
TOWN OF KITTERY 
Office of the Town Manager 

200 Rogers Road, Kittery, ME 03904 
Telephone: 207-475-1329 Fax: 207-439-6806 

kamaral@kitteryme.org  

TO: Kittery Town Council 

FROM: Kendra Amaral, Town Manager 

DATE: March 22, 2021 

RE: Council Interference in Administration 

In consultation with the Town Attorney, I have decided to release the reports related to the interference of 
Councilors in administrative matters.  The reports have been redacted to comply with state and federal laws. 

The Town of Kittery employs over 120 full-time, part-time, and seasonal staff members.  As a major 
employer, we have an obligation to the taxpayers to ensure we follow all federal and state employment laws, 
the Charter, Town Code, Town policy, and the collective bargaining agreements the Town is signatory to.  
This obligation is not only required, but is the best means to protect the Town and our taxpayers from 
avoidable lawsuits and fines associated with improper employment practices. 

The Town of Kittery does not take positive or adverse employment actions based on political pressure or 
interference.   

The expectation that I would take employment action against any staff member based on an improper 
investigation by an elected official was unrealistic and inconsistent with my track record.  My work has 
focused on following proper processes, which in this case means investigating complaints of harassment or 
wrongdoing, and taking warranted and legally sound action based on all of the evidence and information 
available.  I do so without bias or influence from elected officials, as is demanded by my professional and 
personal ethics. 

The former Councilmember’s interference in the administration has had a profoundly negative impact on 
overall morale and productivity throughout our organization.    

We have a lot of work to do to address the issues identified in the formal investigation regarding workplace 
conflicts in the subject department.  I am committed to working collaboratively with the Teamsters Union 
to get staff back to a place where they feel safe and valued.  I am working to assure staff in other 
departments that they are not being targeted or followed as they go about their daily work.   

The Town of Kittery is tremendously fortunate to have a team of public service employees who care about 
the work they do and the manner in which they do it.  Many of the staff members are considered the best in 
the state for their profession or trade.  I will be focusing on restabilizing our workplace culture so that we 
can continue to retain and attract the best employees.  All of this will take time and a commitment from 
staff and elected officials that we will follow proper processes to achieve the best outcomes. 
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TOWN OF KITTERY 
Office of the Town Manager 

200 Rogers Road, Kittery, ME 03904 
Telephone: 207-475-1329 Fax: 207-439-6806 

kamaral@kitteryme.org  

FROM: Kendra Amaral, Town Manager 

CC: Stephen Langsdorf, Town Attorney, Preti Flaherty 

DATE: March 12, 2021 

RE: Councilor Accusations against Employees  

The intent of this memo is to summarize the accusations, and steps taken regarding the situation involving 
Councilor Denault and Councilor Lemont.  The focus is solely on the items that related specifically to the 
operation of the Town administration and staff. 

An investigation into the accusations include a review of records, collective bargaining agreements, town 
policies, and interviews of all staff members in the department.  The interviews did not reveal any new 
accusations of wrongdoing against the targeted staff.  

1. Employee timecard was altered
Reviewed the timecard in question and the prior three months of all timecards.  No evidence supporting
the accusation was found.

Accusation was determined to be false.

2. Shopping “on duty” by staff, staff “stealing time”
Full-time employees are entitled to a combined hour of break time during the day.  How that breaktime
is scheduled and used is governed by policy, CBAs, and department operations.  Reviewed Denault’s
report of accusations which indicate time away from the office was approximately one hour or less on
the three days reported.  Reviewed three months of timecards.  Reviewed Title 4, Collective Bargaining
agreements, and Town policy.

No interviewee specifically alleged that the employees at issue: (1) left work early and did not return; (2)
showed a pattern of leaving work for any extended amount of time, or; (3) left work after being
specifically instructed not to do so or without authorization.  Both employees had flexibility in terms of
when they were authorized to take their lunch breaks, neither employee was subject to any restriction in
terms of whether they had to remain on the premises or not.

There is no evidence of policy violation or wrongdoing.  Accusation is determined to be false.

3. Employee using unmarked town vehicle
The accusation fails to state what the alleged violation is.  Complaint appears to be about which vehicle
the employee is assigned in performance of their duties.

There is no evidence of policy violation or wrongdoing.
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4. Employee(s) enjoying a role greater than the job description
Questions and concerns regarding assignments are to be raised and resolved by the employees’
supervisor.  Union employees utilize the grievance process, per CBA.  Job descriptions include “and
other duties as assigned”.  There are no grievances regarding this in process with the governing CBA
units.

There is no evidence of a policy violation or collective bargaining agreement violation.

5. Town vehicle is not marked
There is no policy on marking town vehicles.  Accusation of “potential misuse” appears to be
speculative at best and is not actionable.

There is no evidence of policy violation or wrongdoing.

6. Employees threatened by Supervisor after “issues brought to Town Manager”
Issues were not provided to the Town Manager by Denault or employees prior to the meeting cited in
Denault’s report.  The Denault report references a conversation among staff after a union member
threatened to file a grievance against the Town for another union member’s violation of the CBA in
assigning overtime.  Interviews did not result in any evidence of harassment.

Accusation is determined to be unsubstantiated.

7. Position “recently created” in order to give it to Supervisor’s relative.  Employee was hired
without background check.
The seasonal position in question has been posted and filled since 2011.  Named employee was hired in
June 2020 as a seasonal staff member. A full background check was performed consistent with Town
Policy and included reference checks.

Seasonal employee was transitioned to fill one full-time position when two full-time positions became
vacant in December 2020.  Transition was completed only after consultations with bargaining unit
members, as requested by Town Manager.  Employee had no record of performance issues from the
supervisor.

The Town does not have a nepotism policy, but requires no relative report to another.

Accusation is determined to be false.  There is no violation of Town policy.

8. Employee hired is “disabled” from a prior job.
It is illegal to discriminate against candidates based on a perceived or known disability.  Hiring decisions
must be made on the person’s ability to perform the job duties as presented in the job description.

There is no documentation from supervisor regarding performance deficiencies of named employee.

Town may not explore medical information without a legitimate, non-discriminatory reason to do so.
No basis to investigate further at this time.

9. Employee conducting a private business with Town Resources and using Town credit card for
personal purchases
Conducting a private business on Town property and/or using Town business cards for personal items
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is not permitted. 

Reviewed invoices for business card purchases from FY21 July 1 to January 31 and found no evidence 
of improper purchases or purchases that do not serve Town functions.  Pink paint was purchased in 
FY19 for artwork (pink pig) that was raffled as a Town sponsored prize at the Town’s Recycling booth 
at the Block Party. 

Existing work conditions require the named position to use some of their own tools to perform work 
on the Town vehicles and equipment.  Their personal tools are stored on town property, and the 
employees are allowed to access their tools and use of the town property for personal use after-hours as 
an established past practice work condition. 

Private business occurring afterhours has been ended.  Accusation of using Town funds for private use 
is determined to be false. 

10. Employee taking material from the Resource Recovery Facility that the Town could sell
The Town’s hazardous waste contracts require the Town pay to dispose of hazardous materials it
collects at the KRRF, including paying to dispose of the material cited in Denault’s report.

Accusation is determined to be false.

Follow-up items:
Look at whether the Town should change its processing and price structure for certain material that the
Town is able to dispose of for no cost if employee wishes to take them.  Determine whether such
disposal is consistent with DEP permit for hazardous waste handling.

11. Employee accused of “harassment”
Town policy requires complaints of workplace harassment must be made by the employee to the
supervisor, department head, Human Resources, or Town Manager.

Interviews did not result in any evidence of harassment.

Accusation is determined to be unsubstantiated.  No further action to be taken.

12. Employee rigged a bid for surplus town property
Accusation includes no actual evidence of wrongdoing and appears to be pure speculation. Interviews
did not generate any additional factual basis for this allegation.

The Town utilizes a third-party bidding service for the sale of surplus equipment and vehicles that have
residual value.  There is no policy that prohibits a Town employee from bidding on the items.  The third
party handles the bidding and documentation.

Accusation is determined to be false.

13. Employees getting their personal vehicles worked on after hours.
Existing work conditions require the mechanics use some of their own tools to perform work on the
Town vehicles and equipment.  Their personal tools are stored in the Town garage, and the employees
are allowed to access their tools and use the garage after-hours as a past practice work condition.

It is not an uncommon practice for trades-based operations (private and public) to allow employees to
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use facilities after hours for their own work, in consideration for the use the use employees’ privately 
purchased tools.  Though common practice it does raise questions of liability if there were to be injuries 
or physical damage resulting from the after-hours use. 

Follow-up items: 
Develop an inventory of personal tools being used to the benefit of the Town and look into the Town 
purchasing all needed tools for the mechanics.  Negotiate with Union about possible change in work 
conditions. 

14. Employee raised concerns and did not receive response
Reviewed meeting with HR Manager and reviewed HR Manager notes.  Notes include statement that
Town Manager needed to consider the letter and consider what may be next steps.  Employee was not
told he would receive a report back on any actions taken.  HR Manager confirmed she spoke with
employee after the meeting and reiterated that the employee would not receive a report back from the
Town Manager regarding any actions taken.

Reporting structures and work responsibilities are set out in CBAs.  The employee did not raise ideas
and concerns regarding job responsibilities and organizational structure to Union steward or Business
Agent.

Accusations determined to be unsubstantiated.

Follow-up items:
Union Business Agent agreed to train members on how the CBA works, proper processes for raising
issues covered by the CBA, and chain of command.
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