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PROCEEDINGS

8:41 a.m.

MS. HUDSON: This meeting is now
called to order. The purpose of this
meeting is to continue interviewing
candidates for the positions of
County Engineer and Public Works
Directer, Chief Engineer, Division of
Public Works.

MR. CARL: And that's where we
start. That's our list.

THE COURT REPORTER: Okay. Thank

you.

8:42 a.m,.
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INTERVIEW OF NEAL HOWARD

MS. HUDSON: Come cn in. Have a
seat.
MR. HOWARD: Good morning,
Commissioners.
MS. HUDSON: Good morning. OQur
first candidate for today is Neal
Howard, who I understand is Robert
Neal Howard.
MR. HOWRRD: That's correct.
MS. HUDSON: 2nd he is
interviewing for the position of
public works Director, Chief
Engineer, Divisicn of Public Roads.
Welcome. Good morning.
MR. HOWARD: Good morning.
BY MS. HUDSCN:
o] Neal, what we will do initially is to
give you an opportunity to just intreoduce
yourself, tell us anything about you that yeou'd
like for us to know. BAnd then we will begin with

a series of questions, and it should be not
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difficult at all, okay?

A Okay. Sure.
Q A1l right.
A Well, born and raised here in Mobile

County; 45 years old. I grew up in a small town,
Grand Bay which was a unique experience, small
town life, all eyes on you at all times. So I
learned from an early age to be accountable for
all of my actions.

I've been working here at Mcbile County
for the past eight vyears. Currently I'm the
Public Works Engineering Manager, so I manage the
entire public works department directly under
Ricky Mitchell. and it's been an absclute honor
and s privilege. I greatly enjov my job.

The men and women that serve Mobile
County de a fantastic job and it’'s a -- it's an
honor to be associated with them.

Sc I'm —- vyou know, 1'm very interested
in the position and I think I can do a -- a good
Job representing Mobile County in that capacity.
Q Okay.

’/
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BY MR. CARL:

Q We have a list of gquestions that we were
provided. And what we will do is we will each
pick four of them. 2And if we have the time, we'll
ask you the same four we ask the other candidates.

If you touch a nerve, we may come up with a

different gquestion from one of us. But -—-
A Sure.
Q -— other than that, everything 1s pretty

much stocksd and in line.

How do you describe your leadership
style? And give us some examples of that style.
A My leadership style. I'm —-- I'm very
firm and -~ and fair. I treat all of the

employees and anyone under my direction the same.

T believe in being honest and -- and upfront with
everyeone. And ~- and -- and the rules are the
rules. We —-- we have a lct of policies and

procedures that we follow. And I think once it's
in writing, everyone is held to that same
standard.

Q Okay.

7/
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BY MS. LUDGCOD:
Q Okay. I have a follow-up to that. In
your experience -- and I understand the rules are
the rules and all of that. Have you had any
experience when you thought that the application
of a rule to a particular employee might have been
unduly harsh given that particular employee? 2And,
if so, how did you navigate that?
A Well, I think the circumstances around
what may have -- have caused the problem would
certainly weigh in, in what type of discipline,
you know, was -- was merited out from the event.
If -- 1f someone had some sort of
circumstances beyond their control, then it may --
we have to enforce the rule, but the discipline
side of things can have some room there to help
them out.
For instance, an individual that is
chronically tardy, we -—- we have that a lot.
And -- and we need the employees there at a
certain time of the day so that we can get the
crews lined cut and we can get out and do ocur Jjob.

It might be that -- that they just can't
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get up on time. Or we might have another emplcyee
that they have one car in their hcuseheld and very
limited funds and income and they're responsible
for getting the wife to work and the kids to
school and a whole sort of -- you know, a -— a lot
of issues there that could been involved.

So maybe it's not on the discipline side
of things: Maybe it's more of a counseling and
learning what thelr issues are on & personal level
and offering some help and some advice to them.
Not so much as, you know, coming down on them just
for not really caring about the Job.

0 Okay. So 1 just wanted to get to whether

there was room for kind of looking at the

circumstances.

A Sure. BSure. That's -- that's -- that's
what the -- the hearings are about, the
disciplinary hearings are about. It gives us a
chance to hear their side of things and -- and why

it is that maybe they have a problem with that
policy or following that rule.
Q Okay.

MS. LUDGOOD: Was that --
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M5, HUDSON: That was a follow-up.
BY MS. LUDGOCD:
Q So how do you currently develop your key
employees, the people who you recognize as really
geod employees who might make reaily good
supervisor material at some point in their
careers? What do you do now to try to develop
those people and nurture them and bring them
along?
Fiy Well, now in my current capacity working
with the Department of Supervisors or DTS is we
do -- ycu know, we do identify those employees
that we think would be good supervisors. And we
try to encourage them to take some classes, get
inveolved in the paperwork side of things. Kind of
shadow some of our existing supervisors on a daily
basis.

Cn those rainy days we enccurage those
guys to -- to sit with the superviscrs and see
what they have to do from a paperwork standpeint,
all the steps they have toc follow over and above
the daily activities.

Just like we encourage our younger
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laborers that want to be equipment operators: We
encourage them to, you know, shadow these
equipment operators, go and train with them
whenever the opportunity affords itself,

Q Thank vou.

BY MR. HUDSON:

Q Neal, I think you'll probably agree that
establishing rapport is an important part of the
job in any management position, not only with
subordinates but also with people that you don't
report to.

A Yes, ma'amn.

Q What is your style cof establishing
rapport and bullding relationships with people?

A Well, the biggest step with -- especially
with the employees, the public werks employees, is
Jjust being visible, being seen.

I -— T have a policy with 211 of my
supervisors that if they're called out in the
middle of the night, I get callied out in the
middle of the night. They know that they're
supposed to call me. I -- I don't really care

what time of the night or day it is. But they



10

11

12

13

14

15

16

17

18

19

20

21

22

23

11

call me. Because if T've got a crew that's out
there and they're waking up and getting out of bed
and going to fix this problem, T want Lo be there
for them.

I want them to see me and know that I'm
available and I'm visible and -- and I'm thare to
help them get the resources and supplies they need
at whatever time.

I go cut Lo the camps. I ride through
the county on a regular basis and meet with them
and -~ and just stop and talk.

Being available, having an open-door
policy in my office, all -- all the employees know
that. They can stop in and talk to me. I may
make sure that their supervisor knows where they
are, but thev're welcome to come and talk to me.

0 What abkout people you don't repert to or
other -—— I don't know -- department heads,
directors, commissioners, what —-—

Py You know, as -- as time affords itself,
just being able te -- to sit and meat with them,
go tc some of the training events, some of the

classes with some of the other department heads.
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Just a chance to interact and -- and let them
know, you know, hey, we're here to help y'all;
y'all are here to help us. We can all make ths
county better together.
0 Okay. Thank you.
BY MR. CARL:
Q Has there ever been a situation when you
were less successful as a leader? And what did
vou do to get yourself Lhere? And what did you
learn from the experience?
A I would think back in my consulting
engineering days when I worked for a smaller
private firm. 1T was a little less successful as a
leader simply in that I didn't follow up on some
things that I should have. Scme particular
projects tc where T may have taken scmecne else's
word for something instesad of putting my eyes on
it myself and coming to my own decision.

And it put me in a -- in a position to
learn very quickly that no matter what position I
am in life, it's never too important for me to
step away from the desk and get out and see what's

going on and form my own decisions.
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It's —— it's very hard to see over the
phone what's actually going on out Lhere and what
someone is really complaining about.

And you know with all our constituents in
the county, we have to go out and meet with them a
let. And that -- that's very important, to be
able to go cut and step away from —- from the desk
or the phone for a few minutes and get out and --
and see the constituents, hear the problem, and
form my own decision,

Y Ckay.

BY MS. HUDSON:

Q Ckay.

BY MS. LUDGCOD:

O In your current role, what strategies do
you use To build morale among those you supervise?
B Right. Well, T think, you know, recertly
we -- we've adopted some new strategies.
Certainly, with the report that was issued from
our consultant about the morale and keying in on
the morale, we've sat back and -- and -- and
talked about that.

And, me, persocnally, I -- I came up with
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the ldea that we need to make sure the employees
know we see when they do something good.
Oftentimes they only hear from us when they mess
up, and we're quick to recognize that and call
that ocut. But we don't often give them a pat on
the back and tell them what a good job they're
doing. We take it for granted.

We -- I instituted Employee of the Month
for all departments, the public werks departments,
the engineering departments, where the supervisors
have to nominate an empleoyee from their
department. We may have three or four. 2&nd then
the department head selects who's geing to
represent the department for the month.

And, so, a very small gesture, but those
guys and -- and the ladies, they absolutely light
up when they are called out in -- in the morning
meeting and handed a2 little slip of paper that's a
certificate recognizing them for what they did.

And the supervisor can't just nominate
them. They have to include a written statement on
why they nominated them. Sc, it -- it's a big

boost of morale for them Lo stand up in front of
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their peers that they work with day in and day out
and get recognized for that.

And then that's bled over to now the
supervisors. They see the effect. They -- you
know, they've got preferred parking spots for them
now for the month. A couple of superviscrs even
reach in their own pocket and hand them a gift
card for a Subway or something simple. But it's a
positive step. And I -- I think it's paying big
dividends for us.

BY MS. HUDSON:

Q And have you seen a difference in the
attitudes and morale?

A We —— we have. We've geen a —- a
difference. And we've actually had employeeas
coming to us afterwards or come to their
supervisors afterwards and say, man, I'm -- you
know, I'm a little upset I didn't get it. Eut
Tthat lets me know I need to do something different
this month. T need to step it up a iittle bit
because T -- I want that. T want to get
reccgnized.

So it -- and -- and the big picture, it



12

13

14

15

16

17

18

19

20

21

22

23

16

does show them that we notice when they do
something good. And that was the whole intent of
that.
BY MR. CARL:
Q If you'll send us their picture and their
names, I'd love to put that in one of our
newsletters.
A We can do that. We hope to culminate the
year with an Employee of the Year for public works
and maybe even have them attend the commission
meeting and get recognized and get brought up
front. We'll have a plague for them or something
like that.
MS. HUDSON: At the very least, we
can make sure we get it on our
website.
MR. CARL: Well, that's what T was
referring to.
MS. LUDGOOD: You know, we have a
Facebook page. It'd be nice to the
put it on there.
MS. HUDSON: Yezh.

MR. HOWARD: We can do that.
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MR. CARL: Let pecple in our
community learn that these people are
getting the job done.

MS. LUDGOOD: And that they really
do work, no matter wnhat you --

A Well, you know, perception is -- and I've
tried to stress that to the employees. We know
they work and y'all know they work. And if anyone
spends longer than ten seconds driving past a
construction site, they realize they work.

But a lot of people, that's the only view
they get i1s the ten seconds when they're passing
the job site. And they might see four or five
guys leaning cn a shovel waiting for the egquipment
operator to get through with what he's deoing so
they can jump in the hole,

They don't -- they don't see the other
nine and a half hours of the day and they don't
see them out there in the middle of the night.
A1l they get is that ten-—second window. So I try
to stress to them the importance of that and --

and your perception to the public.

’f
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BY MS. HUDSON:
Q That's gcod. Ckay. What traits or
qualities do you believe you possess that make you
a consensus builder?
A A consensus builder?
Q Working with employees or working with
departments, what --
B Well —--
Q -- how do you approach trying to get --
if you have a difference of opinion or if yeou're
just trying to reach a decision that you want to
build a consensus, how do you go about that?
2 I think staying level-headed., HNot having
a lot of ups and downs In my personality would go
a long ways to that.

I -- I tend to just stay pretty nice and

even and level-headed about things, 1 don't get

too worked up and I don't get real upset. I -- I
think that shows, you know, I'm.w- I'm cpen for
discussion and compromise on things. And -- and I
an.

I do approach every situation -- if -- if

there's a big decision to be made in our
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BY MR. CARL:
Q If you woke up tomorrow and you had this
job, what are some of the changes that you're

locking at making? And I'm going off strictly

here.
A Yeah.

MS. LUDGOOD: I was hoping vou
would. I had written it down --

MR. CARL: Well, he kind of
alluded to it a while agc, and that's
what got me thinking about it.

A Well, vyou know, there's scme -- some

things that we've already implemented that I —-
I'd like tc keep, vyou know, in keeping with the
Employee of the Month, with the -- the Chili Ccok
off that we had this year. That was small, but it
was a huge success. All of those kind of factor
intce the morale and keeping the employees
together,

We've got employees in the north end of
the county that never see the employees in the
south end of the county. They den't even know who

they are. 3So any time we can bring them together
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for a short period of time, it builds a sense of
community and camaraderie between the employees
and, I think, give us an overall better product at
the end of the day.

Another issue that -- that I think needs
some -- some detailed investigation is how we do

things within the public works department.

We've got a -- a large county and we'wve
got three camps. And I'm not rezl sure why we
have three camps. Is it because we have three

commissioners or do we have three commissioners
because we have three camps? I wasn't here when
all of that was set up.

But T know that we duplicate a lot of
things in -- in areas just becausec we have it
split into areas. And it might be we need to look
more at task-related function versus
geographic-related function.

BY MS. HUDSON:

Q You think that would be much more
efficient?
A I - I -- I think there is -- there's

scme potential that it could be much mors
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efficient. Sometimes we have a redundancy factor
in there just because we have three locations.

And -- and it may be we have a —-
something in the north end that we hardly ever
use, but we use it a whole lot in the south end or
in the middle.

You know, the -- the -- the demands of —--
of each camp are vastly different. Vastly
different. Just in the people that we serve. The
type of Jjob reguests and work requests that we get
in vary greatly,

So I think that there might be some —-
some investigation that needs to go into that.
There's some things that we're looking at now.

But that's certainly something I would push to
investigate and get down and see, you know, are we
doing things -- we're -- you know, we're a
government entity. We're not in it to make money
but T think there's ways that we can be more
eflicient with the money that we do get.

L Any other ideas for changes or revisions
that you think --

A No, not -- not at this time. I don't --
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I don't really have anything. I mean, the —-- the
way we're operating now is very good. We get a
lot accomplished. And that's a huge credit to —-
to our employees. They do a lot with -- with a

little cn a daily basis.

Q What about staffing?

A Well, I ~-

Q Is that a major issue?

A Staffing is a -- is an issue. We have --

and that kind of plays hand-in-hand with what T
was talking about with -- with the task-related
function or task-related jobs versus geographic
related.

Because we may have -- for instance, I'l1
use the Gradall crews as an example. For a
Gradall crew Lo really operate, you have a
Gradall, a Gradall operator and then you would
need basically four dump trucks and then a three-
or four-person crew to flag. That would be at an
optimum. That keeps that crew running the full
day.

Right now we have -- we might have a crew

with a Gradall, a Gradall operator, and maybe two
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trucks and -- and the flagging crew. And they're
going out because that's what they have available
at their camp. And it's not the most efficient
operation. There's a lot of time -- idle time in
there waiting on trucks to get back to load and
that scrt of thing. So there's some things there
that we can improve on,.

And T think if we didn't have thres
Gradall crews here and three Gradall crews and
three Gradall crews here, we combine all of those
te make six Gradall crews that have all the things
they need to be an efficient and successful crew.
Then we give them more tools to do more. And in
the end, we get more done.
BY MR. CARL:
Q Is there any days that you've got a
Gradall crew that has nothing to do?
A Very few. Very few. But if -- if there
is in a particular area, they get reassigned
within that area. We don't send that Gradall crew
to the camp.

Say camp 3 had a Gradall crew that was

down for the day. They didn't really have
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anything to de. Well, they would get reassigned
te help out in other capacities within that camp,
where it might be better to send them to camp 2

where they have a lot of ditches that need to be

cleaned out.

And -- and given the current set up of
our system and -- and how we operate between
camps, 1t's -- it's difficult te move personnel

and eguipment across camp boundaries than it would
be 1f it was just countywide Gradall crews.

BY M3. HUDSON:

Q Ckay. Thank you.

BY Ms. LUDGCOD:

Q Do y'all still have safety meetings where
everybody comes and it's done camp by camp?

A It's done department by department. They
have monthly safety meetings.

o And, so, there's never a time, other than
the way you're doing it now, where every single
person is sitting in the same --

A Yeah. It's -- it's very rare. 1It's very
rare for the whele camp -- the whole public works

department to get together.
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Q Do you see any value in that?

A In bringing them all together?

Q Uh-huh.

A Sure. Sure I do. Like I said, it —--

1t -- we're all one big family. But if vou don'z
see them -- if you never interact with them, you
don't really know them anymore. 2&nd it -- and

it's harder to interact when you do come together.

And -- and if we have a storm or we have
an event that reguires us all to get together
and -- and get things done, T think they'll work
better if they know each other. So any time I can
get them together and let them interact and let
them mingle -- because a lot of these guys have
transferred arcund. B2&nd -- and they may have been
in one end of the county for several years and
then moved and needed a transfer to the north end
of the county. Well, they left behind a whole
group of guys and ladies that they worked with for
a number of years and they haven't seen them
gince.

S0 something like the -- the Chili Cook

Off T had, I had over a dozen pecple come up to me
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the next day and say that was fantastic., I -- I
got to see these guys that I hadn't seen in three
or four years.

And, you know, they sat around. They
stayed afterwards and talked and caught up on
their families and where their kids are now and
all of that kind of thing. I -- I -- I think
that's very important. I think it's very
important.

MS. HUDSON: Okay.

MS. LUDGOCD: I'm done.
BY MS. HUDSON:
Q In dealing with your employees, how do
you ensure that whatever directicn that you give
employees, that it's actually followed through?
What measures do you have in place to -- just as

accountability to ensure that?

A For me tc be absolutely sure that they
followed through, I -- it requires me to get out.
Tt requires me to -- to go and -- and check up on
things.

Like I =aid, you know, in my previcus

experience, I relied on somecne telling me they
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did scmething and -- and it got me in a -- in a
pesition T didn't want to be in again.

I give a lot of written instructicns Just
80 that zn employse can't say, you know, you
didn't tell me that or that's not what you told
me. So I try to be clear and precise in what I'm
telling them to do.

And -- and then a lot of times I try to
be there when they're doing it in -- in case it's
something they may not be comfortable with. Then
they at least have my support and my guidance.

Q Okay.

BY MS. LUDGOCD:

0Q I mean, is there software -- oh, let me
just go back. You know, the cne thing that the
study talked akout was measuring. Everybody
knows. Evervbody is working as fast as they can
as hard as they can rezlly for the most part. But
have you given any thought to that recommendaticn
about tools, measurement tools for --

iy Yes., It's -- 1like metrics, tec -- to
gauge, you know, just what we're getting denes and

how fast we should be getting it dene so we have a
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way of —— of gauging are we falling behind. Are
we, you know, staying ahead.

I'm sure there are some -- some tools,
some software that would be available to help with
that. I don't know that we've taken any steps
towards that yet. But I think that would be —-

It's -- it's kind of one of the things
that I -- I'm tasking the supervisors with now is
looking inte what is & -- what is your optimal
crew for a certain task? How many -- how many
motor graders do we actually need? How many, you

know, mowing crews dc we actually nsed to get the

Jjob done.

Because a -- a lot of times, you know, in
the past we would just -- we have all the
equipment and we -- we use what we need. But it

might be we're buying new equipment -“ust because
we have old equipment. We need to be replacing
the equipment that we use all the time.

Sc I think that 1f we can measure that
and know, you know, it takes 20 lawn mowers spread
across the county to mow everything on a regular

basis. Well, that's good. That's what we need to
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know. We need to know we've got to have 20 lawn
mowers that run all the time.

S0 I -- I think -- like I said, that's --
that's one thing I've asked the superviscrs to go
through now is, you know, identify each task you
have and identify what it is you define as an
optimum crew to get things done and set a time
table for it.

If you want te —-- 1f you want to mew camp
2, that's fine. But let's say we want to mow camp
2 in a week and a half. How many lawn mowers
would it take to do that.

Q The American Public Works Association I
think has some standards or something that
menticns -- maybe that's something we could loock
at just to see. My guess is that we're doing it.
We may not have a document like that, but that
we're doing the standard.

A True.

Q But I think that was c¢ne of the things
that was mentioned in the reporit was those
standards are available kind of as a gulde as we

move forward.
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iy And people are calling and complainirng.
But, you —-- you know, you -~ we just simply
couldn't get to it. And that prompted a lot of
this discussicn about task related. Because once
the weather did clear up, we put as many mowers as
wa could out there and realized we had the
equipment. And if we had people in the seats, we
can mow an entire camp in under two weeks. That's
pretty good.

BY MR. CARL:

Q I'm going to go off course here just a
little bit. I see one issue that I think we, the
county, has had. For example, Sheriffi Ceochran
right now is running & program where he's offering
a $4500 bonus, a sign on, of law enforcement.

I know in the county, from listening to
you, you keep referring to trucks, trucks, trucks
and then you don't have enocugh drivers is the way
I'm interpreting that.

A That's correct.
Q What can we do? As a county, what can we
do te encourage; A, the employees that we have now

to step up and move up into those positions; or,
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B, how do we recruit and hire those people?
Because right now with the construction boom going
on, a truck driver is becoming very hard to come
by.

A Very hard. And we see that. &And I
mention trucks a lot because that is the case and
we are short on truck drivers.

But in general, our equipment operator
position, we're very low all the way across the
board. We don't have that generation of laborers
and cur PSW, public service workers moving up that
want to advance into a CDL position for whatever
reason.

And, so, T think it's -- it's becoming
crucial that we recruit, that we find people ocut
there looking to be a truck driver and looking for
a stable local career,

BY MS. HUDSON:

Q Are we not incentivizing enough? I think
that's the --

A T -- I -- 1 think -- I think that the
starting salaries are -- are just too leow. We

can't attract somecne, especially with the boom
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construction. All the contractors are busy. The
blg building projects have come up -- and if -=- if
a person has a CDL, they can go f£ind a good job in
Mopile right now. 2nd -- and the county Jjust
isn't attractive to that person looking for a job.
BY MS. LUDGCOLD:

O Well, you know, do we have 18 year olds

with CDLs or do vou have to be 217

A No, you don't have to be 21. You get

a —= 1f you're 18, you can get a CDL.

C Okay.

A Yeah. I would -- I would think if

you're -- well, I mean, 1f you can get a driver's

license, you can pass a CDL.

BY MR. CARL:

Q 1 thought the county had a reg —- and I
may be wrong, but I want to say that Ricky sa’d
that there was an age requirement.

A Well, there might be. I'm -— I'm not
aware of that. But --

o Well, when you go to get a CDL, then the

problem is keeping them.
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A Well, usually what we have 1s the ones
that do show some initiative that come in the door
as -- as a laborer or a public service worker, and
they work with us and we sge they have the
potential and they show some initiative, we go
through the steps and we train them and we put
them in a truck and we guide them through the
process of the CDL test and -- and get them the
CDL. And then within four to six months, they've
found another Job.

2And ~- and the counlty is a great stable
place to come and train and get your CDL and then
go make money scomewhere else, So we don't have --
we don't have the incentives or —-- or whatever is
needed to keep them and retain themn.
BEY MR. CARIL:
0 And you can't blame somebody for wanting

to better their situation --

A Yeah, there's no gquestion. I mean -- I
mean, that -- it is what it 1s right now. And --
and ~-- but I -~ I think some strong consideration

into the starting salaries or incentives for, you

know, centinuing education or -- or passing a
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test, things of that nature might go a long way.
BY MS. HUDSCN:
Q That's a great idea.
A You know, similar to like a -- a signing
bonus that companies offer. I think anything
along those lines would be good.

One other thing we are looking at that
I'll -~ I'11 mention at this time, is an incentive
program for employees. I think the city has one
now where they run off a point system. 2And -- and
it -- it's basically points or rewards for
anything you're doing to better yourself as a
citizen of the county, as an employes of the
county.

Say you go back and gst your G.E.D.,

well, that's worth a certain number of points.

You go and take scme -- some training classes,
that's worth certain points. You're involved
in -- in a charity cutreach in the community,

you're a visible productive member of society,
that's worth some pcints.
And -- and we're coming up with a list

all of the different things and all the different
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peint values. And then I imagine we would sit
down with the commission and discuss it and see if
there's a way to, say, after -- let me see if I
remember. After 200 points, after you amass 200
peints, you're eligiblé for a raise. BAnd -- and
it doesn‘f —— it doesn't go along with any other
merit or cost-of-living raise. It's independent
and on its cwn. And you can get one every sSo many
years, however long it takes you to amass those
points. But i1t's a way te reward them to go out

and better themselves. And —-

Q And help the county.
A -— and help the county. And, like I
sald, you know, the -- the Touch-A-Truck thing,

I'm not sure if y'all were able to attend. But
that's a fantastic event at Bay Bear Stadium. And
every year we have more and nore employees that
say: We really love that. We -- we want to be
involved in that next year. So next year we'll
have more egquipment than we had this year.

And they go out on a Saturday and they
interact with the public and they pick up kids and

it them in the seat and let him them blow the









10

11

12

13

14

15

16

17

18

19

20

21

22

23

40

great job. We appreciate it. We
appreciate all you do for the county,

MR. HOWARD: Thank you. My
pleasure.

MS. HUD3SON: We notice. We pay
attention.

MR. HOWARD: Thank you.

MR. CARL: I talk to him every day
on the phoene.

MR. HOWARD: Yeah. Yeah, This
is the -- this is the first hour in a
long time that my phone hasn't gone
coff. I appreciate that.

MR. CARL: Thank you.

MS. HUDSON: RAll right. Have a
great day, MNeal.

MR. HOWARD: Thank you.

9:21 a.m.

(Recess taken.)
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9:40 a.m.

INTERVIEW OF ROSEMARY SAWYER

MS. HUDSON: Our next applicant is
Rosemary Ginn Sawyer.
THE COURT REPORTER: Ms. Sawyer,
how do you spell your niddle name?
MS., SAWYER: Ginn, G-I-n-n.
MS. HUDSON: I'm sorry.
THE COURT REPORTER: G-I-n?
M5 . SAWYER: G-I-n-n.
THE COURT REPCRTER: Thank you.
MS. HUDSON: You're welcome.
MR. CARL: T called her Gin, toco.
MS. HUDSQN: Ginn not Gin.
MS. SAWYER: I have -- 1've been
answering to that all my life.
MS. HUDSON: TIt's either that or
correct pecple, right?
MS. SAWYER: Right.
BY MS. HUDSON:
o Well, thank you for jeining us today and

your interest in this position. What we will do
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first is tc give you an opportunity to introduce
yveurself and tell us about whatever you want us to
know about you, and then we'll start. We'll do =z
series of guestions relating to the position and
get your responses. So we'll go ahead and begin.
A £11 right. I'm originally from
Birmingham, and I grew up there, a daddy's girl.
I worked with him on Saturdays in the summers in
our family drugstore. 2&nd, so, I have lot of
e¥perience with customers.

But my father being a pharmacist, in his
Spare time, we mostly just rode the Interstats
being built in Birmingham. So I ended up being a
civil engineer that I think my father wanted to
be.

T had a four-year scholarship to Auburn
civil engineering, and T graduated from Auburn and
I moved to Mobkile 25 years ago, almost 25 years
ago.

So fast forward te today, for the last
five years I've served as the Assistant City
Fngineer for the City of Mobile in its permitting

section, and over engineers, our inspection staff.
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And a bilg part of that is co-managing our
MS4 program also. And I took over the program in
August of 2014, That was a new assignment handed
to me., And our -- our program was under a consent
decree in 2014. We were lifted from the consent
decree in 2016 and we were deemed to have a — a
satisfactory program, which is the best rating you
can get from ADEM.

We —- we are referred to by ADEM for
resources to other programs now. And just last
week I was asked to speak at ADEM's Nonpoint
Source Conference.

So we turned our program around under our
management, with another engineer in our
department. Also, the last three years our
program has been in budget and our annual report
has been in on time and compliant.

Also when the Alr Bus final assembly line
project came -- was built, was permitted, T was
the permitting cocordinator, designated a
development agreement with the State of Alabama.

Also I've served as flood plane manager.

I de a lot of things as the Assistant City
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Engineer. And I've been with the city for 13
years.

Before coming to the City of Mobile I was
a consultant doing transportaticn preojects, storm
drainage projects -- I'm not going to read the
projects from the resumé. But that -- and I was
with a consultant for 12 years before coming to
the city. That's me in a nutshell.
Q Ukay. Thank you very much.

BY MR. CARL:

Q Okay. Resemary, is that what vyou go by?
A That's right.

Q Net Ginn, right?

A No. Well, you can call me that,

Q We have a list of questions that's just

stock guestions, and we try to follow those. But
if a2ny of the commissioners hear something that
may strike a nerve, we can run off of that. So if

you see us reading the guestion, there's reasons

for it. So --
A All right.
Q -~ as informal as that may seem.

A Okay.
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developers, with officials, bringing them in,
including them in meetings and also making a point
to mentor them and share with them similar
situations that have happened in the past; try to
work with them, talk to them about why we do
things the way that we do.

I'm sure at the city it's very much like
the county. We have procedures. We have policies
that we follow. &nd we do not -- we have not
gotten to those. We put a2 lot of careful thought
into those. And there's engineering design
standards. There is reasons that we have those.

And sometimes when new engineers -- they
don't understand why they came to bs. But it's
through experience. And sometimes engineers who
supervised us who may not be with the department
now, but we -- we make a point to -- I'm making a
point with the engineer I'm thinking about,
letting him understand that some of the things
that happened before I was at the city, the things
that T've experienced since I've been at the city.

And that's how I would approach it if I

were The county engineer and mentoring employees:
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Just share my experiences, let them understand my
experiences. Ewven in the consulting world, things
that can happen 1f we aren't doing what we need to
do, following our policies, adhering to the design
standards and just letting them understand why we
dc the things that we do.
O Okay. Thank you.
BY MS. HUDSON:
Q Rosemary, 1'm sure certainly by now you
know how important it is to have rapport not only
with subordinates but other departments,
directors, and commissioners and councll members
and the mavor's office, of course. There's a lot
of people that you deal with. So what is your
style as far as vour rapport and how you deal with
other people? And hcow does that work into
building consensus when you need to do that?
A I'm honest with people. T try to be very
personable. &And I am, just by my nature, a people
person.

And I communicate both with e-mail and in
person depending on what the issue is. Sometimes

it's appropriate to call someone and let them know
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what's going on. And then depending on the issue,
if it's with a developer or perhaps, you know,
another department head, let them know via e-mail,
follow—up if it's a complex issue, the bullet
points that we've -- but typically just try to be
very honest and simple, especially on engineering
issuss. Sometimes things can be really complex.
Just try to be as straightforward and break things
down as much as T can for people.

(@] Okay.

BY MR. CARL:

Q What do you believe are the most critical
steps to take when managing changes, any changes?
And what are scme of the pitfalls that vou look
for?

A No one likes change. That's
unfortunately a reality of it. So, you know,
we've made a lot of changes at the city. And, so,
I think it's really important when you are
managing change to be henest with people and tell
them what is happening, what's coming. And that's
how I approach that.

Because we have had a lot of changes in
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the last eight years in our right-of-way
department and our permitting section. And, so,
I've got experience handling that.

We've completely restructured our
departments since I've been there, under my
tenure. And I have just been honest with our
employees, explained why we needed to make the
changes that we did.

We were met with resistance. Nick
appointed me to take over the city engineering --
to take over our right-cf-way department. We made
staff changes, and there wasgs some resistance. But
just explaining to our employees why we needed to
make the changes and just being honest with people
and just continuing to be on point with our
message about why. We were able to preovide for
better -~ better customer service. We were able
to have better documents, better standard
drawings. We had a better website. We were able
to articulate what our designs standards were.

And we were more business friendly. And just to
be consistent also.

o Okay. Thank you.
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BY MS. LUDGCOD:

0 Okay. If you are some -- as the county
engineer, some of your current responsibilities
that you're doing at the city now would be
transferrable. Some out of your other life, your
pre-City of Mobille life would be transferred.

Have you given any thought to whet you'd
have to bring out that you haven't used in a while
and what you would do?

And then this would be like learning the
roles and the context where we have some more
vital issues that we are trying to address. So
that's what you would be stepping into. Sc just
kind of respond to how you would approach that.

A That's a really good gquestion, because
you are absolutely right. I am at the City of
Mobile, and this is an interview for the county
engineer.

And in my previous life in consulting, I
did do reoadway transportation projects. And I'm
accustomed to needing to design those on time and
in budget. And that's & very important part of

what, you know, the Pay-As-You-Go projects are,
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what your program is. That is the important part
of getting your consultant to get those designs in
on time and -- and get those contractors also to
deliver those within the budget and on time.

Also from my previous life, I understand
what it takes to put together a set of drainage
plans instead of roadway plans. 3o when you're
talking to consultants and even to contractors,

I -- from that history, I'm going to understand if
someone 1s telling me something that's -- I'm not
going to say untruthful -- but realistic or not.
So from that previous 1life, it's very applicable
to the county engineer Jjob.

When I came to work at the city, I did --
I utilized AASHTO, all kinds cof design standards.
But when T started doing the work that I did at
the city, I've learned a completely different set
of standards, city codes from storm water and
flood management, right-of-way ordinances.

T utilized everything I've dene the first
12 years of my career, knowing that knowledge
tc -~ to apply to the last 13. I've learned Iflood

plane management, 44CFR. And I'm not gelng to sit
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here and quote a bunch of boring federal
regulations that --

BY MR. CARL:

Q Thank you.

A Yes, I'm sorry. LI -- I want you to make
it through the rest of the day. The reality is,
yes, ma'am, you've got a very valid point. But
what I did with my first 12 years was to apply
that knowledge to learn a new set of standards.
And I've built on that knowledge and I have put a
lot of theought inte, as county engineer, I am
going to learn what the county process 1s to do
things. BulL the city does have a capital
improvement project program. We have got our CIP.
We have --

BY MS. HUDSON:

Q Which was modeled after ours.
& It absolutely was. And, so, we —--
0 I had to throw that in there.
B And part cof my role deing the

right-of-way permitting, I coordinate with
contractors tec get their -- excuse me —-- the

utiiities to their contractors to get their --
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whether it's through, you know, the issue of
morale or staffing or programing or whatever?
What comprehensively would vou like to attack or

accomplish your first year?

A I do not have specific geoals. I would
want -- T would definitely want to improve morale.
I can understand ~- if I were fortunate encugh to

come in, coming in as an outsider, so to speak. I
mean, I'm from the city of Mobile. And I think it
needs -- this position does nesed to be scmebody
with Mcbile experience.

I would want to get into the position and
evaluate everything that's there. But you do have
a very good structure in place and a very good
staff. But I think a breath of fresh air, so to
speak, socme new blood, would be a very good Lhing
for the organization.

But you do have good pecple. You have
good processes. And the Pay-As-You-Go program is
very effective and it's envied across the state.

Q So what you're saying is you would look
at everything comprehensively and come up with

your objectives?
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A The objectives once I'm in the position.
0 Okay.
BY MR. CARL:
o What do you think employees are looking
for in work, and life, today? And how do you get
the best cut of those employees?
A I think employees want a leader who is
not -- who would not ask them to dec anything that
they're not willing to do themselves. They
want -- they spend more time at the office, many
Times, than they do with their families. They
want an employer ~- they want a workplace where
they're valued and appreciated for the work that
they do.

A big part of what we'wve done with our
MS4 program at the c¢ity is we have evaluated many
of the functicns of different employees throughout
the city, the public works, engineering, and see
how they mesh into cur storm water management
program.

And just at a basic level, understanding
what all your employees do and letting them know

how wvital that is Lo the function of the city, of
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important and we need to do the very best job that
we can. But family is first. And that is --
everyone who works for me knows that. We need to
make our jobs most important, but -- or very
important, but ocur family is first.

And we -- that is what 1s inherent 1is
sometimes, you know, I'm not going to have an
issue if someone says, you know, I've got a child,
T've got an issue with a parent. &And we -- 1
mean, we obvicusly document our time to do what
we're supposed to. But that is the work ethic
that we go by in my office.

BY MS. LUDGOQD:

Q Okay. Can you give us an example of a
time when you had to deal with conflict within
vour team? And how did you manage that? And, in
retrospect, were there things you would do
differently next time?

A We have on our team since 2010 -- I —-- at
one time I was the youngest. I think through
attrition T've gotten older. But --

0 It happens to all of us.

A It does.
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BY MS. HUDSON:
o] Rosemary, how did ensure that your
engineers, the people who work and are subordinate
to you, actually fellowthrough, that they're --
how do you measure accountability and
productivity? Do you have measures in place,
performance measures?
A We do. With our permitting, we have a
permitting software. We have a permitting program
-- permits come in and they're logged in. And,
53¢, we have a time frame under which they're
supposed to have their permits done. So that
measures within that time frame. And we also have
our -- our annual reviews and enployee appraisals.
We have our standard employee appraisal.
Additionally for inspection staff, they
have an electronic -- a program that's just come
online for all their inspecticns. Those are also
leasured on a time basis as well.
BY MR. CARL:
Q Can the public view that time frame?
A Right now it is rot. The only reason

they cannct is it's a software —-
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Q Well, can --

A -- with the developer. We intend for it
to be.

Qo Presently are you over that department?

Does inspection fall under your domain?

il For the engineering part, yes. Build
Mobile is the ona who's doing interface. But the
field inspectors are -- and right-ocf-way
permitting is under my purview.

BY MS. HUDSON:

0 S50 this electronic program, it measures

the productivity. You can identify the

individual?
A Bbsolutely.
Q And, so, when it's time for the annual

review, then that's basically part of what's
included is -—

A Absolutely.

Q -- how productive they were in getting
reports or permits or whatever out on time?

A Absolutely. And, likewise, you can see
which of the engineers doing the permit reviews

are more productive.
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BY MS. LUDGOCD:

Q S0, was that there when you came cr did
you have to implement it?

A This is the -- it's something that's been
implemented over the last two years. And I've sat
on the committee to help implement how we'd set it
up. This is physically something that we set up
ourselves, myself and another engineer set it up
for the engineering department. But all city
departments sat in and developed their softfware,

what they wanted to have the software depict.

0 So basically --
A Tes.
Q So your role was identifying what you

needed and then building the software to respond?
A That's correct.

BY MR. CARIL:

Q All right. How do you enlist support
from your staff to establish a common approach to
solving a problem?

A We have -- if we have a common goal in a
meeting, we have a certain item we need to

approach, we typically will have a meeting. We
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will have a team-building session and talk about
what we need to do to accomplish it. And then we
will assign specific responsibilities. And I will
let the engineers and technician do -~ perform
their rele in cur activities. And then T will
follow up. We'll have follow-up meetings and make
sure that we're preogressing like we're supposed
to.

BY M. LUDGOOD:

Q Do you manage a budget now?
A I manage the budget for the MS4 program.
Q Okay. And what is your role in the

develcpment, implementation, and administration?

T mean, do you sit down and figure out what it is
and then watch it?

A Yes, I dec. T absclutely do. And then
also for the permitting section, we've already —-
I've already provided to the city enginesr the
additional personnel that we would like to have in
our permitting section for the next fiscal year.

Q How do vou like dealing with budgets or

is that something you enjoy or is it scmething you

do because it's just a part of your job?
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A It's -—- it's a part of it. But it's --
it's a -- we need to be in budget. We need the
money to -- to accomplish what we need to de. 1'm

an engineering geek so I kind of like it.

BY MR. HUDSON:

Q What partnership or alliances do you
believe will be viable to you in achkieving your
goals in the new role?

iy 4 partnership with ALDOT, with other, you
krnow, cities acrosg the county, alsc to continue
with the South Alabama Regional Planning
Commissicon involvement there, just -- just
continuing with cother engineering crganizations,
consulting, AGC, road builders, just partnerships
within the engineering community.

Q Ckay.

A T'm thinking -- I was about to say my MS4
hat, but those days are, you know --

Q I just wanted to follow up by asking you:
What do you feel has been your biggest challenge
in your role so far? What has been your biggest
challenge?

Ly Being in consent decree with ADEM and
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working to combat so much negative press and a
negative image about the city's MS4 program.
People have perceptions that aren't necessarily
true about us. And, so, just trying to get the
word cut that we are doing a lot of goocd work and
get that message out. I mean, we are deoing gcod
work, and let people know that we've got a lot of
geod going on at the city.

MS. HUDSON: Commlssioners,

anything else?
MR. CARL: You got all mine.

BY MS. HUDSON:

Q Well, then, let's turn to you and ask
you: Do you have any guestions of us?
yiy What kind of time frame are you guys

locking to fill the position?

Q Well, we're going to accomplish all of

the interviews this week and, then, we're hoping
to make a decigion very soon. This has heen a
long process for us. It's been about 18 months.
And, of course, a lot of that was, you know,
dealing with the personnel board and rewriting the

scope of work, you know. Because these are two
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new positions that were created that, you know,
were merged into cne. Bnd, so, that's taken a lot
of time. But, at this point, after the interviews
I think that the decision, we will be making a
decision very soon and it'll be apprcoved in an
upcoming meeting.

A Okay. Great.

MS. HUDSON: Okay. Do you have
any other questions?

MS. LUDGOCD: I'm fine.

MR. HUDSON: We so appreciate you
taking the time to be here today and
your interest in the position. And
we thank you for your responses. And
we will be in touch. We'll move
forward.

MS. SAWYER: QCkay. Thank you very
much for your time and the
ocpportunity to talk to you this
morning.

MS., HUDSON: Thank you.

10:13 a.m.

{(Recess taken.)
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10:44 a.m.

INTERVIEW CF MATTHEW BROWN

MS. HUDSON: Matthew, welcome. We
appreciate you being herse and your
interest in the position. And this
is Matthew Brown, and he is a
candidate for the county engineer
position.

And what we will do, Matthew,
we will start it off by giving you an
opportunity -- the floor is yours ~--
to introduce yourself. Tell us
anything else about yourself that you
think we should know. And then we'll
go through a series of the guestions.

MS. LUDGOOD: Can you hold that
thought?

MS. HUDSON: BAbsolutely.

10:44 z.m.

(Recess taken.)

10:46 a.m.

//



10

11

12

13

14

15

16

17

18

19

20

21

22

22

67

BY MS. HUDSON:

Q A1l right. We'll turn it over to you.
And just tell us about yourself and we'll begin
with the questions.

A Well, thank you again for the opportunity
to come and just be part of this process. 1It's a
real honor for me. And I know y'all are very
busy. I'1ll try to keep my answers concise and
everything that I say concise.

But T do want to tell you a 1iittle about
nyself and my kackground. My background certainly
feeds into my phileosophy, my management
philcosophies, my perspective on how we spend and
account for money.

I was born into a big family in a small
town in southern Iowa. And when my parents —-- the
oldest of us, it was time to go to college. I
have a sister that's a year older, six siblings
that were younger than me. My parents were very
frugal, managsed all their own money, stayed out of
debt, didn't take any kind of assistance. And
they kind of ingrained me with that philcscphy.

When it was time to go to cocllege, they
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said we're going to choose a college feor y'all.
You're going to pay your way through and we're
going to move there with you. &And, so, they chose
Pensacola Christian Ccllege in Pensacola. When I
was 16, we picked up and moved down here,

And as a lé-year-cld, it was a little bit
of an abrupt change, but it's cone of the best
things that's ever happened te me. We absclutely
love it down here on the Gulf Coast.

None of us have ever been back to Iowa.
Very few of us have ever even gone back and
visited Towa. Everyone comes down here and visits
us because of the great resources we have down
here on the Gulf Coast.

50 I went to Pensacola Christizn College.
I paid my way through ceollege for that. I worked
as an engineer with a land planning-type firm, so
we did more subdivisions, commercial develcpments,
and things of that nature.

But through my semester of college, I
said, well, I'm going to sit for the LSAT and, you
know, just see what happens. I -- 1 received a

geed score on that and received a full-tuition
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scholarship from Stanford University, Cumberland
Scheool ¢f Law. And I thought, well, God, you
opened this door. I might as well go to law
school. I went through three years of law school.
It was a wvery successful time there. I sat on a
law review and then came back to Fairhope where T
practiced for a year.

But my heart has always been with the
technical engineering side. &And, so, I -- a job
opening came up with Baldwin County and I took
Lhat cpportunity. I've worked under the county
engineer ever since then in the Baldwin County
Highway department as an engineer.

Sc that's kind of my direct background.
And I guess 1'd take this oppertunity to kind of
just talk about scome of the T guess unique
qualifications that I have.

I think everybody has a tendency to say,
well, you know, you engineers are already a little
bit too nit-picky and technical. The last thing
we need to do is add an attorney's mentality on
top of that, too. And what does that bring? And

I -- I would argue that it actually brings liberty
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in the engineering field.

I was recently loocking at a -- a manual
from the Alabama Department of Transportation that
they used to train engineers in 1970. And as I
went through that manual, it was amazing how
little of what we do as transportation engineers
has changed. I mean, there -~ there's some
outside things that have changed, but the core
things we deo are almost identical to 50 years ago.

But what has changed and what continues
to change is all the type of the laws, the rules
and the regulations, the environmental
reguirements that can inundate everything we do in
the county engineering field.

And county engineers unfortunately are
stuck where —-- with the technical side of
engineering and the subjective interpretation of
laws and regulations. And they're reguired to
manage that.

And, unfortunately in the public sector,
what I've noticed is that because engineers are
fearful of the potential liability, there's a

horrible tendency to ever-design our projects. We
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say, well, we -- we —-- we don't want to risk being
wrong on something so we're Jjust going to design
our project to comply with every regulation that's
ever been passed for the past 100 years. And they
drive their project costs. And it -- it -- it
frankly takes away what we should be doing as
engineers, which is engineering a project,
value-engineering a projsct, engineering up for
what the project actually needs.

So I think my law background has actually
been cne of the most useful things that I had as
a —-- as a design engineer for Baldwin County.

And T guess T should mentiocn that that is
my current position. It's very similar to what
this position would be except for I report
currently to the county engineer. And then
there's also an operations engineer who oversees.
She and I work closely with those CD&I guys. But
that would be the cne thing that -- that this new
position would entail that's not currently under
my umbrella.

So as a design engineer, I think my -- my

legal background -- T was at the cffice at 6:40
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last night working with the county engineer to
navigate a situation with a contract. And he
turns to me because my legal background on some of
those issues.,

Some other things that I think make me
uniquely qualified for this positicn include the
fact that I'm very familiar with this region in
Baldwin County.

I think one thing that we all deal with
all the time is storm water. And there are lots
of folks from 2ll over the country, but even in
Alabama, whec don't appreciate the fact that we
received over 80 inches of rainwater last year in
south Alabama. And that's an incredible task to
deal with., And our -- our land is flat. And, so,
moving that storm water is a critical issue we
face in Baldwin County. I know it's an issue that
v'all face in Mobils County. And it's something
that I'm very familiar with in this region.

Another opportunity over the past six
months, I've been inundated to the Restore
project. And, of course, we have another ten

yvears of Restore money flowing our way.
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Chviously a éood part of that or I think
some part of that is going to be spent on
infrastructure. And I would assume Mobile County,
having the engineer in a position that is very
familiar with the process —-- I essentially oversaw
the process for Baldwin County on the
infrastructure side, working with the county
engineer. But all of that paperwork that had to
be filled cut and the coordinaticon with ALDOT for
cur capacity projects -- and T want to commend
you, Commissioner Laudgood, for the wvery thoughtful
representation you gave to Mobile County while
serving on that committee. T know all of y'all
have served cn that committee.

Znd T think also just the process moving
forward with those projects, of course, there was
a huge milestone passed a couple of weeks ago when
the Restore Council passed that. But there's
still significant hoops that we have to go through
to make sure these projects get off the ground and
make sure that there are no hurdles that are
encountered, that there's ncothing that delays

these projects.
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I know there's a dirt road paving proiject
that was part of that. We have very similar dirt
road paving projects that went through a CF
process that's going to be very similar to what
Restore is going to reguire for Mobile's dirt road
paving projects.

So those are all items that I'm very
familiar with and I can kind of hit the ground
running essentially in supporting the work that
v'all have going on here in Mobile County.

One final thing I would just say about
myself: My wife and T love living in Baldwin
County. Tt's where my dad pastors a church. But
we would be honored and would commit to relocating
To Mokile County as part of this position because
we think y'all have great things going on over
here.

Sometimes T think being an ocutsider from
Baldwin County, I observed that some -- some folks
in Baldwin County may turn their nose up a little
bit at Mobile County. I can look over here and 1
see a lot of exciting things happening that I

would be honcrad to be part of and ny family would
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be honored to be part of, So I'11l -- I'1l -=- I
guess I'11l leave that as that.
Q Very good. Thank you. Commissioner
Carl?
BY MR. CARL:
o] We have a list of stock gquestions that
were provided to us through the perscnnel board.
S0 if you see us reading directly from this, don’'t
think that we're -- we're kind of -- and then we
may vary off from that. It's kind of at our
discretion. But I'll get us started by reading
one: How would you describe your leadership
style? And give us an example of that leadership
style.
A Sure. Well, when I came to the Baldwin
County Highway Department and they put me over the
design section, there had -- the design section
had been through three design engineers, managers,
cver the past three or four years.

And they told me as I came in that,
listen, you know, there are some issues with this
section. They are obviously disenfranchised a

littie bit. They've had sc much management, they
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feel like they don't have any consistent
leadership in terms of no consistent vision in the
design section.

And, so, that was my first big challenge.
And I'm neot geing to pretend I didn't make any
mistakes in those first couple of months. But
my -- basically my approach to that was to slowly
gain buy-in from those design section members, all
of which are older -- were older than me, some of
which had more experience in the field than I did,
and slowly build a team.

and there was kickback initially. I'm
not going to pretend that there wasn't. I
received great marks from my management on my
first znnual review. But I erased everything on
my annual review and I sent it to the design
section members and allowed them to fill it out
anonymously, electronically, submit them to
somecone else in the design section. And they all
got put in an envslope so I could read: What do
my members think about my perfeormance? And it was
scathing. T remember feeling a little bit hurt

after those first three months.
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And, vou know, I sald, I've got to keep
working at this. T've got to keep working az
building the -- this buy-in. 2And, you know,
initially some of the changes I had implemented
were a little bit too much topped out.

So instead, my approach shifted a little
bit to say, okay, here's an outline of what I
think needs to tazke place here. You know, we're a
little disorganized in maybe this aspect of what
we do. And then I brought that into cur weekly
staff meetings and I said, you know, here's an
idea that I have. What do vyv'all think? And then
we, as a team, built out the idea. And
essentially it became their idea. And some of
those ideas are -- are -- are flying right now in
the design section.

A year later I did the same znonymous
review, and I almoest teared up because they were
very touching and how the -- the 180-degree turn
of the design secticn members as we become much
more like a team, much more like a —-- almost like
a family.

And I can tell you that before I was --
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left over to here, I pulled them all together. I
said, listen, y'all, I'm not looking for ancther
Jok but this one did open up and I threw my name
in the hat. I would be honored to receive it, but
I want to let you-all know that the hardest thing
for me would be stepping away from this design
section over here.
BY MS. HUDSON:
o What is an example of one of the ideas
fhat caught fire?
A Sure. The biggest thing was cur fclder
structure. And I believe that organization is
crucial for what we do as engineering. And our
folder structure in Office was horrendous. We
couldn't find documents when we needed them.
There was a lot of lack of order files that were
spread 211 over the place that didn't match with
our paper files; no archiving in terms of older
projects.

And, so, we implemented a new file folder
structure. Well, that had impact to people who,
they can find their thing in their messy server

space, but no one else can.
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And as soon as we started making those
changes, there was incredible kickback. BAnd, so,
that's when 1 dialed it bkack and said, okay,
v'all, you know, how can we do this as a team?
What are y'all's recommendations? And that --
that's the biggest example.

There have also been changes regarding
changing the software that we're using. We're
both GIS and cur -- our drafting that has received
some kickback, but slowly working towards that
buy-in.

Q Ckay.

BY MS. LUDGOCD:

Q Okay. How do you provide feedback to
your employees and how do you currently recognize

their achievements?

A Sure. Well, we have something we call
the -- the gold star system. And it's kind of
informal. But I make sure -- I see it as my Jjocb

as a manager to bear the burden. Sometimes we get
some stress that comes down, you know, as a
project is moving forward and maybe something has

gone & little bit wrong cor something. It's my job
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to bear the burden and it's my job to pass on the
praise.

And we have an internal thing where we --
first of all, we meet every week for a staff
meeting. Sometimes it'il last 15 minutes.
Scmetimes it'll last 55 minutes, depending on
what's on the table for that week., And I make
sure I thank them for the -- the great things that
they've done. And then when we get praise that
comes down, we ~- like T said, we'll Jjot a gold
star on the board and say, all right, sc-and-so
gets a gold star for X; and, so, just making sure
that they're getting recognized when they go above
and beyond to help us get something out the door.
Deces that answer your question?

BY MS5. LUDGOOD:

Q Yes, it does. Thank you. You kncw what?
The piece I may not have said is feedback. You
spoke to the positives. Let's talk a little about
how you handle the feedback around challenges.

A Sure. And I'm sorry, I forgot fc mention
this: We do annual reviews at the county. A&Ard

certainly I work hard to give feedback whenever
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there's a challenge throughout the entire year.
But I'm often teased by -- by management pecause I
give the longest and most detailed annual
evaluations of anybody in the highway department,
maybe anybody in the county, because I -- 1
believe feedback is crucial.

You can't expect somecne to grow, you
can't expect someone to develop unless you give
them hconest feedback. You can't just give
everybody five stars and say great job, great job,
great Jjob because they're never goling to grow in
their position. And I give very detailed
feedback. Sometimes the print in the PDI have to
be shrunk down really low because I feed it all.

But 1t always starts with the positive
things. Here are the things you're doing a great
jeb. And then there are always a couple of things
that they can do better on. There's always things
I think I can -- I can do better on. &And I always
communicate that to them. I say, listen, I have
areas Lo improve on and ycu have some areas to
improve on. And here's what those are.

And, then, I set usually two or three
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goals for them for the coming year that we'll then
review at the end of that year.

MS. HUDSCON: Go ahead.
BY MS. LUDRGEOCD:
Q You know, the demographics of Baldwin
County -- I don't know much about its workforce.
But certainly the demographics of the county are
very different from the demographics in Mobile
County.

End what I'd like to know 1s your
experience in working in kind of a diverse
environment which has its own set of challenges,
and how comfortable you were, you know, moving
into a space that is maybe more diverse —— I'm
assuming. I don't know that -- more diverse than
what vyou might be accustomed to.

A Sure. That's a great question. 2&And I
grew up as a pastor's kid and found myself in just
a huge variety of diverse circumstances really
throughout my entire life, whether it was
participating as a kid with my dad in ministry,
vyou know, knocking con doors for VBS and —-- and

things of that nature.
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I have been invelved in some different
board pesiticns that involved very diverse groups
of people on that where I've had great
relationships with people from all backgrounds.

At Pensacola Christian College, there's a
huge number of internaticnal students that are
part of the student body, more than most people
would imagine. It's something like 15 percent or
so. And usually every year a couple of them would
stay at my parent's house over Christmas break,
some even through the entire summer. And, so, 1t
became a very natural thing to work with people of
all types, all backgrounds. And it's really
second nature to me.

O Thank you.

BY MR. CARL:

Q ind you spent some time in India?

Fiy That's right. My third year in law
school, it turned ocut they had an exchange program
with India and students from there had always ccme
over, but we had never sent nor had ever wanted to
go the oppesite direction. They didn't have

electricity or had electricity but no heating and
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coecling in their derms. You had to hand wash your
clothes or send them out to have someone else wash
them. And I thought: Why would I miss this
opportunity on the last semester of law school to
do this exchange program?

And i1t was one of the most impactful
experiences of my entire life. I wouldn't -- I
wouldn't change it for anything. T stumbled
across a little church over there that was a lot
like my dad's church over here. And just -- it
was Jjust 30 neat to engulf myself in that culture
over there for three months.

MS. HUDSON: A man who likes
challenges.
ME. CARL: I did a little
missicnary work in Africa so I know
where your excitement comes from.
BY MS., HUDSCN:
Q Sheuld you be appointed to this pesition,
Matthew —~- and I don't know how much you know
about the Mobile County engineering department and
the public works relationship and kind of how it

fits into the theme of the whole courty
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commigsicn. But what can you bring to this
position? The first year, what would you want to
accomplish or try to accomplish your first year on
the job?

A Sure. Well, I think for the first three
months, I would have a policy of making no changes
except for things like making sure we're having
weekly staff meetings, just very minor changes.

Obviocusly, I -- you know, I did some
research and saw the news articles about the
changes that have taken place over the past year.
So I figured it would be the vision of the
commission is for some —-- some changes. And y'all
have obviously implemented some of those already.
30 I would be locking to continue your vision as
commissioners.

And I think as a new leader for that
department, it would be important for me to be
careful how T implement the changes that appear to
be top down.

S0 I think the first three months would
be learning, making sure T'm getting to know the

staff really well and gain their trust.
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The second three months, we should be in
budget seascon at that time. BAnd, so, I would be
getting feedback from y'all as commissioners. And
then I'd also give you some of my ideas based on
what I had observed those first three months, and
maybe recommending some small changes at that
time.

Then that should put us into FY19. 1In
FYie, it would be my goal to dig down into every
single process that we do and find out are there
ways to eliminate waste? Are there ways to
streamline this? Are there ways To make our
dollars go further.

And during FY18, I would like to propose
that the engineering department consider something
called a performance-based practical design. This
is a new movement that essentially goes away from
our past 50 years in the public —- in the public
sector of over designing everything, and
essentially saying we're going to set guidelines
where we now value engineering projects.

For instance, a -- a resurfacing project

is a great example. We lock at what are the
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safety impacts that are taking place on this recad?
Have there been -- in the past five vyears, have
there been any off-the-road accidents? And if
there hasn't, then we need Lo say, okay, let's not
fix something that's not broken.

Thankfully this is an initiative that
FOWA is starting to —- to support as well. We
have recently, in the past two or three years,
created a vision that savs we need courageous
engineering. We need people who will engineer up
a project instead of umbrella engineer a project
to cover every possible conceivable thing.

Make sure our projects are safe., But the
-~ the design result revolve around safety and
you're not, again, fixing problems when there's no
history of a problem.

A good example of this is ALDOT. And I
have a great working relationship with ALDOT, but
they are the kings of putting in a policy because
something happened once and then apply it to every
project from the -- for the future.

And vou may have guardrail on a project,

which is expensive. Guardrails cost a lot of
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money. And that guardrail may have been in place
for 20 years and never been hit. There's no
reason to replace that guardralil in that
situation.

Now, unfortunately, 1f you've got budget
dellars or state dellars in play, you're going to
have state standards that come into play. But
local funds especially, I believe, have to be
leveraged in any way possible t¢ achieve as much
as possible with those funds for the commissioners
and -- and the taxpayers.

BY MS. HUDSON:

Q You mentioned eliminating waste and
streamlining processes. Can you give us an
example in your current position how vou may have
accomplished that?

A Sure. Absolutely. We -- we resurface
about 40 to €0 miles of road every year in Baldwin
County. We divide those up into groups. And we
used to have a situation where the budget would
get passed, we would start the design phase, and
it would result in all of our projects, 60 miles

of roads, getting all bunched up in the spring,
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which means you have less competition from the
contractors which drives the prices and it just
creates a problem for our CE&I guys as well. So
we started —-
BY MS. LUDGOOD:
Q For your what?
A I'm sorry. Our construction, engineering
and inspection —-
Q Ckay.
piy -— to -- to schedule all of that in --

MR, CARL: See, I knew what he was

talking about.
MR, BROWN: A&nd I apclogize. I
talk a little fast sometimes.

MS. LUDGOOD: It's ckay.

M5. HUDSON: It's good.
A The -- so what T said is: T said, ckay,
let's identify the pocket. Let's create a grcup
that we know the commission is very comfortable
with. And let's start the design of that group
early so that way on Cctober 1st we're in position
to -- Lo move forward with that project as guickly

as possible. And that meant cutting cut
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unnecessary steps. Tt meant being very upfront,
communicating with the commission on what our
plans were, what we were shooting for. And they
wanted that, too., They want our projects toc be
spread out through the year. It just helps
everything flow so much better.
3¢ that -- that would be one example

where we have just increased the efficiency of ocur
project delivery by trying tc schedule tasks to
take place literally when they can or concurrently
when they can instead cf literally we've got wait
for this to happen before we can do anything on
this next step.
BY M5. HUDSON:
Q A1l right. 1Interesting. Okay, all
right.

MS. HUDSON: Commissioner Carl?
BY MR. CARL:
C We run into that problem cver here.
Everything seems to -- egpecially for the school
project, it always falls within the time that
schools are in session. And it has to do with

organization of the contractors, and it gets a
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little halry sometimes. TIt's hard tc pave the
entrance into a school when moms are trying to get
in and pick up and drop off.

What do you believe is the most critical
step te take when managing any change? And what
are some pitfalls to avoid? We're talking
changes.

Pt Sure. Well, I think when changes come,
the most -- the most important thing te have in
place is a team support -- a -- a Leam attitude
already to place. The preoblem is you can't
implement the c¢hanges you want if you haven't
already built uvp that team rappcrt. And, so, that
goes back to the groundwork that has to be laid
out in the front end to build that team rapport.

And this is that change comes. You bring
the team together. You say this change is going
to happen. We're going to make this change
happen. 2&nd instead of the focus of being, ok,
here's the drudgery of this change, they're --
people are micrcmanaging what we do and, you know,
there's all these things that come up. You then

change the focus to, hey, here’'s a challengs.
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Here's an opportunity for us to take on this new
challenge and do an excellent job executing it for
the pecple that we serve,

And I think so much of handling change 1is
trying to change the attitude of the people who
have to implement the change. BAnd once you shift
that attitude, then it becomes almost like a -- a
fun competition to see how well you can do the
change instead of fighting the change the whole
entire process.

Q Good. Thank you.
ME. HUDSON: Making change fun.
MR. BROWN: That's right.
M35, HUDSON: Okay. Commissioner

Ludgoed?

MS. LUDGOQOD: Ckay. Let's see.
He's answered so much.
MS. HUDSON: Yeah. He's covered a
lot of ground. Yeah.
BY MS. LUDGOCD:
Q Are there any specific strategies that
you could point out that you've used to build

morale? T know you talked abeout making sure you
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have meaningful evaluations where people know what
their expectations are. And I like that word:
Pass the praise. I'm going to use that. TI'11
give you credit for it when I use it. But 1 like
that. Can you think of any other strategies that
you use to try to build morale?
A Sure. I think that first of all
everything rises and falls with leadership. And I
believe that present leadership is crucial for
merale. If, for some reason I have an early
morning meeting at -- with -- that I have to meet
someorie onsite or we've got a case where something
with Restore came up and we're meeting with the
Baldwin County contingent and my boss had asked me
to be there at 8:00, I would make sure I always
let the members of my office know, hey, I'm not
geing to be in here when you guys get in this
morning because I'm going to be attending this
other meeiing.

I den't want them to ever think that I
expect y'all to be in here today but I'm going fto
just go in here, whatever, and have this meeting

for me. And then they're z2ll up wondering, hey,
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that we live in today. But I think 100 vears ago,
people were intent to get a paycheck to support
their families. You know, we had to work in ccal
mines and did incredibly hard work day in and --
and day out.

But in our current generation, people
place a much higher level of impcertance on what --
like what they're doing is making the world a
better place. And this, again, comes back to
leadership. It's important that we frame the
issues, frame what we're doing as things that are
positive in making, in this case, Mobile County a
better place. So that way, people feel like their
working value and that the work that they're doing
is wvaluable.

And I'11 just mention one other thing

with this: This is also where it's ilmportant to
make sure you don't have ——- you're not
overstaffed. And T -- I don't know anything about

the current situation in Mobile County or anything
like that. But 1if -- if =-- and this is a little
it counterintuitive. Momentum is crucial to

morale. When people feel like they're busy, that



10

11

12

13

14

15

16

17

15

19

20

22

23

96

they're doing wvaluable work.

And 1f you have -~ 1f you're overstaffed,
it can actually create a situaticn where there's
not enocugh work. And then there are slow periods.
£And then people find themselves twiddling their
thumbs at a desk. And that is a huge destructive
factor to morale.

So you have to -- I think you have to
consider all of those things. There's no silver
bullet. But all the things combined are toocls to
building morale in a team.

Q How old are you again? No, I can't ask
you that. You're wise for your vears.
MS. HUDSON: Yeah, you are.
MS. LUDGOOD: Yeah.
MR. CARL: You know, and I always
compare it to ocne's body, the later

you can run it, the strong it is.

And business is that way, tco.

Government is not. But the later you

can run it, just like a lawnmower, I

mean, the later that gas is compared

to 0il ratio, the faster and smccther
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Early on in my appointment with Baldwin
County, he made us zll read a book called
"Branding For The Private Sector™ -- or "For the
Public Sector"™. And he had a huge focus on
eliminating waste, and that you can't improve what
you don't track,

And he implemented something a called
one-page project management form. And essentially
it's just like a2 schedule that would be prepared
in Microsoft Project but it's your project in one
page.

And when we start off a project, we
outline from the very beginning what we anticipate
that timeline should be. &And in the case with
consultants, the consultants are involved.

Every single Monday morning, the
person -- they had one person assignad to handle
this -- they send out every single OPFPM to a
consultant, the consultant. And then they CC the
project manager who's over that project within the
design section team.

And that consultant has to verify that

they're on schedule or let us know if there's
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anything that they're aware of that could possibly
set that projects off schedule. Then they --
there is something, they have te work with our
preoject manager -- and then I'm CC'd on all of
these communications as well -~ fo revise the
schedule, explain why the schedule is being
revised. Sc that way, we're tracking, ckay,

what -- what caused this schedule tc be revised?

And, so, that's a way for me to keep
track of the individual projects and each project
manager within my section to see: Are their
projects staying on schedule; when they're getting
bumped off schedule; what's causing those; and
then is there a way for us to correct this in the
future.

And then regarding software use, I'm not
sure what you mean by that, making it appropriate.
Spending time on the internet or am I --

BY MS. LUDGOOD:

o Oh, no. I mean, if you use --
MR. CARL: Te track --

BY MS. LUDGOOD:

Q Yeah. Some kind of tracking, conline
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tracking. That's all I mean.

A Sure. We don't have any type of online
tracking software currently in -- in Baldwin
County. I do, though, where I do their annual
evaluation, pull their internet usage record and
discuss that with them. And I'll tell them if
they're the most -- and I tell them that, hey,
listen, I -~ it seems like an lnappropriate level
of internet use for you. So I want to be —— I
want to see it go down. 2And then I'll do a
follow~up check on that as well.

MS. HUDSONM: OPPM sounds likes
it's wvery effective, though, for
keeping everybody --

MS. LUDGOOD: Yeah.

MS. HUDSON: -- on track because
they know that there's some
accountability on a regular basis
that they have to provide the input
on the project.

A And --
M5, HUDSON: You can't bog down.

A That's right. 1It's a one-page. 2nd, you
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know, we have a tendency to give a raport about
something and it's ten pages long. BAnd no one has
time to go through ten pages to figure out the
status of a project. But if a commissioner says:
What's the status of this project? The first
thing T should be going te is pulling that OPPM
from the server. 1I'll check with the project
manager to make sure there's been no change since
the last run,

2nd I can send that right out to the
commissionar and say: Here's the status of this
project. Here is our OPPM. That shows what
the -- where this stands. And then that's
something that you look at in one page on your
phone or -- or your computer that shows, okay,
this is where we are on this project.

BY MS. LUDGOCD:

Q Tz this a tool that comes out of the
experience --

giy It is something that my boss pulled from
his -- his -- now, T don't know 1f it came from

the Toyota way or the particular bock that we use.

But it came out of all his research of that.
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0 5o he designed it. He designed OPPM?

A I don't think he -- I think someone

else -- I think he got it from cone of these

bocks --

Q Okay.

A -—- that he was reading.

Q I like it. 1 want to go find it. That's

why I was asking.

MR, CARL: We had a shot at hiring
him. You know that.

MR. BROWN: Ch.

MR. CARL: First wave.

MR. BROWN: He's a -- he's a great
individual.

MR. CARL: Yeah.

MR. BROWN: He's been a great
mentor.

MR. CARL: I had a chance to talk
to him one on one and get to know him

a little bit.

BY MR. CARL:

Q

bit.

IT'm going to get off script here a little

I'm looking at your personal references here
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and 1 see some pretty strong people that we all
obvicusly respect: Raul Richardson, Barry Booth,
Rusty Glover. Those are three that just stand
cut.

What do you think these three are golng
to tell us about from a personal reference about
you'?
4 I think that Senator Glover -- I've only
worked with him more on a personal level, so he
can't -- he's nect going tec speak to my engineering

experience obviously., I think he's just --

6] Well, there's more to this job than just
being an engineer. I promise you that.
A I think he's going to say, you know,

Matthew 1s great at interacting with the public.
He's a very competent public speaker and presenter
if ~- when that 1s necessary. He's a good-
natured, a positive attitude, positive thinker
type person.

Raul., I worked with him briefly on a
board and have just -- he always sends me a Happy
New Years greeting and we correspond back and

forth. He's a very nice individual. And, so,
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associations here in Mobile. Whenever they reach
out and say, hey, we need an attorney to help out
with this, that's something that I have my name in
the hat. I've done some wills for veterans and
The underserved in Summerdale, like the Habitat
For Humanity down there. It's not something I do
as much of, but when the opportunity arises I Jump
in to stay a little active on the legal side.
Q Okay. Thank vyou.
MS. HUDSON: Okay. Anything else?
MS. LUDGOOD: HNo.

BY M3. HUDSON:
0 One last from me: What would you say so
far in your position, in your recle as engineer,
has been your greatest challenge in dealing with?
A You know, T think the -- the ?hing that
is the greatest chalienge, but it's also what I
enjoy so much about what we do, is the complexity
of the work that crosses our table in Baldwin
County.

Now, I don't know if some ¢f that work
gets shifted other directions in Mobile County.

But the prcject that we were dealing with last
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night, the contract -- and I don't want tc say too
much about it since there's -- obviocusly all of
this is on the record.

But a very unigue situation that maybe we
only get confronted with once in three years Lo
make sure we're doing this in a way that we
don't -- the federal government isn't asking for
us to send the money back in five years after an
audit.

And some of these projects were so unique
that they require vou to start from scratch. One
thing, the law may have changed since you last
dealt with this issue five years ago.

And in coming inte the office every day,
you have Restore funding, vyou know, suddenly and
all of the nuances associated with that. There's
always a new challenge. And that means you
¢annet -- you cannot get intc the role of, hey,
I'm going te go in and I have this checklist that
1l do every day and then I go home. Because you
can't do the checklist on -- on the challenges and
the different circumstances that you're confronted

with every day.
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P There -- there certainly 1s some of that
and some —-- some -- I've talked to people and some
pecple say they think it's worse in Baldwin
County. Some pecple say they think it's worse in

Mobile County.

@) Well, that's good. That makes me feel
good.
A S5¢ we do, absolutely. Similar to Mcohile

County, the county north of Baidwin County is
huge. It doesn't have some of the water issues,
coastal i1ssues. And, so, there are different
priorities among the commissions. And I've gotten
to work closely with the county engineer as -- as
he's navigated all ¢f that and, you know,
sometimes discussing some of those issues through
with me as wall.

6] Thank vyou.

BY MS. HUDSON:

Q Well, Matthew, we're asking you, do you
have any guestions of us?

s Cne question that I always have and this
is an important thing to me: I den't mind if

someone has a -~ has a critical viewpoint of
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long as I know where they stand so that way I can
try to adjust and make changes. S0 I ~— T -- 1
think y'all have an annual evaluation system here
in Mobile County. But my gquestion would be:
Between those annual evaluations, 1f I were
selected for this position, how can 1 expect to
receive feedback from y'all as commissioners in
terms what you think I am doing right, what you
think T could be doing better, or what I'm doing
completely wrong? How -- how will you expect to
give me that type of f=edback? And, you know,
know what I would expect in that area?

Q I think that's where communication comes
in and is so important, and really establishing
rappert, a one-cn-one relationship with each
commissioner. Because, as Commissioner Carl
mentioned, you know, our districts are different
and, you know, our priorities can be different.
But we feel we need a lot of feedback; we need
communication. And we need our engineer to help
us understand, you know, because cur team members

that are out there working in the field, they are
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the eyes and ears. And they gst a lot of
inportant feedback that needs to come to us. And,
so, I think establishing that communication
network with the commissioners would be vitally
important for whoever is selected for this
pesiticon.
M3. HUDSOM: Commissioner, do you
have anything to add?
MS. LUDGOOD: With our previous
engineer -- and this is just me.
This is not a commission effort. It
was my mine. I asked that we sit
together to figure out what he wanted
to accomplish in a year and what I
was locking at and to have a
conversation about what my
expectations and hopes were. And
then he could say back to me: This
is what I want teo do.
Because what I found was at the
end when it came time to do the
evaluation -- because at that time we

only evaluated twc positions, and
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that was the county engineer and the
county administrator. And everything
else was done kind of downstream from
us.

2nd I wanted a basis by which
to do that. Because I knew the work
was being done and all of that. But
to just carve out a space so that on
an annual basis we could say, okay,
this is what we hope to achieve. We
have a basis for doing 1t. 8o that
would be -- for me anyway, that would
be one of the things I would want to
do. And, so, that as I prepare the
evaluation, 1t will be based on an
agreed upon set of goals that we
would have.

MS. HUDSON: Okay.

MR. CARL: I'm pretty easy to deal
with. Whatever is on my mind usually
comes out of my mouth. And I like fo
deal with people that way. You know,

if you think I'm wrong, I'm wrong.
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If I'm right, I'm right. We just

move on. We can either fix it or

come to a certain type of agreement

that -- I'm mere of a hands-on type

of management style. Sc —-
BY MS. LUDGOCD:
Q Have you scratched that political itch or
1s it still out there on the horizontal you think?
A Well, that —-- that 1s something T would
hope I would have some opportunity to address.
Obviously 1've had some peoliticasl involvement over
the past vears.

I1'11 explain the way it started.
Commissioner invited me to a political meeting.
I -- I did. I thought it was pretty neat. It was
fun meeting new people. I started going to more.
Pretty soon they were asking me to take a
leadership position. I made the mistake of
getting involved in a countywide referendum
regarding the schoeol tax and unfortunately made
some enemies in -~ in that process.

Thankfully cver the time —-- now, that was

years ago. So I recognized those mistakes. I
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worked hard tTo fix those issues.

And in the -- in recent months or
recent -- over the past year, I have actually
slowly vested myself of all political involvement.
Obvicusly, T can remain an engaged informed
citizen for the purposes of voting.

Because T realized I'm -- that was a
phase of my life that I enjoyed & lot. I learned
a lot and made some big mistakes.

But I'm entering a phase of life with
kids now and I need to focus on my career and my
family. 8o I think I have gotten rid of the
political -- I'm confident I've gotten rid of the
politieal iteh and my focus new is on my career.

And I recognize that that was a mistake.
Even though it may not have been morally wrong or
legally wrong, 1t was a big exercise of
impropristy on my part because I held a position
where I had to have a relationship of trust with
the people that I was serving. And by me
getting -- engaging in the level that I did in
some of those political activities, it harmed that

position of trust. And, again, a mistake. I
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1:40 p.m.

INTERVIEW OF MATTHEW BARCLIFT

M3. HUDSCN: We are reccnvening
our meeting today to interview
candidates. BAnd our first candidate
this afterncon, actually for both
positions, for our County Engineer as
well as Public Works Director and
Chief Engineer of the Division cf the
Public Roads 1s Matthew Barclift, who
we all know.

And we are happy to see you
this afterncon. Thank you for your
interest in these Jjobs.

MR. BARCLIFT: Thank you for the
opportunity. They don't come along
every day.

MS. HUDSOW: That is truse. The
way we've been handling this,
Matthew, we're going to give you a
few minutes to basically tell us

about yourself and anything that you
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want us to know.

And then we're gcing to go
through and do a series of questions
that we basically posed to the other
candidates as well. We veer off
sometlimes, as the commissioner will
mention, about, vyou know, if it's
something that we want to asx a
little more in depth. But, anyway,
that's how we've been handling it.

And then we give ycu an end chance to
ask us if you have any questions for
us. So -—
MR. BARCLIFT: That sounds good.
BY MS. HUDSON:
o] Let's gc ahead and get started and let
you introduce yourself, although we know.
A Well, you know my name is Matthew
Barclift. You may not know it now, I grew up in a
small town, came down to south Alabama to study
engineering. I graduated from South Alabama in
2003 into a very bad economy.

The first job I was able to get -- I
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graduated in May, did not get to start until
August or September -- was with Alakama DOT. And
it was in Grove Hill, Alabama. And, so, for the
first two years I drove 87 miles one way. Sco

it -- it was 6:00 in the wmorning until 6:30 in the
night. It was -- it was a lcong -- a long trip.
But I was grateful for the employment.

After being there nearly two years, I got
an -- an offer to come interview here with the
county and I was ecstatlic abeut it. And I came
down and I have -- very grateful for the
cpportunity to work for the county.

I have started out, out in the field and
I have worked into the site planning side. I
passed my professional englneering exam in Z008.
And shortly after that, T was promoted to Engineer
ITI and given more responsibility. And then a few
years ago I was promoted to engineering manager.

Shortly after that, y'all -- you may
know, I had a significant heart condition that I
had a major surgery for. It was only God's
providence -- I had three intraoperative strokes.

And it is only God's providence that T am sitting
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in front of you today whole and healthy. But it
gives you a -- a different perspective on how you
appreach things in life.

Since then we had a manager in the
engineering department who elected to spend more
time with his family and resign. Rather than hire
another manager, they shifted his department under
me and I tTook that responsibllity on and have been
working diligently at that since.

Why am I seeking these opportunities? As
T said earlier, they don't come arcund very often.
It's often attributed to Mark Twain that a man who
carries a cat by the tail learns a lesson you can
learn in no other way. BAnd ~- and sitting in
front of you is a legson I can learn in nc other
way but to come and speak with you and present
nyself as a candidate.

Qo Well said. Thank you.

BY MR, CARL:

Q We have some stock questicns that were
provided to us and we're asking all the
applicants.

A Yes, sir.
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Q We will wvary from thesa. If you say
scmething that touches a nerve, we can kind of
throw it arcund. But if you see us reading the
question off here, don't misinterpret that we're
lacking scmething here. We're going to save you

and us both some time. So you are locking at two
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different positions.
MR. CARL: If I'm right, ladies,
we are going to interview for both?
MS. HUDSON: We are.

BY MR. CARL:

Q Dc you understand that?
A Yes, sir.
Q Because it's the same set of guestions

for both. So we may or may not, you know, come
straight off of this.

First questicn: How would you describe
your leadership style? &nd give some examples.

A My leadership style. I try to be a

lead-by-example. But also try to be an empathetic
leader. I -- I want people to -—- I want pecple to

want to do a good job, to -~ I want that to be --

I want there to be an intrinsic motivation.
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When -- when people have -- for exampl

ey

the people -— scme of the people whoe work for me

in the file room have had some medical issues
they —-- they need some flexibility in their
schedule. And I always try to work with them
make sure they understand that they can —- if
they're getting the fjob done, that we can work
with the flexibility in that,

We want to reward the people. I want
recognize in -- in the inspection services
department those that go above and beyond. He
to reward them by when the new vehicles come,
tend to be the ones that are first in line to
them. Reward them in ways that make their job
easier for them tc continue to excel.

0 You've done an incredible job with the
inspection department.

A I —— I am blessed with some tremendous
talent and tremendous people cut there.

9] You can do away with me, but don't do

away with Tom Waters.

A Please don't do away with Tom Waters.

v

and

and

to

try
they

get
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BY MS. LUDGOGD:

Q Okay. So when you identify a real
up~and-comer in your division who may be, you
know, a new employee, a younger employee, but a
person who, just based on your observation, is
like somebody we want to keep, somebody that we
really want to grew and grow in cur organization,
what do you do to try to develop those employees?
And conversely, the cones whe are struggling, how
do you work with them?

A With the —- we'll start with the first
part. When I see somebody that's really up and
coming, I want to make sure that they -- that they
understand that I'm looking at them to say that I
recognize their talent and I recognize their
ability. It's very important from the leadership
perspective to let them know that you see a talent
there.

We had a young lady that we hired ocut of
inspection services and she's very talented and
she ——- she really took to the technology side of
it. So when I was speaking with her, T -- 1 asked

her —-- I talked to her about where she wanted
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first year? Any changes? BAny —- you know, you'wve
been around long enough. Yecu've had an
oppertunity to cbserve and to see, you know, how
things operate. 8¢ tell us what you would do, if
anything, to change the way it's currently
operated in either department.

A Yes, ma'am. Let's start with the county
engineer side. The statutery —-- a lot of these
statutery responsibilities falls to the county
engineer whether that be signing the subdivision
rplats or whether that be making determinaticns in
the dirt road program.

The Pay-As-You-Go program is also under
the county engineer side, so I'm going to start
with the Pay-As-You-Go program. I -- the
Pay—-hAs-You-Go program has been a real boom to the
county. We ~- it's given us the ability to do
tremendous things that in the past —-- that other
counties, smaller, are not able to do.

We're finding with the Pay-As-You-Go
program that the traditional weay of deoing things,
the design-bid-build is becoming very burdensoms,

cumbersome. The process is being extended
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greatly.

And I will give vou an example. On the
agenda for your ccnsideration cn Monday will be
authorizing te advertise and receiving bids for
MCR 2012-307, which 1s Half Mile Road. That's a
2012 project. So it was approved in 2012. So
we've been working on it 2013, 2014, 2015, 2018,
2017. That's five years.

The people on our staff are doing what
they can. There's a limitation in the
design-bid-build. I think we should lock to try
to find alternative delivery metheds. Part of
these -- and nothing that we try te do is --
everything we try to do is probably geing to have
to have some legislative backing. But that is the
respensibllity of the county engineer and -- and
working in conjunction with vou guys to make that
work.

Too often the engineers are at odds with
the consultants who are at odds with the
contractor. We have a budgef we're trying to keep
them under. But the engineer gets paid more if

the -- if the price is overrun. 2nd the
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declsion or you make a decision based on their
gualifications.

And then there shculd be a bidding
process on the back side of that where theay
present to us what the cest is. I think you can
ss2e a significant cost reduction. And then the
engineer, it will -- if not -- you know, if not,
the county will only pay me this. The sngineer
will be determining the pay schedule in the sense
-- by -- with the contractor by setting those
project costs. We could -- we -- I think we could
deliver quicker projects on lower budgets if we
move into a direction like that.

Q When you say quicker, how much? Arse you
talking half the time?

A You know, I -- I point to the bridge.

And ALDOT is working towards this design-build --
design-build. They are talking about, ycu know,
whereas five or six yesars ago somebody told me

1 == we would be lucky if we saw it my lifetime.
Here we're talking about they want to have
somebody selectad by the end of the vear, designed

within a year, and constructed within five or six
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after that. And when you're talking about a -- a
billion dollar bridge preject wversus the 1.25

million dollar Half Mile Road project, I've got to
think that there are some ways te find some
improvement in that. And, again, T —-- that Iis not
a slight against our staff. Our staff are doing

the best they can in the process.

Q But it's a process.

A It's a process.

Q And that would have te be changed
legislatively?

A It may have t¢ be changed legislatively.
I -- we would need to consult with legal staff.
I -- I believe we did the roof in kind of a —- a

design-builid.

0 We did. We did.
A I mean, if -- 1f we can extend that to
this, it would bhe & -- a tremendous -- a -- a

trenendous boom te the county. It seems like
we've had -- not everybody was real popular —--
real happy with the rocf. Buft, as I see 1it, we
had two or three projects where we tried to fix

it. And it wasn't until we went with this
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design-build that we got a solution that works.

Further, I would consider putting in an
operation and maintenance clause into that
Pay-~As-You-Go program. You know, the contractor
gets out there and throws it together. It may --
vou know, it may work and 1t may nct exactly. And
then they turn it over to us and our staff has to
maintain it whether it's working or not.

If we put an operation and maintenance
clause in the back of the Pay-As-You-Go, all of a
sudden the contractor has incentive to build it
right, build it well, and build it in =a
sustainable methed. So if they'wve got charge of
operation and maintaining for, say, five years
after the project is -- after the construction
phase is closed, that would take scme pressure off
of our maintenance staff out there on the public
works side because --
Q Any major problems will show up in that
period of time.
A and major problems. And we would not be
buying any major problems. Yes, ma'am. S0 —-

Q Interesting. Ckay.
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I'm a -- I'm longwinded. When I -- when I used to
mentor college students, I always told them that
they could have change incrementally, internally,
or they cculd have external forces that would
force the change upon them.

Not only with Pay-As-You-Go, but with the
dirt road program, we've had discussions -- I -- 1
know with several of -- of vou individuzally —-
that anybody looking to the future, there could be
a day when we are forced to take these private
dirt roads that we have been neglecting under --
legally under the law, there could be a day that
we're forced te take some of thess. And what that
turning polint might be, I don't know.

But I would think -- I would think that
we should -- and this would take a legislative
act. We should consider finding a way to
reinstitute the dirt road program in an updated
fashicon. It would need to be funded. It would
need to be done in a progressive fashion so that
we don't -- if it's dumped all on us at once, it's

an impossible burden. We would -- we would
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struggle.

But if we tock on a rcad incrementally
the way the program was designed, we could get
back -- the people who live on private dirt rcads
are some of our poorest citizens. And it hurts
sometimes. I've -- I've talked to a lot of them
over four or five years. And it hurts sometimes
that there is nothing we can do to help them right
now, that our hands are tied. B&And, so, I -- 1
would suggest that we find a way in the first year
to —-
Q But how could we do that and continue to
maintain what we're already responsible for?

That's been always the, you know, $64,000

gquestion.

A It's -~ it's always —— it's always the
probleﬁ.

Q Probably the 564,000,000 question.

A And -- and ~-- and more taxes is the
easiest answer. T don't have a good answer beyond

that right now. But that weuld be scmething that
T would look at and say, well, how can we fund?

How can we find money to do that? If we -- you
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know, if we're able to take money -- if we're able
te save money in other ways through the
Pay-As-You-Go and other areas, we may find sources
that we didn't know about before or get -- a
repurposed source. But I think it's important
because they are citizens, toc. And -- and a lot
cf them didn't ask to be put in that situation.

Those are the -- those are the primary
things that I would tackle in the first year as
county engineer.

Public works director: We have, T think,
an impending crisis coming. It comes --—
0 A what?
A An impending crisis coming. And it comes
on the heels of what we loocok at as a great boom to
the area, that 1s this ecconomlc boom we're
experiencing. Our Equipment Opsrator I starts out
at $13.13 an hour according to the pay scale from
the personnel board. When this new Wal-Mart
Distribution Center -- if I'm reading the news
reports correctly, they're going to start people
at 515.50 an hour. I think that we could have a

seriocus workforce crisis in the next four to five
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vears 1f we don't.

The commission had the foresight and were
gracious enough to do an increase for the
sneriff's deputies. We saw a problem cocming. The
sheriff —- the sheriff brought to you a proposal
and there was a decision made te increase that
bottom for the sheriffs to help. We may have to
de scmething like that to avert a crisis from ocur
workforce side.

The other alternative is,to consider
operation and malntenance contracts. I -- I think
we should never get rid of having a workforce that
could be cut there and respond. They are our
heart and sculs. We know when the ice falls, when
the storms come, when the surge comes up, they are
cut there on the roads, you know, putting
themselves in harm's way. And I -- you know, I
don't think that should be underestimated and I
don't think that could ever be dismissed.

But we may nsed to consider outside
sources for some of our maintenance needs because
wa just don't -- we've lost over the last four or

five years 40 to 50 easily of cur workers out
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there who found other employment because people
are in demand for the constructiocn right now.
They -- they find jobs elsewhere.

And I think you wcould be surprised if you
went and looked at how many more workers are
working second jobs on Friday, on the weekends
because they're needed to do that to make ends
meet. And we shouldn't have -- we shouldn't have
workers that are having to werk mulitiple jobs to
make -- to make -- to support their family.

But to get to the —-- we may have to look
at operation and maintenance contracts. We may
have to lock at setting aside a porticn of our
maintenance budget and saying -- and looking five
to ten vyears and sayling, okay, we have this
segment of dirt rcads in this area of the county.
You know, Contractcor A, vyou know, here is our
schedule. You need to be -- you need to inspect
this road, vyou know, once every two weeks. It
needs to be graded at least every so often. You
know, vyou need to document the cases. B&nd, if so,
we will pay you X number dollars for the operation

and maintenance of this road.
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Under that kind of thing, it will
probably be more expensive than what our current
people or our operators are paid. Because T - I
think we're underpaying our operatcrs right now.

But it's alsc going to take some
liability off the county and let us share that
some with the contractors out there.

It'1l also give us a response cutlet. On
a -—- on Friday if we don't have somebody in
because we're on four tens, you know, we call our
contractor and say here's -- you know, we nesed you
to go out and check ocut this complaint. All of
these contracts have a call-back provision where
if they don't respond in a timely manner, if we
have to send our people out there, then we could
withhold part of the pavyment.

But I -- there isn't a perfect system.
But I think we'd have to look at other
alternatives. Because I think what we are deing
now 1s not sustalnable. Tt's -- 1t's worked for a
few years. And when the gas tax went up in '92,
vyou know, it allowed us to de a lot of things that

we had not done before. But it's not gone up
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getting to know them. And you need to be able to
respond to their concerns in a way that makes them
feel like you understand what they're dealing with
and what they're going through. BAnd it was -- it
was drinking out of a fireshose,

As I said before, I'm blessed to have a
great staff out there. 2nd they -~ they were
very -- and they walked me through things to help
me understand things that I didn't know before. I
was able to go into it with no ege. I told them,
I said: Listen, guys, I said, you guys have been
deing this, I said, I am the learner. I said,
teach me what T nsed to know te help you guys.
And they have been very gracious to -- to teach me
along the way. They've heckled me along the way a
little bit, too. But that's okay becauss there
has to be a give and take. They have to -- we're
all human and ~- and we're all -- you know, we're
all going to make mistakes. But by spending time
¢ut there, it helped me cope with the change.
BY MR. CARL:
) Thank vyou.

BY MS. LUDGOCD:
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Q In your current rcle, what strategies do
you use to builld morale among those you supervise?
piy I -- I think that -- that being down -
among them and the give and the take and them
seeing you in the trenches is one of the most
important things. T will periodically provide
breakfast out there to the inspection staff. I'll
come in and we all will eat together.

I reinstituted -- when I got cut into the
inspections department, I reinstituted what we
call our monthly roundup. And basically we gst
everybody in a rcom and I say: What's going on?
What do we need to do? What do we need to
address? Let's hear your concerns. And it gives
them an open forum so they feel like when -- that
somebody is listening, that it's not being
ignored, that they know that about once a month,
you know, sometimes once every two months if it
gets real busy, they know there's going to be a
place for them to come and express what they need.

I feel like being flexible with them when
we talk about people needing -- you know, they

need to work through their lunch because they need
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to go early to see their son cor daughter's event,
whether it's a scftball game or a play or
scmething. If you work with them doing some
flexibility on that. If they sez the people
working hard getting rewarded and they see it
being recognized, that helps. Those are the
things that help build the mcrale of the
departments.

Q Okay. When you do monthly roundups, is
it everybedy you supervise or Jjust inspections?
L Sc our inspections department is about 20
something pecple. And, so, we split them into two
different groups.

Generally we have the ones that are cut
in the field for the most part because Lheir
concerns are different than the ones who are
working the front counter.

Q Ckay.

iy And, so, we'll -- a lot of times they'll
be separated by, so that can get their areas.
There is still communication between the two.
Tt's oftentimes that the inspectors say, hey, we

need this from the people up frent. &And I can --
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I can talk to the people up front and say: Hey,
this is what we've got to do.

And the people up front can say: Hey, we
really need cur inspectors to X, Y, Z. 1t will
help make our job easier. And I'm able to relay
that back to the people who are out in the field.
So while ~- they're groups, but we try to get them
to be interconnected enough so that we don't get a
silc effect.

0 Okay. RAre people pretty candid with you
in those meetings?

A Some more than others. Some more than
others. I encourage an cpen-dcoor pelicy. You
know, I tell people, I say: Listen. I said: If
you need to come vent on me to me, I salid, come
and do it. I said: We'll -- we'll get in the --
we'll get in the office. We'll close the door.

I -~ T was down there yesterday and
somebody said: I need to talk to you. And we
went into Tom's office. And I said: We're going
to close the docr. I said: Tell me what you need
to tell me.

If -- i1f -~ people need to feel safe in
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giving you honest feedback. 2&nd if you -- if
you -- 1f they know you're available to listen to
their feedback outside of that, 1t -- it giwves
them a -- the inspections group is pretty tTight.
And, so, they're -- they have a good working
relationship with each other. And, so, they're a
little more candid than other people might be.
But there are still some that come in and
say: Hey, I need you to tell me: Am I deoing what
you need me to do. And we will say yes. We ——
you're doing what vyou need to do for -- actually
what we need is you to focus on X, Y, Z instead.
That way, if they can -- 1f they -- 1f they feel
safe, they can accept constructive feedback in a
little mere -- in a fashion, allow them to be more
productive with it.
BY MS. HUDSON:
Q In terms of performance measures —- and I
guess with either department -- how would you
monitor any differently than you do now or what's
in place to menitor the productivity and
performance of employees to make sure that

everybody is performing to their highest



11

12

13

14

15

16

17

18

19

20

21

22

23

142

capakbilities? What do you do?

A S in our -- in our file room sids,
CnBase has a tool that will allow us to see how
many files have been indexed by any -- or pages
have been indexed by any given person.

And, so, in my performance evaluation of
the employee there, I normally -- we will look at
what they've done the previcus year and any other
previous year, which will break it down. And we
set goals for them to achieve. So, you know, if
vou achieve this, you're doing -- you're —— you
know, by standard level of work, if you can get
here, T feel like you're really exceeding your
expectations.

Inspections is very similar. When the --
they do their inspections con the tablets or the
people up front write the permits and it's tagged
with their name. And, so, I can go -- wWe can Jgo
back and readily identify through the software
what they're doing. Whether what means they're --
if they've messed something up, that means we can
identify that, tooc. And we've had counseling

sessions cn that before where you nesd to be a
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little more careful.

We had a meeting with the OnBase
representative last week. And she was talking
about a -- another piece of their scftware that
will allow us to integrate our public works
inte -- I -- I think we've only begun to scratch
the surface of what public works can do for usg in
terms of reporting. I think it has all the
abilities to measure the metrics that we need to.

Where we need to go now 1s with
implementation. We need to make sure that we are
using the tools to their greatest effectiveness.
End, frankly, we need to train our guys that are
boots on the ground. TIf they understand how the
software is being used toc measure their
performance, whether that means they should check
a box, they should make sure that the field is --
is filled out, vou know, better. TIf they know
that that's being measured and they know that that
will help document what they're deing, I think
that we tie incentives to them achieving more and
decing more as documented through the software. We

have the tools in place to measure these things.



-8

10

11

12

i3

14

15

16

17

19

20

22

23

144

We've got to grow into the tools in a sense.
MS. HUDSON: Ms. Ludgcod?
BY MS. LUDGOOD:
Q And part of that is just the training.
We have software, but we just haven't yet invested

the amount of time that we need to really get in

there.
A And -~ and don't stop the investment at
the administrative level. Let's make sure that

our investment goes all the way to the bottom so
that -- you know, so that these guys, who are ——
who T said earlier was our heart and scul, so that
they know that this software is here to help us
help them do thelir job more effectively as well.
BY MR. CARL:

Qo Have you ever been In a situation where
vou were less successful as a leader than you
would have wanted to be? And what did you learn
frecm that experience?

Y So in probably -- T'm guessing 2012 or
2013, somewhere along in that, my supervisor
pulled me in. And he'd always been very goocd

about saying: Hey, this is the track. If you're
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doing at what you're supposed to, this is the
track on how you continue to promote and you
continue to move forward.

He pulled me aside and said: Hey, lock,
we're going tc promote somebody over you, and this
is why. And T ~-- I -~ I went pack. I said: But
I'm -- I'm doing my job. I'm doing what I'm
supposed to. Things are getting done in a timely
fashion. There -- there aren't any real
complaints that -- that are ccming out. Where is
this coming from? And the response was: Well,
veu know, people ses you on your phone toc much,
People think that you're spending too much time
doing this or doing that.

What I realized is it wasn't that I
wasn't doing my job. But i1t's that I wasn't
satting an example for dolng my best. People
didn't see me and -- and go, he's absclutely deoing
his best out there right now. And that was a
harsh wake-up call for me. It -- you know, it --
it kind of knocked me a little bit because -—-
and —-- but I learned.

From that peint on, when I got fo work in
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the mornings, I would set my phone on the side of
the desk and I wouldn't touch it until I had
worked on the computer, until T had finished some
things. I tried to change the way people saw what
I was doing. I -- I wasn't -- I don't think I was
doing a bad job before.

We have this littie saying out in
inspections, that perception is reality. Eecause
if people don't understand what's going on, 1t's
only what they've perceived that is their reality.
Tf they sse me drive my county vehicle home at
7:30 at night and step at the grocery store and
they see my blue tag at the grocery store, they
go, hey, he's using a county wvehicle for personal
purposes. They may report me; they may not.

But in thelr mind from there, from that
point on, county emplcyses are not using the --
their resources wisely. They may not know that,
hey, I was in the cffice until seven o'clcck that
night and just stopped to get dinner for my wife
ornn the way hone.

But that's we -- perceptlon is reality.

We have to be mindful at all times that -- of the
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0 Oh, yeah. Do you manage a budget right
now?

R Yes, ma'am.

Q Could you tell us a little bit about how

you ensure that costs are controlled?
A So we get a monthly report and -- and

more recently have been given access to

ONESclution.
; What's ONESclution?
A ONESolution is our budget

software that -—-

o Okavy.

B -— the finance department uses.

Q Okay.

B I think the contrelling of the budget

really has to start at the beginning of the
budgeting process. One of the ——- I ~- I asked —-
when I started in inspections, I asked them what
they didn't like about what had happened there
previously, about the leadersihip previously. And
one of the things they said was we weren't
invelved in any of the budgeting and finance

process.
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Sc we started at the -- at the beginning
of the budgeting process. And I said: Hey, guys,
tell me what you want to accomplish in the next
budget year. And, so, each of them loocked at some
training they wanted to do. They might loock at
equipment that would make our jobs more sfficient.

But we started at the beginning in
setting the budget or at least setting what our
task was. And that way they were -- they were
able to know. When the budget came down they were
able te say, okay, yes, we got these things that
we wanted. We'll look at this -- these things for
next vyear.

I did a monthly report, and I go through
the monthly report. I generally start with a -- I
look -- they've got a percent of above and below
budget. BAnd I usuzlly start with that and say,
okay, what is there that just jumps out at me as
being, wow, this is crazy.

For example, the last two years there was
an encumbrance of a hundred and something thousand
dollars from the Kronos software that was in the

inspections department's budget. And I received
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assurances from the ~- from the finance department
that there was sonme -- scmething geing on behind
the scenes that I wasn't aware of. But it jumped
off the page when I saw that large encumbrance.

But I go back up through the line items.

I know which ones —-- I know which ones should ke
about right on. I know how this one should be
about right on. Our bill is 51,000 at the
inspection's office every month. 2nd, so, I'm
akble te guickly look through those numbers and go:
That's about right. That's about right.

Then I lcook at the lower numbers. I'll
go: Okay. What's happening here that these lines
are not getting expended as a proper —- am I going
to expect that scomething has been charged wrong
that's going to come back incorrectly?

And -- and usually I'1]l finish by looking
at the bottem line and going: Okay. We are
halfway through the year, we are less than halfway
through the budget. Things are meore or less on
schedule. Or I will look at it and gc: Okay. We
need tc go back and figure out what's going on

here, Our office supplies are way over budget.
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We need to look. We need to see what we did
wrong, see if there's something that's charged
wrong, or see 1f we need to make changes akout how
we do the ordering, per se.

Q Okay.

BY MS. HUDSON:

Q Matthew, in either of these positions
that you've applied for, well, both positions
require that individual to be able to communicate
well and establish a rapport with the
commissiconers, with department heads, with other
pecple who don't necesserily report directly to
YOou.

How would you go about establishing that
rapport? What would you do to T think create
that, a better relationship or create a
relationship that you could find useful in working

with people?

y2\ I -- I think that should -- I think it
would have to be a two-preong appreoach. I -- T
feel like there is a -- there needs to be a strong

social aspect Lo it. Maybe we pull together the

four -- four or five people at a time or so and we



10

11

12

13

14

15

16

17

18

19

z20

21

22

23

152

go have lunch together,

Tou know, you'd be amazed what you find
out about a person when you're sitting -- when
they're able to relax a little bit to sit down
tec -- to =sat, fellowship, and -- and to just -- to
get to know them. Because it's important to know
them as a person to be able to understand how they
think and how they operate. B2nd, so -- so a
cne-prong appreach would be te try to -- let's get
some people together in a socizl setting. Because
it won't -~ it -- it won't be just -- just me.
I'11 be me and persen A and person B. But person
A and B will probably need to get along too and
need to interact.

The second -- the second appreoach will be
to identify the key stakeholders, the ones that
are very lmportant, and sit down and have some
goal meetings. What do they want to accomplish in
their department? How can I help them accemplish
their goals in that department? How can I help
them cperate more efficiently? What are we not
doing now that's hindering their functions and

hindering their purpcses right now? And then that
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might be the more important thing to ask, how to
make -- how to make things better; how are we
hindering you now?

But meeting with them cne-on-one will
also glve them an opportunity to -- to share
things they might not share in an open forum with
five or six people. And it'll give you a grasp
about how are they managing their department? How
does -- you know, how does it operate? How do
they control it. Or how do they motivate is the
better word for that. That -- that's the
two-prong approach that I would take.

Q Okay. Thank you.

MS. HUDSOMN: Are there any other
guestions that you think we need to
include?

BY MR. CARL:

O " If you were in charge of the engineering
department tomorrow, what are some of the quick
changes would you see under the previous
management? That's off the written script here.
iy Quick changes.

BY MS. LUDGOOD:
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if we -- you know, if personnel leaves suddenly,
that we don't -- that we not be put in a lurch by
people with expertise not being there; but, two,
that we've got a chance to look and see and to
draw on outside -- ocutside perspective on how
we're deing things.

Our traffic manager has undergone an
illness of his own. And we had to make some
adjustments to make sure that we're getting the
perspective from the traffic side. And, so,

that's presented a challenge. But it's also shown

us that we may -- you kneow, a contract —-- having
personnel on -- on staff isn't always the exact
answer. Sometimes we need expertise that may lie

outside that we could use on an as-nesded basis.

BY MS. LUDGOCD:

o] As kind of a backstop.
A As -~ as a backstop and -- yes, ma'am, as
a backstop.

MS. HUDSON: Any written up
questions?
MS. LUDGCOD: Huh-uh.

BY MS. HUDSON:
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you know, a strong leadership role there. We need
somebody that is capable, T feel like, are wanting
to do that. T mean, the people have got to work
with you. So --

P\ And not tec interrupt you, but I think

that that can extend sven to a more micro kind of
scale. We need to make sure that the constructicn
department is working with the design departrent
is working with the development department, even

within engineering,

Q Y'all become a team --
piy Yes, sir.
Q0 -- instead of everyone having their own

little sections?
BY MS. HUDSON:
0 I think someone who is interested in
innovation and lecoking at ways even ocutside the
box to, ycu know, improve things and make things
work more efficiently, most cost effectively.
That's very, very important.

And T think the morale issues is
important to me, that in working with cur staff

members as well as commissioners and department
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heads, just to work as a cohesive member of our
county team. I think that's just vitally
important.

We've come a long way. T think some of
the changes we've made organizationzlly have been
good. And, you know, we're hearing some good
reports,

But I think it's all contingent upon
having the perscnalities in place that are willing
and eager to work together.

BY MS. LUDGOCD:

Q T think I agree with Jerry Carl in
thinking outside the box when you said that. But
when I look at our county, where we're headed, I
feel like we are being dragged into the 21st
Century. But in scme key places, we're holding
onto our 20th Century strategy.

And I want somebody who is going to push
the envelope and come to us with challenges, not
just same ole-same ole. I move, second it. That
you're going to come te us and we'wve looked at
this and this is the way we think we ought to be

geing.  Because some of these things, we could do
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something --
MS. HUDSON: There's always ways
to improve and make things better.
M3. LUDGOCD: Right.
BY MS. LUDGOOD:
Q But we really are not -- this is not our
expertise. And, so, I'm looking for really
someone Lo push the envelope and want to be as
open to change and new and the messiness that
Comes as you try to move an organization?
But I had one highly-placed person that
I was having a conversation with. And I said to
him: The county is really growing. And, you
Know, as we grow our organization is just going to

have te grow along with it. He said to me: I

hope not,
A I'm sorry to hear that.
Q He said: T hope not. Which meant that

he liked the way we've been doing it. But it's
just not going to happen. We've got the cat by
the tail and if we don't cobtain it, we're just
geing to get beat up. So --

BY MS3. HUDSON:
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We want somebody, in a nutshell, that

embraces the chailenge --

A

Q

it.

Yes, ma'am.

-— whatever that might be, not run from

Ebsolutely.

MS. HUD3ON: Anything slse?

MR. BARCLIFT: I just want to take
the opportunity to say: Thank you,
guys. There are good changes going
on with the staff in the county. I
think there is a general uplift, a
positivity. 2And I think a lot of
that comes from you guys. And I
appreciate the efforts that you're
making to -- to reach out and to keep
everybody inveolved and -- and to be
down among with us, too. And I thank
you for this opportunity. 2nd I'm
looking forward to the change,
whether I'm in either of these two
positions. I've got some things that

I'm —— I'm not done with the changes
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in my little realm right now. So
there are more things coming and I am
excited about it, whether it's in
this position or the one where I am
now.

MS. HUDSOW: We have told you how
valued vou are to our team —-

MS. LUDGOCD: Yeazh.

MS. RUDSON: -- znd how well
thought of ycu are.

MR. BARCLIFT: Thank vou.

MS. LUDGOOD: You really are, even
though you —--

MR, BARCLIFT: Commissioner, if
you stop giving me grief, I'm going
to start worrying.

MS. HUDSONW: Thank you, Matthew.

2:32 p.m.

(Brief recess.)
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2:34 p.m.

INTERVIEW OF RICHARD SPRAGGINS

MS. HUDSON: For the record, our
next interview for the County
Enginser and the PFublic Works
Director is Richard Spraggins.
Spraggins, right?

MR. SPRAGGINS: Spraggins. Yes,
ma'’am.

MS. HUDSON: And, Richard, we are
S0 happy that you are here today, and
thank vou for joining us and thank
you for your interest in these two
positions.

MR. SPRAGGINS: Well, I appreciate
the cpportunity.

M5, HUDSON: And the way we've
been conducting these interviews is
we're giving the candidate an
opportunity to basically introduce
yourself, tell us whatever you would

like for us know about you, and then
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we will move on to a round of

questions.
And then at the end, we'll give

you an cpportunity to ask us any

questions that you might like.

MR. SPRAGGINS: Okay.
BY MS. HUD3ON:
0 S0 go ahead and let's begin,
A All right. Thank you. I grew up in
Alexander City and went to college at Georgia Tech
for a couple of yesars and transferred to the
University of Alabama where I graduated.

T came to work to Blount County straight
out of college. And the county engineer that was
there was ready to retire. And he promised to
stay two more years. And ~- but I needed four
vears in order to qualify to take my PE exam. 8o
Lhey hired another retired county engineer, and he
stayed there long enough for me take the exam. He
retired October the 31lst. And I toock my exam on
November the lst, and the county was without a
county engineer for a few months until I found out

my results cf my PE exam, which I passed.
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And, so, I started there in March cof 81
as the county engineer and retired in February of
2012.

And right after I decided to retire, the
ATRIF program popped up, and the highway -- the
transportatiocn director asked 1f T would be
willing to serve on the ATRIP committes to do the
selections, because there were Lwo retired county
engineers to bs on that committee.

And then Rich Mitchell and I knew each
other. And T said something to him about it and
got a call from Mr. Ruffer. &And he said: How
about coming down here and running cur ATRIP
program for us? That's how I came tc Mobile.

And, of course, I run the ATRIP program
for us. And we've got all of our preojects under
censtruction or some —-- a couple of them are
complete.,

I'm working on some Pay-As-You-Go
problems -- programs. And the TAP program, I'm
kind of hanging on for cur third round of sidewalk
projects that we do. I'm alsc doing the regular

federal aid that we get through the DOT.
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So that's the quick run through cof that.
While I was county engineer back in the early
'80s, I saw a need, being a young engineer and nct
really knowing all of the footsteps that vyou
followthrough on a lot of these DOT projects. I
was the chairman of the committee that developed
the first manual for county engineers. And we did
that.

And then later on I served on the
committees to bring the National Association of
County Engineers here to Mobile in 1988 with
Mr. Ruffer. 2nd then -- then also again in 1997,
we brought it to Birmingham, and I was con that
committee as well.

I also served on scme DOT committees to
rewrite the bridge inspection manual. I was one
of the two or three county engineers that was on
that committee with the DOT.

At that fime in the sarly '90s, y'all may
remember there was a big push to go to metric.
And we were rewriting the -- the manual te comply
with the metric system.

We —— T've been on a lot of committees
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with ACCR to do scome things, the joint kid
program. I've been to the legislature to kind of
promote changes in our subdivision roads that have
gone through in the past, visited with several of
those legislatures over the years.

And that's kind of a guick run through
of —— of what I've done in the last 35 to 40
years.

BY MS. HUDSCHN:

o A lot of experience.

A Close your eyes and it's over with,
right?

0 It's net that fast.

BY MR. CARL:

Q It's moving at a high speed. We have a
list of guestions that they provided us on, so 1f
you see us leook down or read a gquestion, we're
trying to keep things moving. And from this, you
will hear us ask some side questions. It really
has worked well sc far. So you're being asked the
same questions that we've asked everyone else.

2y Ckay.

Q But the first one here is: How weculd you
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describe your leadership style? B&nd give us an

example of how you apply that style.

A Well, T -- T kind of have a leadership
style that's a little bit laid back. T -—— I -- T
I'm == T try to meet with each of my employses,

glve them their job assignments and expect them to

do so. Tf they need help, I'm -- I'm there to --
Lo do that.
T try to look forward and -- and try to

see what elss I need to do to keep things moving
to give my employees an idea of what they're going
to de, not today or tomorrow, but maybe next week
or even next month. They -- they've got an idea
what they've got to do in the future as well.

And if they need some help with some

things, I -- I'll -- I'll take time to -- tc give
them that. I try to give them some training where
1 can.

Qo Okay, all right. Thank you.

A Yes, sir.

BY MS. LUDGCOD:
o In the years when you were really in the

ceunty enginser's role, how did you provide
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feedback to your employees and how did vou
recognize their achievements?
B Well, it -- it was kind of a ~- a general
thing. I would let the commission know, hevy,
we -~ we completed this particular project. T
wouldn't necessarily name anybody by name. But
I -- T would Jjust say: Hey, we -- we've done
this. And I think these -- the department or
these particular individuals if I did want to
recognize somecne, I would want to say: T
appreciate you recognizing thess at a —— at a
comnission meeting to say: Hey, a job well done.
MS. LUDGOOD: Can I go?
MS. HUDSON: Sure.
BY ME. LUDGCOD:
Q S0 when you have had emplovees that you
recognized were either one of two things, that
they were going to be a real go-getter and really
was a contribution to the department, I'd like to
know kind of how you tock them and nurtured them.
And then on the flip side, if you've had some that
waere hired who were struggling, how would you

manage those two types?
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A Okay. Well, the ~- the ones that were
doing real well, I -- I would make sure, vou know,
gc through and -- and double check with them and

see 1f there was anything they needesd to do, or

that they had missed and -- and all.
I would compliment them on —-- on what
they were doing when -- when they wers doing

things that I'd asked for. I'd let zhem know what
cther things that I would be looking for when —-
when they were doing a good job.

The ones that I had trouble with, I ~— I
would almest sit down with them at times cn a
one-on-one basis and say: Look, here's what we're
trying to accomplish, A&nd this is what I need you
to start working on. And if you've got scme
problem with trying to understand the methods Lhat
we're going through, I said, lst me know and wa'll
sit down and do that as well.
Q Ckay.
BY MS. HUD3SON:
Q Okay. ©One thing, maybe two things,
because you're an applicant for both positions,

that we would need te know is: What would be your
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short-term and long-term goals for any changes in
the department or either department? What do you
see or think that needs tc be dones on the
short-term and then even on the leng-term to
improve, whether it's efficiency or the cost
effectiveness, whatever. What do you see where
you could come in and, you know, play a role in
making that happen?
g Well, I think on the county engineer's
side, I'd -—- I'd like to see us be a little more
involved in our construction projects possibly. I
know that may mean ancother perscnnel or two.
But -- but from what I've been involved with —- of
course, I'm basically on the design side, but I
have been involved a little bit on the
construction side as well.

I would like to ses us have a better
communicaticen with the -- with our inspectors
and -- and our contractors and such.

Leng term, T think we've got to look
ahead to see what's -- what's out there thal's
coming to us. I know that Ricky Ryan has heen

working on trying to develop the OnBase program so
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that we can have our consultants submit their
plans electronically rather than by paper so that
we can maybe not have to make so many corrections
over and over again with these -~ with these
consultants. And that's a short-term type thing.

Long term, it's a computer age and —- and
everything. And IT is -- i1s just -- just busting
at the seams. And you're hearing about artificial
intelligence and internet of things cut there and
autcnomous vehicles and that sort of thing. I can
see us being -- getting into that in the long --
in the -- in the future of -- of having to set up
sites, wifi hot sites so that thoss cars can --
can read each other as -- as they travel down the
highway.

On the public works side, that kind of
goes in with that, with the IT stuff. But -- but
with our road program, I -- I think we're doing a
pretty good job short-term. I haven't really been
involved in that, so it's kind of hard to say what
are my short-term goals that -- that I would see.

I think we could -- we've got a pretty

good relationship, it seems like, with the public.
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I don't know 1f y'all get very many calis or -- or

I don't hear about too many. You may that T don't

hear zbout.

BY MR. CARL:

Q We s5till get phone callis. MNot a very

good measuring tool.

A Yeah. But there -- there's always some

things that we could do out there on our own in --—

in —- in our road department to see -- to help

look ahead a little bit to make sure that during

the springtime we've -- we've got cur mowing crews

set up that we can run those at the right time of

the year, that -- well, we contract that part out.
Long-term. I'd -~ I'd like to see us get

into some type of pavement management system where

we can go out and -- and Gradall of our roads
ourself or -- or have somebody help us do that.
You'll see a lot of that on -- if you go

to some of these national conventions where

they've got -- they've got a color chart on their
roads where they're green, vellow or red. And --
and you can plot that and you can see which roads

are in bad need ¢f repalr or -- or are in good
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repairs based on the color. And I —- I weculd liks
tec see something like that happen.

BY MS. HUDSON:

Q S0 keep an inventory of road ceonditions
based on & colcr-coding type of system?

A Yes, ma'am. You can go ouf maybe conce --
Once a year or once every two years and —-- and try
to -- or maybe every three ysars or something and
rotate arcund the county and -- and -- and
re~grade the rcads that -- that are out there

and -- and then come back in with a computer
program. And then it would plot how you graded

those roads.

Q So those are unpaved --

A Well, they would be paved rocads.
Q These are all -- okay.

A Yes, ma'am.

BY MS. LUDGCOD:

Q And there is software that can do that
for you?

A Ma'am?

Q There is software that can do that for

you?
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A Yes, ma'am.

Q Ckay.

A That's -- that's something that -~ that T
would like to see us do. And —- because we could

show that to you svery day and say: Look,

here's -- here's our problems that we see in your
district that you might not be aware of. And —-
and -- and that might help y'all decide which —--
which roads you want to do in the next
Pay-As-You-Go program.

BY MS. HUDSON:

O All we have now, we have that rating
system that --

A But -- but you don't -- but -- but you
don't really see the overall picture. I mean, we
go out and say, okay, here's how we graded the
roads that we think need teo be repaired., Well,
this would show you. These roads are in red,
which means they are -- they are a higher priority
than the ones in yellow. Bnd, you know —-

BY MR. CARL:

Q And at this point we don't really have a

lot of input, or I don't, into the rcads that are



10

11

12

13

14

15

16

17

18

19

20

21

22

23

175

being resurfaced unless it's a major project. &nd
then it has to go on the Pay-Bs-Ycu-Go. But if

it's a neighborhood street or scmething, vou know,

that's -- Richard and Chris puts that list
together.

A Yeah.

Q But that software would not eliminate

that, but it would enhance that so we could have
some input, right?
A Right. It -- you know, if you could he
given a map of your district and with all those
coler codes on it and you could sese which ones
that you would prefer to have done rather than,
vou know --

MS. HUDSON: Uh-huh.
BY MS. LUDGOOD:
Q What's the name of that? Do you know the

name of that?

A No, ma'am, I don't. I -- I can --

g But it's called pavement management?
A It's asset management I gquess is —-—
Q Asset management?

A —— is what it's called. Yes, ma'amn.
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They -- they called it asset management. And you
may see it In the pavement preservation-~type
stuff. So -~
MR. CARL: We're going to buy a
lot of books when this is over.
MS., HUDSON: We are.
MR. CARL: Mark Twain --
MS. LUDGOOD: And that was mine,
this is yours.
BY MR. CARL:
0 A1l right. Have you ever been in a
situation where you were less successful as a
leader than you wanted to be and what did you
learn from that experience?
That you were less successful as a leader
than you wanted to be.
pay Well, T -- I guess in some ways vou could
100k at it that back in the '80s when I was just
first getting started in the business, T guess
you'd say, counties didn't get a whole lot of
money in from the DOT and federal funds back then.
We —-- we were lucky to get $100,000 z year. So —-

and there for a while, we got it about once every
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three years. We didn't even get it every year for
a while.

But I had set up a project to replace a
bridge structure in the county. BAnd I thought T
had everything worked out with that particular
commissioner and all. T went all of the way
through with the right-of-way acquisition. We got
the funding agreement with the DOT and I took it
to the commisslon. And -- and they said no. We
can build a bridge for our matching money and just
give -- give that federal money back to ~- to the
state.

I wish I had done more with that. I wish
I could have convinced that commissioner that in
the long run, it would have been beneficial. So
that -— once he built his bridge, we still had it
posted, so it was still eligible for federal
funds.

&nd that kind of taught me a little
something, that T needed a backup plan to be
there, to have a second project sitting on the
shelf waiting for that.

And -- and now that's helped me here.
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A But that -- that experience back then
helped me with -- with what we're doing here

today. It's deing that. Seo you've got to have a
backup plan sometimes. And that -- and that's
kind of helped me understand I neseded to -- to be
a little meore involved and -- and be a little more
of a leader for the county to -- to have a seccnd
set of plans sitting on the side in case we did
lose one, we had another. We don't want to lose
federal money. And -- and that's the only federal
money T ever lost while I was county engineer.
Q Thank you.

MS. HUDSON: Okay.
BY MS. LUDGOQOD:
Q You know, one of the issues we have been
facing, and you've probably been following, is the
study and the report we got. And one of the
things that emerged was some morale issues. What
strategies would you use to try to build mcrzle
among all of the staff, either at public works or
in engineering?

A I would try tec centinue to try to find
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cut the problems cr the issues that -- that our
employees are having, whether i1it's on the roads or
in the office. If I can help sclve them, I'1ll do
so. If -—- 1if -- if I can't, I'11 -- I'1ll come

to -~ to y'all and say, hey, this is an issus

we've got cut there. T'd like te sit down with

y'all and try to develop a plan to -- to improve
the -- the morale that's out there.
Q Uh-huh.

EY MS. HUDSON:

Q Richard, in the position of either the
counly engineer or public works director, you
would be in a position of T guess more of a
heightened communicaticn with a number of
different entities, whether it's commissioners or
directors of other departments or even outside
organizations or entities. How would you go about
trying to establish a good rapport in

communication with these different entities?

iy Well, it -—- I kind of started that when I
came -- came to Mcebile with -- with the -- with
the DCT. I -- I just went over there and just sat

down and met them face-to-face and said: Here I
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am. Here's what I'm trying to do. And T wanted

you to know if I can help you, let me know.

And -- and I've done that with some of
the -- you know, with -- with Bill Melton and —-
and Tyler. I've -- I've sat down and talked with

Lhem a little bit,

But T would look at that. I'd talk with
the road builders & little bit. I'd kind of begin
to get to know some of those. But that's what T
would want to do., 1 would want to sit down with
them face-to-face and say: 1I've just been in this
position. I'm getting -- I want to get started on
the right foot with everybody and -- and see if
there's anything that -- that I can do from our
side to help them and -- and offer any assistance
that I could.

] And how do you see yourself working with

the commissioners?

yiy Well, I hope I have a good relationship
with all three of you. A&And -- and -- and
that's -- that goes with it. The -- like I would

want to sit down with each of you. If thers's

a —- an issue in your district that T'm working
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on, I'11l come to you and let you know what the

problems are and -- and what my sclution is to the
problem.
@) Ckay, all right.

BY MR. CARL:
Q What do you believe are the most critical
steps Lo take when managing any change? &nd what
are some pitfalls to avoid?
A What kind of change? What -- to take -—-
0 Yeah. What do you believe are the most
critical steps to take when managing any change?
And what are some of the pitfalls to avoid?
A Some of the critical steps would be to
let that particular department or these particular
employees to be aware that, hey, this is fixing to
happen and these are the reasons why.

I —— T -- and I think that goes with --

¢n the pitfalls. If you don't let the people

that's ~- that's affected by the change know
what's coming or -- or what's going to be
affected, then -- then you're going to have a

problem from the very beginning.

/Y
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BY M3. LUDGOOD:

9] So you've had guite a distinguished
career as a county engineer and your wvarious
roles. What would you consider to be your
greatest achievement, 1f you can think of one, if
not maybe two? What are you most proud of?

A Well, T -- I'm -- I'm most proud of --

of -- cf what the county was able to accomplish
while I was in Blount County as far as the number
of projects that -- that were completed. We
completed a 506-fool bridge there in -- in the
southern end of the county. And cbvicusly with
federal money being only 200, $300,000 a year,
and -- and this -- this project was close to
$1,000,000, I was able to work with our probate
judge slash commission chairman.

And back in the '80s when this was being
done, the DOT would allow counties to swap federal
aid funds or borrow from one to the cther. And he
and I went around to several different counties
and -- and borrowed their federal aid with the
understanding that we'd never pay it back.

Because they cculdn't spend it. BAnd we were able



10

11

12

13

14

15

16

17

18

15

20

21

22

23

164

to get several -- we got scme from Clay County,
some from Bibb, some from Walker. I don't
remember how many others. But -- but that --

that's kind of an achievement I'd like to say T
was able to bring more money inte the county than
what they would normally receive.

BY M5. HUDSON:

Q Okay. When giving direction to your
employees, how do you go about making sure that
these directions are followed through with?

A Well, once T give them, I'l11l give them a
couple of days and -- and on a small scale. On a
larger scale, I'd just have to go back to ths
supervisors and see.

But I would -- T will give them a
directive and then maybe a week go by or so,
depending on the type ¢f job that I'm asking them
to do, go back by and check with them and ses if
they've got any issves with it. I they do, then
I'll try to help them resclve those and try to
keep them on track.

That's kind of one thing I guess I -- I

don't like to do is =- is have a bunch of stuff
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sitting on my desk walting for me to -- to take
action on. My desk may look like a nightmare when
you come up there and -- and -- and visit me,

but -- but any incoming mail that I receive, I
basically take care of within the next couple of
hours. I -- I want that -- i1f it came to me

and -- and if it's got to go to scmebedy else, I
don't want to be the person holding up the process
ever how far it has to travel.

Q So you do ongoing evaluations. You
monitor the performance?

ey Yes, ma'am. Yes, ma'am.

BY MR. CARL:

Q This is my last question. I'd better
make it a good, hadn't I? How do you enlist
support of your staff to establish a common
approach to solving a problem?

A Well, I lock at their strengths and their
weaknesses. And I -- I -- we're zll working there
together to try to come up with a solution to
something. I would want to —-- tec ask those
employees: What do you think? What can I do?

What can we do as —-— as a team to —-- to resolvwve
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this issue? And, so, 1 would try to do that

within -- within the departments.

And -- and -- and with our supervisors
ocut on -- on the roads, I would want to get with
them and -- and say: Hey, let's sit down and see

if we can't resolve this. And you tell me what --
what vyour problems are. And if we need to bring
in your equipment operator to say: Hey, we need
you to work the road a little better or -- or
operate that motor grader in a different way, we
need -- we need to sit down and show you what we
need to do.
MR. CARL: I got two phone calls
vesterday and twe phone calls today
on & motor grader. It's motor grader
waek.
MR. SPRAGGINS: It's about that
time.
ME. CARL: Yeah.
MS. HUDSON: It's springtime.
MR. SPRAGGINS: Yes, ma'am.
MS. LUDGOCD: I'm done.,

/f
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BY MS5. HUDSON:

Q Okay. I guess let me just ask you: In
your career, in every job that vou've had, if you
had to tell us what the biggest challenge you've
encountered is, what would you say it was?

A My biggest challenge was back in the
Garvey program, which was back in the early 2000s.
Each county got —- well, got a minimum of three
and a quarter million. And that -- that's what
Blount got at that time.

But we had to spend our funds or at least
half our funds within the first three years of —--
of the program. I was politely tcld that T would
spend at least half of that monsy in that
three-year allotment or T would turn in my

resignation. And, so --

Q You got busy.

A Yeah. They -- they -— that -- that

was —- was kind of critical. Ricky was working
with me at that time. And -- and I never told him
untll just a couple of years ago. But -- but he
was good enough to work with me., And -- and we

worked some late nights trying to get the plans
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developed and all of that. We did. We spent

two-thirds, a little over two-thirds of our noney

in that first three years.

time.

Q

Yes, it was. I hate to hear that. But

you've done an incredible job. And it's not

escaped our notice --

A

Q

Well, I appreciate it.
-— on the work you've done.

MS. HUDSCON: And I guess we'll
just end by asking you: Do you have
any gquestions of us?

MR. SPRAGGINS: Well, I know

you've got some more interviews to

do. I know -- I assume you'll try to
make a decision, but -- but whatever
your decision, I'll —— I'1l support

you in every which way I can.

MS. HUDSON: Well, thank you.

MR. SPRAGGINS: I want to continue
to do that. &nd I appreciate the
opportunity to be here.

MS. HUDSON: Well, we certainly

But that was a scary
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value you as an employee and --

MR,

M3.
family.
we?

MR,
YOu.

MS.

MR.

MS.

SPRAGGINS: Well, thank you.
RUDSON: -- part or our

We're a family here, aren't

SPRAGGINS: Yes, ma'am. Thank

LUDGOOD: Thank you.

SPRAGGING: Yes, ma'am.

HUDSON: Well, we have all of

the interviews this week. And, of

course,

process,

Now.

ME.

MS.

I know this has been a long

It's been about 18 months

SPRAGGINS: Right.

HUDSON: Some of that is

because of the, you know, due

diligence and all through the

personnel board and everything that

had to happen. But we expect to make

a decision.

MR.

fine.

SPRAGGINZ: Okay. That'll be
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HUDSON: All right.

MR. SPRAGGINS: Thank y'all,

MS.

HUDSON: Thank you wvery much.

(Brief recess.)
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3:24 p.om.

INTERVIEW OF JOHN DAILEY, JR.

MS. HUDSCN: We are reconvening
this meeting and our next candidate
is Mr. John Ray Dailey, Jr.

MR. DAILEY: Yes, ma'am.

M3. HUDSON: We appreciate you
being here and thank you for your
interest in this position. He is
interviewing for the position of
county engineer.

And the way we've handled this,
Mr. Dailey, is we will allow you an
opportunity to introduce yourself,
tell us whatever you would Like for
us to know about you. And then we'll
follow that with a series of
questions, and then end with giving
you an oppertunity to ask us any
guestions that you might have. Would
yvou like some water?

MR. DAILEY: ©Ne¢, I'm good.
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MS. HUDSON: Oh, ckay. ALl right.
And you'wve met Commissioners Ludgood,
Mr. Carl and myself.

MR. DAILEY: I've never been to a
county with so few commissioners
before.

M35, HUDSON: Well, there's three
of them in the state. Out of &7,
there's three counties with three
commissiconers. But this is by far
the largest.

MR. CARL: We're the best locking
group you've ever seen though, right?

MR. DAILEY: I will say that, yes.

MS. HUDSON: And the only
commigsion I think that's majerity
female.

MR. DAILEY: Oh, really?

MS. HUDSON: Yeah.

MR. CARL: My mind has ggone.
There's cne in Portland that,
whatever county Portland is, I think

they're all females.
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All of my wife's people are from Mobile.
And my child, my youngest child is fixing to start
college. And my wife says: I'm ready to move
back home.

And this job opening came up. And, you
know, I said: This would be a perfect fit for me.
I'm 52 years old. And this would ke a point in ny
life where I could go -- it just fits me.

And, so, here we are. I've pbeen doing
engineering my whole life. I've seen both sides
of the coin. I -- T know politics. T won't say I
enjoy pclitics, but T know peolitics.

MS. LULGOCD: We wouldn't either.
A I'm not young. I'm not going to try and
reinvent the wheel. I'm not here to stir up the
boat. I know how to make pecople do what needs to
be done. T know what'll work and what won't work
frem both sides of the -~ the equation.

I'm a certified credentialed professional
with Alabama Department of Environmental
Management. I have been asked to be on the Board
of Engineers twice. I turned it down both times

becanse it would have been -- it would have been
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just teo much hassle for what it's worth.

I enjoy spending time by my -- I love
fishing. That's one reason why T -- I want to
move down here. I love bay fishing. And I don’'t
care much for the blue water, but I do like bay
fishing.

End T ~- I guess that's really all I have
to say.

MS. HUDSON: Okay.
BY MS. LUDGCOOD:
Q Can you tell us a little bit about the
kind of censtructicn you've done?
A I have done Jjobs ranging from
$25,000,000, highways and bridges, all the way
down to pecple's driveways. And I have designed
bridges for timber companies: Bloedel, Forest,
Soterra, Scott's Land Management Company.

I've sized culverts. I do a lot of
consulting engineering work with my company. That
gives me a niche because most contractors don't --
don't ~- don't have that in the neck of the woods
I come from.

And I -- I do a lot of environmental
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work. And T did some grant writing. I help with
grant writing with the City of Camden. I'wve done
that on several occasions. BAnd anything to -- to
help out wherever I'm at.

MS. HUDSON: Thank you.
BY MR. CARL:
o We've got a list of questions here that
Wwe were provided with. So 1if you see us looking
at them and reading them off, we were trying to
glve every applicant the same opportunity to
answer the same questions.

Altheough if we hear something that wants
to take us in a little different direction, we're
certainly leaving ourselves open for that. So --
A Okay.

Q -— if you don't mind, we'll ask you a
handful of guestions and you can just rattle off
what you feel like your response should be,

And I'11 go first. How would vou
describe your leadership style? And give us an
example ¢f how you apply that style.

A I'm not a micro-manager. LI like to

assilgn tasks to people and get regular reports on
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their -- how it's -- how it's going. T --
micromanagement does not work. I prefer -- and
then if I check on someone's progress and 1it's not
progressing at a rate that I think is acceptable,
then me and that person should have a talk about

why 1t's not progressing at a rate that I feel is

acceptable.
G A11 right.
A They generally blame it <on the person

below them, and that person will generally blame
it on the person below them. But my answer to
that is: Well, vou're ultimately responsible.

And because T'm ultimately responsible —- because
you're not going to get -- vyou're not going to be
asking questions of the persen -- people below me.
You're geing to be asking me guesticns. So that's
the reason why.

T don't like to micromanage. But if
we've got a road crew doing something and they're
not getting anything done, whoever 1s over that
road crew, then 1'll ask them why is this not
getting dene and give them an opportunity to

improve.
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Q Okay. Thank vou.

BY MS5. LUDGOCOD:

Q Okay. So how do you maintain mcrale
among those that you supervise? 1 know having
been a county engineer, you know that the salary
is never right. You know that we aren't able to
really pay the staff as much money as they would
like. And, so, sometimes morale issues develop.
Bnd I just wondered: What kind of things do you
do to try to boost morale or what kind of things
do you do in your company and then as well as the
public sector? Some examples.

A Employee morale affects every aspect of
every company, whether it's public or private,
especially nowadays.

At my company now, 1 do little things
from time to time. I take the employees and have
little cockouts for them from time t¢ time. I
don't know if y'all are -- would allow such things
as that. But if like maybe twice a month 1 could
do little barbecus cookcuts or scmething for the
employees to show their appreciation for, vyou

know, meeting certain goals cor, vou kncw, or if
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someone is not tardy for work or good attendance
Lo work or -- there are a million different ways
and we could coms up with all sorts of things to
show and -- our appreciation for employees that —-

that appreciate their jobs and that value their

Jobs.

In other words, there's all kinds of
things that we could come up with. I mean,
with -- sitting here in front of you, it's kind of

hard tc just come up with them off the bat. But

we could come up with all kinds of things.

But I -- I -- the barbecue thing,
sometimes I -- I -- I just cock steaks —- steaks
not very often -- but sometimes I do chicken
halves. BAnd you'd -- you'd be surprised how much

that does.

0 50 basically just show appreciation and
show them that they're wvaluesd, find different ways
to show that they are valued as —-

A Yes, ma'am. You know, anything other

than nothing but grumbling. Nothing but grumbling
doesn't but sow problems. In other words, if yeu

can, you know, throw a coockout for them every once
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in a while. You know, just do anything.

Q Okay. Thank you.

BY MS. HUDSON:

Q How would you go aboul establishing a
rapport and building & relationship with the
commissicners as well as people who don't report
to directly to you, either other department heads,
other outside crganizations and groups that you
would go be dealing with outside, you know, just
on a regular basis? How do you go about
establishing a kind of rapport and relationship
building?

A Okay. I have found in the long run,
brutal and total honesty works the best in the
long run. We may not always be best chums, but if
I tell you the truth every single time you ask me
a guestion, the hard truth, then it always comes
back that I felt like T did what was right. And
then in the end I think that yeou -- y'all as
commissicners, I mean, y'all aren't fly-by-night.
I mean, you've got -- this is Mobile County, vyou
know. And this is the second biggest metropolis

in the state of Alazbama. I mean, sc y'all had to



10

11

12

13

14

15

16

17

18

15

20

21

22

23

201

have stuff going right to get here anyway. BSo -~-

Q That's the best compliment I've been paid
lately.

y2y So, in cther words, I guess what I'm
saying is: Y'all have got scme sense. So, in

other words, if I tell you the truth, y'all have

got to see that for what it's worth. Because if T
sugarcoat stuff or tell you what you want to hear,
eventually I'm not going to be able to deliver on

what I tell you when I tell you what you want to

hear.
Q What about ——
A All right. Outside offices, ADEM,

underground untility companies, ADEM, boy, that's a
big one there. Thay are —-
MR. CARL: Well, they are here
quite frequently.
o (Comment redacted.)
BY MS. HUDSON:
Q You're pbrutally honest.
MR. CARL: Don't put that cne the
raecord.

A 1 can work with anybody. I have gotten
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along with ADEM in the past. I don't know what
y'all's relationship with ADEM is now. But I will
do everything in my power to make it better and
certainly nct make it worse.

But 1f T see that they're doing something
that I feel like goes above and beycend what I feel
like is best for Mobile County, then I'm going to
bring it te y'all's attention and -~ and then look
for direction from y'all on which way you want to
go 1f that's what y'all want me to do.

EY MR. CARL:

Q Well, a lot of what we're lecoking for is
some new ideas. You know, new ideas from people
that, vyou kncw, have got what it takss to get us
there. Tell me about the biggest changes in a
work situation that you've had to manage and how
you coped with it.

BY MS. LUDGCOD:

Q And, as you're answering that, you will
be coming in from, you know, basically other --
yocu've been in different counties. How would vou
help Co manage that change and get pecple

accustomed to you and your style and all of that?
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Because we've had the same engineer for 40

something years.

h What is his name?

Q Joe Ruffer.

A Yeah. I -- I knew Joe Ruffer.

Q Okay. So basically you'd be coming

behind him after all of those years. And part of
the change would be, you know, getting used to a
different pexrson. But how would you manage that?
A The biggest change that I probkably faced
in the work environment was —- let me see -- would
have to be the formation of ADEM.

MR. CRRL: The formation cof what?

MR, DATILEY: When ADEM was formed.

MR. CARL: Oh, okay.
A Everything turned topsy-turvy. 2&nd, at
first, the counties, all they -- all —-- all they
had tec do was get their different watersheds, a
different permit for all of their different
watersheds. And then ADEM left -- left the county
alone. All right.

Well, then they moved to where 1f you

disturbed more than five acres, vyou had to get a
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permit. Well, now if you disturb more than one
acre, you've got to got a permit.

And then the Corps ¢f Engineers came
along. &nd if it was a navigable waterway, a blue
line on a topo map, you had to get a permit from
the Corps of Engineers, which was never a problem.

But then the Corps of Engineers got out
of that. So we had to go back to ADEM again. And
then we started having to go through these
cultural resources assessments and these
archeclogical digs on all of these sites before we
ccould have a project.

And T don't know about Mobile, I'm -- I'm
sure you ran into the same thing. But if you're
going to take a nasty curve out of a road and you
have to have that cultural rescurce assessment
done and they find one piece of pottery —-

MS. HUDSON: Or a milk bottle.
MR. CARL: Or a tortoise.
A -~ or a yellow belly snail darter,
you're --
MR. CaARL: I'm scorry? & yvellow

belly what?
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up, rather than taking the cheapest route of just
taking -- we had to make a long sweeping curve.
It ended up costing us about four times as much
money. And it look me a long time to get used to
that.

And then we had to start looking out for
the red-cockaded woodpecker. I'm sure y'all have
heard about those.

] Ch, yes. We've heard about those.
MR. CARL: Alsoc called the
plantation pecker.
MS. HUDSON: Right.
MR. DBILEY: 2&nd -- and they're
great big. They're probably that big
{demonstrating). And --
MS. HUDSON: HNoilsy.
4 Now when you do a project, you have to be
mere concerned about erosicn than you do about the
actual building of the project.
BY M5. HUDSCN:
Q And that's a bad thing?
A Yes, ma'am. I ~- I'm not -—- I'm all for

saving the environment. I really am. But it's
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like the tail wagging the dog. That was the
hardest thing for me to adjust to.
MR. CARL: You're going to love

Mobile. Everything we got down here

is environmental-related.

Everything.

MS5. HUDSON: There's a lot of tail

wagging going on.
I But I've got -- getten pretiy good at it.
That's the reason why I went on and got certified
as a credentialed professional with ADEM.
BY MS. LUDGOOD:
Q I heard you say that early on. And I
said, well, you said if you can't bheat them, join
them. So you -—-
A S¢ I can talk the talk with them, just as
good as they can.
Q So ¢n the budgets, when you were a county
engineer before, you did manage budgeta?
I Yes, ma'am. They were relatively
insignificant compared to probably what the
budgets y'all manzge.

/7
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BY MS, HUDSON:

Q What was the size ¢f the budget that you
managed?
yay About $£3,000,000.

BY M3. LUDGOGD:

Q So I would imagine ycu had to be
creative.

yiy Oh, yes, ma'am,.

Q What were some things that you used just

to try te make those dollars go as far as you
could make them go?
A Well, if money got to running short, then
we'd start blading the dirt roads with about half
of a2 crew and put them to cleaning shoulders so we
could get all ocur 3-R money. We'd put it over
into the general fund so we could have that money
to make payroll and cother stuff. BAnd you could
transfer your two-cent money over into your 3-R
money and use it, too. And we had a lot of
shoulder pulling and a lot of stuff like that to
use up that money.

We never had a system as good as y'all,

the Pay-As-You-Go program, which I think is a
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marvelous program.
MS. HUDSON: We are real proud of

it.
BY MS. LUDGOOD:
Q So yvou had to figure out where there's
money and make the work follow where you could
pull that money?
gy Yes, ma'am.
BY M3. HUDSOW:
o Okay. Should you be appointed to this
position, what do you see coming in within your
first year? What would you be trying to
accomplish? I mean, do you have some -- I don't
know how much you know about Mobile County
engineering or how familiar you are with it, other
than Pay-Rs-You-Go.
A I'm pretty familiar with the county. I'm
not very familiar with the personnel other than
1 -—— 1 know -- T knew Mr. Ruffer pretty well,
pretty well, I liked him a lot. And it would
be -- my first would be to get to know everybody
really well.

Q And how would you do that?



10

11

12

13

14

15

16

17

18

19

20

21

22

23

210

A Talk to everybody.
o To everybody.
A Talk to everybody one-con-one and let them

know that I'm not here to be anybody's enemy. I'm
not here to be a head hunter. I'm not here to run
anybody off. I didn't come here to step on
anybody's toes. That -- you've got to -- to let
people know that quick.

Because everybody 1s going to be mad or
jealous or, you know, that they -- they're going
to think you stole the job or you didn't deserve
the job or somebody within the system should have
gotten the job or -- you've got -- you've goct to
put those fires out quick or you're never going to
get a rapport with the people. You never are.

And you've got to get out there ahead of

that quick and -- and get those people on -- you
xnow, to where they're thinking, well ~-- well,
he's -~ he's not a bad guy. You know, he just

come down here tc work like the rest of us.
Once they get to thinking like that, then
you can start having a rapport with them and then

you can learn. And then you nesed to get out with
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each of your superintendents or feoremen and you
need to get out and ride with them on the roads
and take pictures and see what the problems are.
Do y'all get calls from people in your districts
about problems?
Q Sure.
MR. CARL: Yeah. Middle of the

night, middle of the storm, all of

it. Calls, e-mails, grocery store,

the mall, wherever ycu are.

BY MS. HUDSON:

Q We have a lot of calls wanting us to
maintain private roads. We get a lot of that.
And then some of them are very, very sad
situations because they're in deplcrable
conditicns. People can hardly get up and down,
But, you know, the law doesn't allow it.

And, of course, there is concern even if
it did, you know, where would the money come from
to maintalin & road -- I mean, to take over a road,
you know, that we're using our dollars to try to
maintain what we've got. So there's a lot of that

that we hear from people.
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A Yeah. We run inte that everywhere.
And -- and the sad part about it is, there's some
of them you really wish you could help and then —--
but if you help one --

ME. CARRL: You help them all.
A -— you've got to help every cone of them,
And -- and there'll be a newspaper man or somebody
behind every tres. And it's just —-

BY MS. HUDSON:
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Q It's a tough situation.
A Yes, ma'am, it rezlly is.
MR. CARL: Is it my turn? I'm
sorry. It's your turn.
MS. HUDSON: Is it mine? You were
last.
MR. CARL: I don't know.
M5, HUDSON: We started our

foliow-up guesticns.

MS5.

one.

LUDGCOD: You asked the last

That was my last notes were

your questiocns.

MS.

MS.

HUDSON: OCkay.

LUDGCOOD: It's the one-year
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goal.
MS. HUDSON: You're right. You're
right. Okay. Yeah. So it's you.
MR. CARL: Okay. So it is me.

A1)l right.
BY MR. CARL:
Q Have you ever been in a situation wheare
you were less successful as a leader than you
wanted to be? What did you learn from that
experience?
I Yes, I have. Back when I was younger, T
learned a lot. T learned a lct of valuable
lesscns. And I don't assume anything. Tf it
looks like a fox and smells like a fox, it still
not might not be a fox.
o I've never heard it put that way. But
you're right though.
A And -- and I guess a snake would be
another good one. But treat everybody like you
want to be treated. 2And -- but the minute you
think you're in -- in a compromising situatior,
you need to tell the pecople you work for.

MR. CARL: Frair enough.
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A And let them decide how —- how to
proceed. Don't take the matter into your own
hands. You need to tell the people you work for.
BY MS. LUDGOOD:

Q I'm not sure about how Chilton Ceocunty
works. What is it, like a unit? There's a unit
system? 2And then what's the other cne?

B There's a district system and there's a

modified unit system and then there's a full unit

system.

0 So which one was Chilton County?

yiy That was a unit system.

Q Is that the one where the commissioners

themselves go get on the eguipment?

B No, ma'am. That was -- everything down
there --

Q The district --

Fiy The county engineer.

Q Okay, all right. I got you. Okay. I

was just trying to get that clear in my mind. So
Washington County, they must be a district because
they actually --

MS. HUDSON:; They get on the
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BY MS. HUDSCN:
Q &nd that is averaged out to go into their

yearly evaluation or how does all of that work?

iy That is -- that gees into their personnel
file and then -- and they're given
to-improve-upen. In other words, it doesn't rate

fer or against them. But it's giving them time to
improve upon so when they have their yearly
evaluaticns, we can go back and lock at these
monthly evaluations and say: You were given
January, February, March, April, May, Junes, July,
August, September, and Ccteber and November and
each time you were told to improve upon this. Why
did you not improve upon this every time?

0 Iz something like that feasible when you
have 250 employees?

A We may have to do it once a guarter or

something like that or rotate it. You know, do

all the "a", "B", "C" and "D" one month and do,
yvou know -—-
Q But how do you actually measure? Do you

look at the work output for each individual in

terms cof work that they're directed to do and
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A You can -- you c¢an go behind -- I -- I --
I've been in that type of -- this type of stuff my
whole life. And I can go behind a motor grader
man and within 15 minutes I can tell you whether
or nct he knows what he's doing or not.

2nd I can sit behind him or go behind him
the day after he does a road and say: Well, he
did a jam-up jcb on this road. So I ain't worried
about him on the motor grader. He does all right.

If go behind somebody else and the road
is shaped like this {demonstrating), where all the
water runs right in the middle of the road, then I
know he's got to have some training.

And if I do some training and then --
then the road looks like this (demcnstrating),
well, he's got to have a little more training.

But then if I come back after three
months and the road lecoks like this (indicating)
then we did good.

MS. LUDGOOD: T have one like the
first one in my district. I do.

MS. HUDSON: We need some more
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drains.
MS. LUDGOCD: And cne like this

and they call me.
BY M3, HUDSON:
o And that make senses in pubklic works.
But on the engineering side of things --
A A1l right. On the engineering side of
things, I don't know how y'all do your
engineering. Do y'all have people that draw your
plans up for vour different projects or do y'all

hire consultants to draw your plans up?

0 Some of both, depending on the size.
A It's —— it's pretty easy to -- when we
say, okay, I want tc get this -- this overlay

project done up. Overlay projects are pretty easy
to get done up. I mean, it's not a whole lot of
checking.

And if two weeks down the road, I say:
How are we coming on the overlay project? Because
the -- the commissioners really want to get this
thing bid cut. Well, I've just got the title page
done. Whoa now. Is -- is there some kind of

problem? Man, I‘ve been working myself to death.
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That's all I can get done on it.

Okay. Well, then explain to me why
that's all you can get done. I'm not the kind of
person that's just going to jump all cover him to
start with. I'm going to let them tell me why
they can't do the work.

And then if they -- if they can't tell me
why they can't do the work, then I'm probably
giving it to somsbody else and tell them I want
this done by sc-and-so.

And then that person will get mad. And
then the next time I give them work to do, okay,
is there going to be proklem? Are you golng to be
able to get 1t done? You know, i1t -- vyou know,
and my surveyors —-- do you y'all have surveyors?

MS. LUDGOCD: We de i1t by

contract. We don't have any in-house

anymore. We contract those out.

A A1l right. Well, that's probably a
good ~- a good thing because surveying equipment
nowadays 1s so expensive.

But when I was the county engineer, we

did all of our plans. We didn't centract anything
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out. And we had to draw all of it. And you just
had to get 1t done. And it's just a matter of
finding the right motivation for that person. And
1f that person cannot be motivated to do the work,
then it's either find somebody that'll de the work
or either that -- and if that person cannot be
motivated to do the work, then that person needs
to be replaced.

BY MS5. HUDSCON:

Q And based on your evaluation of their
output that you see --

A Well, I mean, I don't want fo answer a
loaded question. I -- but I can tell 1f someboedy
is not doing all they can do. But I will gladly
take guidance from pesople that have been here
Longer that me and say, you know, cut him some
slack, you know. He's got this prcblem or that
problem or he's going through some hard times
right now or somsthing like that. Because there
are a lot of things I don't know, me being new.
But I'm not going to come here and try to chop
somebody's head off right from the start,

Q Okay.
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I haven't been to a job interview in
25 years,

Do you know when ycu will be
making your decision?

MS. HUDSOW: Tt should be very
soon., We will complete interviews
this week. And shortly after that --
I can't give ycu an exaclt date -- but
we anticipate soon because this has
been open now for the last 18 months
while we restructured the department.

At one time when Mr. Ruffer was
still here, he was public works
director as well as the ccunty
engineer. And we've basically
divided those positions. BAnd, so,
the scope of work and Jjob
responsibilities had to all be
re-written through a personnel board
and go through that process. And,
so, now we've finally gotten all of
that back so that we can interview

people. And then the decision should
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be coming socn after all of the
interviews end.

MR. DAILEY: Yes, ma'am. Who
would be my direct supervisor?

MS. HUDSCN: The county
commission.

MR. DAILEY: And the majority of
the county commission --

MS., HUDSON: You would work for
all three cf us.

MR. DAILEY: Yes, ma'am.

MS. HUDSON: You would be
reporting to us, all three of us.

MR. DAILEY: Would I come tc the
county commission meetings?

MS. LUDGOOD: Yes.

MR. DATILEY: 211 right. And
then --

MS. LUDGOCD: You set your agenda,
the things ycu need approved. You'd
be responsible for werking with your
staff tc create the items Chat need

to be on the agenda, the stuff that's
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geoing out for bids, subdivisions,
You have primary respconsibility for
developing those.

MR, DAILEY: How many people are

on the staff in the engineering

department?
MS, HUDSCN: I think -- is it 507
Somewhere around 50. Public works is

a lot larger. 1It's about 250. The
two together are around 300 or so.

MR. DAILEY: Goodnesss.

MS. HUDSON: A few less than 50.

MS5. LUDGEOOD: Because we have
design and —--

MR. DATLEY: Well, I look forward
to working for v'all. I really do.

MS. HUDSON: Okay. Any ocother
gquestions?

MR. DAILEY: Do you have to wear a
suit and tie every day?

M5, LUDGOCD: HNo.

MR. DAILEY: Okay.

MS. HUDSCN: 1Is that a deal
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breaker?

MR. DAILEY: ©HNo, no, no, nc, no,
ne, no, no, no. Does the county get
to furnish the vehicle to go kack and
forth on?

M5. HUDSON: Uh-huh.

MR. DATILEY: I think that's about
all T have. Insurance?

MS. LUDGOQOD: Yes. We have a
family rate and a single rate. And
the employee contributicn I think
right now is right at maybe 17
percent. We pay the --

MS. HUDSON: We have a good
benefits package.

MR. DATLEY: It sounds like it.

MS. HUDSCN: We do.

MR. DAILEY: That is absolutely
marvelous. Because I have an
autistic daughter and I have to have
good insurance big time.

MS. LUDGOOD: So we have an

subsistence allowance that basically
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for every day you come to work you
get an additional $10. Tt's
something really that originated with
law enforcemsent and then we expanded
it to everybody. So basically it's
your lunch money.

MR. DARILEY: ©Oh, it's like a per
diem.

MS. HUDSON: Yeah. Kind of.
Okay. Well, Mr. Dailey, agaln, we
appreciate your time this afternoon.
Thank you for sharing with us.

{(Recess taken.)

4:30 p.m.

MS. HUDSON: I move to be
adijourned.

MR. CARL: I second.

MS. HUDSON: We stand adlourned

until Thursday.

- END OF PROCEEDINGS -
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