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Whether you’re a brand-new local government leader or anexperienced manager taking on a new role, the first weeks onthe job are full of opportunities to establish relationships andcommunicate priorities. A new manager can set the tone of hisor her tenure for years to come with early choices, soconcentrate on these priorities as you’re settling in.
1. BUILD RELATIONSHIPS.
The policy issues and operations are important, but the mostimportant thing is to begin building relationships. They are thekey to success, so spend adequate time creating and nurturingthem. It’s smart for a new city or county manager to walkthrough the entire administrative building on the first day andshow up at police stations, community centers, maintenancefacilities and other employment centers–without an entourage–in the first weeks (or months, depending on thesize of the government). This communicates to employees that their work is at the heart of the organization.
On the first day meet with department heads and senior staff, establishing the ground rules and answering theirquestions. Proceed to elected officials and their staffs, other managers, employee representatives, and boards andcommissions. As you settle in, meet with as many community organizations and interest groups as your scheduleallows. Explain your priorities and stress that your office is open and accessible. This will take a lot of time, but itwill be worth it.
2. CHOOSE CHANGE CAREFULLY.
A new manager often wants to put his or her stamp on the organization and fix mistakes of the past. But it’sworth it to spend a little time getting to know the government as it exists and reassure employees beforeintroducing too much change. A good leader instinctively knows, when taking the reins, that the starting pointhas to be respect for the people, the organization and the way work is done, and that every change must be wellthought out before being implemented. Changing policies or people just for the sake of change is a bad idea.
3. KNOW AND ARTICULATE A CONSISTENT SET OF VALUES.
Beyond the everyday policies and workloads, every professional manager needs to have central principles thatguide the work of the team. Some examples:

Department heads and senior staff act not as free agents but as the city manager's representative, especially
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when interacting with elected officials and the media.Managers are expected to work collaboratively, making important decisions only after consulting with the othermanagers who work will be affected.Continuous improvement is the goal of every manager, which requires a positive tone and a constructiveenviornment.Be clear about the core values the first day on the job and reinforce them throughout all the work of theorganization during your tenure.
4. SPEND TIME WISELY.
There are three things to spend time on: people, general management and policy issues. While the balancebetween these elements varies with the scale and complexity of the government, each of these three dimensionsof the role are important. To get the right balance requires a first-rate staff that is well-organized and functionslike clock-work.
5. BALANCE INTERNAL AND EXTERNALS NEEDS.
The internal world is the operation of the executive branch of government, the administration. The external worldis the mayor and council, the press, the community and other entities external to the government. To be effective,you need to organize so you can effectively lead in both worlds. That means you need staff support to get thingsdone that you want to do. The best leaders are constantly delegating work to others, especially staff memberswhose work they control, do instead of taking on the work themselves. The goal is always to increase the leverageof your time, working through others.
There are other issues that will arise and other priorities that will become prominent as a new leader settles in. Anorganization review or management system review of the government can equip an incoming manager with a360-degree look at the organization, and most first-time managers will benefit from executive coaching. Butthese few principles are important from day one, for rookies and veterans alike, to set the right tone for asuccessful tenure.

ABOUT THE GUEST BLOGGER:JERRY NEWFARMER, FORMER CITY MANAGER OF CINCINNATI, OHIO, AND SAN JOSE,  CALIF. ,  IS PRESIDENT AND CEOOF THE GOVERNMENT-CONSULTING FIRM MANAGEMENT PARTNERS. HE ALSO SERVED AS CITY MANAGER OFFRESNO, CALIF. ,  AND ASSISTANT CITY MANAGER OF OAKLAND, CALIF. NEWFARMER, A NATIONAL LEADER IN LOCALGOVERNMENT PERFORMANCE MANAGEMENT, HAS BEEN ACTIVE IN ICMA THROUGHOUT HIS CAREER.




