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Introduction
The Town engaged Government Management Advisors to examine operations within the Departments
of Public Works, Administration, Finance and Construction. The objectives of this examination are to
define the scope of departmental responsibilities, provide an optimal table of organization with
appropriate staffing levels, compare the organization with other municipal examples and benchmark the
organization against best practices.
As with many municipal operations, the Town’s departments have strengths and weaknesses. The
strengths include adequately addressing a number of present needs of the community, minimal citizen
complaints, and pride by the staff in their Town and their departments’ operations, management and
rank and file employees alike. In addition, most employees are cross trained to perform the duties of
others when high demand or absences require. Lastly, the Department of Public Works also effectively
serves as the Town’s fire department, further enhancing the efficiency of the functions performed by
the Town for the benefit of the residents.
Below you will see that from an efficiency standpoint, Boonton does well when compared with some of
its peers. Similarly, there is a good working relationship among staff in sectors (or silos) of the municipal
governing such as Public Works, Administration/Finance, and Construction/Land Use.
This report however, will identify weaknesses noted by interviewees and/or deduced from experiences
with departmental personnel. As this report is to lead to improvements in the departments’ operations,
it will focus on weaknesses found during this examination. These weaknesses have been identified by
either those interviewed or through observations of the consultants who bring to bear more than 90
years of experience with municipal government operations.

Executive Summary
This report contains a good deal of information on the departments under review. To focus the end
users on implementing change, we are also presenting the recommendations that are set forth at the
end of this report first so users do not have to search for them as the Town develops action plans and
implementation schedules to address the issues raised in this document.
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DEPARTMENT OF PUBLIC WORKS
Communication – Throughout the organization there are concerns about the communication of
governing body goals and objectives to members of the municipal organization. In DPW, it is
evident in the comments of staff referenced above. We should all recognize that it takes time to
communicate, just as it takes time prior to a long travel to understand your destination and plot
the best way to travel there. Here it is no different. Department and division heads as well as
employees need to know where the Town is going and what course it will take to get there.
Forethought and time needs to be expended to accurately transmit this information so
employees know what is happening.
o Specifically to DPW, management staff need to prepare work programs on an annual,
monthly, weekly and daily basis and transmit this to staff members who are expected to
get the jobs done. At the beginning of each week, at a minimum, staff should know
what they are expected to accomplish that week.
Consistency of work assignments – When a crew is given a project to complete, the best and
most efficient method of doing so is to allow that crew to complete the project before being
sent to another site. This will enhance productivity, efficiency and reduce frustration of staff
who are unable to complete a mission.
Documents and documentation – Immediately, the Town needs to develop a plan of action with
the consulting engineer to gain the ability to use and read the GIS mapping on which they have
been working for the last few years. The investment and the effort is wasted if it is necessary
for DPW staff to confer with the engineer each and every time they need to know location
information. It must be available to them on their computers and eventually in the field.
Otherwise, why did the Town invest in it in the first place?
Procedures – While the department does have a snow and ice control plan and an inventory of
reports that must be submitted to various agencies for water treatment and distribution, storm
sewer, recycling and other activities, there is not one single book of standard operating
procedures that places all departmental procedures in one place for anyone to refer. Over a
year’s period such a document could be produced to cover all significant activities.
Delegation – It is common for supervisors and managers to do it themselves rather than
delegate work to others. Primarily because before becoming a supervisor or a manager, they
themselves had done the work. It is also perceived that it will take too much time to train
someone to do the work and so “I’ll just do it myself.”
o In particular, the Director has an administrative assistant in his office. Unlike the
Construction Official who utilizes the administrative assistant in his office for all
scheduling, documentation organization and other administrative details, the DPW
Director does not. It seems that the DPW administrative assistant could be tasked with
a variety of tasks, including cataloging of records, record retrieval, keeping daily records
of work assigned and accomplished. Even if additional training were required, the
resulting information would be useful. If nothing else, the town would have an accurate
record of how, when, and by whom work is being performed. This is appropriate work
for an administrative assistant.
Overtime – Given current work schedules, current policies require the use of overtime to
accomplish certain tasks which were identified above. Through contract negotiations and
replacement hires, it would be possible to assign the work to employees during their normal
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working hours if those hours conformed to the department service needs. It should also be
reviewed to see if the use of an outside contractor to remove snow from the downtown might
be less expensive than utilizing DPW employee at their overtime rate of pay. Remember that
there is also a “wear and tear” effect on department equipment that would be saved as the
equivalent cost to the contractor would be incorporated into their price to perform the removal.
Succession Planning – While it is always best to promote from within, it is also beneficial to
determine if the municipality possesses the best qualified candidates available in the market
place. With the Director at about 45 years of service, the Foreman about 36 years of service and
the Assistant Foreman about 27 years of service, all are eligible now or soon for retirement. The
only person with some of the required licenses to fill a vacancy in one of these positions is the
Water Treatment Plant Operator with about 14 years of service. The Administrator needs to
begin a plan of action to deal with a potential loss of legacy information and leadership that
adequately addresses the dual objectives of appointing the best qualified candidate in the
market place while pursuing promotions from within.
Capital Programing – The Mayor and Governing Body need to meet with the Director of Public
Works, the Administrator and the Consulting Engineer as they develop the CY2017 Local
Municipal Budget and the 2017-2022 Capital Improvement Program. Yes, in a municipality the
size of Boonton a three year CIP is all that is required, but that is really inadequate. A six year
program is more appropriate, permitting longer range planning of needs and funding
requirements and capabilities. Because of the utilities for which the municipality is responsible,
this matter is of even a greater priority than if roads, storm sewers and public buildings were
their only concerns.

ADMINISTRATION AND FINANCE
Staffing – Next summer, both the Administrator/CFO and the Collector will have retired. The
Administrator must immediately begin the process of determining the manner in which the
Collector position will be filled. The governing body must immediately begin the process of
performing a search, a recruitment and selection process, for the replacement of this position.
Qualified persons with a CMFO to fill the CFO slot are “scarce as hens’ teeth.” A typical search
for an Administrator takes between 3 and 6 months to compete.
o If it is determined to that the positions of Administrator and CFO are to be split, the
governing body might investigate the ability to fill this position as a shared service with
another municipality, supplementing the function with an in-house day-to-day person.
o It is also conceivable to do the same for the position of collector.
Intra-Organizational Communication – Objective is to marry the management of the Governing
Body Agenda and the implementation of various policies with the operations staff who will be
responsible for implementation of that agenda and those policies:
o To improve communications among staff, initially, the Administrator should meet
periodically (biweekly, monthly) with all department heads to discuss matters of
common interest and to review actions by the governing body that affect any aspects of
the municipal organization (Town’s government services).
o Department heads should meet periodically with their staff to communicate that which
affects their department so employees begin to understand they are part of team and
not individual functionaries. Such meetings help staff understand their part in the larger
plan.
Town of Boonton
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While it is difficult to remove the present “silo mentality” when it has existed for such a long
time, the benefits will be worth the investment in the development of a more cohesive
organization.
Payroll – Address now in upcoming collective negotiations replacement of the biweekly payroll
system with a semi-monthly schedule.
Benefits Administration – Employees interviewed commented unfavorably on the lack of
information. Efforts should be made to regularly hold information sessions for employees to
provide them with current information on their benefit packages along with inviting health,
pension and deferred contribution professionals to speak to and answer questions of
employees.
Information Technology and Management of Town Data –The municipality needs to examine
this matter in some detail. This can be performed in several ways:
o Create a citizens’ advisory committee composed of local residents who are private
sector IT professionals, such as network managers to inventory the various elements of
the Town’s network and develop suggested avenues of improvement to make the
system current with generally accepted practices,
o Seek assistance from GMIS, a private non-profit organization of government IT
professionals from around the state, or
o Contact Mitchell Darer, former Director of the Center for Information Technology at
NJIT and now coordinator of information technology services for the Middlesex Regional
Education Service Commission in Piscataway.
Any of these methods or some in combination will provide the Town with a roadmap to
assist the administrative staff to update the current Town’s “network”
Auditor – Since the key financial positions are going to be changing, it is not recommended that
the auditor be changed at the same time. Rather, the new persons responsible for finance and
collections should be permitted to be stable in their positions for 18 to 24 months before an RFP
is developed to go out for proposals to various auditing firms including the present firm. Both
the New Jersey Municipal Management Association and the Division of Local Government
Service can supply the Town with sample RFP documents for auditing services when the Town is
ready to embark on this course of action.
Administrator and CFO or Administrator/CFO - Should the positions of administrator and CFO
be combined into a single office? A complete analysis can be found in Attachment E. Here the
conclusions are presented:
Pro’s



Save money and desk space.
Avoidance of conflict between two high-profile officials.






Differing roles, skillsets, and job characteristics of the CFO and the administrator.
Modest additional cost
Benefits of creative conflict.
Effective use of available time.



One job is tenured and the other is at-pleasure.

Con’s
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CONSTRUCTION DEPARTMENT
Customer Service – While the survey of random customers did not identify any customer service
issues, the part time nature of the office does create potential if not actual inconveniences for
residents. Without increasing costs to the property tax payers, the easiest way in which to
address this is to increase the information available to residents on the Town’s web site.
Providing accurate advice via links on the web site in addition to the current FAQ’s would reduce
telephone calls to the office, provide for a more educated citizenry, potentially making the
application and review process less burdensome on all involved – homeowner, contractor, office
staff and Subcode officials/inspectors. An example of how this might be done can be seen at
https://www.eastbrunswick.org/content/202/279/default.aspx
Recording of data – One weakness found in the comparative study was the absence of
inspection records. Each inspection conducted by each inspector should be recorded in both
manual field notes but also assembled so that the data can be aggregated to determine
performance.
Allocation of time – Based upon our findings, we are suggesting the following time allocations:

Title

Name

Construction Off

Heiney

Uniform Construction
Code
Percent
Amount
100%

Land Use Board
Percent
Amount

Rental Property
Program
Percent
Amount

$ 42,783.00

0%

0%
0%

Plumbing

Smith

100%

$ 11,401.00

0%

Electrical

Endene

100%

$ 12,034.00

0%

0%

Fire

Lynch

100%

$ 10,988.00

0%

0%

0%

0%

100%

0%

Housing

Davis

Housing

Stross

0%

Secretary to LUB

Marcello

60%

Town Clerk

Oravis
Koptula

Code Enforce Off
Total

?
10%

Simmons

0%

Overtime

0%

30%

$ 36,652.00
$
$

100%

$ 10,000.00

10%

$ 6,109.00

2,441.00

0%

0%

4,100.00

0%

0%

100%

$ 39,929.00

0%
100

$ 120,399.00



$ 18,326.00

$ 58,255.00

$ 10,000.00

$ 28,000.00
$ 45,109.00

As mentioned earlier, the 2015 Annual Report stated that the Town’s cost for 2015 was
$123,647, of which Salaries and Wages were $79,101. With the above modification it
appears that actual S&W costs are actually about $41,000 more! This means the total costs
of service with no change to fringe benefits or indirect costs are actually 33% higher based
on the above analysis. Therefore if the total permitted cost for the UCC function is about
$164,500 and only $102,000 is collected in fees, there is a justification for either
o an increase in UCC fees of about $60,000, or
o a decrease in expense of a similar amount, or
o a combination of the two
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This annual report is filed by the Construction Official and the Chief Financial Officer in
January of 2017 for the 2016 year. If a change is to be made in the time allocations for the
UCC function, it should be made this coming January.
IT Platform – When the UCC was first required of municipalities the State of New Jersey
developed a software program called UCCARS. Over the years users expressed great discontent
with the program. Attempts to revise the program were unsuccessful. The private sector
stepped in with multiple vendors creating programs to replace UCCARS. The UCC office utilizes
one of the early developed alternatives to UCCARS, a software program called “Road Runner.”
This is the only municipality of which we are aware that utilizes this program for maintaining
UCC records. According to the administrative assistant, this program has been in place in the
municipality since before he began employment in 1989.
 As the Town utilizes a separate program for property maintenance and the Construction
Official has expressed discontent with this program, he and the Administrator/CFO
should jointly create a list of needs and wants they would like to see from the Town’s
UCC, Housing (Rental Property) and Property Maintenance software program.
 They should then evaluate all of the programs that currently exist against this list,
including the replacement cost, effectively performing a cost-benefit analysis for a
replacement program.
 A complete list of vendors is an attachment to this report. (Attachment C) Some of the
alternative programs that should be considered include:
o Mitchell Humphries
o Spatial Data Logic (SDL)
o Permits NJ (successor to UCCARS) (no out of pocket cost)
o National Geomatica
 Another potential avenue would be to identify one or more nearby municipalities that
use the software program the Administrator and CO have identified as best meeting the
Town’s needs and wants. They should then examine the opportunities to enter into a
shared service agreement to utilize that municipality’s software program. Also
attached as Attachment D is a list of municipalities and the software they are currently
using.
 In addition, I have spoken with SDL who has indicated that they have worked with
smaller municipalities who have shared a contract to obtain SDL services at a lower cost.
Currently Madison and Chatham boroughs are in a similar though not the same
arrangement. SDL is willing to discuss the economies that might be available to a
municipality.
Organization of Code functions – It is not clear why the property maintenance function is not
incorporated in the same department as zoning, building and housing. All of these functions
have common aspects. When these are in the same department under the same direction of a
leader, the synergies and efficiencies can be maximized. While the property maintenance
function was not part of this study, we would suggest that Administrator and the Governing
Body give attention to this matter and consider a change to the Town’s table of organization to
bring these similar functions under the same roof.
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The Report
DEPARTMENT OF PUBLIC WORKS
Division of Water and Sewer
RESPONSIBILITIES
Water Utility
Division of Water and Sewer is one division but two separate utilities, one for water and one for sewer
operations. The division is responsible for the treatment and distribution of potable water to Borough
residents. It is also responsible for the collection of sanitary sewerage and transmission of same to the
Rockaway Valley Regional Sewerage Authority (RVRSA) for treatment. Specifically, the division
manages:

















Four (4) ground water wells and a treatment (filtering and/or chlorination only) facility located
in Boonton Township
o Producing a daily average of 0.8 MGD and peak flows during summer of over 1.5 MGD
o Seven (7) Storage tanks of 0.05, (2) 0.5, (2) 0.75, and (2) 1.0, MG for a total of 4.55 MG
storage capacity
One surface water reservoir and treatment plant located in Montville Township
o Producing a daily average of 0.7 MGD and peak flows during summer of over 0.72 MGD
Approximately 35 miles of water distribution mains ranging in size from 4” to 12”
Service about 3100 water laterals to and including curb boxes for which the utility is responsible
from the main to the curb box.
Service about 3100 water meters, including touch pad, outside read and inside read only types.
Four (4) water supply interconnections with Montville, Mountain Lakes, Denville and Parsippany
to provide water to Town residents and businesses in the event of a system suspension or
failure
Supply several individual residents in Boonton Township, Montville and Mountain Lakes and the
Township of Boonton in bulk with potable water (there is no Board of Public Utilities jurisdiction
in this regard)
Many System valves
392 fire hydrants
3 public water fountains
2 public water irrigation (sprinkler) systems
1 public restroom water facility
1 water system for concession stands

Sewer Utility
RESPONSIBILITIES
The Division is also responsible for the collection of all sanitary sewage in the Town. Sewage is delivered
to the RVRSA (www.rvrsa.org) for treatment. Specifically the staff manages:


Five (5) pumping (lift) stations – locations: Tower, Myrtle, Vreeland and Morris Avenues
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Approximately 35 miles* of sanitary sewage collection lines serving about 2700
properties*ranging in size from 8” to 12” as there are multiple connections to RVRSA trunk line.
Via five (5) gravity connections, transmit effluent to RVRSA for treatment

FUNCTIONS
The Division of Water and Sewer, which serves water treatment, water distribution and sewer collection
functions, is composed of eight (8) staff members: Foreman, Water Treatment Plant Operator,
Maintenance Repairers and Laborers. Under contact, an additional individual provides for quarterly
meter readings. An employee assigned to Administration serves as the billing clerk while the Collector’s
office receives payments from customers. Primary functions performed by the operating staff members
include:






















Daily well treatment and pump inspections – seven (7) days per week
o Ongoing maintenance of the treatment and distribution facilities
o Weekend and holiday responsibilities require overtime given current work schedules.
Water system sampling and delivery to an approved laboratory, Garden State in Irvington
Monitoring system for compliance with EPA and NJDEP standards; filing of required monthly and
other reports
Service shut off and turn on
Perform Utility mark-outs, scheduled and emergency
Semi-annual night-time fire hydrant flushing, in addition to repair and replacement when
necessary (This function will require overtime given current work schedules.)
Valve and curb box maintenance: repair and replacement
Wet taps
Repair broken water mains
Periodically systematically replace service lines, valve boxes and fire hydrants in-house, often
utilizing CDBG funding
Maintain pumping stations and surrounding grounds and generators. (Pump station generator
exercises, reports, and quarterly maintenance is performed by a contractor, currently J&R
Controls, Dover, NJ)
Emergency flush (jet) problem sewer locations often to remove obstructions including debris
buildup and tree root intrusion
Systematic sewer line cleaning and flushing to remove debris, grit and tree root obstructions in
the line. The unit’s objective is to flush the entire 25 miles of sanitary sewer collection lines in
the Town every 12 months; but in reality it has been taking more than one year to complete
Raise sewer manholes and catch basins during repaving operations
Repair collapsed sewers, though few have occurred in the utility, age suggests that more will
occur in the future.
Repair service laterals in public roadway from main to curb box. (The property owner is
responsible for repairs between curb and house.
Plumbing and other maintenance repairer functions, such as HVAC maintenance in all Borough
buildings and facilities
Assist in both snow and ice control and leaf collection efforts by Division of Streets
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ISSUES
From myriad interviews it appears that the issues within the Division of Water and Sewer that need to
be addressed include:
Licensed Operators - Currently the required licensed operator is the Superintendent of Public
Works (CPWM) who holds T-3, W-2 and C-2 licenses. The Superintendent has 43 years with the
Town. The Foreman holds T-2, W-2 and C-2 licenses and was to have taken the test for the T-3
license during the autumn. The same is true of the Water Treatment Plant Operator. They also
hold the CPWM certification. The Foreman has 36 years with the Town and the Water
Treatment Plant Operator has 14 years.
o The Water Treatment Plant Operator holds some licenses and continues to take
education courses to qualify for all required licenses.
o It would take an unlicensed employee approximately eight (8) to nine (9) years to
acquire the necessary licenses for the collection and treatment responsibilities. These
are C-2 (collection) W-2 (distribution) and T-3 (treatment) licenses.
Water System Monitoring - As a seven (7) days per week, 24 hours per day operation, a
minimum of four (4) hours overtime each on Saturday and Sunday six (6) straight time hours pay
is required each week or 312 straight time hours per year. This also happens on holidays (78
additional hours annually).
System aging – The water system goes back to the late 1800’s while the sewer system goes back
at least to the 1920’s. Constant attention needs to be directed at the capital infrastructure’s
needs for maintenance, rehabilitation and replacement.
Documentation – There are a number of maps and plans at the Water headquarters, in the
Director’s office. In addition, the consulting engineer has been developing GIS mapping.
Currently this covers fire hydrants, valves and catch basins, but is to be expanded to locate other
assets.
o Much of the operational information about the system has been inherited by those in
charge, the Superintendent and the Foreman. Even the consulting engineers for the
system have long years of service. One would then ask: What is the availability of
recorded data on the system that would guide the work of those who inherit the
responsibilities of these utilities?
o From a review of the office and discussion with the Director, a typical amount of
mapping has been taking place over the past few years. The consulting engineer has
been preparing GIS mapping of the system. However, the Director and his staff do not
have the capability of viewing this mapping as special and expensive software is needed
to read same.
Overtime – Given current work schedules, current policies require the use of overtime to
accomplish certain tasks. These include WTP and well monitoring activities on weekends and
holidays, hydrant flushing and snow and ice removal from the downtown scheduled at night.
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Division of Streets
RESPONSIBILITIES
The Division of Streets is responsible for the maintenance of about 28 miles of roadway in the Town.
(Total roadway mileage appears to be about 28.3 miles for the municipality, 4 miles for the county and 2
miles for NJDOT. Note that water, sanitary and storm sewer lines and outfalls will be located and travel
under non-municipal roadways and other areas, such as easements.)

FUNCTIONS
The Division is composed of eight (8) staff members: Assistant Foreman, Equipment Operator,
Maintenance Repairers and Laborers with one seasonal employee. There are no divisions of parks,
buildings and grounds, sanitation, recycling or mechanics. Most of the functions of divisions such as
these are the province of the Division of Streets. Primary functions performed by these staff members
include:





















Maintain 35 miles of streets (according to Department or 28 miles according to NJDOT)
Repairing potholes and other road surface irregularities
o Crack sealing – both in-house and by contractor
o Belgian block repair
o Prepare streets for paving by contractor working under Superintendent of Public Works
contract
Maintain ( with assistance from Division of Water and Sewer) approximately 35 miles of storm
sewer collection lines ranging in size from 10” to unstated maximum diameter and about 579
catch basins (inlets) which carry runoff to 57 outfalls, all of which are under DPW jurisdiction
Installing and repairing directional, street name, regulatory and warning signage within the
Town, except on county roads and state highways (MUTCD compliance)
Oversee contractor who performs line painting for parking spaces, crosswalks, schools, etc.
(MUTCD compliance); Department contracts out long line and parking lot line painting.
While property owner is responsible for maintenance of sidewalk and curb, when property
owner agrees to replace 50% or more of the sidewalk and sidewalk, Division will remove and
dispose of old sidewalk and curb
Leaf collection from the last week of October until mid-December (depending on weather
conditions and leaf fall)
Snow and ice control, including night removal of snow from business district
In spring prepare parks to be ready for active use
Remove trees to clear streets and collect and dispose of any tree debris following storms
Special projects assigned related to street repair and citizen requests for service
Coordinate with the contract solid waste collector regarding missed pickups or special needs
Operate the recycling center and coordinate with the County of Morris regarding both
residential pick up and disposal of center materials.
Manage parks and grounds maintenance with two (2) to three (3) full time staff assigned to
grass mowing and grounds maintenance during growing season.
Senior Yard Waste Collection Program by appointment on 1st and 3rd Wednesdays, April to
November – special collection service offered to senior citizens who have difficulty taking yard
waste to Street Division’s drop-off site
Street sweeping – The entire Town is swept four (4) times/year with special attention given to:
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o
o
o

Main Street which is swept every Monday, Thursday and Saturday between 6 and 8 AM
First block of side streets off of Main Street swept every Monday and Thursday
(“Going to Church on Sunday mornings” brings department great pride re: cleanliness of
streets)

STRENGTHS
The Department of Public Works, Divisions of Water/ Sewer and Streets, has numerous fine qualities
and characteristics of which several will be listed here,






Both supervisors and staff make note of the fact that the members of the “departments” work
as a team, cooperating on many different projects and functions. Examples of this include:
o Snow plowing is a function of the entire department including all personnel. Snow
plowing could not be completed as quickly nor as well if only the Division of Street
performed this function.
o Leaf collection is another function that requires the entire department to participate in
order to meet the objectives of supervisors and expectations of residents.
o Storm sewer maintenance is yet another example of this “working together.” Sewer
utility works have equipment and knowledge that assist
Most employees in the Department of Public Works are active volunteer firefighters providing
fire suppression services through the Town’s fire department which is housed at the same
location as Town Hall. This is by far the most efficient method of providing municipal fire
suppression services. When a fire incident occurs during business hours, for most DPW workers,
their primary function is to drop what they are doing and go to the scene of the fire to be part of
the suppression force.
Within the department’s limitations, there is a palpable dedication to do as one staff member
said it “give the Town an awful lot.” Supervisors and employees similarly state each “likes my
town” and want to serve their Town as best they can, within the staffing and financial
limitations that exist.

ISSUES
From interviews it appears that the issues that need to be addressed within this division include:
Employees still see the two divisions as separate departments in their “mind’s eye.” This
originates from the fact that indeed they were separate departments in the somewhat distant
past. It is reinforced by the fact that the base of operations of each division is at separate
locations – Water/Sewer are headquartered at 124 North Main as is the department’s director
while Streets is at Plane Street, about one mile away.
Interviews indicated the department’s primary complaint is “Manpower” –
o The Assistant Foreman who started 27 years ago was one of 15 employees in the
division where today there are only 8, yet he states the workload has increased
Everyone needs to recognize the fact that weather conditions affect what can be accomplished
by staff – e.g. rain on frozen surfaces cannot be removed immediately.
Work order processes remain manual with no ability to aggregate and analyze.
Staff members working on projects want to be able to complete the work before they are taken
off that job to perform some other work function. Such directions, from wherever the direction
might come, removes focus and decreases efficiency. In the end such disruptions end up taking
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more time and causing the actual cost of the project to increase. In addition it causes
frustration on the part the employee doing the work.
Attendance is managed by the use of a time clock at both locations. Employees punch in at
arrival and at their return from lunch and punch out for lunch and at the end of the work day.
Currently the time clock is not used for overtime. Overtime is recorded by the Supervisor in the
“Red Day Book.” No reason was provided for not using the time clock for overtime purposes.
Employee’s work day is from 7:00AM to 3:30 PM with 30 minutes for lunch and two 15 minute
breaks, one in the morning and one in the afternoon.
o Lunch is from 12-12:30 PM for all employees. Employee’s lunch start and ends with the
clock punch at the division’s headquarters. This means that travel to and from lunch is
considered work time…it is “on the clock.”
o The morning break is supposed to be from 9:00 to 9:15 AM. According to the
Superintendent, it is usually more like 20 minutes. Sometimes at these breaks, he
informs the staff of future projects or programs. According to the Superintendent, he
has not seen employees take the afternoon break in years.
There is a conflict in the way in which the Superintendent and the workers talk about
assignments. The former sees an overall mission and weekly/monthly objectives to achieve that
mission. Workers respond to questions about what they will be doing today with the statement
“I’ll find out when I get to work.” There is a very clear disconnect that clearly needs improved
communications and complimentary standard operating procedures to resolve the conflict.
The results of the comparative analysis, Attachment A, suggest that the Department is operating
more or less as efficiently as other public works and utility operations, though there are areas
where efficiencies might be improved. See overall recommendations and Attachment A for an
in-depth understanding of the result of the comparative analysis.

ADMINISTRATOR (Department of Administration)
Operationally, the municipality has merged the Administrator and Chief Financial Officer functions
together to effectively merge the operations of a Department of Administration, which is not identified
in the Administrative Code, with the Department of Finance, which is specifically set forth in the Code as
Article 1. In “Section 27 Departments” of the Code.

RESPONSIBILITIES
As per the organizational chart of the Town and interview comments, Administration and Purchasing
staff include the Administrator (part time), Clerk and Deputy Clerk (part time).

FUNCTIONS
According to the Administrative Code Section 45.5 of the Revised General Ordinances of the Town of
Boonton:
A. The Administrator shall be the administrative officer of the town. He shall see that all
ordinances, resolutions and policies of the governing body and all state laws requiring municipal
action, are faithfully carried out by those persons responsible for doing so.
B. For the purpose of carrying out the assigned responsibilities of his office, the Administrator
shall develop and promulgate for adoption by the governing body, sound administrative,

Town of Boonton

15

Government Management Advisors, LLC

personnel and purchasing practices and procedures for all departments, offices and agencies of
the municipality. He shall be responsible to the governing body for the following:
(1) Daily operation. Implement its policies as they are manifested in the daily
operations and activities of the municipality by correspondence, review of minutes and
personal contact.
(2) Information and complaints. Inform the governing body and the residents of the
municipality on all matters relating to the activities and operations of the municipal
government. Receive and follow-up complaints on all matters and apprise the governing
body thereof.
(3) Public information. Edit and compile public information for distribution by the
Mayor and Board of Aldermen.
(4) Recommendations. Study continuously all activities and operations of the municipal
government and recommend changes for the purpose of increasing efficiency, economy
and effectiveness. Recommend such rules and regulations as shall be deemed
necessary, with the approval of and adoption by the governing body, for the conduct of
administrative procedures.
(5) Advice. Advise the governing body on all background matters to assist it with the
establishment of policy.
(6) Reports. Prepare and present to the governing body reports that may be required
from time to time on municipal affairs and prepare an annual report of his work for the
benefit of the governing body and the public.
(7) Attendance. Attend all public meetings of the governing body and other meetings
when so requested.
(8) Coordination and liaison. Coordinate the operations, activities and administration
of the departments, divisions, offices, boards and agencies of the municipality.
(9) Town Attorney and Town Engineer. Act as liaison between the governing body, the
Town Attorney and the Town Engineer in their respective operating and policy
contracts.
(10) Budget execution. Prepare and submit the proposed town operating budget
annually by requiring and receiving appropriation requests from heads of departments
by November 15 and reviewing such requests with the Mayor and Board of Aldermen
concerned; transmitting a tentative budget by December 15 and consulting with the
Mayor and Board of Aldermen with respect thereto, and submitting by January 15 final
recommendations in the form required by law for municipal budgets and appending
thereto a detailed analysis of the various items of expenditure and revenue and such
explanatory comment or statement as he may deem desirable. He shall also prepare
and submit the annual capital budget to be considered and adopted by the Mayor and
Board of Aldermen.
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(11) Budget review. To maintain in liaison with the Town Treasurer a continuous
review of the annual operating and capital budgets after adoption and to report at least
quarterly during the year to the governing body on the status of all accounts.
(12) Examine and inquire. Have the power to investigate examine or inquire into the
affairs or operation of any department, division, bureau, office, board or agency of the
municipal government unless prohibited by law. .
(13) (Reserved)[1]
[1] Editor's Note: Former Subsection B(13), Purchasing and disbursements, was repealed
3-5-2012 by Ord. No. 2-2012; see now Art. VIII, Purchasing Agent.
(14) Personnel. Serve as the personnel officer of the town and as such hire entry level
employees after a position has been created and a salary range established by previous
action of the Mayor and Board of Aldermen. The Administrator shall report at the next
regular meeting of the Mayor and Board of Aldermen any action taken by authority of
this subsection.
(15) Violations. Determine that all terms and conditions imposed in favor of the
municipality or its inhabitants in any statute, public utility franchise, or other contract,
regulation or ordinance are faithfully kept and performed, and upon knowledge of any
violation thereof to apprise the governing body.
(16) Recommend concerning the nature and location of public improvements and
coordinate and expedite the execution of public improvements authorized by the
Mayor and Board of Aldermen. Recommend, implement and enforce the procedures
and policies of the Mayor and Board of Aldermen and its departments for the
coordination, compiling and editing and prompt dissemination and release of public
information.
(17) Nothing herein shall derogate from the powers and duties of the elective officials
of the towns or authorize the Administrator to exercise the powers and duties thereof.
(18) Other duties. Perform such additional administrative and ministerial duties and
functions as may be assigned by the governing body.







Serves as Purchasing Agent assuring compliance with the Local Public Contracts Law and local
ordinances.
Manage compliance with the Civil Service Commission and its requirements and regulations,
serves as Appointing Authority
Manage benefits such as enrollment in Pension systems (PERS and PFRS) and State Health
Benefits Program (for both active employees and retirees)
Negotiate collective negotiations agreements with collective bargaining agents.
Coordinate the agenda of the Governing Body with the Town Clerk
Satisfy Open Public Records Requests affecting Administration, Finance and other departments
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DEPARTMENT OF FINANCE
RESPONSIBILITIES
As per the organizational chart of the Town and interview comments, the Department of Finance staff
include the Chief Financial Officer (pt), Collector (and Assistant Treasurer), Accounts Payable and Payroll
Clerk and a Finance Clerk (pt). Note that while the Administrative Code has the Collector as a separate
office, operationally, the Collector serves as Assistant Treasurer supporting the CFO. In addition,
Assessing is shown in the Administrative Code and the aforementioned organizational chart as a
separate office.

Chief Financial Officer
FUNCTIONS
According to the Administrative Code Section 27.3 of the Revised General Ordinances of the Town of
Boonton:
The Chief Financial Officer shall:
A. Receive funds entrusted, received or under the control of any department and
deposit all funds received by him in depositories authorized by the Mayor and Board of
Aldermen by resolution.
B. Have custody of all investments and invested funds of the Town or in possession of
the Town in a fiduciary capacity, except as otherwise provided by law, and keep such
funds and all moneys of the Town not required by current operations safely invested or
deposited in interest bearing accounts.
C. Have the safekeeping of all bonds and notes of the Town and the receipt and delivery
of Town bonds and notes for transfer, registration or exchange.
D. Keep a full account of all cash receipts and disbursements of the Town; and at least
once each month, furnish the Mayor and Board of Aldermen with a statement of all
moneys received and expended by him.
E. Prepare and submit such other reports or statements as may be requested by the
Mayor and Board of Aldermen.




Maintain books of original entry and the general ledger
Oversees preparation of the biweekly payroll
Does not prepare the Annual Financial Statement (AFS) and the Annual Debt Statement (ADS),
which have been delegated to the Auditor for preparation at a separate fee.

Collector (and Assistant Treasurer)
Office consists of the Collector with periodic assistance from one or two staff members to cover for
lunch, absences such as sick leave and vacation leave, and during heavy collection periods.

FUNCTIONS


Collect quarterly property tax payments from about 3100 line items (parcels), estimated to be
60% from mail or drop-offs, 30% from electronic tapes supplied by mortgage companies and
banks, and about 10% from walk-ins
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Collect water and sewer quarterly payments from about 3100 customers, estimated to be about
60% from mail or drop-offs and 40% from walk-ins. (Municipality permits payment of water and
sewer fees by credit card with the utilities picking up the cost of processing.)
Collect revenues from various departments on a continual basis and satisfy statutory 48 hour
deposit regulation; Municipal Court makes payments once following the end of each month.
Maintain files on tax title liens and property tax delinquencies
Conduct a standard (not accelerated) tax sale for about 30-45 delinquent line items annually
Assist the Chief Financial Officer as he might request

Issues
Accomplishments: Under current practices, the following matters appear to be commendable:
o Budgeting is prudent. Surplus is managed well. Non-recurring revenues do not play a
significant role in municipal finance.
o Capital and debt management, from a financial perspective, are also prudent. It is not
the role of this study to determine if capital planning is meeting the short and long term
objectives of the municipality. Municipal debt is a mere 0.649% of the three year
average of equalized valuation. This is about one-sixth of that which is permitted under
the law and slightly below what the authors are used to seeing in similar municipalities.
o When an impasse develops between two department heads, which according to the
Administrator is rare, the Administrator serves to decide the issue. While there is no
formal procedure, it appears this procedure is generally understood by the department
heads with whom we have interacted.
o Audit reports have been without comment or recommendations for the past few years.
 This can be a strong indicator of a fully financially compliant staff. On the other
hand, it could be a sign of the auditor having a comfortable working relationship
with the administrative staff. This could only be determined through an open
and competitive RFP process.
Intra-Organizational Communication: Among staff decision makers in the organization this is
not as complete and thorough as it might be. Communications are conducted on a project or
incident basis, generally one on one. There appears to be no use of task committees or planning
groups to strategically plan for the long term needs of the Town and its residents.
o Interviews yielded a strong impression that functions and services are viewed as
independent silo operations as opposed to there being management of integrated
organization providing an array of services to customers.
Management Team: There does not appear to be goal or objective-based management of
resources taking place with input from multiple sources or stakeholders. Prior to 2016, it
appears the governing body was comfortable to leave this activity primarily to administrative
staff. The Administrator, who possesses a great deal of knowledge about the Town’s needs, and
department heads over the years set the work program for the municipal organization with
apparent little outside influence.
o Recognize that a more stakeholder-engaged process and the prior concern regarding
communication both take time to plan, implement and husband over time. This
requires either stealing time from other activities or creating additional time through
added staff or productivity improvements.
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Organization: Since about 1994, the positions of Administrator and CFO have been joined in one
position. This makes it difficult to segregate functions and assign number of hours per week
dedicated to these functions. Of greater concern is that all of the leadership and responsibility
in both administrative and financial areas is embodied in one individual with little to no
redundancy.
o Administrator/CFO states that he spends many hours performing functions of both
positions. Besides being at work for about 45 hours per week between Monday and
Friday, his work efforts also include being at work typically 6 hours every Saturday from
Labor Day to Memorial Day and doing mail on Sunday evenings at home.
 This condition, if accurately estimated, does not provide many opportunities to
expand the work program of these positions.
 In the alternate, it is also possible that insufficient lower level work is being
delegated to provide opportunities for greater self-examination and
incorporation of stakeholder perspectives and insights.
 See Attachment E for an analysis of the pros and cons of joining these positions.
Delegation: Appearance to governing body members that administrative staff have become so
oriented to “putting out fires” or “plugging holes” themselves, that they have failed to develop a
management approach that delegates work and evaluates the performance of staff to pursue
the mission and achieve the objective.
o According to those interviewed, hands-on responsibilities of management staff, as
noted above, make it difficult for them to adequately challenge and oversee the
operations of “line” (service providers) department personnel.
Staff Support for Policy Making: The Mayor and Governing Body seek to have analyses of
certain functions performed to provide data for the determination of good public policy, but
Administrator/CFO states he is fully engaged in performing compliance functions including but
not limited to maintaining books of original entry, general ledger, budget and financial controls,
QPA functions and other day to day responsibilities to be able to take on this added function.
Payroll: Currently the municipality is on a biweekly payroll system that results in 27 payrolls
every 11 or 12 years. 2016 is the year of 27 pays. This is a propitious moment to negotiate with
collective negotiations units about changing the payroll from biweekly to semi-monthly and
eliminate the additional payroll that develops as the result of “calendar walk.”
Benefits Administration – Employees interviewed commented unfavorably on the lack of
information provided to them about policies and procedures regarding employment benefits
including leave administration, pension and health matters, including responsibilities for
premium contributions. As the Administrator is in effect the personnel and benefits department
along with his other duties of QPA and CFO, it is understandable that this would not receive the
attention it requires.
Information Technology and Management of Town Data – It is not within the scope of this
study to perform an in-depth assessment of records management and information technology
functions within the Town. However, the Administrator/CFO serves as the network manager on
a day to day basis with technical support being provided by resident computer technician on a
contract basis.
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Best Management Practices Worksheet: The submission by the Town for CY 2015 indicated that
44 of 50 questions were answered satisfactorily. The questions that were not satisfactorily
answered dealt with the municipality:
o not adopting a vehicle use policy to limit personal use of municipal vehicles
o not adopting an ordinance requiring governing body members attend at least annually a
training program in municipal government
o not participating in the National Flood Insurance Program Community Rating System
o not having adopted a pay to play ordinance more restrictive than state statutory
requirements
o not having a transitional duty (light duty) program for employees out on injury leave
o not limiting compensation during injury leave to only workers compensation benefits
While the municipality answered a sufficient number of questions not to have lost any state aid,
several of these other questions could have been resolved quite easily with policy
determinations by the governing body.
The Town’s submission for CY 2016 indicated that 27 of 30 questions were answered
satisfactorily. The questions that were not answered correctly dealt with the municipality:
o not adopting a vehicle use policy to limit personal use of municipal vehicles
o not participating in the National Flood Insurance Program Community Rating System
o not having received its completed audit on time
Two of these were recurring weaknesses. The third identified weakness requires a discussion
with the current auditor who has sufficient history with the municipality not to have allowed
this to have occurred.

CONSTRUCTION DEPARTMENT - UNIFORM CONSTRUCTION CODE ENFORCING AGENCY
RESPONSIBILITIES
According to Section 87 of the Revised General Ordinance of the Town of Boonton, what is
conventionally known as the Construction Department has been created in accordance with the statewide Uniform Construction Code (UCC) legislation of the State of New Jersey adopted in 1975.
Operationally the office has been incorporated with zoning code enforcement, housing code
enforcement and administrative support services to the Land Use Board (merged Planning and Zoning
Board of Adjustment functions).
The staff is composed of






A Construction Official (CO) (pt), who serves as the Building Subcode Official and the Building
Inspector. The CO also serves as the Zoning Officer and head of the department
A Plumbing Subcode Official (pt) who serves also as the Plumbing Inspector
An Electrical Subcode Official (pt) who serves also as the Electrical Inspector
A Fire Subcode Official (pt) who also serves as the Fire Inspector and when the Construction
official is absent, as the Acting Construction Official.
Currently one (1) part time Housing (Rental Property Program) Inspector to inspect 50% of
registered rental units annually. Prior to September there had been two part time Housing
Inspectors. According to the CO, in September, the administration decided to cease the rental
property inspection program for the time being.
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A full time clerical person who serves as the Secretary to the Land Use Board, Technical
Assistant to the Construction Official and the administrator of the Rental Property Program

FUNCTIONS






Uniform Construction Code
o Boonton is a Class I municipality in that all licenses held by staff are HHS (High Hazard or
the highest level license provided under the UCC). This means that all plan reviews and
inspections for all uses may be conducted by staff without need to bring in outside
inspectors that would be required of a municipality that was less than Class I.
o Under the oversight of the Division of Codes and Standards in the New Jersey
Department of Community Affairs, this office serves as the “Local Agency”
o Enforces the Uniform Construction Code covering all areas of residential, commercial
and industrial construction including building, plumbing, electrical, mechanical, and fire
subcodes.
o Under the UCC, plan review must be completed within 21 business days while
inspections are to be scheduled and conducted within 3 business days. The department
staff all report that typically plan review is completed within a week or less and
inspections are conducted sooner than required.
o The Construction Official estimates that plan reviews are typically completed within 3 to
4 business days. The customer survey indicated that there are no complaints from
customers about plan review delays.
o The licensed UCC personnel staff the office all day on Tuesdays and Thursdays. Building
Code covers between the hours of 7:00 AM and 11:00 AM and other inspectors are
present at noon and after, during which plan reviews and inspections are conducted
Zoning Administration/Land Use Board (merged Planning and Zoning Board of Adjustment)
o The Office’s only full time employee (the Land Use Board Secretary) will attempt to
provide zoning and building information to residents but when the matters are more
complex the CO is sent an email seeking a response or a telephone call while the
applicant is in the office.
o This employee determines if and when a zoning permit application needs to be
completed and submitted for review. This permit form was recently revised by the
Mayor in consultation with staff during the month of September 2016.
o This employee is also responsible for scheduling applications and taking minutes before
the Land Use Board.
o CO has stated that since 1996 he has appeared before the Board “maybe twice”. Others
staffing the Land Use Board are an attorney, planner and the Town Engineer. Besides
retainers, their compensation is provided by escrow account payments.
Rental Property (Housing) Program
o Every year rental properties are to be registered with this Department at a cost of $25
per rental unit. This office sends out reminders each year seeking to have units
registered by 1 July with inspections slated for August through December/January
o The Housing Inspector(s) conducts the biannual inspection program
o Inspections are primarily interior to assure conformance with the NJ Housing Code
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o

When the Housing Inspector finds exterior conditions to be questionable, referral are
made to the Code Enforcement Inspector to determine if violations exist on the
property such as high weeds, illegal storage, etc.

ISSUES
Results Of Comparison Analysis And Customer Satisfaction Survey - The Attachment section
contains the complete reports of these two elements of the study. Regarding the Town’s UCC
function, these reports conclude:
o Boonton’s UCC function is somewhat less busy for its size than all but two of the other
towns in the study, which had fewer permits per technical FTE than Boonton did.
o Customer satisfaction is not a problem with Boonton’s UCC function.
Customer Service – While prior to the study, it was mentioned to the consultants that customer
service was a concern with this municipal function, this was not found to be the case from the
telephone interviews conducted with a random sample of permittees.
o Even though there is a full time administrative position staffing the office five days per
week, the office is effectively part time as technical staff operate 2 business days per
week. This places much of the burden of coordinating functions with the administrative
staff person, who wears “several hats” as noted below.
Budget - The 2016 Calendar Year Municipal Budget appropriations for this office are:
 S&W $122,026
 O.E
$ 9,150
 Total $131,176
o The UCC revenues collected in CY 2015 were $102,207 while $85,000 was anticipated
from the UCC function.
o The CY 2015 UCC Annual Report jointly completed by the Construction Official (CO) and
the Chief Financial Officer (CFO) states that including benefit costs and 12% indirect
costs that DCA permits to be utilized, the Town’s cost for this year was $123,647. As
DCA permits these costs and the revenues to be received from UCC permit fees to be
averaged over 5 years, this does not necessarily mean that costs exceed revenues.
However, it does bear watching over time to determine if the fees charged to permitees
are supporting the “Local Agency” as anticipated in the statute.
Communications with Public: The only place for a resident to obtain any information about this
office is under a “FAQ” section on the Town’s Web Site for UCC matters only. There are no
brochures available to assist the public to understand the requirements. Residents are
therefore limited to calling or visiting the office, researching and reviewing applicable
ordinances, the Municipal Land Use Law and/or the Uniform Construction Code.
Allocation of time: In our review of the department we found several anomalies regarding the
allocation of time to certain functions. This is important for several reasons. The primary
reason is that certain municipal functions are to be funded through the general purpose
property tax while others are to be funded by user fees. The latter are charges to residents or
non-residents for specific service they request or require.
o The differences are as follows:
2016 Budget
Secretary Estimate
ISO
TITLE
NAME
UCC
LUB
UCC
LUB
RPP
UCC
Constr Off Heiney
63%
37%
100%
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Secretary


Marcello

10%

90%

60%

30%

10%

Based on this we will provide later on a recommended allocation of time and describe the
impact on UCC fees.

ADDRESSING THE ISSUES
Several issues have been identified within the departments under review. The following
recommendations cover ways in which these issues can be addressed.

DEPARTMENT OF PUBLIC WORKS
Communication – Throughout the organization there are concerns about the communication of
governing body goals and objectives to members of the municipal organization. In DPW, it is
evident in the comments of staff referenced above. We should all recognize that it takes time to
communicate, just as it takes time prior to a long travel to understand your destination and plot
the best way to travel there. Here it is no different. Department and division heads as well as
employees need to know where the Town is going and what course it will take to get there.
Forethought and time needs to be expended to accurately transmit this information so
employees know what is happening.
o Specifically to DPW, management staff need to prepare work programs on an annual,
monthly, weekly and daily basis and transmit this to staff members who are expected to
get the jobs done. At the beginning of each week, at a minimum, staff should know
what they are expected to accomplish that week.
Consistency of work assignments – When a crew is given a project to complete, the best and
most efficient method of doing so is to allow that crew to complete the project before being
sent to another site. This will enhance productivity, efficiency and reduce frustration of staff
who are unable to complete a mission.
Documents and documentation – Immediately, the Town needs to develop a plan of action with
the consulting engineer to gain the ability to use and read the GIS mapping on which they have
been working for the last few years. The investment and the effort is wasted if it is necessary
for DPW staff to confer with the engineer each and every time they need to know location
information. It must be available to them on their computers and eventually in the field.
Otherwise, why did the Town invest in it in the first place?
Procedures – While the department does have a snow and ice control plan and an inventory of
reports that must be submitted to various agencies for water treatment and distribution, storm
sewer, recycling and other activities, there is not one single book of standard operating
procedures that places all departmental procedures in one place for anyone to refer. Over a
year’s period such a document could be produced to cover all significant activities.
Delegation – It is common for supervisors and managers to do it themselves rather than
delegate work to others. Primarily because before becoming a supervisor or a manager, they
themselves had done the work. It is also perceived that it will take too much time to train
someone to do the work and so “I’ll just do it myself.”
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In particular, the Director has an administrative assistant in his office. Unlike the
Construction Official who utilizes the administrative assistant in his office for all
scheduling, documentation organization and other administrative details, the DPW
Director does not. It seems that the DPW administrative assistant could be tasked with
a variety of tasks, including cataloging of records, record retrieval, keeping daily records
of work assigned and accomplished. Even if additional training were required, the
resulting information would be useful. If nothing else, the town would have an accurate
record of how, when, and by whom work is being performed. This is appropriate work
for an administrative assistant.
Overtime – Given current work schedules, current policies require the use of overtime to
accomplish certain tasks which were identified above. Through contract negotiations and
replacement hires, it would be possible to assign the work to employees during their normal
working hours if those hours conformed to the department service needs. It should also be
reviewed to see if the use of an outside contractor to remove snow from the downtown might
be less expensive than utilizing DPW employee at their overtime rate of pay. Remember that
there is also a “wear and tear” effect on department equipment that would be saved as the
equivalent cost to the contractor would be incorporated into their price to perform the removal.
Succession Planning – While it is always best to promote from within, it is also beneficial to
determine if the municipality possesses the best qualified candidates available in the market
place. With the Director at about 45 years of service, the Foreman about 36 years of service and
the Assistant Foreman about 27 years of service, all are eligible now or soon for retirement. The
only person with some of the required licenses to fill a vacancy in one of these positions is the
Water Treatment Plant Operator with about 14 years of service. The Administrator needs to
begin a plan of action to deal with a potential loss of legacy information and leadership that
adequately addresses the dual objectives of appointing the best qualified candidate in the
market place while pursuing promotions from within.
Capital Programing – The Mayor and Governing Body need to meet with the Director of Public
Works, the Administrator and the Consulting Engineer as they develop the CY2017 Local
Municipal Budget and the 2017-2022 Capital Improvement Program. Yes, in a municipality the
size of Boonton a three year CIP is all that is required, but that is really inadequate. A six year
program is more appropriate, permitting longer range planning of needs and funding
requirements and capabilities. Because of the utilities for which the municipality is responsible,
this matter is of even a greater priority than if roads, storm sewers and public buildings were
their only concerns.
o

ADMINISTRATION AND FINANCE
Staffing – Next summer, both the Administrator/CFO and the Collector will have retired. The
Administrator must immediately begin the process of determining the manner in which the
Collector position will be filled. The governing body must immediately begin the process of
performing a search, a recruitment and selection process, for the replacement of this position.
Qualified persons with a CMFO to fill the CFO slot are “scarce as hens’ teeth.” A typical search
for an Administrator takes between 3 and 6 months to compete.
o If it is determined to that the positions of Administrator and CFO are to be split, the
governing body might investigate the ability to fill this position as a shared service with
another municipality, supplementing the function with an in-house day-to-day person.
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o It is also conceivable to do the same for the position of collector.
Intra-Organizational Communication – Objective is to marry the management of the Governing
Body Agenda and the implementation of various policies with the operations staff who will be
responsible for implementation of that agenda and those policies:
o To improve communications among staff, initially, the Administrator should meet
periodically (biweekly, monthly) with all department heads to discuss matters of
common interest and to review actions by the governing body that affect any aspects of
the municipal organization (Town’s government services).
o Department heads should meet periodically with their staff to communicate that which
affects their department so employees begin to understand they are part of team and
not individual functionaries. Such meetings help staff understand their part in the larger
plan.
o While it is difficult to remove the present “silo mentality” when it has existed for such a
long time, the benefits will be worth the investment in the development of a more
cohesive organization.
Payroll – Address now in upcoming collective negotiations replacement of the biweekly payroll
system with a semi-monthly schedule.
Benefits Administration – Employees interviewed commented unfavorably on the lack of
information. Efforts should be made to regularly hold information sessions for employees to
provide them with current information on their benefit packages along with inviting health,
pension and deferred contribution professionals to speak to and answer questions of
employees.
Information Technology and Management of Town Data –The municipality needs to examine
this matter in some detail. This can be performed in several ways:
o Create a citizens’ advisory committee composed of local residents who are private
sector IT professionals, such as network managers to inventory the various elements of
the Town’s network and develop suggested avenues of improvement to make the
system current with generally accepted practices,
o Seek assistance from GMIS, a private non-profit organization of government IT
professionals from around the state, or
o Contact Mitchell Darer, former Director of the Center for Information Technology at
NJIT and now coordinator of information technology services for the Middlesex Regional
Education Service Commission in Piscataway.
Any of these methods or some in combination will provide the Town with a roadmap to
assist the administrative staff to update the current Town’s “network”
Auditor – Since the key financial positions are going to be changing, it is not recommended that
the auditor be changed at the same time. Rather, the new persons responsible for finance and
collections should be permitted to be stable in their positions for 18 to 24 months before an RFP
is developed to go out for proposals to various auditing firms including the present firm. Both
the New Jersey Municipal Management Association and the Division of Local Government
Service can supply the Town with sample RFP documents for auditing services when the Town is
ready to embark on this course of action.
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Administrator and CFO or Administrator/CFO - Should the positions of administrator and CFO
be combined into a single office? A complete analysis can be found in Attachment E. Here the
conclusions are presented:
Pro’s



Save money and desk space.
Avoidance of conflict between two high-profile officials.






Differing roles, skillsets, and job characteristics of the CFO and the administrator.
Modest additional cost
Benefits of creative conflict.
Effective use of available time.



One job is tenured and the other is at-pleasure.

Con’s

CONSTRUCTION DEPARTMENT
Customer Service – While the survey of random customers did not identify any customer service
issues, the part time nature of the office does create potential if not actual inconveniences for
residents. Without increasing costs to the property tax payers, the easiest way in which to
address this is to increase the information available to residents on the Town’s web site.
Providing accurate advice via links on the web site in addition to the current FAQ’s would reduce
telephone calls to the office, provide for a more educated citizenry, potentially making the
application and review process less burdensome on all involved – homeowner, contractor, office
staff and Subcode officials/inspectors. An example of how this might be done can be seen at
https://www.eastbrunswick.org/content/202/279/default.aspx
Recording of data – One weakness found in the comparative study was the absence of
inspection records. Each inspection conducted by each inspector should be recorded in both
manual field notes but also assembled so that the data can be aggregated to determine
performance.
Allocation of time – Based upon our findings, we are suggesting the following time allocations:

Title

Name

Construction Off

Heiney

Plumbing

Smith

Uniform Construction
Code
Percent
Amount
100%
100%

Land Use Board
Percent
Amount

Rental Property
Program
Percent
Amount

$ 42,783.00

0%

0%

$ 11,401.00

0%

0%
0%

Electrical

Endene

100%

$ 12,034.00

0%

Fire

Lynch

100%

$ 10,988.00

0%

0%

Housing

Davis

0%

0%

100%

$ 10,000.00

0%

0%

100%

$ 10,000.00

60%

30%

10%

$ 6,109.00

Housing

Stross

Secretary to LUB

Marcello

Town Clerk

Oravis

?

$

2,441.00

Koptula

10%

$

4,100.00

Code Enforce Off
Total

Town of Boonton

Simmons

0%

Overtime

0%

$ 36,652.00

$ 18,326.00

0%

0%

0%

0%

100%

$ 39,929.00

0%
100

$ 120,399.00

$ 58,255.00
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As mentioned earlier, the 2015 Annual Report stated that the Town’s cost for 2015 was
$123,647, of which Salaries and Wages were $79,101. With the above modification it
appears that actual S&W costs are actually about $41,000 more! This means the total costs
of service with no change to fringe benefits or indirect costs are actually 33% higher based
on the above analysis. Therefore if the total permitted cost for the UCC function is about
$164,500 and only $102,000 is collected in fees, there is a justification for either
o an increase in UCC fees of about $60,000, or
o a decrease in expense of a similar amount, or
o a combination of the two
 This annual report is filed by the Construction Official and the Chief Financial Officer in
January of 2017 for the 2016 year. If a change is to be made in the time allocations for the
UCC function, it should be made this coming January.
IT Platform – When the UCC was first required of municipalities the State of New Jersey
developed a software program called UCCARS. Over the years users expressed great discontent
with the program. Attempts to revise the program were unsuccessful. The private sector
stepped in with multiple vendors creating programs to replace UCCARS. The UCC office utilizes
one of the early developed alternatives to UCCARS, a software program called “Road Runner.”
This is the only municipality of which we are aware that utilizes this program for maintaining
UCC records. According to the CO, this program has been in place in the municipality since
before he began employment in 19__.
 As the Town utilizes a separate program for property maintenance and the Construction
Official has expressed discontent with this program, he and the Administrator/CFO
should jointly create a list of needs and wants they would like to see from the Town’s
UCC, Housing (Rental Property) and Property Maintenance software program.
 They should then evaluate all of the programs that currently exist against this list,
including the replacement cost, effectively performing a cost-benefit analysis for a
replacement program.
 A complete list of vendors is an attachment to this report. (Attachment C) Some of the
alternative programs that should be considered include:
o Mitchell Humphries
o Spatial Data Logic (SDL)
o Permits NJ (successor to UCCARS) (no out of pocket cost)
o National Geomatica
 Another potential avenue would be to identify one or more nearby municipalities that
use the software program the Administrator and CO have identified as best meeting the
Town’s needs and wants. They should then examine the opportunities to enter into a
shared service agreement to utilize that municipality’s software program. Also
attached as Attachment D is a list of municipalities and the software they are currently
using.
 In addition, I have spoken with SDL who has indicated that they have worked with
smaller municipalities who have shared a contract to obtain SDL services at a lower cost.
Currently Madison and Chatham boroughs are in a similar though not the same
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arrangement. SDL is willing to discuss the economies that might be available to a
municipality.
Organization of Code functions – It is not clear why the property maintenance function is not
incorporated in the same department as zoning, building and housing. All of these functions
have common aspects. When these are in the same department under the same direction of a
leader, the synergies and efficiencies can be maximized. While the property maintenance
function was not part of this study, we would suggest that Administrator and the Governing
Body give attention to this matter and consider a change to the Town’s table of organization to
bring these similar functions under the same roof.

Town of Boonton

29

Government Management Advisors, LLC

ATTACHMENT A
Comparison Analysis, Town of Boonton
Separate PDF
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ATTACHMENT B
Results of satisfaction survey
Background
As part of its study of the code-enforcement function for the town, GMA was asked to make “about a
dozen telephone interviews with customers of the UCC/Land Use function to understand levels of
customer satisfaction.” The purpose was to inform the results of the rest of the study by determining if
people doing business with that particular office are satisfied with the services they receive.

Methodology
The town issued 458 UCC permits in 2015. To get approximately 12 valid responses, GMA decided to
seek 16 permit numbers. To generate a systematic random sample of permit-holders, GMA asked the
construction code official to pick a number from 1 to 100, without indicating the reason.
To get 16 permit numbers, divide 458 by 16, which yields 28. Beginning with the randomly picked
number, 100, GMA then asked for information on every 28 th permit below and above #100. This resulted
in the following sequence of permit numbers: 16, 44, 72, 100, 128, 156, 184, 212, 240, 268, 296, 324,
352, 380, 408, and 436. The department then provided information on both owners and contractors for
each of those permits.
(There were two anomalies: Permit 184 was never issued or paid for, so it was eliminated from the mix.
Permits 268 and 296 were both issued for the same address and same owner, but for different
purposes, so a single spokesperson covered both.)
Nine contacts were made by telephone, covering 10 permits. Two owners did not answer and had no
voicemail. Messages were left with three, but they did not return the calls.

Questions
These were the questions asked:
1.
2.
3.
4.
5.

Were you involved in the permit process or otherwise involved in the project?
Was the permit issued in a timely way?
Were any inspections scheduled promptly and performed on schedule?
Were you satisfied with the final inspection process?
Any additional comments?

Outcome
Here is a sample of the positive comments: (P=Private property; B=Business; C=Contractor)




“They were great, no problems at all.(P)”
“Very nice people. One hundred percent better than Paterson [where the
person previously had a business].(B)”
“No problems with this or any of my prior permits.(P)”
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“Very positive experience; they guide you through the process. Sometimes I
need quick action [for my business] and they are very sensitive to it.(B)”
More comments:
 “One of the best towns I work with.(C)”
 “No problems, no delays.(P)”
 “Boonton is one of the better towns.(B/C)”
 “No complaints in 20 years.(C)”
There were no negative comments at all.
Whatever other problems may be found in the code operation, customer satisfaction is not one of them.
RB 23 Sep 2016
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ATTACHMENT C
Current UCC Software Vendors
Identified by Division of Codes and Standards in the New Jersey Department of Community Affairs

UCCARS / Permits NJ (PNJ)
609-292-7899

Mitchell Humphrey (GovExcel or FTG)
1-800-237-0028
Contact: Leisa Beville and Leisa Morlock
lmorlock@mitchellhumphrey.com
lbeville@mitchellhumphrey.com

MC Systems (MCS)
609-221-1693
Contact: Chris Kloss
Christopher.kloss@dot.state.nj.us

MIS (Roadrunner)
908-889-6000
Contact: Stan or Kim
stannj@verizon.net

Spatial Data Logic (SDL)
732-357-1280 or 1285
Contact: Jack Flood
270 Davidson Ave
Suite 301
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Somerset, NJ 08873
Jflood3@spatialdatalogic.com

National Geomatica Jungle Lasers (Jungle Lasers)
732-502-3100
Contact: Mark Cantanese, Tom Vignola, Dee Haege
Jungle Lasers
201 Main Street
Allenhurst, NJ 07711
Attn: Mark Cantanese
mcantanese@junglelasers.com
dhaege@junglelasers.com
tvignola@junglelasers.com

Accela Software (Accela)
609-989-3101
Contact: John Farro
jfarro@trentonnj.com

Innoprise Software (Innoprise)
555 Eldorado Blvd
Suite 100
Broomfield, CO. 80021
1-888-298-2133
Edward.Grobelny@eastbrunswick.org
Donna.Goldbert@eastbrunswick.org
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Edmunds Software (Edmunds)
support@edmundsassoc.com

Cityview (Cityview)
800-665-5647
Contact: John Edwards
jedwards@harriscomputer.com

Citizen Serve (Citizen Serve)
1-800-325-9818
JulieG@citizenserve.com

GovOnline / Enfotech (GovOnline)
Contact: Roger Yang
Roger_Yang@enfotech.com

Software Central Associates (SCA)
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ATTACHMENT D
Morris County Municipalities and the UCC software they currently utilize
Identified by Division of Codes and Standards in the New Jersey Department of Community Affairs

1401

Boonton Town

Roadrunner

1402

Boonton Twp

SDL

1403

Butler Boro

1404

Chatham Boro

SDL

1405

Chatham Twp

Roadrunner

1406

Chester Boro

Roadrunner

1407

Chester Twp

GovExcel

1408

Denville Twp

GovExcel

1409

Dover Town

GovExcel

1410

East Hanover Twp

SDL

1411

Florham Park Boro

SDL

1412

Hanover Twp

GovExcel

1413

Harding Twp

SDL

1414

Jefferson Twp

GovExcel

1415

Kinnelon Boro

Roadrunner

1416

Lincoln Park Boro

1417

Madison Boro

1418

Mendham Boro

GovExcel

1419

Mendham Twp

GovExcel

1420

Mine Hill Twp

SDL

1421

Montville Twp

PNJ

1422

Morris Twp

1423

Morris Plains Boro

Roadrunner

1424

SDL

1426

Morristown Town
Mountain Lakes
Boro
Mount Arlington
Boro

Roadrunner

1427

Mount Olive Twp

GovExcel

1428

Roadrunner

1429

Netcong Boro
Parsippany Troy
Hills

1430

Long Hill Twp

SDL

1431

Pequannock Twp

SDL

1432

Randolph Twp

SDL

1433

Riverdale Boro

Roadrunner

1434

Rockaway Boro

PNJ

1425
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1435

Rockaway Twp

Roadrunner

1436

SDL

1437

Roxbury Twp
Victory Gardens
Boro

1438

Washington Twp

GovExcel

1439

Wharton Boro
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ATTACHMENT E
Pro’s & Con’s of an Administrator-CFO
Discourse on the roles of the administrator and the chief financial officer
Some municipalities combine the roles of municipal administrator and chief financial officer.
Question: Is this a wise choice for a municipality? Answer: Maybe.
Pro’s
Saving money
In almost all cases, having a single fulltime employee who functions as both administrator and CFO will
be less costly than having two fulltime employees, one in each position. For one thing, one employee
rather than two will receive health/pension/social security and other benefits.
Another choice is a fulltime administrator with a part time CFO1. The PT CFO may not qualify for health
insurance coverage, for instance. (Very few municipalities have part time administrators; the few who
do exist tend to be retired from fulltime positions. Recent IRS rulings may limit retirees’ willingness to
accept these PT positions.)
A joint position may also save desk space, but a municipality would have to be severely cramped to
make a decision on this basis.
Conflict avoidance
Having a single person filling both roles effectively eliminates the likelihood of there being conflict
between the opinion of the administrator and the CFO on matters of procedure and policy advice to the
governing body.
Con’s
Differing roles
It is important to recognize the differing roles of the CFO and the administrator.
Role of the CFO
Especially for people coming from the business world, the title Chief Financial Officer connotes a skilled
and powerful person with a seat at the most important tables. Deloitte, the international financial and
consulting firm, posits four roles for the CFO2:

1

Technically, there is no such thing as a “part time” CFO, according to the state. The CFO has a defined set of
duties and must perform all of those duties for the municipality, whether working 35 hours a week or 3.5
hours a week.

2

Four Faces of the CFO, https://www2.deloitte.com/us/en/pages/finance/articles/gx-cfo-role-responsibilitiesorganization-steward-operator-catalyst-strategist.html
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Steward
CFOs work to protect the vital assets of the company, ensure compliance with financial regulations, close
the books correctly, and communicate value and risk issues to investors and boards.

Operator
CFOs have to operate an efficient and effective finance organization providing a variety of services to the
business such as financial planning and analysis, treasury, tax, and other finance operations.

Strategist
CFOs take a seat at the strategy planning table and help influence the future direction of the company. They
are vital in providing financial leadership and aligning business and finance strategy to grow the business. In
addition to M&A and capital market financing strategies, they can play an integral role in supporting other
long-term investments of the company.

Catalyst
CFOs can stimulate and drive the timely execution of change in the finance function or the enterprise. Using
the power of their purse strings, they can selectively drive business improvement initiatives such as
improved enterprise cost reduction, procurement, pricing execution, and other process improvements and
innovations that add value to the company.

In New Jersey local government, not so much. Obtaining CMFO certification, required for a CFO position,
largely involves learning how to comply with state statutes, rules, and regulations. In New Jersey, the
CFO is more a compliance officer than a strategist or catalyst. Of the eight courses required, only one
includes the concepts of financial management: Elements of financial organization, reporting, planning,
debt, pension, investment, insurance administration, and collective bargaining are reviewed through
case studies3. There is no mention of being a planner, analyst, strategist, or catalyst.
As a result, the business executive who comes into government expecting to find talents equivalent to a
private-sector CFO is likely to be disappointed. Similarly, a municipal CFO suddenly tasked with
developing a long-term debt plan, or asked to forecast tax revenues and spending for the next five
years, may find the municipal water to be deeper than expected, with no obvious flotation devices
available.
Role of the administrator
State statute4 is very liberal in allowing a municipality to determine the powers of its administrator,
saying it “…may create the office of municipal administrator and delegate to him [sic] all or a portion of
the executive responsibilities of the municipality.” A municipality may delegate ALL its executive powers
to the administrator, except those specifically assigned by statute to some other official.
Some municipalities use this statutory authority to vest their administrators with powers appropriate to
a chief executive. Conversely, some municipalities tiptoe around specific departments — notably, police
— by exempting them from the authority of the administrator. (In those cases, the departments that
have the greatest risk of creating management and other problems for the municipality are exempt
from the influence of the presumably knowledgeable and effective administrator.)

3

Financial Management | Course descriptions, http://cgs.rutgers.edu/programs/financialmanagement#Courses

4

NJSA 40A:9-136 et seq
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Part of the administrator’s role may be not only to manage current operations according to best
practices, but to look at emerging issues, strategies for change, alternative courses of action, and so
forth. Thus, the administrator is able to advise the governing body in the first instance, and carry out its
decisions in the second.
Typically, an administrator has both academic and practical training in management of municipal
operations. A common analogy puts the administrator in the role of an orchestra conductor: not being
able to play all the instruments, but being able to identify those who play well and who do not, able to
make sure all are playing the same music, and to determine what the orchestra ought to sound like. One
doesn’t need police training to recognize when there are problems in the police department, nor does
one need to be able to drive a plow to evaluate one town’s snow control operations in comparison with
another’s.
Good administrators keep an eye on what is happening in the rest of the country and the world with
respect to dealing with issues, both large and small. By the nature of their compliance-oriented state
training, CFO’s may be more constrained and parochial in the outlook: If it’s not happening in New
Jersey, it’s not happening.

Conflicting characteristics
Thus, a municipal CFO in New Jersey is meant to be a rule-driven bureaucrat: it is the nature of the
position. This does not mean that a CFO cannot be skilled at forecasting, analyzing alternatives, datadriven decision making, or other higher-level financial tasks. It just means that these skills/talents on
icing on the cake of following the rules and keeping the municipality out of difficulties with the state.
Lamentably, the multi-skilled CFO is rare in New Jersey.
Depending on the particular needs of a municipality, it may need the talents of a dreamer, innovator,
change agent, even provocateur. If a governing body desires to make changes, it does not need
someone who looks first at the rules or “how it’s always been done.” Typically, in New Jersey,
imaginative approaches are not found in CFOs.
In combining the positions of administrator and CFO, the governing body needs, first, to determine its
level of satisfaction with how things are currently running. If no change is needed, if there are no
management issues that require concentrated attention, making the CFO the town’s chief administrator
may make sense. But if change is needed and desired, it may be better to split the roles and hire two
people, each capable and talented in the appropriate way.

Modest additional cost
If the typical pattern of fulltime administrator and part time CFO is adopted, a town may incur only
modest additional costs compared with a highly-compensated administrator/CFO. In a study of 2011
salaries in fourteen towns (all of them in Boonton’s commuter shed) with an average population of
about 12,000, we found the average administrator’s salary was about $143,000 and the average CFO’s
was $100,000.
Assuming appointment of a part time CFO at $55,000 and a fulltime administrator at $143,000, the
salary cost would be $198,000. Inflate those 2011 numbers by 10% to get a current estimated salary cost
of $218,000. Only the administrator would get health benefits, so overhead costs are controlled.
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Creative conflict
Situations may arise when the administrator and the CFO disagree on a course of action or a policy
issue. When this happens, the governing body gets the benefit of creative conflict: listening to several
sides or aspects of an issue and then making an informed decision. There can be great benefit to this
creative conflict: the administrator pushes the CFO to think outside the envelope, and the CFO makes
sure the administrator doesn’t do anything that will attract unfavorable notice from state regulators.
Effective use of time
Here are two examples of periods when having both an administrator and a CFO makes more effective
use of time and talent.




Budget season: At the end of one year and beginning of another, the CFO is closing books,
preparing reports, and getting ready for audit. The administrator is preparing the budget,
looking at operations in search of improvements, and planning the coming year’s activities. It’s
hard to imagine one person doing both effectively and efficiently.
Preparation for a bond sale: The CFO is working with the financial advisors and the auditors to
prepare all the required information. The administrator is preparing a dog-and-pony show for
the ratings agencies, making sure that all the bonded projects are on target, and preparing
information for the public. Again: hard to image all this being done by one person.

Tenure
A governing body considering appointment of an administrator-CFO should also keep in mind that,
under state law, a CFO is tenured after a period of time, removable only for cause. An administrator
serves at the pleasure of the governing body, subject only to a severance payment if dismissed.
If the governing body becomes dissatisfied with the performance of its administrator-CFO, it may be in
the position of dismissing the administrator, but having a tenured CFO.
One municipality in that position had (foolishly) put the bulk of the official’s salary under the CFO title,
based on advice from the official that the financial function took the bulk of the time. When dismissing
the official from the administrator position, the governing body discovered that it was left with a
relatively expensive CFO working only 10 hours a week. And it had to pony up additional funds to afford
a fulltime administrator.

Summary
Should the positions of administrator and CFO be combined into a single office?
Pro’s


Con’s

Save money and desk space.
Avoidance of conflict between two high-profile officials.






Differing roles, skillsets, and job characteristics of the CFO and the administrator.
Modest additional cost
Benefits of creative conflict.
Effective use of available time.



One job is tenured and the other is at-pleasure.
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