications

Systems
Administration

MUNIS

•
•
•
•
•
•

Hardware

Security

Technology
Support

•

Help Desk

•
•
•
•
•
•
•

Activities
Manage licenses and user accounts for Town
software programs
Assist Town Council and customer departments
with identifying and procuring additional software
needs
Upgrade and implement software as needed
Manage user accounts and user groups
Back up databases nightly
Refresh databases as needed
Administer and manage back-end systems
supporting MUNIS
Replace hardware as needed (approximately 18
desktop units per year)
Manage and maintain servers, networks, and other
hardware systems
Manage Active Directory and user accounts
Manage proximity card security databases and
systems
Coordinate cybersecurity testing with Department
of Homeland Security
Answer and respond to customer support requests
Enter and track issues in the Town’s Spiceworks
system
Diagnose and troubleshoot issues within 48 hours

Staffing

Since FY2015, the IT Department has added 1.35 FTEs due to the creation of the IT Director position and
conversion of the Help Desk/IT Specialist position from part-time to full-time.
Table 15: Information Technology Department Staffing, FY2015 through FY2019

Staffing (FTE)
Authorized

FY2015 FY2016 FY2017
FY2018
FY2019
Actual Actual Actual Estimated Adopted
1.65
2.6
2.6
3
3

Budget

Percent Change
FY2015 to FY2019
82%

The IT Department’s budget has increased since FY2015 as the result of adding staff positions. The largest
operational increases over this period are attributable to higher communications and hardware
replacement costs. The following table illustrates budget trends in the Department since FY2015.
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Table 16: Information Technology Department Expenses – All Funds, FY2015 through FY2019

Expense Category
Pay & Benefits
Operations
Total

FY2015
FY2016
FY2017
FY2018
FY2019
Actual
Actual
Actual
Estimated Adopted
$131,579 $163,827 $256,851 $280,903 $310,700
$94,197 $131,400
$88,998
$96,018 $166,040
$225,776 $295,227 $345,849 $376,921 $476,740

Percent Change
FY2015 to FY2019
136%
76%
111%

IT Analysis and Recommendations
As an internal services department, IT plays a critical role in providing Town staff with the tools and
resources they need to perform efficiently. The Department has implemented several best practices and
created a solid foundation designed to ensure quality service and meet the Town’s needs in a strategic,
efficient manner. For example, IT has developed a project plan designed to prioritize the organization’s
technology needs and direct the work of IT staff. These efforts help to focus staff in a productive and
efficient manner and provide an excellent foundation for continuing to provide innovative services.
IT staff have also demonstrated strengths regarding customer support. The Department currently targets
a resolution time of 48 hours for routine support requests and regularly achieves this goal. Since 2016,
the Department has processed an average of 989 help desk support tickets per year and spends an
average of 41 minutes resolving each ticket. Over 82% of help desk tickets are closed within two days.
The IT Department’s scope of services and its commitment to providing timely, quality customer support
is commendable, particularly given the Department’s current staffing level of three FTEs. While staff are
currently able to support the Town’s needs, it is important to emphasize that technology is constantly
changing, and various technology needs discussed throughout this report will require focused attention
and guidance from IT staff. To meet these needs in the future, it is important for the IT Department to
leverage an appropriate governance structure and professional development skills to ensure that staff can
continue to adequately serve customers. The following recommendations describe opportunities to
expand the Department’s current practices and improve its ability to pursue important technology
priorities.

Information Technology Governance

Recommendation 18: Expand and formalize the IT Department’s technology plan.
As noted above, the IT Department developed a project plan in 2016 designed to identify and prioritize
the Town’s technology needs. This plan describes specific technology projects, such as upgrading out-ofdate software and replacing aging hardware, which should be pursued to maximize the effectiveness of
the Town’s technology. The Department has regularly updated this plan during the budget process to
reflect new and completed initiatives, and the plan has been reviewed by both the Town Manager and
the Town Council.
The use of a project plan for IT is commendable and represents an important initial step in organizing the
Department’s work; however, the current plan does not clearly define a strategic vision for the Town’s
use of technology or illustrate the gaps between current technology assets and future goals.
Consequently, there is an opportunity to expand the current IT project plan to include additional
important strategic elements. As a best practice, IT strategic plans include a vision statement describing
how the organization will utilize technology, an inventory of existing technology assets, and a prioritized
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assessment of systems, software, and services that must be implemented to achieve the Town’s
technology goals.
Given the Town’s emphasis on strategic planning, it is appropriate for the IT strategic plan to utilize the
vision and goals statements from the Town-wide strategic plan to guide technology priorities and
implementation. This information should be supplemented by an inventory of current technology assets;
a prioritized list of goals, objectives, and initiatives; discussion illustrating how the proposed initiatives will
achieve the Town’s strategic goals; and quantitative information describing the plan’s cost impacts.
Once compiled, this draft plan should be reviewed by other Town departments and modified to capture
staff perceptions. The IT Director and Town Manager should then present the IT strategic plan to Town
Council for review and feedback. Engaging staff stakeholders and Town Council in a formal review process
for the IT strategic plan creates opportunities for new ideas to be discussed, understood, and prioritized
by all IT stakeholders. Priorities should then be incorporated into annual budget requests.
Expanding the scope of the current IT strategic plan and formalizing the current process will allow the IT
Department to better prioritize work in the context of the Town Council’s expectations and customer
perceptions of technology needs. The resulting plan will create a framework for making thoughtful
investments to achieve the Town’s technology goals and serve as an important communications and
budgeting tool. As the Town’s overall strategic goals change to meet contemporary needs, it will be
important for the IT Department to ensure the IT strategic plan adapts accordingly. The Department
should continue to update the strategic plan on a regular basis (such as annually or every three years) to
ensure that technology priorities accurately reflect the Town’s current circumstances.
Recommendation 19: Establish a Technology Advisory Committee.
The Department currently receives project requests from a variety of sources, including the Town Council
and other departments. While expanding the current IT strategic plan and formalizing the adoption
process (as discussed above) will help the Department prioritize initiatives more effectively, there is a
need for additional internal governance structures to help the Department evaluate technology needs
and respond to requests in the best interests of the organization as a whole.
To more effectively gather feedback regarding technology issues from Town staff, the Town should
establish a Technology Advisory Committee (TAC) staffed by the IT Director and composed of one
representative from each department. The TAC should be responsible for discussing technology issues,
determining high-priority technology focus areas, and coordinating technology initiatives that impact
multiple departments. The TAC should also be responsible for reviewing the IT strategic plan, modifying
the plan to reflect common priorities shared among all Town departments, and recommending initiatives
for budget consideration annually based on the plan.
Establishing a TAC creates several opportunities and benefits for the IT Department and the Town
organization. First, it establishes a dedicated communications group where staff can discuss and share
technology issues across departments. Such a setting often enables IT to better understand how staff
across the organization experience technology constraints, concerns, and opportunities. Second, the TAC
allows departments to articulate technology priorities that will enable them to provide better services
and allows each representative to more fully understand the context of the Town’s technology operations.
This context is important, particularly when the IT Department must prioritize numerous complex and
time-intensive projects. Discussing and prioritizing these projects through the TAC helps ensure all staff
are aware of the IT Department’s operations.
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In addition, in the Finance Department section of this report, it is recommended that the Town
strategically evaluate the technology impacts of proposed projects as part of the annual budget process.
The TAC will be well-equipped to serve in this function. In this role, the TAC will be tasked with evaluating
all departmental IT budget requests within the context of the Town’s broader strategic IT needs and
enterprise IT requirements and making recommendations to the Town Manager on those initiatives that
should be included in the recommended budget.
Finally, it is important to emphasize that the purpose of the TAC is not to pull staff into additional meetings
simply for the sake of meeting. At most, TAC meetings should occur on a monthly basis. This schedule
provides each department with a few formal opportunities each year to raise complex technology issues
to the IT Director, discuss common issues experienced by multiple departments, and participate in IT
strategic planning and budget prioritization. Over time, the TAC will become a valuable resource for
articulating staff perspectives on technology and communicating important technology priorities to the
Council through the IT strategic plan.
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Finance Department
The Finance Department is responsible for the collection and dispersal of all Town funds, as well as
assisting with the preparation of the annual recommended Town budget. The Department manages all
financial Town assets and is also responsible for preparing the annual tax levy and collecting all applicable
user fees and taxes.
The Finance Department is organized into three functional areas: Financial Services, Billing and
Collections, and Accounting. The following figure illustrates the departmental structure.

Director of Finance
1.0 FTE

Assistant Director
of Finance
1.0 FTE

Budget Specialist
0.6 FTE

Procurement
Specialist
0.5 FTE
Financial Services

Accounting
Manager
1.0 FTE

Revenue Team
Lead
1.0 FTE

Revenue
Technician
1.0 FTE

Finance Associate
1.5 FTE

Billing and Collection

Accounts Payable/
Payroll Associate
0.6 FTE

Accounting
Technician
1.0 FTE
Accounting

Figure 8: Finance Department Organizational Structure, 2018

The Department is led by the Director of Finance who is responsible for both overseeing the direction and
operations of the Department and the Financial Services functional area. The Director works with the
Town Manager and Town Council to oversee the Town’s Fiscal Policy Guidelines and long-term financial
plan to ensure sound fiscal management. Financial Services functions under the direct supervision of the
Director and includes overall Department management, as well as recommending Town fiscal policy,
conducting long-term financial planning and the annual financial audit, financial reporting and oversight,
internal accounting controls, budget preparation and oversight, investments and debt management, and
procurement. The Director is assisted in these functions by a 0.5 FTE Procurement Specialist and a 0.6 FTE
Budget Specialist.
The Budget Specialist is responsible for overseeing the annual budget development process as well as any
mid-year budget amendments. The Budget Specialist assists in the development of the five-year Capital
Improvement Plan and maintains budget data in the Logics™ financial system, which is the predecessor

The Novak Consulting Group
Strengthening organizations from the inside out.

Town of Purcellville
Organizational Assessment

Page 47

of the Town’s current MUNIS ERP system and the system utilized for both budget management and payroll
management.
The Procurement Specialist is responsible for assisting departments in the procurement of goods and
services. Town procurement is decentralized; Departments manage their own procurement activities, but
the Specialist assists in creating Requests for Proposals and reviews large purchase orders for compliance.
The position also maintains the Town’s procurement guidelines.
The Billing and Collection functional area, overseen by the Assistant Director of Finance, is responsible for
managing revenue collection for the Town. Staff in this area include a full-time Revenue Technician, a fulltime Finance Associate, and a 0.5 FTE Finance Associate, overseen by a full-time Revenue Team Lead. The
unit is responsible for collecting property taxes and utility fees from Town residents. In the case of taxes,
this unit is responsible for collecting real estate tax, property tax, business license tax, and vehicle
registration fees on behalf of the Town. Property assessments are conducted by the County, but the unit
is responsible for inputting this information into the Town’s tax billing system. The unit also manages
collection of delinquent taxes.
For utility billing and collection, the Revenue Team Lead works closely with the Meter Technician in Public
Works to collect water meter data and prepare bi-monthly bills for users. The unit is also responsible for
coordinating water and wastewater service connections and disconnections, and for coordinating utility
service orders with Public Works.
Accounting is responsible for the Town’s accounting, payroll, accounts payable (AP) and accounts
receivable, and financial reporting functions. The unit is overseen by an Accounting Manager, who is
supported by an Accounting Technician and a 0.6 FTE AP/Payroll Associate.

Core Services

The Finance Department performs a variety of services and tasks that constitute core department
services. Those functions are summarized in the table below.
Table 17: Finance Department Core Services

Function/Division

Program Area
Financial planning

•
•
•

Financial reporting
Financial Services

Accounting and
cash management
Debt and credit
management

•
•
•
•
•

Activities
Recommend Fiscal Policy Guidelines
Conduct annual review of the Town’s long-term
financial plan to help ensure accuracy of forecasts
Prepare and distribute financial reports to staff and
Council
Assist in development of the Comprehensive Annual
Financial Report (CAFR) annually
Maintain internal accounting controls
Manage cash reserves and reconciles accounts
Work with financial advisors to oversee and
maintain the Town’s credit rating
Work with financial advisors to oversee and
maintain the Town’s debt
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Program Area
•
Budgeting

Procurement

•
•
•
•
•

Tax collection
Billing and
Collection

•
•
•

Utility billing

•

Technology

•
•
•
•

Accounts payable

•
•
•

Accounting

Payroll

Reconciliation
Accounting

•
•
•
•
•
•
•

Activities
Oversee development of recommended budget,
capital improvement plan, and any budget
amendments
Develop revenue projections
Develop and administer department budget
Assist departments with procurement
Maintain the Town’s Purchasing and Procurement
Manual
Bill and collect tax revenue, including property taxes
and vehicle registration fees
Upload County property tax assessment data into
Town billing system
Manage delinquent tax collections
Work with Public Works to collect water and
wastewater usage data
Prepare utility bills based on usage data and collects
fees
Issues utility cut-off notices
Manage security of the Town’s financial systems
Train staff on the use of financial systems
Manage the disbursement of payments to Town
vendors
Obtain check release approval from the Mayor and
balances invoices
Manage the Town’s credit card program
Input employee timesheets into the Logics system
and manages the records
Issue payroll twice per month
Submit payroll taxes and manages wage
garnishments
Issue W2s
Reconcile and monitor Town bank accounts
Prepare year-end accounting entries
Process journal entries for department requests
Conduct annual audit of insurance and workers
compensation

Staffing

Finance Department staffing has increased by 22% over the past five years. The increase is driven by the
addition of a part time Accounts Payable Associate and a part time Procurement Specialist in FY2016, as
well as the addition of a 0.6 FTE Finance Associate in FY2019 and a 0.1 FTE increase in the Procurement
Specialist’s hours. The following table illustrates actual staffing levels from FY2015 through FY2018 and
authorized staffing levels in FY2019.
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Table 18: Finance Department Staffing, FY2014 through FY2018

Staffing (FTE)
Authorized

FY2015
Actual
7.6

FY2016
Actual
8.6

FY2017
FY2018
Actual
Estimated
8.6
8.6

FY2019
Adopted
9.3

Percent Change
FY2015 to FY2019
22%

Budget

The Finance Department is supported by the General Fund. The following table provides an overview of
total Department expenses from FY2015 through the FY2019 budget.
Table 19: Finance Expenses- FY2015 through FY2019

Expense Category
Pay & Benefits
Operations
All Other
Expenses
Total

FY2015
FY2016
Actual
Actual
$727,715 $483,263
$31,083 $40,422
$41,367

FY2017
FY2018
Actual
Estimated
$827,069 $863,109
$42,085
$42,971

$45,067 ($209,851)

$800,165 $568,752

$659,303

FY2019
Adopted
$912,167
$92,000

Percent Change
FY2015 to FY2019
25%
196%

$59,123

$61,000

47%

$965,203

$1,065,167

33%

The Department’s FY2019 request is approximately 33% greater than FY2014 actual expenditures. The
increase is largely driven by the addition of FTEs, as discussed in the previous section as well as the
purchase of MUNIS financial management software. Overall staff costs, such as salaries and the cost of
health insurance, also increased during this time. Finally, in FY2016 and FY2017 the Department’s costs
were offset by a chargeback from the Utilities Funds to compensate the Department for assistance in
managing Water and Wastewater. In FY2018, however, the formula changed, and the Department no
longer receives the offset.

Finance Analysis and Recommendations
The Finance Department is responsible for providing comprehensive financial advisory and support
services to the Town. The work of the Department has supported decision-makers in their effort to
effectively and efficiently manage the Town’s financial resources. As a result, the Town has achieved a
AAA financial rating from Standard & Poor’s. This is a noteworthy achievement. In addition, the Finance
Department has taken on challenging special projects that are designed to generate efficiencies within
the broader delivery of service. For example, the Finance Department has led the implementation of the
MUNIS ERP and has done an effective job staging implementation in a way that minimizes system bugs
and disruptions to Town operations.
Fundamentally, the Finance Department is a well-functioning department. The recommendations below
do not advocate for any significant changes to the Department’s structure or lines of business, but instead
focus on process and technology improvements to expand upon the Department’s strong foundation.
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Budget Management and Development

Recommendation 20: Standardize the budget instruction and departmental budget request process.
One of the major responsibilities of the Finance Department is to coordinate the development of the Town
Manager’s recommended operating and capital budget each year. The Town Manager and the Town
Council rely on support from the Finance Department to assemble and analyze departmental budget
requests and work with the Town Manager to develop a recommended budget that reflects policy
priorities as well as financial limitations. The Town’s budget process is managed by a part-time Budget
Specialist who works to coordinate the process with Town departments. Although the Department has
been able to produce a quality product, winning a Government Finance Officers’ Association Budget
Award for the eighth straight year in 2018, there are opportunities to create greater consistency in the
budget process.
Currently, the Finance Department provides a base operating budget to departments that they can then
adjust to reflect budget needs. This base operating budget is provided in Excel and includes known
increases in personnel expenditures; it does not include non-personnel expenditure increases arising from
anticipated inflation. Rather, departments must request budget enhancements to account for inflation
and maintain the same level of service. This method, known as flat budgeting, amounts to an across-theboard budget cut, asking departments to do the same work with marginally less money, without first
providing input regarding the programmatic impact. If a department does not make this request for a line
item, that line is effectively and slowly defunded over time without anyone making a conscious decision
to do so.
In addition, under the Town’s current budget process, the part-time Budget Specialist meets with each
department in the Fall to discuss their goals for the next year’s budget and enhancements they would like
to work towards. After these initial meetings, the departments are responsible for developing their list of
requested budget enhancements and submitting their requests, in the form of a memorandum, to the
Budget Specialist. While the Town does utilize a Budget Enhancement Form, there is not template that
defines the base budget or provides a mechanism to describe what changes should be explained and how
new initiatives or major budget changes should be conveyed. This lack of standardization means that the
Budget Specialist must spend significant time reconciling and compiling department requests. There is no
system in place to ensure that the requests tie to Town’s strategic plan strategic focus areas or to a
department’s workplan. Furthermore, there are no criteria that are consistent across requests to help
evaluate the merits of one request versus another.
The Finance Department should develop a more robust, standardized budget process that includes a base
budget that accounts for cost of living increases and uniform budget instructions for every department.
When creating a base operating budget, the Finance Department should include known adjustments, such
as employee step increases or cost adjustments to ongoing service contracts. It should also include
estimates for reasonable increases due to cost inflation. For example, the base operating budget should
reflect anticipated increases in fuel and utility expenses, as well as reasonable adjustments to other nonpersonnel items. The key adjustments that should be made to the departmental base budgets budget are
as follows:
•
•

Projected salary and benefits costs for the following fiscal year, prorated to reflect the effective
date for filled positions.
Projected increases in commodity costs and utilities based on discussions with vendors and utility
providers.
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Further inflationary adjustments to other non-personnel line items, as applicable, as defined by
applicable Consumer Price Indices or known expenditure increases.

It is also necessary to develop budget instructions and budget submittal templates that departments will
use to submit their requested budgets. This is an important part of the process as the submittal
instructions and templates should be tailored to clearly translate key information to decision-makers. The
budget template should include, at a minimum:
•

•
•

•

An Excel spreadsheet with the following columns:
o A column showing the approved department budget for a current fiscal year
o A column showing the projected base budget for the following fiscal year
o A column allowing for department adjustments to the projected base budget
o A column requiring that departments explain any proposed adjustments above a certain
dollar threshold
o A column showing requested amendments to the operating budget
o A column showing requested new IT initiatives
o A column showing requested new capital initiatives
A description of the key assumptions used to develop the projected base budget.
A form for requesting new budget amendments, including:
o Amount of the request and whether it is one-time or ongoing
o One or two paragraphs of justification for the request, indicating the impact the request
would have on Town operations
o Proposed funding sources for the request
o Information on any additional FTEs that would be created as part of the request
o The priority ranking of the request within the Department (each Department should rank
its requests in order of priority)
o Information on any CIP projects related to the request
o Which Town Council Strategic Plan Focus Area or Initiative this request supports
o Whether this request relates to a federal or state mandate, a core Town service, or a
discretionary service
A budget submission memo template, to be completed by each department, that summarizes the
adjustments made to the projected base budget and their programmatic impact as well as a
description of budget needs not being addressed in the budget, the programmatic impact of not
addressing those needs, and how this request helps the Town achieve its strategic goals.

Once departments submit their budget requests to the Finance Department, the request should be
collated by the Budget Specialist. The next step is to review and analyze the departmental requests. There
are various approaches to this phase of the budget development process. The departmental budget
review can be completed internally, by the Town Manager’s executive team, or the process can be
expanded to include engagement at the departmental level. Regardless, the first step is for the Finance
Department to conduct an internal review of each submission to ensure that each department budget
was accurately developed and reflective of the Administration’s budget instructions. The process may also
be expanded to include a budget hearing for each department, whereby the department director presents
the recommended budget to the Town Manager’s budget team. This process allows for iterative
discussion regarding the impact of budget decisions and alternative budget reduction options. In addition,
it helps ensure that key operational considerations are considered as final decisions are made regarding
the Town Manager’s recommended budget.
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The Council currently holds a series of workshops to review the draft budget as it is being developed;
budget approvals are sometimes considered line item by line item. However, the role of the Council in the
budget process should be to consider the Town Manager’s recommended budget and to make decisions
about funding priorities. The departmental budget development process and the process of compiling the
Town Manager’s recommended budget should be finalized by the Town Manager with the goal of offering
a budget that reflects Council’s stated priorities and policy guidance.
As noted, the Town has purchased MUNIS for its ERP. It has begun implementation, but the system does
not currently have the capacity to help plan and manage municipal budgets. The most important goal of
the Town should be to formalize the budget process and establish consistency across departments, but it
will also be beneficial to build the process in such a way to allow it to potentially integrate with MUNIS at
some point in the future.
Recommendation 21: Create Capital and IT Budget Review Committees.
The Town Manager is responsible for reviewing and finalizing the Town Manager’s recommended budget,
including the CIP, before it is presented to the Town Council. Historically, the Town Manager has
conducted this review independently. However, certain aspects of the budget, namely the IT budget and
the CIP, are especially technical and would benefit from a more involved review with a clear process for
prioritization. Under the historical approach, these requests are considered on a department-bydepartment basis and there has not been a clear structure in place to evaluate capital and IT needs within
the broader strategic needs and goals of the Town.
This can be addressed by developing budget review committees whose task is to review and prioritize
capital and IT requests within the context of broader strategic goals as well as department needs, and
make a recommendation to the Town Manager for consideration during the budget process. These
committees should first be tasked with developing and vetting a series of prioritization criteria that should
be considered when evaluating capital and IT projects. These criteria should reflect the context of Townwide needs, policy priorities, and available resources, and should be paired with the strategic direction of
the Town as described in the strategic planning process.
Recommendation 19 in the Information Technology section of this report calls for the establishment of a
Technology Advisory Committee (TAC) staffed by the IT Director and composed of one representative
from each department. The TAC will be responsible for discussing technology issues, determining highpriority technology focus areas, and coordinating technology initiatives that impact multiple departments.
The TAC will also be responsible for reviewing the IT strategic plan, modifying the plan to reflect common
priorities shared among all Town departments, and recommending initiatives for budget consideration
annually based on the plan. This committee will be well-positioned to serve as the budget review
committee for IT initiatives.
Suggested members of the Capital Review Committee include the Director of Administration, the Finance
Director, the Accounting Manager, the Public Works Director, and the Director of Water and Wastewater.
However, the final composition of this committee should be determined by the Town Manager.
After determining the evaluation criteria, the Capital Review Committee and the TAC should decide if any
of the criteria carry more importance than others. For example, the Capital Committee might determine
that projects that are mandated and projects that improve safety will always be highest-priority for
funding. Similarly, the TAC may determine that departmental business applications that require little
customization and also integrate with the Town’s ERP will receive priority consideration.
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Once the criteria are defined and vetted with the Town Manager, the budget calendar and budget request
templates will then need to be revised to include a process for Capital Review Committee and the TAC
project prioritization.

Payroll

The Finance Department is responsible for managing the Town payroll processes including timesheet
collection, data entry, and biweekly payroll processing. The Town currently utilizes an antiquated system
that requires extensive manual compilation and processing. The following recommendations outline
improvements to the payroll process through the use of technology and the elimination of manual data
entry processes.
Recommendation 22: Transition from Cobalt™ to MUNIS for payroll.
As previously noted, the Town recently purchased the MUNIS ERP. There is a module in MUNIS that would
allow the system to integrate payroll processing with other financial management functions. However,
the Town has opted to roll out the MUNIS system in phases, module by module, allowing the staff to gain
familiarity with the system before it is implemented throughout the Town. As a result of this phased
implementation, the payroll module has not yet been implemented. Instead, the Finance Department
currently utilizes the Cobalt, Logics system as its payroll processing system.
Under the current process, departments utilize one of three processes to track employee time: punch
cards, time clocks, or Excel timesheets. Each department assembles their employees’ time data and sends
timecards and printed time sheets to the Finance Department payroll clerk to enter manually into the
Cobalt system. There are several challenges with the current system.
First, the current process relies on manual and duplicative data entry. Not only are staff in each
department required to enter their time, but Finance Department staff must re-enter it into the Cobalt
system. This creates an opportunity for error. Second, the current antiquated Cobalt system does not
allow the Town the ability to implement more functional time management systems at the department
level that would allow staff to quickly and easily record and send their time information without the need
for managing paper timecards or recording their time in multiple formats. Third, the Cobalt system does
not allow the Town to pre-define pay polices and overtime accrual rules, which has led to inconsistent
interpretation among staff. This can be addressed through the implementation of the MUNIS payroll
module.
Implementing the MUNIS payroll module would allow the Town to implement a paperless payroll system
and manage benefits administration and tax filings in one module. The system would allow employees to
enter their hours directly into MUNIS, and this information would be electronically reviewed and
approved by supervisors and routed to Finance, eliminating the need for duplicative data entry.
Implementing the payroll module would allow for the Town’s pay policies and accrual rules to be built
into the MUNIS timecard system, eliminating guesswork for staff and timecard approvers, and ensuring
rules are consistently applied.
In addition, it would allow the Town to reduce the number of software systems staff must be trained on
and manage. It would also integrate employee personnel data seamlessly with the Town’s financial
management module, and it would permit the Town to activate the employee self-service portal, which
would provide employees with greater access to pay, benefit and accrual information.
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The Town has budgeted for the implementation of the MUNIS payroll module and, as a result, this
recommendation will require no additional budgeted resources to implement. However, implementation
should be staged to follow the recommended update in the Town’s personnel, pay, overtime and leave
accrual policies (see Recommendation 12), so that they can be integrated into the payroll module.
Recommendation 23: Implement an updated time management system for all departments.
As stated in the previous recommendation, a MUNIS payroll module will make it easier and more efficient
for employee hours to be recorded and routed through the payroll process. With the implementation of
this module, the Town will also have an opportunity to implement integrated time management and
employee self-service modules as mechanisms to streamline the scheduling processes and eliminate
duplicative data entry.
A modern time management software system goes beyond payroll module functionality. A time
management system integrates employee scheduling and leave management processes into an
information system that streamlines the administrative work required to monitor leave usage and meet
scheduling demands within a department. A modern time management system will allow the Town to
create a fully-electronic time review and approval process. It will provide an opportunity to create
department-specific scheduling processes that can reflect alternative shift schedules and Fair Labor
Standards Act guidelines, manage overtime eligibility, work limits, certifications and shift swaps and shift
trades. It will also provide employees with access to leave information and allow them to request time off
through self-service features linked to their computer or smart phone.
Following implementation of the MUNIS payroll module, it will be prudent to evaluate the cost associated
with implementing a comprehensive time management system. MUNIS does have time management and
employee self-service modules, and the Town should evaluate these options, but should also evaluate
other time management systems that perform the same tasks. Regardless, it will be important to ensure
that the system that is implemented can be fully integrated with MUNIS.

Procurement

The Finance Department is responsible for managing procurement policies and procedures in the Town.
The Novak Consulting Group’s review of the purchasing practices and policies indicates there are two
immediate areas of opportunity relating to enhancing purchasing oversight and support and enhancing
departmental access to the services and supplies needed to efficiently deliver services to the public.
Recommendation 24: Create a centralized contract management, review and oversight process.
The Finance Department is staffed with a part-time Procurement Specialist who is tasked with providing
guidance and support to departments in the application of purchasing rules and procedures. One of the
specific responsibilities of the position is to support the contracting process for the Town. However, as a
result of the limited procurement staffing capacity, most Town departments are responsible for managing
the bid cycles and renewals of service contacts that relate to their scope of responsibilities. There is no
centralized contract database or process in place to proactively manage contract renewals and assess
whether alternative contracting or service approaches are warranted.
This lack of proactive contract management makes it difficult for the Town to understand important
information, such as its history with particular vendors, the total amount of funding spent on contracts,
and the contracting areas where alternative service approaches may be more cost effective. It also limits
the Town’s ability to proactively build a contract evaluation and amendment process into the renewal
cycle or to conduct research on past contracting in the Town.
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Unfortunately, the Town has limited capacity for centralized contract management; the Procurement
Specialist is a part-time position and, as noted, there is no centralized contract database in place. Adding
additional Procurement staff capacity (see Recommendation 27) will expand the Town’s ability to manage
contracts. However, the Town can also implement procedures to help ensure that all contracts adhere to
Town standards even when they are not directly overseen by Procurement.
The Town has already started working towards a centralized contract database; this will be an important
tool to allow Procurement staff to monitor Town contracts and to proactively work with departments on
any upcoming contract renewals or re-bids. At a minimum, the inventory database should include:
•
•
•
•
•
•
•
•
•
•

Vendor name
Total contracted amount
Total expenses/revenue related to the contract to date
Agreed-upon deliverables
Contract dates
Town staff person managing contract
Budget line(s) associated with contract
Whether the contract is active or inactive
Any contract amendments or renewals
Certificate of Insurance

The Town should make this repository accessible and searchable by any department, so that they are
aware of the Town’s history with a particular good/service or vendor when they are considering a new
contract or request for proposals.
Once the inventory is established, a proactive effort should be made to stage contract renewal periods in
a way that balances and distributes contract review and renewal workload throughout the year. This will
better enable the Finance Department and, to an extent, the Town Attorney, to proactively assess
contractor performance and adjust contract parameters to address service delivery issues
Recommendation 25: Create standard contract language for commonly-used types of contract.
Another important aspect of contract management is assuring that each contract meets all legal
requirements. Currently, the Town Attorney attempts to review each contract before the contract is
executed. However, this review process can often create a bottleneck because the Town employs one
attorney. To address this issue, the Procurement Specialist should work with the Town Attorney to
develop standard language for certain commonly-used or routine types of contracts. Portions of a
contracts that use the approved this language can be considered “pre-reviewed” by the Attorney, allowing
the Attorney to focus his or her attention on those aspects that deviate from the standards.
Examples of contracts for which sections of standardized language could be developed:
•
•
•
•
•
•

Construction services
Engineering services
Landscaping services
Procurement agreements
Sole source procurement
Lease agreements
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Event management services
Financial advisor services
Ongoing service agreements for specialized maintenance and repair
Software use agreements

It should be noted that the Town enters into a number of complex agreements. As such, not all contracts
can be standardized. Therefore, Finance and the Town Attorney should develop protocols for when these
templates should be used and when additional Attorney review is warranted. For example, it will be
important for the Town Attorney to review all contracts above a certain dollar threshold or to review all
new contracts without precedent in the Town.
Recommendation 26: Implement a purchasing card program.
Currently, the Town maintains an inventory of credit cards that can be accessed by a limited number of
personnel for supply purchases. These credit cards are stored in a safe in Finance. If an employee wishes
to use a credit card, he or she must fill out a request form and get signatures from both his or her
Department Director and either the Town Manager or Finance Director.
The purpose of this procedure is to help ensure financial security by closely monitoring and regulating the
use of credit cards, but such an involved process can delay necessary purchases. Many staff work in the
field, where situations can arise unexpectedly that require the purchase of supplies or equipment. Staff
currently have no way to address these situations in an expeditious manner. It also sends the message to
many employees that they are not to be trusted with any procurement authority.
The Town should issue purchasing cards, or p-cards, to certain staff, and grant these staff the authority to
make small-scale purchases. This would not only streamline the procurement process but would also
designate certain staff as subject matter experts on small-scale procurement.
However, use of the cards must be closely-regulated in order to ensure that they are being used correctly.
To address this, the Town should develop a P-Card Policy governing use of the cards. Elements that should
be included in the policy include:
•
•

•
•
•

•
•

Dollar limits, both for an individual purchase and for total purchases per month
Categories of purchases that are and are not permissible on the card:
o Examples of permissible purchases could include equipment and supplies, dues and
subscriptions, hotels and airlines for work-related travel
o Examples of prohibited purchases could include personal purchases, cash advances,
software not approved by IT
A requirement for staff using the cards to save all receipts and other documentation, when issued
A requirement that only the cardholder make purchases using the card
Procedures for card violations, differentiating between negligence and fraudulent use:
o Examples of negligence: failing to save receipts, using the card in non-approved ways
o Examples of fraud: willfully using the card for personal use
o The policy may include exceptions for one-off violations, e.g., occasional lost receipts or
an accidental personal charge
Procedures for reviewing the monthly card statements
Procedures for assigning the charges to the appropriate budget line items
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Before issuing p-cards, Finance and Town Administration must also determine which staff should be
issued a p-card. The Town Manager should make the ultimate decision of who should get p-cards and how
many p-cards should be issued. Larger departments may be issued one or more p-cards while smaller
departments may be able to share one. Each p-card should be assigned to a specific person, who should
ultimately be responsible for every purchase made on the card.
Staff should be assigned p-cards if they may need ready access to purchasing power while in the field,
particularly outside of normal weekday business hours. An operations superintendent, for example, would
likely be a good candidate for a p-card. He or she would be able to use a p-card to make small unforeseen
purchases based on maintenance needs, allowing the crew to continue working uninterrupted. The Parks
and Recreation Events Specialist may be another good candidate for a p-card; unexpected situations can
arise during events, and the Specialist may be able to manage events more efficiently if he or she has the
ability to make small purchases. Finally, the Department should also provide training to all staff assigned
p-cards to ensure that they understand the policy.

Staffing

Recommendation 27: Add full-time staff capacity for the procurement and budgeting functions.
Procurement and budgeting are two of the most essential functions of a Finance Department, but both
are currently being overseen by part-time staff. The Procurement Specialist is in the office two days a
week, and although staff have the authority to make some purchases without the Specialist’s oversight,
many staff still hold off on purchases until the Specialist is available to give assistance and direction. Thus,
on the two days when the Procurement Specialist is in office, the Specialist must manage the backlog of
requests that have built up. This creates a delay in the purchasing process which can impact operations.
In addition, there are a number of recommendations in this report which call for an expansion of
procurement support as a means to generate efficiencies in operations and administrative service
delivery. For example, it is recommended that a purchasing card process be implemented and that the
service contract review, renewal, and support function be augmented in the Town. These
recommendations will require additional staff capacity to support.
This report also recommends expanding the budget program by standardizing budget request forms and
creating formal procedures for CIP and IT budget review. These additional recommendations will require
oversight and effort beyond the capacity of the part-time Budget Specialist.
Although the work being done by the Budget Specialist and Procurement Specialist is effective and the
staff in those roles are functioning at a high-level, there is a need to augment procurement and budget
support capacity. Doing so would ensure that budget and procurement support are available full time and
that the labor capacity would be available to expand procurement and budgeting best practices described
in this report.
There are several options available to add this capacity. The first option is to replace the existing part-time
positions with a full-time Financial Analyst responsible for both procurement and budgeting functions.
This would allow the Town to gain capacity in both areas with limited increase in cost. Further, it would
ensure that budgeting and procurement expertise and advice were available to departments five days per
week; this represents a significant internal service improvement. Based on similar area salaries, $60,000
is a reasonable estimate for the proposed Financial Analyst salary. After accounting for employer costs
and benefits, the estimated total compensation for a Financial Analyst is approximately $82,500 in the
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first year. This is approximately equivalent to the total cost of the current part-time Budget Specialist and
Procurement Specialist positions.
The second option would be to increase both the part-time Budget Specialist and Procurement Specialist
positions to full-time. Assuming the current hourly salaries for these positions remains the same, the Town
would pay an additional $69,000 in increased wages, plus an estimated $43,000 in benefits. The net total
increase in employer costs to implement this option is approximately $111,600 in the first year. However,
increasing both positions to full-time would increase the Town’s ability to adequately oversee these
functions and ensure that best practices are being adhered to at all levels. The two positions could also
be cross-trained so that they could serve as each other’s backup when one person is out of the office.
A third option would be to increase only one of these positions to full time at an estimated cost of $55,000
including increased salary and benefits. The full-time position would not only be responsible for the
budgeting or procurement role but would also oversee the other position and serve as a backup when the
employee is out of the office. For example, if the Procurement Specialist position became full-time, the
position would not only oversee procurement but would also manage the Budget Specialist and assist him
or her in that role.
Ultimately, combining the existing part-time Procurement Specialist and Budget Specialist positions into
a full-time Financial Analyst position represents the most cost-effective way to generate additional
capacity and also provides an avenue to augment generalist capacity within the Department. This
additional capacity can serve to enhance procurement and budget functions but can also be tapped to
support further implementation of MUNIS modules and provide additional special project and analytical
capacity for the Department. As a result, it is recommended that the Budget Specialist and Procurement
Specialist positions be consolidated as one Financial Analyst position when attrition allows.

Special Operations Funds

Recommendation 28: Complete an indirect cost allocation study to identify the appropriate level of
Water and Wastewater Fund revenues to be transferred to the General Fund on an annual basis.
One of the most significant challenges facing the Town relates to the desire to keep the cost of water and
wastewater services affordable and limit the need to raise water and sewer rates. However, as an
enterprise fund, it is a best practice to ensure that the full cost of operations and administration is
reflected in revenue structure for water and wastewater services.
In FY2019, the Water and Wastewater Funds dedicated $493,226 each, for a total of $986,452, for
chargebacks to the General Fund. These chargebacks support staff who are not based out of Water or
Wastewater but who still contribute to these functions. Positions partially or fully-funded by the
chargebacks include the Director and Assistant Director of Public Works, the Project Coordinator, the
Capital Projects and Engineering Manager, the Operations Inspectors, the Engineering Technicians, the
Maintenance Superintendent, some General Maintenance staff, and the Meter Technician.
The percentage of these positions’ costs that are funded through chargebacks are based on estimates of
the amount of time that a position spends on Water or Wastewater related activities, rather than data.
The fact that they are general estimates, without support in work records, means that it is difficult to
determine whether the allocations accurately reflect the actual staff time spent on Water and Wastewater
issues. Furthermore, there are other positions outside of the Public Works Department that also support
Water and Wastewater. Financial Services, for example, assists with their budgeting, procurement, billing,
and more. Information Technology assists with their technological systems. The Town Attorney assists in
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collecting unpaid fees and in providing legal review. However, none of these Departments’ time is billed
to the Water and Wastewater funds.
The Government Finance Officers Association (GFOA) recommends that governments accurately allocate
indirect costs whenever feasible. 21 Allocating costs to the appropriate area helps a government
understand the true costs of its programs and services. Understanding the true cost of Water and
Wastewater services will be important information as the Town considers how to keep those utilities as
affordable as possible into the future. Furthermore, if these costs are not allocated it is possible that the
General Fund is subsidizing Water and Wastewater.
The Town should engage a consultant to perform an indirect cost study for Water and Wastewater to
ascertain the appropriate level of annual chargebacks. The study should identify appropriate levels of
allocation for all indirect General Fund costs incurred on behalf of Water and Wastewater and should
provide the Town with strategies to continue to identify the appropriate allocation in future years without
the assistance of an outside consultant. These indirect expenses should be accounted for in the
allocations.

21

“Indirect Cost Allocation.” GFOA. http://www.gfoa.org/indirect-cost-allocation
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Parks and Recreation Division
The Parks and Recreation Division manages protected open spaces for active and passive recreation and
offers recreational, environmental, and cultural events and activities to benefit the community, economic
growth, and environmental preservation. Parks and Recreation staff manage nearly 60 acres of park
assets, as illustrated on the following table.
Table 20: Town Parks and Recreation Assets

Parks and Recreation Assets
Acreage
The Chapman DeMary Trail
10.00 acres
Sue Kane Nature Park
11.00 acres
Purcellville Train Station
0.10 acres
Fireman’s Field Complex (includes Dillon’s Woods)
15.89 acres
• Bush Tabernacle Complex (includes Skating Rink/Assembly Building)
Village Case Property with community garden
5.86 acres
16.09 acres
Bowman Park/Chiasson Property
58.94 acres
Total
The Division is staffed by two part-time employees (1.2 FTEs) under the supervision of the Director of
Administration, as illustrated in the following organizational chart.
Director of
Administration
1.0 FTE

Parks Division
Manager
0.7 FTE

Event Specialist
0.5 FTE

Figure 9: Parks and Recreation Division Organizational Structure, 2018

The Director of Administration currently supervises the Town’s Parks and Recreation function, including
the Parks Division Manager (“Parks Manager”). The Director provides oversight and guidance related to
all Parks and Recreation activities, projects, and initiatives.
The Parks Manager assesses the recreational needs of the Town, develops projects, programs, and
activities to meet the needs of the community and maintains public-private partnerships among the Town
and its stakeholders. Additionally, the Parks Manager is responsible for procuring grant funding to help
support projects, serves as a project manager for various capital projects and initiatives, oversees all
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volunteer projects related to trails, coordinates ongoing trail and open space maintenance with the Public
Works Department, and provides contract oversight for the Fireman’s Field Complex. This position also
serves as the staff liaison for four advisory boards, including the Parks and Recreation Advisory Board,
Purcellville Arts Council, Tree and Environmental Sustainability Committee, and Train Station Advisory
Board.
The Event Specialist is responsible for the planning, coordination, and production of the Town’s special
events, including the Music and Arts Festival, Memorial Day celebration, Independence Day parade, Wine
and Food Festival, 9/11 Ceremony, Hail to the Trail, and Town Tree lighting and Trolley Tours. This position
handles all aspects of special events including production, marketing, volunteer recruitment, and the
development of new events.

Core Services

The Parks and Recreation Division performs a variety of services and tasks that constitute core department
services. Those functions are summarized in the table below.
Table 21: Parks and Recreation Core Services

Function/Division

Program Area
Grant Management

Administration

Concessions
Board and
Commission
Support

Trails/Open Space
Recreation

Programming
Environmental
Stewardship

•
•
•
•
•

•
•
•
•
•
•
•
•

Tourism

Special Events

Activities
Seek grant opportunities
Submit grant proposals
Serve as the project manager on grant projects
Serve as point of contact for the Town’s concession
contract
Provide staff support to Parks and Recreation
Advisory Board, Purcellville Arts Council, Tree and
Environmental Sustainability Committee, and Train
Station Advisory Board
Manage trails/open space
Plan for connectivity/future of the trails system
Coordinate maintenance of trails/open space
Recruit and coordinate volunteers
Develop recreational programming and events
Develop initiatives that encourage and promote
environmental stewardship
Develop educational programming around
environmental sustainability
Coordinate and plan special events:
o Music and Arts Festival
o Memorial Day celebration
o Independence Day parade
o Wine and Food Festival
o 9/11 Ceremony
o Hail to the Trail
o Town Tree lighting and Trolley Tours
o Christmas Parade and Christmas in
Purcellville
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Function/Division

Program Area
Programming

•

Activities
Develop and promote cultural arts and history
events

Staffing

The Division’s overall staffing level has grown 71% from FY2015 to FY2019 which is attributed to the
Division adding the part-time Event Specialist position in FY2016, as illustrated in the following table.
Table 22: Parks and Recreation Division Staffing, FY2015 through FY2019

Staffing (FTE)
Authorized

FY2015 FY2016 FY2017
FY2018
FY2019
Actual Actual Actual Estimated Adopted
.7
1.2
1.2
1.2
1.2

Percent Change
FY2015 to FY2019
71%

Budget

The Parks and Recreation Division is supported by the Special Parks and Recreation Fund, which collects
a special district tax of $0.03 per $100 of assessed value dedicated to parks and recreation activities.
Compared to FY2015 actuals, overall FY2019 budgeted expenses have increased 15%, as illustrated on the
following table.
Table 23: Parks and Recreation Expenses – All Funds, FY2015 through FY2019

Expense Category
Pay & Benefits
Operations
All Other Expenses
Total

FY2015
FY2016
FY2017
FY2018
FY2019
Actual
Actual
Actual
Estimated Adopted
$47,189 $46,096 $60,337
$84,284 $79,614
$33,067 $27,208
$0
$0 $10,000
$421,665 $383,117 $398,223 $3,106,821 $488,231
$501,920 $456,421 $458,560 $3,191,105 $577,845

Percent Change
FY2015 to FY2019
69%
-70%
16%
15%

Much of this increase is attributable to personnel expenses including staff overtime, consultant fees
associated with a feasibility study for a recreational bike park, and event management fees. Notably, in
FY2018 the Town retired nearly $2.5 million in Build America Bonds (BAB) debt, which created a significant
decrease in expenses during that year as illustrated above.

Parks and Recreation Analysis and Recommendations
From trails and open spaces to the Town’s annual events, the services provided by Parks and Recreation
are important to the Town’s quality of life. Over the last several years, the events, projects, initiatives, and
responsibilities assigned to Parks and Recreation have grown. During interviews, Parks and Recreation
staff expressed a desire to expand the Division’s customer service offerings, create and construct new
parks and playgrounds, expand the trail system, and provide more recreational opportunities. However,
there is a lack of formal service level expectations which staff can utilize to effectively prioritize tasks. As
a result, the Division struggles to balance current workload demands given existing staffing levels.
The following recommendations are intended to help the Town establish a more appropriate workload
balance for the Division by formalizing service level expectations and developing a formal work plan to
guide staff efforts.
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Park and Recreation Planning

Recommendation 29: Formalize service level expectations associated with the Town’s parks and
recreation functions.
As noted, the Parks Division Manager currently provides staff support to four advisory boards. These
boards frequently suggest new projects and initiatives which become the Division’s responsibility to
research, plan, and manage. The following table illustrates many of the projects and activities assigned to
Parks and Recreation staff by advisory boards.
Table 24: Parks and Recreation Advisory Boards Projects and Activities

Advisory Board

Parks and Recreation Advisory
Board

Tree and Environmental
Sustainability Committee

Purcellville Arts Council

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Current Projects
Purcellville Music and Arts Festival
Annual Christmas holiday lights trolley tours
Purcellville Parks, Recreation, and Open Space Plan
Monthly activities including nature walks and concerts
Development of Bike Park
Bike racks and repair stations
Sports grant
Community projects (Eagle Scout Projects)
Research and studies on greenhouse gas emissions,
carbon footprint, and urban tree canopy
Virginia Department of Forestry grants
Habitat protection and restoration
Open space preservation
Trail enhancement and establishment
Stream monitoring efforts
Tree City U.S.A. activities and annual certification
Hail to the Trail—Purcellville’s Green Expo
Mayors’ Monarch Pledge
Purcellville Community Garden
Habitat certifications and designations
Virginia Commission for the Arts Grant Program
Art shows and receptions in Town Hall
Artist participation in the Purcellville Music and Arts
Festival and the Purcellville Wine and Food Festival
Procedures for the mural project
Guidelines and securing vacant commercial space for art
pop-up Exhibits in Vacant Retail Space
Loudoun County Artisan Trail
Quarterly lecture series
Cabin Fever Film Festival
Art in public spaces such as banners featuring local
students
Art in the Train Station
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Advisory Board

Current Projects

Train Station Advisory Board

•

Researched and shared information on topics ranging
from the clock, maintenance, engraved bricks, fees,
covenants, and visitor’s centers, etc.

In FY2018, the Parks and Recreation Advisory Board recommended the development of a bike park and
an outdoor stage in Dillon’s Woods. The Board performed initial research and presented concepts to the
Town Council during the FY2019 Budget process. Based on this information, the Council funded a
feasibility study for the bike park project and construction of the stage. The Parks and Recreation Manager
will be responsible for drafting and reviewing the request for proposals (RFP), selecting the contractor,
and managing both projects.
Additionally, the Tree and Environmental Sustainability Committee recommended that the Town
coordinate with the Metropolitan Washington Council of Governments (MWCOG) to procure a
Greenhouse Gas Emissions study for the Town. The Town Council approved the study, and Parks and
Recreation staff are currently responsible for updating the report on a regular basis.
The quantity and complexity of projects assigned to Parks and Recreation staff by advisory boards is
difficult to manage given the Division’s existing staffing level. New projects and initiatives generated by
advisory boards often compete for staff time and attention, and staff have little guidance regarding which
projects to prioritize. In short, the Parks and Recreation Division finds itself receiving an increasing volume
of work from multiple sources, without direction regarding which projects should receive priority focus,
while utilizing only two part-time positions.
This creates significant challenges for the Town. As board requests multiply, staff’s ability to manage
existing workload becomes increasingly challenged. As a result, Parks and Recreation staff work overtime
to accomplish assigned tasks. The following table illustrates scheduled and actual hours worked by Parks
and Recreation staff, along with additional costs generated as a result of working over scheduled hours in
FY2018.
Table 25: Parks and Recreation Hours Comparison, FY2018

Position
Parks Division Manager
Event Specialist
Total

Scheduled Hours
per Week
28.0
20.0

Average Actual Hours
Worked per Week
31.0
22.4

Additional Costs
Attributable to Extra Hours
$5,394.68
$4,264.82
$9,659.50

On average in FY2018, the Parks Division Manager worked three extra hours per week and the Event
Specialist worked approximately 2.4 extra hours per week. This resulted in nearly $10,000 in additional
expenses and pushed the Parks Division Manager above an average of 30 hours per week, the current
threshold at which healthcare benefits must be provided to employees. It is inappropriate to require parttime staff to work more than 30 hours without providing associated benefits, and the Town should avoid
overburdening part-time positions with workload assignments which require overtime to complete.
It must be noted that board members and volunteers currently support Parks and Recreation staff by
volunteering, performing research, identifying and writing grants, reviewing budgets, coordinating
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monthly nature walks, assisting with events, securing sponsors, writing press releases, preparing project
proposals, locating local artists, and reviewing nomination applications for awards. This support is
commendable; however, it does not sufficiently alleviate the workload burden currently assigned to staff.
Correcting the workload imbalance currently assigned to Parks and Recreation requires formalizing
service level expectations associated with parks and recreation activities. The Division cannot perform all
requested workload tasks at its current staffing level, and it is essential to provide staff with guidance
regarding how to prioritize work to meet Council’s expectations. This should be accomplished by clearly
defining which core services staff are expected to complete, the timeframe by which tasks should be
completed, and how staff should prioritize additional work generated by advisory boards. It is likely that
establishing achievable service expectations for parks and recreation functions will require the Town to
eliminate some work currently assigned to the Division.
Alternatively, if the Town wishes to maintain a high level of service, it should convert existing Parks and
Recreation positions to full-time. This will result in estimated base salary increases of approximately
$20,000 per position to cover expanding scheduled hours to 40 hours per week. Combined salary and
benefits costs of converting the Parks Division Manager and Event Specialist to full-time is approximately
$92,000 in the first year. While these costs represent a significant investment, converting these positions
to full-time allows staff to devote more hours to parks and recreation functions, eliminates liabilities
associated with overburdening part-time positions, and enables the Town to offer more comprehensive
parks and recreation services.
Recommendation 30: Develop a Parks and Recreation annual work plan.
Once the Town Council has established service level expectations for Parks and Recreation, staff should
develop a Parks and Recreation annual work plan to align work tasks with the Town’s strategic goals and
initiatives. The work plan should:
•
•
•
•
•

Identify the Division’s key goals; in alignment with the Town’s strategic plan and goals
Outline the projects that contribute to each goal
Provide estimated timeframes and deadlines
Include estimated timeframes and deadlines
Assign an individual to each goal/project

An annual work plan creates several benefits for the Town. First, a work plan is a valuable tool for
measuring staff progress and allows management to more effectively evaluate whether staff are achieving
service level goals. Second, scheduling work throughout the year allows staff to visualize workflow and
more clearly communicate the impact of additional service requests. This allows staff to better prioritize
when to focus on projects given seasonal work patterns and prevents overburdening the Division with
simultaneous requests. Finally, the work plan can be used as a living document and updated throughout
the year to reflect changes in organizational priorities and service needs.
It is critical for Parks and Recreation staff to share the annual work plan with advisory boards and to
explain how the work plan addresses service level expectations set by the Town Council. Reviewing the
work plans on an annual basis allows each advisory board to see how routine tasks, Council priorities, and
projects generated by other boards affect staff workloads. This enables advisory boards to make more
informed requests of staff and provides boards with essential context about staff’s current obligations.
While a work plan will establish the Division’s key priorities for a given year, it is likely that additional
requests and changing priorities will continue to interrupt previously scheduled work. As new initiatives
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or programs are discussed and developed, they should be fully vetted and researched to assess their
impact on other core tasks assigned to Parks and Recreation staff. This vetting process should include a
thorough assessment of each initiative’s one-time costs (including staff time), as well as any ongoing
maintenance costs associated with supporting an initiative once it is completed. Requests which advance
the Division’s service goals without creating unreasonable costs should be incorporated into the annual
work plan.
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Community Development Department
The Community Development Department is responsible for managing the Town’s built environment
through planning, zoning, plan review, economic development, and inspections functions. The
Department oversees the Town’s comprehensive plan and zoning ordinance, reviews and processes
development permit applications, and performs occupancy and property maintenance inspections. In
addition to these activities, Community Development staff serve as liaisons to the Town Council and four
advisory boards, including the Planning Commission, Board of Zoning Appeals, Board of Architectural
Review, and Economic Development Advisory Committee. These functions and services are provided with
a staff of four personnel, as illustrated in the following figure.
Director of
Community
Development
1.0 FTE

Planning/Zoning
Technician
2.0 FTE

Senior Planner
1.0 FTE

Figure 10: Community Development Organizational Structure, 2018

The Director of Community Development supervises Department personnel and represents the
Department at Town Council meetings. The Director also manages the Department’s budget, directs the
work of staff, provides daily backup support for customer service functions, and assists Department staff
with development review activities including permit and plan review.
The Senior Planner is responsible for long-range planning functions and administering the Town’s planning
and development codes, including the comprehensive plan, zoning ordinance, and sign regulations. The
Senior Planner also manages development review activities for new major development projects, such as
a proposed shopping center on the east side of Town and a gas station redevelopment on the west side
of Town. This position also provides primary staff support to the four advisory boards aligned with
Community Development, as noted above.
The Planning/Zoning Technician positions provide customer service support, including answering phones
and in-person assistance to customers. These staff perform permit intake functions, review submitted
permit applications for completeness, and distribute permit materials to other departments. Other duties
assigned to Planning/Zoning Technicians include transcribing minutes from Planning Commission
meetings, investigating and pursuing property maintenance violations, and performing certificate of
occupancy inspections.

Core Services

Community Development perform a variety of services and tasks that constitute core Department
services. Those functions are summarized in the table below.
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Table 26: Community Development Core Services

Function/
Division

Program Area
Customer Service

Administration

Activities
•
•
•
•

Board and
Commission
Support

Long-Range
Planning

•
•
•
•

•
Planning and
Zoning

Development
Review

Inspections
Economic
Development

Business
Recruitment and
Retention

•
•
•
•
•
•

Respond to customer phone calls as needed
Assist customers at the Department walk-up
window
Develop and administer department budget
Provide staff support to Town Council, Planning
Commission, Board of Zoning Appeals, Board of
Architecture Review, and Economic Development
Advisory Committee
Record Planning Commission meetings
Compose Planning Commission minutes
Manage the comprehensive plan update process
Propose amendments and revisions to the
comprehensive plan, zoning ordinance, and sign
code as needed
Process zoning permit applications, site plans, and
other materials submitted to the Department for
approval
Issue deck and fence permits within 48 hours
Process rezoning and special use permit requests
Perform property maintenance inspections as
requested and resolve issues with property owners
Perform occupancy inspections as requested and
issue certificates
Engage businesses to foster growth and expansion
Assist businesses seeking to relocate to Purcellville

Staffing

The Department’s overall staffing level has remained flat since FY2015 at 4.0 authorized FTEs, as
illustrated in the following table.
Table 27: Community Development Department Staffing, FY2015 through FY2019

Staffing (FTE)
Authorized

FY2015 FY2016 FY2017
FY2018
FY2019
Actual Actual Actual Estimated Adopted
4.0
4.0
4.0
4.0
4.0

Budget

Percent Change
FY2015 to FY2019
0%

The Community Development Department is supported by the General Fund. Expenses associated with
the Department have increased approximately 11% since FY2015, due primarily to rising costs for
employee health care and increasing operations costs for engineering consultants.
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Table 28: Community Development Department Expenses – All Funds, FY2015 through FY2019

Expense Category
Pay & Benefits
Operations
Total

FY2015
FY2016
FY2017
FY2018
FY2019
Actual
Actual
Actual
Estimated Adopted
$359,520 $399,448 $432,882 $372,323 $383,151
$11,628 $57,493 $71,762
$78,555 $29,700
$371,148 $456,941 $504,644 $450,878 $412,851

Percent Change
FY2015 to FY2019
7%
155%
11%

Community Development Analysis and Recommendations
Community Development provides significant services to the Purcellville community utilizing only four
full-time staff. Much of the Department’s work requires staff to meet with applicants, residents, and
business owners; attend evening Town Council and advisory board meetings; and conduct field
inspections for property maintenance violations and certificates of occupancy. This work is naturally timeintensive and requires staff to build and maintain constructive working relationships with customers and
advisory board appointees.
According to staff, the Department is able to provide effective customer service given its current staffing
level. For example, during field work, staff reported that most permits are issued within 24 to 48 hours of
customer requests, and staff emphasized the importance of collaboratively resolving property
maintenance issues with residents. While these anecdotes suggest a high level of customer service, the
Department currently tracks limited workload information, and it is difficult to quantitatively demonstrate
the Department’s effectiveness. This reduces the Town’s ability to understand how workload impacts staff
and prevents the Department from deploying staff efficiently. Given recent growth trends affecting the
Town, there is a need to ensure the Department can continue to devote sufficient attention to customers
while balancing future workload demands.
In particular, code enforcement and property maintenance needs are likely to increase as the Town grows
and ages. As a result, the Town may need to explore creative ways to utilize existing staff capacity within
the organization to address proactive enforcement needs. This could be accomplished by creating staffing
capacity within the Community Development Department, or partnering with other departments, such as
the Police Department, to share resources to develop a comprehensive approach to property
maintenance and code enforcement.
Additionally, there is a need to more effectively prioritize proactive planning efforts assigned to
Department staff, particularly regarding the Town’s comprehensive plan, code updates, and economic
development. Community Development staff are currently in the process of finalizing revisions to the
Town’s comprehensive plan in collaboration with a third-party consulting firm, and staff have identified
additional needs to review and update the Town’s zoning and sign codes. These projects also impact the
Economic Development Advisory Committee and the Town’s overall economic development goals.
The following recommendations are intended to help the Department maximize existing staff capacity
and prioritize long-range planning efforts to support the highest and best use of existing personnel.
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Enhancing Staff Capacity

Recommendation 31: Invest in development review software to enhance data tracking capabilities.
To properly assess the Department’s staffing levels, it is important to understand how the volume of work
assigned to staff and the time needed to process this work has changed over time. The Department
currently calculates some core workload indicators using monthly economic development reports,
including:
•
•
•
•
•
•
•
•
•

Number of new business zoning and occupancy reviews
Number of new home occupations
Number of existing business relocations/expansions
Number of existing business relocations
Number of new jobs in Purcellville
Number of Zoning Permits issued
Number of Occupancy Permits issued
Number of Sign Permits issued
Number of illegal signs removed

While this information provides interesting context regarding staff’s activities, there is no centralized
software platform or technology resource that allows staff to quickly and accurately measure workload,
process times, and other important performance indicators. Rather, the Department utilizes paper-based
processes and manual tasks which are tracked using a variety of methods. For example, the Town’s plan
review process requires applicants to submit 12 hard copies which are distributed to other Town
Departments and Loudoun County agencies for review. 22 Comments and status updates regarding plan
review are currently tracked by Planning/Zoning Technicians using Microsoft Word. Other processes, such
as inspections and code enforcement, also rely heavily on manual records and ledgers. During interviews,
staff reported tracking property maintenance code complaints in a handwritten paper ledger.
There are several challenges associated with the Department’s reliance on paper-based processes and
manual ledgers. First, customer service may be negatively impacted because staff cannot readily locate
documents or assess the status of applications and inspection requests. Second, paper-based procedures
require staff to manually collect, distribute, and file paper records, resulting in an inefficient use of staff
time. Finally, although the Department is able to articulate workload measures in basic terms, it does not
currently track labor hours, turnaround, and administrative task times associated with key processes. This
prevents the Department from assessing how many personnel are required to accomplish core tasks and
deliver services.
In summary, while the Department has taken a commendable first step towards reporting workload
measures, there is an opportunity to enhance data tracking practices to streamline data tracking, reduce
processing time associated with paper records, and maximize the capacity of existing staff. The best way
to accomplish this is to procure community development software designed to support and enhance core
services including plan review, inspections, and code enforcement.
There are several options for procuring a software system which will automate the Department’s data
tracking, record-keeping, and performance measurement. The first option is to explore software modules
which integrate with the Town’s existing MUNIS ERP system deployment, such as EnerGov™ Community
The Town reviews development applications for zoning compliance. Building and trades review is conducted by
Loudoun County.
22
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Development software. This software provides centralized electronic permit management, inspections
scheduling and tracking, and code enforcement case management. Utilizing an all-in-one software
solution which integrates with the Town’s existing MUNIS deployment will streamline deployment,
enhance the Department’s utilization of software, and reduce staff time managing paper.
Alternatively, the Town could explore options to integrate plan review, inspection, and code enforcement
software solutions with Loudoun County. The County currently provides building and trades permitting
and inspection services for developments within the Town, and there is a potential opportunity to
integrate Community Development processes with the County’s software system. However, this approach
would require the Town to approach the County to ensure that software resource sharing is feasible; if
so, the Town would then need to negotiate an interlocal agreement with the County to utilize County
software systems.
Regardless of the method used to procure a digital development review software system, it is important
for the Town to prioritize the acquisition and implementation of such a system to improve record-keeping,
streamline customer service, enhance data tracking, and eliminate unnecessary workload associated with
paper-based processes. Procuring and utilizing software to track plan review, inspections, and code
enforcement activities will help staff focus on core services and reduce time spent collating manual
records.
Recommendation 32: Restructure Planning Technician work schedules to provide continuous coverage
at the customer service window.
The Town’s two Planning/Zoning Technicians staff the Community Development customer service window
and provide intake services for zoning permit applications, code complaints, planned developments, and
permits. The customer service window is open from 8:00 AM to 5:00 PM, and the Planning Technicians
are scheduled to work during that same time period. The Technicians receive an hour for lunch, and
traditionally both take lunch at the same time each day. To backfill for these positions during lunch hour,
the Senior Planner or Community Development Director typically staff the customer service window.
This practice prevents the Senior Planner and Community Development Director from engaging in highlevel, time-intensive work. While it is appropriate for these positions to backfill Permit/Zoning Technicians
when emergencies arise, the Department should structure lunch breaks to avoid utilizing the Senior
Planner and Community Development Director to perform customer service responsibilities. This requires
scheduling Planning/Zoning Technician lunches so that one Technician is always available to attend to the
window during business hours.

Long-Range Planning

Recommendation 33: Issue an RFP for consulting services to update the Town’s sign code and zoning
ordinance.
The Virginia Code requires municipalities to review comprehensive plans every five years. As previously
mentioned, the Town is currently updating its comprehensive plan for anticipated adoption by the end of
2018. The comprehensive plan is a foundational long-range planning document for the community, and
the updated plan will outline the Town’s vision, strategies, and priorities for future development, housing,
recreation, utilities, economic development, transportation, land use, and other areas.
Adopting a new comprehensive plan will create ripple effects in other long-range planning areas and in
the Town Code. Based on the draft comprehensive plan, it is likely that the Town’s sign code and zoning
ordinance will need to be updated to ensure the Town maintains a consistent approach to development
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regulations. The most recent major updates to these codes occurred in 2012, and there is an opportunity
to both modernize the codes and ensure they appropriately reflect the new comprehensive plan.
However, it must be emphasized that the process of reviewing and updating these codes is often a
granular, tedious, and time-consuming process. The codes must not only reflect the general concepts of
the comprehensive plan, but also account for exceptions, exclusions, exemptions, historical practices and
precedent, and compliance with state and federal law. Ensuring the revised code is accurate, consistent,
useful, and instructive requires significant attention and should not be undertaken lightly.
Given the scope of the Community Development Department’s operations and its current staffing level,
it is unreasonable to expect that the Department will be able to undertake this process without additional
assistance. To avoid overburdening staff with major code rewrites, it is recommended that the Town issue
a request for proposals for a third-party consultant that specializes in the review and revision of planning
and zoning codes. This approach to code revisions is common among municipalities (particularly those
with small staffs) because it provides a neutral third party who can interpret and recommend code
revisions in an equitable and consistent manner, and it allows the municipality to continue utilizing
existing staff for other day-to-day functions.
Recommendation 34: Develop a comprehensive economic development plan.
The Town’s Economic Development Advisory Committee (EDAC) is composed of 10 community
representatives appointed by the Council. The Senior Planner is the primary staff liaison to EDAC.
According to Article II, Sec. 26-32 the Town Code, EDAC’s primary powers and duties include: 23
•
•
•
•
•
•

Recommending economic development policies to the Town Council, including but not limited to
budgetary expenditures and business retention and expansion
Identifying funding for local economic development activities
Identifying and meeting with business prospects
Publicizing the Town’s economic development program
Promoting tourism in the community
Facilitating communication between the business community and the Town government

While these powers and duties provide high-level guidance to EDAC, there is a perceived lack of clarity
regarding the committee’s role in economic development and confusion among staff about how to
prioritize ideas and initiatives generated by the committee.
It is common for advisory boards such as EDAC to operate using strategic plans or work plans which define
the committee’s mission, vision, and goals and describe specific projects and initiatives that will be
performed by the committee. There is some precedent for this in Purcellville: in 2014, EDAC completed a
Tourism Plan at the request of Town Council which provided guidance for managing the Town’s core
events and tourist attractions. This plan included a strengths, weaknesses, opportunities, and threats
(SWOT) assessment of the Town’s tourism strategy; specific recommendations to improve tourism; and a
vision statement which reads:

Purcellville Town Code. Article II, Sec. 26-32.
https://library.municode.com/va/purcellville/codes/charter_and_code_of_ordinances?nodeId=PTIICO_CH26CODE
_ARTIIECDEADCO_S26-31ESMEME.
23
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Purcellville will be an easy day trip destination providing a diversity of experiences for all who
visit with unique attractions, special events, small town charm, recreational offerings and of
course … wineries, breweries, distilleries, and great restaurants. 24
While the 2014 Tourism Plan is an excellent resource which describes the Town’s tourism priorities, the
plan’s focus area is relatively narrow (concentrating primarily on tourism), and there have been no recent
revisions or updates to the plan. As a result, there is an opportunity to develop a comprehensive economic
development plan to guide EDAC and the Town’s staff.
In light of the Town’s strategic planning efforts and long-range planning updates, it is important for the
economic development plan to consider and incorporate relevant aspects of the Town’s mission, vision,
and values. In other words, it is not necessary to initiate another strategic planning process specifically
regarding economic development; rather, the economic development strategic plan should rely on the
Town’s overall strategy as articulated in its strategic plan and other long-range plans. This prevents the
economic development plan from conflicting with the Town’s broader strategic efforts and allows the plan
to focus on specific initiatives and tasks which will be performed by EDAC.
Creating an effective economic development plan requires many of the same elements which are
currently featured in the 2014 Tourism Plan; however, the focus of the economic development plan
should be broadened to enhance business recruitment, business retention and expansion, small business
development, and tourism. Common elements of economic development plans include market analyses
of existing businesses in the community, the identification of target industries for business recruitment
and expansion, descriptions of incentives and grants used to grow business activity, and the development
of prioritized initiatives designed to enhance business growth and tourism.
The resulting economic development plan will form the basis of EDAC’s annual work plan, and the
committee can then evaluate the most effective ways to distribute workload among committee members
and Community Development staff. It is important to note that Community Development staff currently
perform some economic development work on a regular basis, such as vacancy studies of existing
commercial buildings and tracking the number of new jobs created in the community. However, staff’s
capacity to absorb additional tasks may be limited depending on the breadth and complexity of goals
established by the economic development plan. For example, if the plan calls for developing in-depth
market studies, staff may lack the capacity to perform this work due to other demands including plan
review, supporting the work of other advisory boards, and long-range planning revisions.
According to staff, the Town has already budgeted funds in FY2019 to create an economic development
plan. This is commendable, and the funds committed for this purpose could be used to support the
creation of the plan or to procure third-party support for specific elements and initiatives discussed in the
plan.

Purcellville Tourism Plan, Page 12. https://www.purcellvilleva.gov/DocumentCenter/View/3970/Tourism-PlanFinal-Draft?bidId=
24
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Public Works Department
The Purcellville Public Works Department is the Town’s largest department with 36.6 FTEs. The
Department is responsible for the maintenance, operation and improvement of Town facilities and public
infrastructure; providing engineering design and review services; inspecting Town and private
developments for compliance with engineering standards; and operating the Town’s water and
wastewater utilities. The Town’s solid waste and recycling services are provided by an outside contractor.
The Department also works with the Finance Department to manage the Town’s CIP. Public Works
responsibilities for CIP projects vary depending on the project’s scope; however, the Department
frequently assists with consultant selection, feasibility services, product design, construction inspection,
contractor selection, and project management. The following figure illustrates the Department’s
organizational structure.
Assistant Director
of Public Works
1.0 FTE

Director of Public
Works
1.0 FTE

Operations
Coordinator
1.0 FTE

Maintenance
Superintendent
1.0 FTE

Capital Projects
and Engineering
Manager
1.0 FTE

Water Treatment
Superintendent
1.0 FTE

Wastewater
Superintendent
1.0 FTE

Streets
Maintenance Crew
Leader
1.0 FTE

Inspector
2.0 FTE

Assistant
Superintendent
1.0 FTE

Assistant
Superintendent
1.0 FTE

Streets
Maintenance
Technician
3.6 FTE

Engineering
Specialist
2.0 FTE

Water Treatment
Operator
5.0 FTE

Waste Water
Treatment Operator
4.0 FTE

Water Compliance
Officer
1.0 FTE

Lab Technician
2.0 FTE

Maintenance
Technician
1.0 FTE

Maintenance
Technician
1.0 FTE

Water

Wastewater

Utility Maintenance
Crew Leader
1.0 FTE

Utility Maintenance
Technician
3.0 FTE

Meter Technician
1.0 FTE
Maintenance

Engineering

Figure 11: Public Works Organizational Structure, 2018
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The Department is led by the Director of Public Works, who is responsible for overseeing the Department
and providing direction to staff. The Director currently supervises six direct reports: the Assistant Director,
the Operations Coordinator, the Maintenance Superintendent, the Capital Projects and Engineering
Manager, the Water Treatment Superintendent, and the Wastewater Superintendent.
The Assistant Director is responsible for collecting and reporting performance data, maintaining the Town
financial and work order records systems, and managing the Department’s staff. The Operations
Coordinator provides administrative and customer service support to the entire Department. These
responsibilities include responding to phone calls and emails from the public, reviewing water reports to
check for leaks, managing the work order process, tracking Departmental operations, calculating fees, and
other duties as assigned.
The rest of the Department is divided into four divisions: Maintenance, Engineering, Water, and
Wastewater. The Maintenance Division includes 10.6 FTEs overseen by a Maintenance Superintendent.
This position was vacant at the time this report was prepared. These staff are organized into two crews:
a Streets Crew consisting of 4.6 FTEs, and a Utilities Crew consisting of 4.0 FTEs. Staff on both crews
provide support for fleet and facilities functions as needed. Additionally, all Maintenance staff share
responsibilities for snow removal during winter months and provide support for special events (such as
festival set-up and tear-down) as needed. The Streets Crew is responsible for keeping the Town’s
sidewalks and roadways safe and in good repair by filling potholes, performing minor maintenance in
Town rights-of-way, replacing signs, planting and trimming trees, disposing of dead animals in roadways,
and maintaining stormwater infrastructure. One of the Technicians on the Streets Crew is primarily
responsible for maintaining the Town’s fleet, and a second Technician is primarily responsible for facilities
(excluding water/wastewater treatment plants and water wells). The Utilities Crew is responsible for
maintaining and repairing water distribution and wastewater collection mains, performing closed-circuit
television (CCTV) monitoring, and installing and maintaining water meters. In addition to these crews, the
Maintenance Division also includes a Meter Technician who is responsible for reading water meters and
assisting with meter installation and maintenance.
The Engineering Division is overseen by a Capital Projects and Engineering Manager who supervises 4.0
FTEs. The Division is responsible for managing infrastructure and facilities projects from design through
construction and completion. While staff perform engineering design for minor projects, they also
coordinate engineering design contracts with third-party providers for large projects including facility and
street design. Engineering staff also investigate customer complaints about facilities and infrastructure,
maintain the Town’s GIS database, and manage engineering and feasibility studies. Finally, Engineering
staff conduct development plan review and inspections of private developments to ensure compliance
with local laws and ordinances.
The Water Division contains 9.0 FTEs including the Water Treatment Superintendent. Water staff are
responsible for providing the Town’s water supply from a local reservoir as well as a number of wells. 25
Water from the reservoir is treated at the Town’s water treatment plant, while water sourced from wells
is treated on-site at each well. These water sources provide the Town with a maximum water production
capacity of 697,000 gallons per day. In 2017, average daily production amounted to 576,454 gallons per
day, nearly 83% of available supply. Water Division staff monitor the performance of the Town’s water
treatment facility and wells; maintain the treatment facility’s structures, pumps, and components; and
mow grass on Water facility grounds.
25

The Town uses a total of 12 wells, however five are non-operational or inactive.
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The Wastewater Division consists of 9.0 FTEs including the Wastewater Superintendent. These staff
operate the Town’s wastewater treatment facility in compliance with applicable environmental laws and
mandates. The Town’s wastewater treatment plant has a maximum capacity of 1.5 million gallons per day.
Like Water Division staff, Wastewater staff are also responsible for mowing grass and maintaining the
grounds at Wastewater facilities.

Core Services

The Public Works Department performs a variety of services and tasks that constitute core department
services. Those functions are summarized in the table below.
Table 29: Public Works Core Services

Function/Division

Administration

Program Area

Administration

•
•
•
•
•
•
•
•

Water

Treatment
Testing

•
•
•
•
•
•
•

Wastewater

Treatment
Testing
Fleet maintenance

Maintenance

Street maintenance

•
•
•
•
•
•
•
•
•
•
•

Activities
Develop and administer department budget
Coordinate among divisions
Collect performance data on Department functions
Prepare the Department budget
Conduct long-range planning
Maintain work order system with requests for
service
Field calls and emails from the public
Review water usage reports to check for possible
leaks
Calculate connection fees for water and wastewater
Draw water from wells and a reservoir
Treat the water to ensure potability
Maintain well and water treatment facilities
Maintain two water storage facilities
Conduct mandated regular water sampling and
testing; different tests are on different schedules
Treat wastewater and release it back into the water
system when treated
Maintain wastewater treatment facility and pump
stations
Conduct mandated regular wastewater sampling
and testing
Perform routine maintenance and basic repairs on
the Town’s fleet
Fill potholes
Replace street signs as needed
Plant and trim trees
Conduct animal control
Assess quality of roads and sidewalks
Perform other street and sidewalks as needed
Conduct preventative maintenance on fire hydrants
Remove snow and leaves from roadways
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Program Area

Activities
Respond to resident requests for service
Perform routine upkeep and maintenance for Town
facilities
Maintain and repair sewer and water mains
Maintain CCTV in sewer lines
Retain and manage specialty trade contractors
Install and maintain water meters
Collect water and wastewater usage data from
meters; collection done daily
Assist in preparation of the annual capital budget
Oversee all stages of capital projects from the
request for proposals through completion
Review private development plans
Review plats and development deeds
Research titles and deeds
Inspect public infrastructure for quality
Conduct occupancy inspections to verify occupancy
and condition
Conduct inspections in response to resident
complaints
Manage the Town’s GIS system, including streets
and utility layers

•
•
Facilities
maintenance

•
•
•
•
•

Utility meters
Town infrastructure
and facilities
projects

Engineering and
Capital Projects

•
•
•
•
•
•
•

Oversight of private
development

Inspections

•
•

GIS

Staffing

Staffing in Public Works has remained largely consistent, increasing 2% from FY2015 to FY2019. Over this
time period, Public Works Administration gained Assistant Director and Engineering Specialist positions
but lost an Administrative Specialist position. The Maintenance Division gained a Team Leader position.
Water staffing remained consistent at 9.0 FTEs between FY2015 and FY2019 while Wastewater lost 2.4
FTE Operator positions. The following table illustrates actual staffing levels for each Public Works division
from FY2015 through FY2018, as well as adopted FY2019 staffing levels.
Table 30: Public Works Staffing, FY2015 through FY2019

Division
Administration
Engineering and
Capital Planning
Maintenance
Waster
Wastewater
Total

FY2015 FY2016 FY2017 FY2018 FY2019
Actual Actual Actual Actual Adopted
3.0
3.0
4.0
4.0
3.0

Percent Change
FY2015 to FY2019
0%

4.0

4.0

4.0

5.0

5.0

20%

9.6
9.0
10.4
36

9.6
9.0
10.0
35.6

10.6
9.0
9.0
36.6

10.6
9.0
9.0
37.6

10.6
9.0
9.0
36.6

10%
0%
-13%
2%
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Budget

Public Works is supported by three funds. The General Fund supports the Department’s administrative
functions, the Engineering Division, and the Maintenance Division. Special utility funds support the Water
and Wastewater Divisions with revenue generated through user fees. Nearly $1 million is returned to the
General Fund each fiscal year from the special utility funds for personnel and overhead expenses
associated with supporting utility operations. The following table provides an overview of total
Department expenses from FY2015 through FY2019.
Table 31: Public Works Expenses – All Funds, FY2015 through FY2019

Expense
FY2015
FY2016
FY2017
FY2018
FY2019
Percent Change
Category
Actual
Actual
Actual
Estimated
Adopted
FY2015 to FY2019
Maintenance $295,280 $559,221 $390,750
$368,052
$424,830
44%
Streets (State)
Maintenance $152,767 $154,668 $219,795
$148,480
$336,298
120%
Streets (Town)
Public Works
$336,775
$97,905
$20,088
$176,319
$175,783
-48%
Admin
Public Works Cap
$428,929 $218,580 $204,550
$205,363
$359,245
-16%
& Engineering
PW
Maintenance/
$994,630 $856,481 $728,663
$673,562
$848,182
-15%
Utilities
Refuse 26
$405,478 $414,527 $429,211
$445,685
$475,000
17%
Town Hall/Misc.
$115,740 $300,302 $112,335
$111,565
$129,800
12%
Wastewater
$3,636,221 $3,724,839 $3,860,644 $4,268,100 $4,857,556
34%
Water
$3,045,715 $2,857,502 $2,835,304 $3,982,422 $5,294,821
74%
$9,411,535 $9,184,025 $8,801,340 $10,379,548 $12,901,515
Total
37%
The Department’s adopted FY2019 budget is approximately 37% greater than FY2015 actual expenditures.
Two of the largest areas of increase, Streets Maintenance and Water, are due to 2019 budget initiatives.
For example, one of the Town’s goals in FY2019 is quicker response times to requests for street
maintenance; to accomplish this goal, the budget authorizes a Road Paving Analysis to understand the
best strategy for efficiently repaving streets. The operating budget also includes funding for asphalt and
other materials needed for street maintenance. Budgeted increases for Water are attributable to a
planned water resources study as well as funding for well repairs, water line replacements, and meter
replacements.
Finally, the reduction in the Public Works Administration budget is due to the Water and Wastewater
charge backs. Before FY2016, these chargebacks were not accounted for in the Public Works
Administration budget. In FY2018, expenditures increased due to the addition of an Assistant Public Works
Director position.

26

The Administration Department currently manages the budget, contract, and customer service for Refuse.
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Public Works Analysis and Recommendations
The Public Works Department has a history of proactively planning for the future and anticipating future
operating constraints. This is important to help ensure that the Department understands future
challenges and invests in appropriate equipment, staffing, and infrastructure to continue providing quality
services. The Department must build upon existing proactive practices to maximize the capacity of existing
staff and enhance operating procedures. Specifically, there are opportunities to expand asset
management and work planning practices, realign the Department’s organizational structure to meet
anticipated needs, and enhance operational practices in a variety of areas to streamline service delivery.
The following recommendations address each of these opportunities in detail and provide the
Department with strategies to strengthen its understanding and approach to service delivery. By
implementing these recommendations, the Department will be able to maximize the capacity of existing
staff and support ongoing efforts to demonstrate fiscal responsibility.

Asset Management

Recommendation 35: Create an asset management system and perform regular inventories of existing
assets.
One of the most important roles of the Public Works Department involves the proactive maintenance of
assets under the Department’s control, from facilities and streets to vehicles and equipment. The most
effective way to identify and prioritize asset maintenance responsibilities is through an asset management
program.
Asset management is the knowledge of what assets (such as infrastructure, buildings, and vehicles) are
under the Department’s control, where they are located, what condition they are in, and what regular
maintenance needs to occur on each asset in order to extend its operational life. This knowledge directly
informs the work planning process, which involves assigning regular asset maintenance tasks to crews as
efficiently as possible to maximize asset life. It also affects the CIP process, as it can help determine the
timeline and cost of future upgrade, replacements, and repairs.
As a best practice, the American Public Works Association (APWA) Public Works Management Practices
manual recommends that public works organizations conduct asset inventories and condition
assessments as part of an asset management program. However, the Department has adopted this best
practice with varying consistency, and it lacks a comprehensive approach to asset management planning.
It is therefore recommended that the Department create a comprehensive asset management plan which
covers the full scope of the Department and operations. This comprehensive asset management plan
should include all assets in major functional areas, such as equipment maintenance, facility and building
maintenance, streets, wastewater, and water treatment.
Although the assets maintained in each of these categories vary widely and involve unique maintenance
procedures, asset management plans across these functions should share the same common elements:
an asset inventory, a condition assessment, and a preventative maintenance work plan.
The first step in developing a comprehensive asset management program is to conduct asset inventories.
Asset inventories are the cornerstone of asset management planning. The inventory provides basic
information about each asset, including an identifying number, the asset’s location, its age, when the asset
was acquired/installed, and its initial cost. The Beehive system utilized by the Department allows for easy
tracking and reporting of asset qualities and should also be used for asset management planning.
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Recommendation 36: Conduct regular facility and asset condition assessments.
The second step to effective asset management planning involves conducting regular condition
assessments for each asset under the Department’s control. Condition assessments are important for two
reasons. First, they highlight assets that are nearing failure or expected end of life, which in turn informs
the CIP and asset replacement process. Second, they provide guidance for the Department’s work
planning schedule by identifying Town assets that are in most need of immediate attention. This helps
management prioritize when work should occur in order to maximize staff efficiency and ensure
maintenance funding is utilized effectively.
As part of the condition assessment process, the Department should categorize every asset in its inventory
by risk. There are many methods to accomplish this; however, one method recommended by the Water
Research Foundation provides a straightforward three-part approach to quantifying condition levels for
each asset. This methodology quantifies each asset’s risk based on two factors: 1) the likelihood of the
asset failing and 2) the severity of the consequences if the asset failed.
When considering likelihood of failure, the Department should consider the condition of the asset and
how well it performs, its maintenance history, and how effective future maintenance is expected to be
for it to continue to function effectively. When considering the severity of consequences, the Department
should consider health or safety risks posed by failure, the impact of failure on service delivery, and
whether failure would impact the Town’s ability to comply with state or federal law. Furthermore, the
Department should consider the financial impact of failure.
The Department should assess each asset on these and any other relevant factors and assign each asset
a numerical rating on a scale for likelihood of failure and for consequences of failure. These two numbers
should then be multiplied to assign an overall level of risk. As an example, if the Town used a scale of one
to 10, where one equals low risk/minimal consequences and 10 equals high risk/significant consequences,
a calculation for risk should include: 27
•
•
•

Likelihood of asset failure: 8 (high likelihood of failure)
Predicted consequences of failure: 2 (few consequences predicted)
Risk quotient: 8 x 2 = 16

By performing these calculations for each asset, the Department will be able to categorize and compare
all assets based on their overall risk. This creates a useful tool for prioritizing maintenance and
replacement tasks based on each asset’s risk and likelihood of failure. In this way, condition assessments
inform the work planning process by providing the Department with guidance about assets which require
immediate maintenance or replacement.
While the risk methodology outlined above provides an important baseline for calculating asset condition,
it is important to expand and tailor condition assessments as appropriate to capture other relevant
information about the asset. For example, the Department should conduct detailed Facility Condition
Assessments (FCAs) for each of the Town’s facilities to evaluate each facility’s structure and components.
According to the International Facilities Management Association (IFMA), performing an FCA typically
involves an assessment team composed of an architect, a mechanical engineer, and an electrical
27
“Risk Management Focuses on Assets and Potential Failures.” Water Research Foundation.
http://www.waterrf.org/knowledge/asset-management/FactSheets/AssetMgt-RiskMgt-FactSheet.pdf
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engineer. 28 This team is tasked with conducting a walkthrough of each facility and systematically assessing
the components of each major system. For example, the FCA would include information on existing
compressors, chillers, heaters, and ductwork related to each facility’s HVAC system, provide information
on the type of equipment installed, its age, and apparent condition, and identify immediate maintenance
issues that need to be addressed. This information should be prioritized and inform the creation of a
regular work plan, as discussed elsewhere in this report.
In addition to supporting the Department’s work planning efforts, condition assessments play an
important role in the capital replacement process. For example, if an FCA reveals that a facility will likely
require major repairs in its future or the facility has a high cost of upkeep, the Town may be better served
by selling the facility or rebuilding to increase efficiency and lower operating costs.
While Town staff may be able to perform condition assessments for some assets, it is appropriate to solicit
the support of qualified third-party providers to perform more complex condition assessments, including
FCAs and pavement condition inventories. Accurately quantifying risks and conditions for these assets
involves highly specialized equipment and skills and a significant amount of dedicated staff time.
Outsourcing these assessments to third-party contractors avoids the need for additional staff and allows
the Department to concentrate more effectively on day-to-day service delivery.

Work Planning

Recommendation 37: Create a Department-wide annual work plan.
The asset management recommendations in the previous section should be used to inform the creation
of an annual work plan. Work planning is an essential tool to ensure that the Department’s core services
are carried out in a timely manner; it also helps define the Department’s capacity for proactive
maintenance and reactive services requests. Effective work plans describe and prioritize the regular
maintenance activities that must occur on each asset in order to extend its useful life. The purpose of a
Department-wide work plan is threefold: it serves as a master schedule of preventative maintenance
tasks; it provides a tool for scheduling projects that involve multiple divisions; and it allows Department
management to prioritize complex, time-intensive projects effectively.
To create the work plan, the Department should determine when regular maintenance activities for each
asset should occur in order to preserve the asset’s functionality and minimize the risk of asset failure. This
will generate a list of tasks that should occur at regular intervals, which should then be scheduled on an
annual basis. For example, the Department should schedule preventative equipment maintenance tasks
based on inspection observations and manufacturer recommendations, and regular facility maintenance
should be scheduled to address priorities identified in FCAs.
The resulting work plan will effectively serve as a calendar of required maintenance tasks which addresses
each asset under the Department’s control. As divisions assume responsibilities for their portion of the
comprehensive work plan, managers and supervisors will be able to create individual work plans for their
staff. This in turn enables each unit to show how it is achieving the goals of the comprehensive work plan
and provides a useful performance benchmark for gauging employee performance.
Without an effective work plan, Department staff will be more frequently pulled into reactive
maintenance tasks without knowing what preventative maintenance has been missed or delayed. This
“A Framework for Facilities Lifecycle Cost Management.” IFMA. http://www.ifma.org/docs/defaultsource/knowledge-base/asset_lifecyle_model.pdf?sfvrsn=2
28
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creates deferred maintenance on assets and decreases their useful life, which ultimately increases the
Town’s costs by requiring asset replacement on a faster schedule.
Recommendation 38: Establish service level expectations for reactive service requests and develop a
policy to address reactive requests.
While work planning establishes an effective foundation for proactive service tasks, the Department will
continue to experience reactive service requests for maintenance and new projects. Currently, Public
Works staff respond to reactive service requests as quickly as possible, interrupting other work to do so.
This is both inefficient and expensive and leaves the Department with limited capacity to manage ongoing
tasks. While addressing reactive requests is important, they often interrupt planned proactive work and
delay fulfilling the Department’s regular maintenance goals.
To more effectively balance proactive and reactive work requests, there is a need to formalize service
level expectations about how staff will respond to reactive requests based on the type of request, whether
the request is an emergency, and how many staff are able to respond to the request. The Department
should develop formal service expectations for common reactive requests, such as the number of business
days needed to resolve requests by type, and create an accompanying policy describing how staff will be
assigned to fulfill the request. This approach allows the Department to more effectively prioritize reactive
requests by establishing reasonable timeframes to resolve each request.
There are several advantages to formalizing service level expectations associated with reactive requests.
First, formal expectations allow the Department to triage reactive requests and continue important
proactive work. Second, this approach minimizes disruption to the Department’s regular work plan
process and creates an opportunity to more clearly define how reactive requests will be assigned to staff.
Finally, formal guidelines create known expectations for staff, Town Council, and the public regarding
when and how the Department will address service requests.
It is appropriate for the Department to create an internal policy formalizing these service expectations
and describing how service requests will be fulfilled by Department staff. It is also appropriate for the
Department’s policy to describe how staff should handle service requests which exceed service level
standards. For example, if staff receive a request to expedite an action beyond a typical turnaround time,
the Department’s policy should identify appropriate procedures for escalating the request through the
Department and to the Town Manager’s Office for approval. Such a procedure provides staff with clear
direction about how to direct requests and prevents reactive requests from further disrupting other
planned work.
Recommendation 39: Implement Department-wide time tracking.
The Department’s Maintenance Division tracks time spent on each of its tasks, but this practice is not in
place across the rest of the Department. While time tracking can be time-consuming, it is a valuable tool
to understand the Department’s workload and where there might be a need for reallocation of resources.
When time is not tracked, it can be difficult to determine whether existing staffing levels are appropriate
or how staff may be more efficiently assigned work. Effective time tracking is also an important work
planning tool because it allows the Department to more accurately estimate the number of labor hours
needed to accomplish core tasks.
To strengthen its ability to plan work and evaluate staffing levels, the Department should implement
consistent timekeeping practices across divisions and track the labor hours associated with core tasks.
Task-time data is an invaluable tool which informs effective asset management planning and helps the
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Department determine appropriate staffing levels. This directly informs the work planning process and
creates opportunities to assign an optimal amount of staff time to each task.
It is not necessary to track every employee’s activity in minute detail. Rather, task time information should
be collected for major activities which support each division’s goals and objectives. Examples of key time
indicators that are not currently tracked could include those listed in the table below.
Table 32: Sample Time Indicators

Functional Area
Operations
Coordinator

Water

Indicator
Number of public calls and emails and time spent responding to them
Number of water meter reports reviewed and time spent reviewing
reports
Number of meters read and time spent collecting meter data
Number of meters installed and time spent on installation
Number of lab tests run and nature of test and time spent per test
Number of specific maintenance tasks performed and nature of each task
and the time spent per task

Wastewater

Engineering

Number of lines flushed and time per flush
Number of lab tests run and nature of test and time spent per test
Number of specific maintenance tasks performed and nature of each task
and the time spent per task
Number of capital projects complete, type of project, and dollars
associated with the project and the time spent on each stage of the
project
Number of site plans reviewed and square footage and the review time
for each plan

Time per task could be tracked individually, or the employee completing the task could estimate the total
time after the fact. While this method is likely not as accurate as real-time tracking, it is less labor-intensive
while still providing a useful metric.
Effectively utilizing technology often streamlines and enhances time-tracking processes. For example, the
Town’s existing Beehive and MUNIS systems allow staff to enter start and completion times for work
orders and other core tasks. Wherever possible, the Town should leverage existing software solutions to
enhance time-tracking practices and gain a better understanding of the labor hours needed to perform
core tasks.
Tracking the Department’s work hours will help the Department better understand the length of time
necessary to complete various tasks. These time estimates will allow the Department to estimate the total
time necessary to complete its work plan and will help the Town Council and management understand
how much time specific tasks take to achieve. It will also help the Department prioritize reactive service
requests in the context of its proactive workload.
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Structure and Staffing

In October 2018, the Town hired a Public Works Director after more than a year of interim Directors. As a
result, there is a unique opportunity for the incoming Director to develop a leadership structure for the
Department that more effectively supports Department’s goals and the incoming Director’s management
style.
To effectively capitalize on this opportunity, the Town Manager should work with the Public Works
Director to identify and implement appropriate structural changes to the Department within 12 months
of the Director’s starting date. This will provide the Director with flexibility to organize the Department in
a manner that fits the Director’s management priorities, and it allows the Director to reallocate personnel
based on his assessment of individual skillsets and departmental needs.
While there is no single “correct” way to organize a public works department, some of the options the
Director should consider include:
•
•
•
•

Leaving the structure in its current form
Assigning responsibility for specific divisions to the Assistant Director
Eliminating the Assistant Director position and delegating more administrative responsibility to
division managers
Reclassifying the Assistant Director position as an Analyst responsible for gathering and managing
departmental data, including financial information and workload and performance metrics.

Each of these options will incur costs and benefits which the Director should weigh carefully. Any
proposed changes to the Department’s structure should be reviewed by the Town Manager and
incorporated into the Department’s next annual budget request.
While the Director should be afforded time to assess the needs of the Department, there are immediate
opportunities for the Department to pursue.
Recommendation 40: Retitle the Operations Inspector/Maintenance Technician position to
Engineering Inspector.
The Department currently utilizes two Operations Inspector/Maintenance Technician positions which
were created in 2012. According to staff interviews and the latest available job description for these
positions, Operations Inspector/Maintenance Technicians are responsible for engineering inspection
duties as well as assisting the Maintenance Division with miscellaneous tasks such as snow removal.
However, in practice the Operations Inspector/Maintenance Technicians spend the vast majority of their
time performing engineering inspections and provide relatively little support to Maintenance Division
staff.
This arrangement creates perceptions that the Operations Inspector/Maintenance Technicians are not
providing sufficient support to Maintenance Division and leads to confusion regarding the expectations
and responsibilities of Operations Inspector/Maintenance Technicians. As a result, there is a need to
realign the title and description of the Operations Inspector/Maintenance Technician position to reflect
current practice. To accomplish this, it is recommended that the Town reclassify these positions as
Engineering Inspectors.
As the Town pursues a compensation/classification study, it will be important to examine the role and
duties of the current Operations Inspector/Maintenance Technician positions and to develop an
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appropriate Engineering Inspector classification which reflects the actual workload performed by these
staff. However, it is appropriate and important that Engineering Inspectors be expected to provide on-call
assistance with some maintenance-related tasks, such as snow removal and special project setup.
Recommendation 41: Contract out mowing services.
The Department currently uses a combination of contracted mowers and internal staff to mow Town open
spaces, rights-of-way, the lawns of facilities, and other areas. Contracted mowers are primarily used for
ditches and rights-of-way. Maintenance staff are responsible for the rest of the mowing, with the
exception of Water and Wastewater facilities, which are mowed by Water and Wastewater staff.
The time spent mowing at facilities can be substantial, especially for Water staff because they are
responsible for mowing the grass around the Town’s many wells, which are scattered across a large
geographic area. Maintenance staff spent 598 hours mowing 16.16 acres between July 2017 and June
2018. This is equivalent to 37 hours of mowing per acre. Water and Wastewater staff are responsible for
mowing 13.14 acres; however, these staff do not track labor hours associated with mowing activities.
Assuming Water and Wastewater staff mow this area at a similar rate to Maintenance staff, it is
reasonable to estimate that Water and Wastewater personnel spend approximately 486 hours per year
on mowing. Therefore, the Department is currently devoting nearly 1,000 staff hours per year to mowing
rather than performing other essential job functions.
To free up additional staff capacity and allow the staff to focus on core duties, the Department should
issue an RFP for mowing services. Contracting out mowing services would free up approximately 0.5 FTEs
of capacity per year in the Department, allowing staff to concentrate on more specialized work. The cost
of the contract will depend on the bids, the contract term, local vendor rates, and Town service level
expectations.

Management Practices

Recommendation 42: Develop consistent communications practices.
Hiring a new director creates an opportunity to improve departmental cohesion through the adoption of
more robust communication and management practices. It will be important for the new Director to build
relationships among staff which may have worn during periods where successive interim directors ran the
department.
The first step towards building a more cohesive Public Works Department is to implement consistent
communications practices throughout the Department, including:
•
•
•
•
•

Regular visits with front-line staff. Facetime with management will help front-line staff feel that
leadership values them and understands the work they do.
Periodic all-staff meetings and appreciation events. These events offer an opportunity for staff to
socialize and for divisions to update each other on their projects, accomplishments, and plans.
Appreciation events like picnics or holiday parties also show appreciation and boost morale.
Opportunities for staff to learn about what other divisions are doing. For example, the
Department could offer Maintenance, Engineering, and Water staff a tour of the wastewater
plant.
An internal newsletter with regular updates on what the Department is doing. The
communications should highlight specific accomplishments from individuals or divisions.
Presentations from vendors to train staff on equipment or technology.
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The Director should champion and prioritize improving communication within the Department and
convey clear expectations about communications practices to middle managers and staff.

Capital Planning

Recommendation 43: Evaluate the impact of proposed CIP projects involving new facilities, streets,
and utilities infrastructure prior to construction.
While the CIP review committee recommended in the Finance section of this report will help prioritize CIP
projects, there is a need for the Town to understand its maintenance responsibilities as large CIP projects
like roadways, facilities, and utility assets are implemented. This should be accomplished through impact
assessments of CIP projects to better identify acquisition, remodeling, and operating costs for each
project, as well as the identification of issues which may complicate the maintenance of each project.
The Town currently ties each of its CIP projects to one or more Town plans. For example, its 2019 CIP
project to construct an intake structure for the Hirst Reservoir ties to the public utilities goals in its 2025
Comprehensive Plan. This is an important tool to ensure that every project helps advance Town goals.
However, what is not noted is the impact these projects will have on other Town infrastructure, or on
other Town costs. For example, growth in the Town’s population will require growth in the water supply,
which could trigger significant additional costs to support utility operations.
It is important for the Town to consider the future impacts of CIP projects on current operations, services,
and existing infrastructure. Where appropriate, the Department should collaborate with the Capital
Review Committee to conduct impact studies including the estimated additional maintenance costs of
proposed CIP projects and assess how capital development will affect existing infrastructure and services.
Impact studies can help shed light on anticipated future needs and better prepare the Town to support
additional capital infrastructure. For example, the Town Hall building was acquired and renovated by the
Town in 2011; in the years since, a number of maintenance issues have arisen which have created
significant unanticipated maintenance expenditures and challenged the Town’s ability to utilize the
facility. While no impact study can foresee every possible maintenance failure, performing condition
assessments and impact studies prior to acquiring new properties will help the Town better identify and
prioritize maintenance needs.
Conducting impact studies prior to funding CIP projects will provide the Town with important context
regarding the implications of future growth, development, and capital improvements. This information is
vital to help ensure the Town Council and the Department of Public Works can make informed decisions
regarding property disposal, facility management, and capital planning, as well as develop appropriate
work plans for maintaining these assets.
Recommendation 44: Prioritize automation and energy efficiency when implementing CIP projects.
The Town has a number of significant CIP projects planned which are likely to increase future operating
costs. For example, the Town’s FY2019 CIP plans for more than $11 million in water and wastewater
capital projects in the next five years. These improvements will be funded with Water and Wastewater
fees. In April 2018, the Town contracted with the Municipal and Financial Services Group to review the
financial strategies of its Water and Wastewater Funds. The Group found that if the Town moves forward
with the current CIP, it will have to increase water and wastewater rates by 9% per year between FY2020
and FY2024, for a total rate increase of 56.9% compared to present rates.
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A robust CIP is necessary in Purcellville to replace aging infrastructure and keep pace with growth.
However, the costs of these projects are significant and, as discussed, can lead to ongoing costs for
maintenance and other services. Additionally, as the Town has grown, demands for service have grown
as well, leading to increased operating costs.
The Town should use its CIP as a tool for mitigating these rising costs wherever possible. It should prioritize
CIP projects that promote efficiency and reduce the need for future staffing increases. The Town should
invest in technology solutions and should implement automation wherever feasible.
Supervisory control and data acquisition (SCADA) systems, for example, are important tools that allow
staff remote access to Water and Wastewater systems, allowing them to monitor the systems and make
changes without being physically present. Both the Town’s Water and Wastewater divisions use SCADA,
but the Water SCADA can only be used for monitoring. When there are issues at remote well sites, staff
must physically visit the wells to diagnose and fix the problem. Implementation of a full SCADA system
will increase the capacity of current Water staff and stave off the need for future staffing increases.
The Town should also explore other ways that its infrastructure investments can reduce future costs. It
should work to make its buildings as energy-efficient as possible to reduce heating and cooling costs. It
should also investigate the use of alternative energy sources like solar panels or wind farms to reduce
costs.
While these investments are likely to increase the upfront costs of CIP projects, they will decrease the
overhead and operating costs associated with constructing additional projects in the future.

Equipment

Recommendation 45: Use an aerial work platform for tasks performed at elevation.
The Maintenance staff is responsible for maintaining trees and some parking lot lights, for putting up
street decorations, and for completing other projects that require some level of elevation. From July 2017
through June 2018, Maintenance staff spent more than 250 hours on tree trimming alone. Currently,
these projects are being completed using ladders. However, ladders pose a risk to workers, especially
during the steep ascent and decent. It is also challenging to use any tools or equipment with ladders; they
can be difficult to bring up and there is no workspace at the top of a ladder.
The Department should use a truck with an aerial work platform, also known as a bucket truck, for
elevated work. An aerial platform is an essential tool to safeguard workers doing elevated jobs. A raised
platform will not only be safer than a ladder but will allow staff to perform their duties more efficiently
by providing a workspace for tools and equipment.
The Department could purchase a truck outright at a cost of approximately $110,000. 29 However, the
Town may also have the option to share or rent equipment from another municipality or private vendor.
In order to determine whether this would be a viable option, the Department should examine which of
its activities would benefit from the use of a bucket truck and estimate the total time per month that a
bucket truck would be in use. The Department can then use this estimate as basis for discussions with
nearby jurisdictions on the potential for a mutual aid agreement, or with heavy equipment vendors on
the potential to periodically lease a truck via a standing contract. This would not only reduce the upfront
cost of the truck but would also reduce or eliminate the ongoing cost of truck maintenance.
29

Based on the Town’s estimation per the FY2018 budget request
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Recommendation 46: Purchase a two-post lift for safer and more efficient fleet maintenance.
The Maintenance Department is also responsible for maintaining the Town fleet, with the exception of
Police vehicles. Much of this maintenance work is performed using a four-corner lift system to raise
vehicles off the floor for easy access. However, a vehicle on a four-corner lift is supported by large strips
of metal under the tires, and these strips block access to much of the underside of the vehicle. Four-corner
lifts, therefore, cannot be used for relatively simple procedures like oil changes. Because the car sits on
the lift, the four-corner lift also cannot be used for tire changes. Maintenance staff jack up vehicles for
these tasks, a more time-consuming process that increases the risk of injury.
A two-post lift, on the other hand, hoists a vehicle via bars that support the vehicle frame, allowing access
to wheels. This makes tasks like tire rotations and brake work quicker, easier, and safer. The Department
should purchase a two-post lift for its fleet maintenance shop to increase the efficiency of maintenance
tasks and to improve safety for its staff.
A two-post vehicle lift with a 20,000-pound capacity would cost the Department approximately $15,000
to $20,000. It will increase staff safety and capacity by reducing the amount of time needed to complete
many tasks.

Water and Wastewater

Recommendation 47: Conduct a utility rate study and move towards a simplified rate structure.
Many in Town government and the community are concerned about the long-term affordability of the
water and wastewater systems. There is a concern stated by the Town Council and some users that the
rates are too high, although a 2017 comparison by Town staff in response to these concerns shows
comparable water rates to other nearby communities, if slightly higher than average. However,
wastewater rates are the highest among comparable communities.
Table 33: Rate Comparison with Nearby Municipalities, 2017

Town
Front Royal
Warrenton
Loudon County
Leesburg
Round Hill
Berryville
Hamilton
Purcellville
Lovettsville
Woodstock
Strasburg
Middleburg
Average

Residential Water Rate
Inside (3,000 gal/mo)
$9.92
$10.63
$17.94
$21.84
$24.18
$25.20
$26.30
$27.58
$27.85
$28.40
$37.24
$48.48
$25.46

Residential Wastewater
Rate Inside (3,000
gal/mo)
$16.17
$20.71
$24.80
$22.62
$27.99
$51.00
$28.25
$53.07
$41.75
$50.94
$31.75
$49.92
$34.91

The Town has a fairly complex fee schedule for its water and wastewater rates. The fees are designed to
foster water conservation and preserve the Town’s limited water supply. There are 17 billing tiers for
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water, with fees per gallon increasing as usage rises. By comparison, Loudon Water, which serves users in
the County, has three tiers. As of August 2018, many of Purcellville’s tiers have few or no users, as
illustrated in this chart.
Table 34: Purcellville Water Fees and Users by Tier, 2018

Tier
1st Tier (0 to 5,000 gal.)
2nd Tier (5,001‐10,000 gal.)
3rd Tier (10,001‐15,000 gal.)
4th Tier (15,001‐20,000 gal.)
5th Tier (20,001‐50,000 gal.)
6th Tier (50,001‐100,000 gal.)
7th Tier (100,001‐150,000 gal.)
8th Tier (150,001‐200,000 gal.)
9th Tier (200,001‐250,000 gal.)
10th Tier (250,001‐300,000 gal.)
11th Tier (300,001‐350,000 gal.)
12th Tier (350,001‐400,000 gal.)
13th Tier (400,001‐450,000 gal.)
14th Tier (450,001‐500,000 gal.)
15th Tier (500,001‐550,000 gal.)
16th Tier (550,001‐600,000 gal.)
17th Tier (600,001 gal. and over)

In-Town Rate per
Gallon
$6.47
$8.63
$10.40
$12.38
$15.45
$17.64
$19.83
$22.00
$25.06
$27.24
$29.42
$31.60
$33.78
$39.24
$44.69
$50.13
$55.59

Out-of-Town Rate
per Gallon
$12.94
$17.26
$20.80
$24.76
$30.90
$35.28
$39.66
$44.00
$50.12
$54.48
$58.84
$63.20
$67.56
$78.48
$89.38
$100.26
$111.18

Total Users
4,923
7,312
3,488
846
452
164
37
22
18
8
7
5
5
4
0
0
0

The Town is planning on conducting a utility rate study to further understand how the Town’s fees can
support its water and wastewater infrastructure while remaining affordable. The Town should move
forward with the planned rate study and should, in conjunction, develop a plan for simplifying its tier
structure.
While the existing tier structure does discourage water use by making the cost per gallon increasingly
higher as usage increases, the high number of tiers is unusual among water systems and complicates the
billing process. Furthermore, as of August 2018, the top 10 tiers have less than 25 users each, and the top
three have no users. Therefore, the rate structure makes users’ fees complex and difficult to understand
while impacting relatively few customers.
The Town should simplify its system to three to five tiers, while still raising the cost per gallon at each tier
to encourage water conservation. A simplified system will not only help de-mystify the water bill for users
but will reduce the administrative time spent calculating and verifying billing rates. The rate study should
inform how may tiers to put in place, the rate for each tier, and the number of gallons per tier.
As part of the process of developing a new tier structure, the Town should also consider the impact the
change will have on existing customers. Part of the process should be calculating the water bill for current
users under the proposed system and determining whether the change will place an undue burden on
any user or group of users. Based on the estimated cost differential, the Town may decide to revise the
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tier structure, offer temporary rate assistance, or grandfather in certain customers or categories of
customers. Although these concessions would complicate implementation, they may be necessary to
make the transition viable. Furthermore, a robust communications plan will be important to explain the
changes to customers.
Recommendation 48: Conduct a new propagation study to understand the cost and feasibility of
increasing Advanced Metering Infrastructure coverage.
Water meters monitor customer consumption and provide the basis for issuing the water and sewer bills.
In order to issue these bills, the Department must collect data from the meters. Currently that is done
through a combination of Automatic Meter Reading (AMR) and Advanced Metering Infrastructure (AMI)
technology.
The Department has had an AMR system in place for its water meters since 2009. An AMR system allows
data from a water meter to be read without having to physically read each meter individually. Meters are
read from a vehicle with routes designed to assure data is acquired from every meter. It is significantly
more efficient than individually collecting data from each meter and the system works well for collecting
billing information.
In 2017, the Department engaged the Neptune Technology group to perform a propagation study
analyzing options for converting the Town’s AMR system into an AMI system. AMI is more powerful than
AMR and allows for more robust data collection and reporting. It communicates to the utility remotely,
meaning that staff and users can get data from the meters without the need to be in physical proximity.
The data collected is also more extensive than AMR, allowing for more precise usage tracking, leak
discovery, running water, and troubleshooting. AMI data is also accessible in real time, allowing staff
access detailed, up-to-date information including unusual consumption patterns. This is an important tool
in helping residents and businesses conserve water. With the proper software, water and wastewater
customers can access their data and monitor their own use. Completing installation of AMI compatible
meters would save some staff time by eliminating the need for the Meter Technician to spend
approximately 1.5 to two hours daily collecting meter data.
The propagation study offered several options for AMI coverage. AMI signals are picked up by fixedlocation antennas, so the number and placement of antennas determine coverage. Another factor
affecting coverage is the technology in the meters, which continues to evolve. The Town currently utilizes
four meter versions: V1, V2, V3, and V4. The V4 meters are the most up-to-date version. Currently, 28%
of the Town’s meters are V4 and 61% are V3; these versions are compatible with an AMI system. The
remaining 11% of meters are V2 or V1 and are not compatible with AMI.
Based on the propagation study, the Department decided to purchase a single antenna that was predicted
to provide approximately 60% AMI coverage. Since the antenna has been installed, that prediction has
been largely accurate, with coverage ranging from 55% to 65% due to terrain and conditions or barriers
that block the meter signal.
Although the Town theoretically has 60% AMI coverage, when the antenna is online, there has been little
impact in practice. The 40% of meters not covered by AMI still require the Meter Technician to physically
visit them to collect data, and they are not concentrated by location, meaning the Technician must still
drive around the entire Town to gather readings. Furthermore, although the 60% of residents with AMI
coverage could theoretically log on to a website to view their real-time water usage, the Department has
not yet made this feature available because of the large number of users who do not yet have that
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capability. Finally, the AMI and AMR data are collected on different systems and, although both systems
are owned by Neptune Technologies, staff must manually combine the AMI and AMR data.
As previously discussed, even after installation of an antenna to allow AMI coverage, the Town’s processes
have remained largely the same. The Meter Technician must still spend staff time driving around Town to
collect meter data, and real time information is not yet available to system users. Furthermore, staff must
spend time reconciling the data from the two separate systems. Coverage can be increased by installing
more antennas and by upgrading more meters to V4. However, before investing any more resources into
the AMI system the Town must first understand the costs involved and be sure the benefits are worth the
investment.
Before investing in any more antennas or installing any new meters, the Department should conduct a
second propagation study to understand how to maximize AMI usage given the current deployment of
meter reading technology. For each option to increase coverage, the Department should identify the
upfront and ongoing costs of installing and/or upgrading equipment. It should also identify the estimated
cost savings for each option by estimating how much the increased coverage will reduce the amount of
staff time spent physically travelling to the meters. Understanding the geographic location of the coverage
will be important for this estimate; AMR meters clustered in one geographic location would take a lot less
staff time to visit than the same number of AMR meters scattered throughout the Town.
The Department should compare these estimated costs and costs savings, and should also identify how
the Department, the Town, and Town residents would benefit from the increased AMI coverage. Based
on this information, the Department Director should work with the Town Manager to determine whether
it is beneficial to move forward with AMI implementation. If the Town decides to move forward with AMI,
Town Administration and Public Works must develop a funding strategy for AMI. The Department should
also develop a meter installation plan that identifies the number of new V4 meters that should be
purchased and the optimal locations for those meters.
The Department should also work with Neptune to develop a patch allowing the AMI and AMR data to
integrate. This is an important step to reduce staff time associated with the current joint AMI/AMR
system. Even with increased AMI coverage, allowing the two systems to talk to each other will remain a
priority, because based on the results of the 2017 prorogation study, it is likely financially unfeasible for
the Town to achieve 100% AMI coverage, and therefore the AMR system will continue to be in use.
The Department should also move forward with setting up a platform where water users with AMI
coverage are able to view real-time usage data. This will require careful messaging by the Town to explain
why this service is only available to some users, but under the current system the Town is missing out on
an important benefit of AMI.
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Conclusion
The Town of Purcellville is a growing community with increasing workload demands and an evolving
organizational culture. The recommendations in this report are designed to help the Town Council more
effectively establish and communicate service priorities while supporting and enhancing existing staff
capacity. By developing a clear strategic vision for the community, reinforcing the Council’s role as a
policy-making body, and investing in the Town’s departments and personnel, Purcellville will continue to
build upon recent achievements and lay an effective foundation for building the community’s future.
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