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Laying the 

Groundwork

Many municipalities face a wave of 

retirements in public works, 

creating urgent needs for 

succession planning and knowledge 

transfer.

AGING WORKFORCE & 

SUCCESSION GAPS

As DPWs struggle to recruit and 

retain staff, existing employees face 

heavier workloads, leading to 

burnout and further attrition. 

UNFILLED POSITIONS 

INCREASE WORKLOAD AND 

BURNOUT RISK

COMPETITION WITH THE 

PRIVATE SECTOR

Municipalities struggle to compete 

with private industry wages and 

benefits, especially for skilled 

trades and CDL-licensed positions.

Municipalities that invest in 

employee development, 

mentorship, and internal promotion 

pathways see stronger retention 

outcomes.

RETENTION HINGES ON CULTURE & CAREER 

PATHWAYS



Rethinking Succession Planning

Succession Planning Is a Risk Management Strategy

Not Just a Hiring Tool

Union Contracts Can Be Navigated, But Should Not Be Avoided

Transparency in Hiring Is a Best Practice

Even When It’s Hard



Union Collaboration and 

Flexibility

Structured Advancement from 

Laborer to Operator II

Early Success Validated 

the Model

Designed to Overcome 

Licensing and Market 

Barriers

How Danvers Built the DPW Pathway Program

Responding to a Persistent 

Vacancy Crisis

Built-In Accountability and 

Exit Criteria



Union involvement from the start

Financial Analysis - can we afford to do this?

Ensuring proper protections are in place and agreed 

to

Clear timeline for the review process

Key responsibilities tied to the proposed role

How the change supports long-term stability for the 

town

Details...





DPW Pathway 

Program: 

Considerations

Require upfront investment in training, 

mentorship, and licensing support. 

Budgeting for these costs ensures the 

program is viable and scalable

Secure Sustainable Funding Early

These programs are not just about 

filling today’s vacancies. They’re about 

building tomorrow’s workforce. 

Embedding them in your long-term 

succession strategy helps future-proof 

your department

Link to Succession Planning: 

Invest Early, Invest Often
Municipal leaders must model the 

mindset shift: embracing new 

approaches, supporting internal 

growth, and being transparent about 

expectations—even when it’s 

uncomfortable.

Lead by Example

Employees and candidates need to 

understand the path ahead. A 

transparent timeline with milestones 

and qualifications builds trust and 

keeps participants motivated.

Create a Clear, Visual Roadmap



CONSIDERATIONS

Licensing and Training

Budget Impacts

Operational Continuity

REQUESTED BY DEPARTMENT & 

EMPLOYEES

Employee Feedback

Department Needs

Retention Motivation

Streets Division Pathway Program

WHY THIS MAKES SENSE

Build on Proven Success

Future-Proof Workforce

Cost-Effective Strategy

Culture & Engagement



Danvers Other 

Considerations

• Sign On Bonus Program

• Compensation & Classification Studies

• Review of job descriptions

• What can we do in-house and pay stipends?

• Do employees know the path forward?

• Commitment to training and development



Recruitment 

Retention

Succession
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Challenges

• Entry-level skill gaps

• Seasonal labor shortages

• Licensed operators and skilled 

trades

• Below-market pay for engineers

• Low pay vs. regional peers

• Limited incentives for 

licenses/certifications

• Heavy overtime concentrated on 

few staff (burnout risk)

• Reactive workload due to thin 

staffing

• Aging workforce in skilled 

roles

• No structured training 

pipeline

• Limited supervisory 

development

• Unclear career paths 

Recruitment Retention Succession



Vision and Goals

Collaborate with 

the Union to 

support workforce 

development

Expand 

departmental 

opportunities for 

career growth

Strengthen 

education and 

training 

funding



Entry-Level Base

Established positions 

requiring no special 

licenses (labor roles)

Career Ladder

Enabled progression from 

entry-level to licensed 

operator roles

Strategy

Horizontal Growth

Added more divisions to 

create leadership 

pathways

Training & License 

Assistance

Established a path for employees 

to obtain licenses paid by 

employer in advance



Horizontal Growth

Expanded the department with new divisions and 

positions that opened paths for staff to step into 

leadership roles.

Highway Division
Highway Division

Traffic Division

Water Division
Water Treatment Division

Street Water & Sewer Division

Utilities Mechanics
Water Mechanics

Wastewater Mechanics



Entry Level Base

Create base roles in each division that need no 

special licenses and give a clear starting point 

for entry-level staff.

Laborers Maintenance 

Persons

Streets Water & 

Sewer

Highway

Traffic

Parks



Pay Scale Alignment

Create pay scales tied to licenses in Water 

Treatment, Water & Sewer, and Wastewater, 

including non-operators to allow easy transition to 

operator roles

Match license levels with pay-scale track

Licensure & Salary Grade Track

Water
• No license for entry 

level operators

• 4 grades with highest 

as a T3 Operator for 

HTPO

Wastewater
• Requires T3 for entry 

level

• 3 grades with highest 

as a T6 Operator for 

HTPO

Mechanics
• No license for entry 

level 

• 3 grades with highest 

as a T6 Operator for 

HTPO

• Does not reach same 

pay grade unless 

becoming an 

operator



Vacancy Challenges

 We continue to face a high 

number of vacancies, 

largely due to competing 

wages offered by 

neighboring towns. This 

remains a key area of 

focus for future 

adjustments.

License Program 

Success

 Multiple employees have 

taken advantage of the 

employer-funded license 

program, enabling them to 

advance into skilled and 

licensed roles.

Internal Promotions

 We have successfully 

promoted staff from within 

the organization into 

leadership roles, 

strengthening institutional 

knowledge and morale.

Is It Working?

Entry-Level Pipeline

 Entry-level positions have 

been filled, creating a 

strong pipeline of talent. 

This approach is beginning 

to pay off as these 

employees progress 

toward more specialized 

roles.



Increased Training

Increased soft-skill 

training for foremen and 

superintendents

Wage Study

Ongoing wage study will 

guide future budgets 

and salaries

Structure Study

Ongoing department 

structure and efficiency 

study with Collins Center 

will inform future 

adjustments for better 

outcomes

In The Works



Secure funding for education and training 

programs expansions

Formalize partnerships with trade 

schools

Implement revised pay scales and 

career pathways

Future Focus



Engage underrepresented 
and non-traditional 

groups with a realistic 
view of policing

Identify that 
recruitment in LE must 

be re-imagined

Examine what other 
departments and 

industries are doing

Recruitment 

Strategies

Signing bonus

Value experience 
(pay, vacation, 

longevity) Lower minimum 
requirements while 

maintaining standardsRelax strict hiring 
procedure

Internship program, 
community engagement

The best recruiters are 
our current employees!



•Pay attention to the small things
•Hold people accountable for how they 

treat each other (what is tolerated is 
endorsed)

•Every employee is valued 
•Intrinsic motivation vs. extrinsic 

motivation

Identify individuals’ 
interests and 
capabilities •Training investment

•Promote innovation and 
empowerment

•Leadership development 
(internal and external 

programs)

Professional 
Development

Retention

Yarmouth Police Department



Succession 

Planning

Yarmouth Police Department

Engage and allow them to be 
involved past their current role
• Budgets, procurement, 

training, program 
development, etc.

• “DON’T BRING US A PROBLEM 
WITHOUT IDENTIFIED 
SOULTIONS”

Identify individuals’ 
interests and capabilities

Bring them to meetings, review 
policies, ask opinions

Share responsibilities and 
experiences to get others 
involved

Meaningful involvement 
creates ownership and 
satisfaction

When employees are 
empowered to contribute to 
the organization, they are 
more likely to buy into the 
mission and vision and see 
themselves advancing in 
the department and being 
part of the future



Q&A

MMA Connect 351

Mass Highway Association
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