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	Natick Finance Committee

Pursuant to Chapter 40, Section 3 of the Town of Natick By-Laws, I attest that the attached copy is the approved copy of the minutes for the following meeting: 

Town of Natick Finance Committee 
Meeting Date:  January 22, 2015

The minutes were approved through the following action:

Motion:	Approval
Made by:	Jonathan Friedman	
Seconded by:	Jerry Pierce	
Vote:	7.0.0
Date:	March 3, 2015

Respectfully submitted,
Bruce Evans
Clerk
Natick Finance Committee



NATICK FINANCE COMMITTEE MEETING MINUTES
January 22, 2015

Natick Town Hall
School Committee Meeting Room, Third Floor

This meeting has been properly posted as required by law.

MEMBERS PRESENT:
			
James Everett, Chairman
Jimmy Brown, Vice-Chairman
Bruce Evans, Clerk
Edward Shooshanian
Christopher Resmini
Patrick Hayes
Jerry Pierce
Tony Lista
	Cathy Coughlin
	David Gallo
	
MEMBERS ABSENT:
	
Cathleen Collins
Mari Brennan Barrera
Mark Kelleher
Michael Ferrari
Jonathan Freedman

ATTACHMENTS:

Meeting called to order at 7:05 p.m.
The Chairman, James Everett, reviewed the evening’s agenda and the materials included in the handouts. 
ANNOUNCEMENTS:
Bruce Evans:  There is a book sale this weekend at the Morse Institute Library Saturday January 24, 2015 9:30 to 4:30 and Sunday January 25, 2015 12:00 to 3:00.  $1.00 for hardcovers, $.50 children’s books and paperbacks.  There will also be videos, music CDs, and LPs.
Diane Packard, Town Clerk:  There is a local election coming up on March 31, 2015.  Nomination papers for town meeting seats are available in the town clerk’s office and are due on February 13th.  For a new town meeting member, nomination papers only require ten signatures so I urge people to think about running for town meeting which is the town’s legislative body.  The last day to register to vote for that election is Wednesday, March 11, 2015 and we will be open until 8:00 p.m.
All census forms should arrive at Natick homes today.  If you have any questions please call us.  Otherwise please return your completed census.
Mr. Everett: Tonight’s agenda and all the exhibits are on the Natick Town website.  For those wishing to follow along just go to the calendar click on today’s date, click on the agenda and then the link to view the Finance Committee’s Agenda and meeting materials.
For those at home if you want to be on the distribution list for future schedule changes please email me at Fincom@natickma.org or click on my name on the Finance Committee web page. 
PUBLIC CONCERNS/COMMENTS: 
None.
MEETING MINUTES:
None.
OLD BUSINESS:
2016 Spring Town Meeting Hearing Schedule Updates
Mr. Everett: I have received a few sub-committee meeting postings and I will put those on there.  I am going to re-publish this probably once per week. It will be on the website and it will go to the town meeting members I have on my distribution list.  
If anyone watching wants to be added to the distribution list please send me an email at fincomchair@natickma.org or just click on my name on the Finance Committee web page. 
The schedule now includes a few sub-committee hearings so if you know you’re going to have them, please let me know and we can put it into the agenda as soon as possible.
There have been a few updates to the budget books that are out there and Jeff Towne is going to start putting staffing sheets in Appendix F starting Monday morning.  There is one out there now for the information technology group because we’re reviewing that tonight.
The revenue summary page has been fixed.  The column for 2016 has been brought back into the print parameter.
MOTION
Motion to open public meeting on 2016 Budgets.  
	Moved/Motioned by:
	Mr. Pierce

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	None

	Vote Favorable
	11-0-0





NEW BUSINESS:
2016 Budget – Town Clerk
Presenters:
Diane Packard, Town Clerk
Bill Chenard, Deputy Town Administrator, Operations
There are very few changes to this budget.  There were three elections this year and there will be three elections next year.  In FY16, there will be two elections.  There will be the presidential primary as well as a local election.  The presidential primary is likely to be a much busier election than the previous one because the presidency is “up for grabs.”  During a year when there’s an incumbent the primary is quieter.
There are no new things that are happening within our budget this year and we’re trying very hard to continue to implement the many changes that have actually come down during the course of this year.  We have started using a new dog license program which is part of MUNIS and happened January 1 and so we’re getting used to that. And last year we licensed more dogs, over 3,000, than we’ve ever licensed since I’ve been here.  And as far as workflow effect, 75-80% of that happens between January and March.  
This past year the State House passed a very comprehensive election bill. We got approval to take the cancellation mechanisms off the ballot boxes which we were happy about because they are problematic. The new election bill has some pretty significant changes in it including early voting for the presidential election in November 2016. We don’t know yet how much money early voting will cost because the regulations are not written yet. For example last presidential election we did 2,000 absentee ballots which are almost ten percent of our voters.  It requires a huge amount of paperwork.  So if you assume that a large number of those voters will now vote early instead of absentee, over our counter in person versus sending in a ballot by mail, plus anyone who votes absentee, this will affect how and where we staff the early voting.  And that just depends on the regulations and how they want to handle early voters.
We may have to buy another ballot box because they might need to program that voting machine with all of the different precincts – which you can do – and keep it locked up until election night.  We will probably have to run two sets of voting lists – so there are a variety of things that are going to happen.  We will need some people to man early voting because of the compressed time frame. 
On the clerk side, the State implemented and started an electronic death certificate system so all work is now done electronically online.  It is much better but the doctors and funeral directors are not very happy about it.  In the end it will make the certificates much better but for now it’s a learning curve.  It’s one of those things until you get on there and use it, it’s just more difficult.
Staff-wise, we have the same number of staff we’ve had since before I came here.  
QUESTIONS FROM THE COMMITTEE:
With respect to early voting – can we assume that you can vote early for any reason?
Yes.
How many ballots fit in one of those machines?
They say the maximum is 600 but we’ve never had one hold 600.  We are not sure what the regulations will be about emptying the ballot box.
Line item additional cost for additional staff – what is that line item?
That’s contractual and other clerical contract – longevity.
Is your operational staff unionized?
Yes.
Does the $573 increase year cover the contractual costs under the contract?
Mr. Chenard:  None of the town municipal budgets have any salary increases in these other than steps that are required and the fact that next year’s a leap year so we had to pay for one additional day.  The number you’re looking at only covers the cost for that additional day it does not include any increases in any contracts.  All union contracts on the town side expire on June 30, 2015.
Since all union contracts expire during the middle of this calendar year that’s where we kept it separate in the Selectmen’s … 
Mr. Chenard: That’s right.
Is the administration going to come back with the usual warrant article on the salary of our elected officials?
Mr. Chenard:  We are looking at that and I think it is dependent upon market numbers we’re looking at and also what we’re doing for everybody else.
The possibility is we’re going to have to come back and visit this again once we’ve done that particular warrant article?
Mr. Chenard:  Yes. So with that in mind, anybody who’s looking at the salary management line and wondering whether it should be up or down, that will be reviewed in a warrant article and then we’ll come back and look at this again at that time.  So we can just assume that it’s flat for year over year at this time. 
The travels in the budget – when I look at the actuals you don’t come close on the travel.  Do you think you’re going to see more travel?
Ms. Packard:  Two things happened on that one.  First, the major clerk’s conference is in June for the close of the fiscal year.  And that money includes that.  Second, there was money for a conference that I was scheduled to go to in November. As a result of being out of the office for two weeks in October, I did not go to that conference.  So that money was included in that budget before that. 
That was included in the FY15 budget . . .
Ms. Packard:  I plan to try to go to that next year.  
But you said there was another major one in June which would be covered under FY2015?
Ms. Packard: Every June there’s a large Clerk’s conference at the Cape.  
Okay so what you’re saying is you didn’t go to the FY14 conference?  I’m looking at actuals from 2013 and 2014 and 2015 appropriated which is the budget.  And then I see the budget between 2015 and 2016 being flat at $2,500. And I don’t see us having spent $2,500 in the past.  I know it’s a small amount, only about $1,000, but I’m asking?
Ms. Packard:  In 2014 I did go to that conference for the first time but there was another conference that I did not go to because of the weather – it was in January.  And also this includes the ability for one of my staff members to go and there is additional information and classes that are appropriate for them. And sometimes it works and sometimes it doesn’t work based on schedules. 
Binding, you have a budget of $7,200 this year and $7,200 next year you have no actuals in the past – can you explain what the binding is?
Ms. Packard:  We’re doing historic document restoration as a separate budget item.  But we have many, many books downstairs for which we did not buy the appropriate archival books and we are in the process of working with a company to re-bind them.  Over the past ten years they didn’t bind the marriage, birth and death certificates properly but instead they put them in three-ring binders.  So we need to put them in archival sleeves to protect them because they’re permanent records.
It should have been done in the past but it really kicked in this year?
Ms. Packard:  We’ve done some in the past but it requires that we have enough time and space to carry out the project.
Could you explain what the communication, print and advertising expense is about?  I know it says to cover the cost of printing and advertising on warrants for town meetings.  But I haven’t seen any actuals in the past there so where was it covered in the past?
Ms. Packard:  For town meetings we do that and for the elections and for confirmation cards.  It depends also on whom gets the bills for what – some of the warrant bills come to the Selectmen’s office and some of them come to us.  And honestly with an election warrant I never know how much it’s going to cost because it depends on what’s on the warrant.  
I’m just looking at that historically where there were actuals are noted there were no actuals?
Ms. Packard:  I don’t know why there are not actuals there – because I know we spent money.  Sometimes it’s very hard to tell which of it goes in the Registrar’s budget and which of it is in the Clerk’s budget.
And so any of these funds that do not get spent drop to free cash?
Ms. Packard:  That’s right.
Do we know what the current run rate is on the 2015 budget?
Mr. Chenard:  It’s currently just under 30 percent, but does not include any December or January expenses.
So is there a cyclical period of time where the clerk’s budget gets spent more than others?
Ms. Packard:  Yes, the census was pretty expensive to mail and then after the census gets returned to us we actually have to mail out confirmation cards.  In the report, I noted that we are not using a different kind of printer type of address cards so many of the confirmation cards are going to people who have moved out of state. That allows us to take them off our list when they send it back to us signed.  So it costs more money to do that but in the end saves us money because in this past year we sent out almost 2,000 fewer than we sent out last year.  Without a doubt, the beginning of the calendar year is a much busier time for us than the rest of the fiscal year. 
MOTION
Move approval of the 2016 Budget – Town Clerk in the amount of $254,816 of which $232,766 is personnel services and $22,050 is supplies.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Mr. Pierce

	Motions or Debates:
	Mr. Evans:  Thank you for taking us through the details of the budget and what you are working on.
Mr. Pierce:  Thank you for the level budget and the exceptional service. 
Mr. Everett: Based on history I’m concerned that costs come in and are paid out of many pots.  I would request that you look at your budget and rectify any small problems just to be sure that the accounting is done correctly.

	Vote Favorable
	11-0-0



2016 Budget – Elections
Presenters:
Diane Packard, Town Clerk
Bill Chenard, Deputy Town Administrator Operations
I gave you a lot of the background about elections.  The budget is pretty much based on the number of elections. One of the things that’s not reflected in this budget is the state aid we get every year.  The reason it sometimes is confusing on paper is because we never know if we’re going to get it or how much it might be.   We get extra polling hours from the state – to ensure that the polling stations remain open for the prescribed number of hours.  We get additional monies from the state for the additional hours we stay open.  
This past year we got a fair amount of money for the additional special elections we ran.  That was in FY14 but the money didn’t come in until FY15.  I did use that money first because it seemed like the appropriate thing to do because what’s left in the budget at the end goes back to Free Cash whereas the money the state gives us has to go to elections.  We do get money for extra elections most of the time, but we don’t get it until well after the elections has been held.  
Questions from the Chair:
That money has to come back to your budget for expenditures?
Ms. Packard:  For elections.  And so, when that money comes back in FY15 even though the elections happened in FY14 and there was a reserve fund transfer in FY14 to cover those expenses, I use that money to cover the expenses in FY15, which is probably going to make the expenses in FY15 look lower on a budget point of view than they actually would be.  The special state revenues are not included in this budget. 
When that money although the money comes in for expenses from FY14 I use the money for FY15 elections expenses.  So this makes the expenses for FY15 look lower than they would be if we didn’t have the state money that really belongs in FY14 to pay bills. The special state revenue are not included in this budget and last year it was approximately $35,000.  
What line do they get accounted for on?
Ms. Packard:  It’s a separate line item on the general ledger – I’m sure it’s revenue. 
It’s on the general ledger and it’s not in this budget.  So this budget doesn’t show the ins and outs it just shows the outs?
Ms. Packard:  Yes.
So in effect it’s ends up on the general revenue side?
Ms. Packard:  It’s on a special line item, it’s called special reimbursement.  Because we get some money every year based on the extra polling hours, but for the special elections we got significantly more than we usually get.
I’m looking at the accounting trail from the time the state gives it to us, it goes into an account and then it goes to pay expenses first and then the second place to spend money is out of this budget?
Ms. Packard:  So for the election I would pay all the poll workers out of that line first so it looks on this line probably didn’t have any elections workers for November.
I would like to see that as a separate line item not within this budget but I think that needs to be noted there.  I would like to get that.  I just want to be sure that we can see all of the offsets.
Right now is it going to show up under departmental revenue in the budget book or no?
Ms. Packard:  It shows up as a special line item.
Mr. Chenard:  No, it’s a separate fund.
Historically on that, that should net out to zero every year correct?  Because anything coming in is spent?

Ms. Packard:  It does – sometimes the amount goes from fiscal year to fiscal year depending on when it’s actually received.  For example, we got the revenue in June and it posted to FY13 but the elections actually happened in FY14.

Right so you’re using it against FY14 spending? 

Ms. Packard:  Yes.

That’s what I’m saying, so if you get $1,000 in and at the end of the year you’re going to spend $1,000 out the net’s zero.  The only difference is that’s $1,000 less out of your budget?

Ms. Packard:  Yes. But because we don’t always account for it because we don’t know if we’re going to get it or how much it’s going to be.  We have to fudge it as if we’re not going to get it.

I see, so you fudge as if you’re not going to get it which is – and then you come in favorable to budget because you’re spending state’s money in addition to the budgeted funds?

Ms. Packard:  Yes, that’s why we spend the state’s money first.  Because by law it cannot flow back to Free Cash.
MOTION
Move approval of the 2016 Budget – Elections in the amount of $71,706, of which $37,306 are personnel services and $34,400 are purchasing services.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans:  Just following up on Mr. Everett’s point, FY17 is a watch-point and we’ll have to expect this to increase but hopefully not too much.
Ms. Coughlin: Thank you to you and your department for all your hard work.
Mr. Everett:  I would like to see the offsets – so we see what the total spending is historically to see what the impact is after state. So it would be nice to see the offsets then the actuals so we can make judgments based on actual history so the state money needs to show somewhere in this budget.

	Vote Favorable
	11-0-0



2016 Budget – Information Technology
Presenters:
Bob LeFrancois, Director of Information Systems
Bill Chenard, Deputy Town Administrator Operations
Comments from the Chair:
Information Technology was originally scheduled for Tuesday but Mr. LeFrancois was ill.  The one thing that is not included online with the agenda items that was added today is staffing.  That you can get if you get to the budget book itself in Appendix F all the way in the back.
Mr. LeFrancois:  The FY16 budget allows us to continue to provide support for our hardware and software.  It allows us to pay for the cloud-based services that we’re now using and allows us to continue to do life-cycle replacement of our equipment, and also buy new software and buy new equipment as we need it as the year progresses.
It not only covers the PCs, the servers, power supplies and switches (all the equipment that goes along with running the network).  Seventy percent of this budget is related to maintenance and support.  Quickly going down the line items of the report, I’d like to point out that under the repairs and maintenance of equipment it lists a $12,300 increase but in my verbiage it’s only listed at $7,300.  And that’s just because there was a $5,000 addition to the actual increase in the line item.  But the verbiage was erroneously not changed to reflect this.  
Also, the repairs and maintenance equipment line item – I’ve been enrolling in a lot of our cloud-based services so when you look at the increase in that line item you’ll see that it’s now including Google, it’s including Spanning.com which is a backup of Google apps.  A lot of our cloud-based services are now appearing under that budget line.  One thing you’ll notice is that we have increases on our software side and decreases on our hardware side. The main reason is that last year we funded one-time purchases of firewalls for the servers. And we also had a capital request for our telephone system upgrade.  So the phone system support that would have been paid out of this operational budget will be paid out of the capital request and that will also come with a three-year warranty. 
Some of the changes are in repairs and maintenance and due primarily to cloud licensing and those services.  The maintenance contract software that’s our MUNIS, that’s a permitting system new software system that Community Service now picks up.  And there’s another cloud-based software – those increases are based upon a lot of new software that our departments are putting in that are cloud based.  We’re trying to make sure that we try to push everything out to be a hosted solution so we keep our hardware costs down and pay for these services without buying the hardware, dealing with the firmware and software updates.
The telephone system maintenance:  the $20,000 was pulled out of there because that maintenance is going to be rolled into the capital project. Landline equipment – same thing - we had two firewalls and I was able to roll the maintenance into it.  So I pulled that out and rolled it into that line item. That will most likely go back up next year because we will have some uninterruptible power supplies (UPSs) and switches that need to be replaced.
Replacement computers – same thing there, we funded some servers previously so I pulled the money out of there but I left it higher than the previous year because we have more requests for tablets for a lot of committees and Bluetooth keyboards so we kept the funding there. 
Systems upgrade and replace – that’s some increase in software for some of the applications we’re looking at.  We just want to make sure we can cover the funding for that. That covers a lot of the changes we’re looking at.
In summary, we’re pushing towards cloud and trying to keep our costs down on hardware and the telephone system is going to be a lengthy process but as we move towards long-term maintenance contracts we can better budget on the operating side.
QUESTIONS FROM THE COMMITTEE
Can you repeat where that cloud revenue went – in to maintenance contract or software?
Mr. LeFrancois: Maintenance equipment is where I’ve been rolling the Google software.
Why would it be in that one and not in Maintenance Contract Software?
Mr. LeFrancois: Probably because it’s a combination of hardware and software.  Right now we have so many cloud services; it might not be a bad idea to have a separate line item so you can see what’s really more cloud-oriented.  But right now, we have a lot of applications and the ones coming out are really more cloud-based.
Where are most of the tablets we are purchasing going?
Mostly to town committees
So you increased your replacement allocation from fifty to sixty per year?
Mr. LeFrancois: That’s because we have more PCs and we do a five-year life cycle replacement.
So you have 350 of these?
Mr. LeFrancois: We have about 300 pieces and they all have five year maintenance contracts.
On the horizon you’ve got a town permitting system?
Mr. LeFrancois: That is in place and up and running – some of the lines are mis-dated, we’ll fix that.
Information communications person – what does that staff member do?
Mr. LeFrancois: That person reports directly to Martha.  That person is the key person migrating us to Google Apps, migrating us to new websites and she spends a great deal of time on the applications. A lot of that person’s time is spent on the town website through migration to the website and now migration to the new website that goes live tomorrow.  And there’s still more time needed rolling out the permitting system. 
That person is not listed in the profile of employees under this title?
Mr. LeFrancois: She’s labeled incorrectly in the organizational chart – we’ll have to fix that.
You mentioned that you were talking about some of the different devices – in general terms for PCs, laptops and tablets – can you tell us who the suppliers are?
Mr. LeFrancois: We are primarily a Dell shop.  Dell has worked well for us and is very reliable. We prefer the Samsung tablets because they run more applications pertinent to what we need in Natick.
Did you guys ever get a handle on how you were going to manage VOIP with the schools for safety if you lose power?
Mr. LeFrancois: We haven’t really changed the infrastructure from what we have. We know the critical core systems in an emergency will stay running – the buildings with generators.  The smaller buildings have battery backups.  With the exception of putting generators in all the buildings or mobile generators the best we can do right now financially would be just to have the battery backups and UPSs.


What do we have in place to protect information?
Bill Chenard:  The majority of our municipal buildings and our water/sewer infrastructure all have generator backups.  Three of the schools have generator backups.  Those are not a concern.  They have a battery backup and a generator.  The other seven schools are going to be a problem – but trust me when I say if we lose the power in those other seven schools because of their technology requirements they’ve got bigger problems than phones.  The phones will run for four hours on the battery backup as long as we maintain and test them correctly.  They’re not going to lose phones in an emergency and part of the plan calls for a copper phone line for emergency backup.  That’s what most of our buildings do now.
This question pertains to policy-making.  We’ve been hearing in the news lately about breaches of security and access to personal identifiable information – how do we look for that type of security in our environment?
Mr. LeFrancois: I feel very comfortable as far as what we have for our firewalls and the internal security that we have.  All the databases are all HIPPA compliant.  Really to get into any system in here you’d have to get into town hall and on a system.  Since we no longer have a mail server we’re reducing our exposure. So we’re doing everything we can to protect that.
I read recently about a couple of towns that have teamed up using this cloud based technology that you talked about earlier.  The town invested in cloud-based infrastructure and is now running on behalf of other towns over their cloud-based infrastructure.  Is that something that could benefit Natick in any way either from mitigation of infrastructure costs or perhaps on the other end being the driver of out-sourcing those services to other towns for a shared revenue arrangement?
Mr. LeFrancois:  It could be – I haven’t actually heard of any other towns doing that. 
Melrose was the town in the article.
Mr. LeFrancois: I’d like to look into that to see if there’s any benefit.  You know, cost reduction and other things that could help us out in the future. 
Have the policy makers, the town administration approached you to look into consolidating with the schools on the IT side?
Mr. LeFrancois: Not in quite a few years.  And if the administration, town and school, decide to resurrect the conversation we’ll definitely be involved.  
Mr. Everett: That was part of the conversation at the Financial Planning Committee as a potential discussion point.  We didn’t discuss it in detail, but it was listed as something to look at. 
In the organization chart we’re looking at a total of three people.  Two people who work for you and one who works for the Town Administrator right?  Although that person is in your budget?
Mr. LeFrancois:  Yes.



You have one person in your budget but not on your direct report?
Mr. LeFrancois:  Yes, that person is in our office and we interact every day.  But she does report directly to the Town Administrator.
So why is that not on the Town Administrator’s budget?
Mr. Chenard:  I’m going to have to defer on that answer – I don’t know.
Okay, I would ask for that as a take away. I know there are times where people report elsewhere but are in a different budget, but I’d like to have more information.
Did we ever get a title is?
Mr. LeFrancois: Information Communications Specialist.
You indicated that the person reports to Martha.  So I’m going to ask you a few more questions.  That person reports to Martha from a performance, management, annual review perspective as well as things having to do with the job around the IT aspects of the job?  Or does the person only take direction and guidance from you around day-to-day operations from you regarding performance of the job and Martha has performance/management responsibilities?
Mr. LeFrancois: Actually a lot of the direction right now is with Martha.  
MOTION
Move approval of the 2016 Budget – Information Technology in the amount of $1,078,864 of which $323,364 is personnel services and $798,800 is operational expenses.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans: I see a lot of good work and progress that’s been done over the past year in modernizing the infrastructure. I do see an opportunity in the future to get closer ties to the school IT department.  But that will be a project over time.  Good job and I appreciate your efforts to modernize the infrastructure. 
Ms. Coughlin: I want to commend you because I noticed that each time you come before us you seem to anticipate the way we like to hear things and you’re speaking to us a lot more on our level than yours which helps. Good job.
Mr. Lista: I agree with the previous speaker I think you do a great job presenting the information and making it understandable. I’d also like to applaud you for controlling the budget – I frankly am amazed what you do with the small number of staff that you have. 
The questions I asked on the other side of it, our policy makers and our administration I’m not so satisfied.  I hate hearing structural deficit because these simple questions about looking at consolidation and simple questions around what it takes to do a shared services model with other towns is old news.  This is stuff that’s going on.  So I’m just going to say that I need the administration to look at this and have some information come back to this committee about what their views are about consolidation and shared services models for these budgets that are a million dollars and above. I don’t put this on the department head I put this on our policy makers and administration to come up with this information before they call costs structural deficits.
Mr. Brown: I also commend you on the job you’re doing. With your competence and people who do know your area better than I do it’s clear you’re good at what you do.  Because of this the town and these committees have come to trust you. As everyone else said, nice job and on the budget nice job sharpening your pencil.
Mr. Everett:  As the indicators that are in the budget book note, the email systems, the network systems and the website fully operational 99% of the time.  I think that in itself goes along with all the comments from the other members of the committee I think that in itself is a great plus.  I also echo one of the speakers points about consolidation.  I may have heard it wrong so I’m not stating this as fact, but I think I believe I heard that the schools are looking at taking their technology under two different management areas: one in the technology and one in the learning aspect.  So that means we might even have three technology-based organizations, one in the schools and – one in the town.  And the more you start splitting it up again I get concerned about that.  And I know that the Financial Committee has put that as a potential – whether they look at it or not or whether it’s looked at by the administrations I would only point out that all consolidations have to be approved by not just the town administration but by the schools and the school committee.  And to be very blunt that has always been a sticking point on things like energy on equipment for facilities and now IT.  It’s always been a sticking point.  So what needs to be addressed is having a more collaborative view in all areas of the town, and all parties within the town to look at what is best for the town as a whole and not just specifically their portion of it.

	Vote Favorable
	11-0-0



2016 Budget – Legal
Presenter:  Bill Chenard, Deputy Town Administrator Operations
As you can see overall there’s very little change in most areas.  The one area that is increasing, although we don’t have any major concerns, we did increase the retainer budget by $10,200.  We decreased the legal services litigation line.  We don’t have major pending litigation at this time and nothing anticipated other than the appellate tax court pieces which the assessor’s office does an unbelievably good job managing that.  So we’re able to lower that budget slightly too.  And based on the history of the communications telephone we are reducing that $200 also.  Overall it’s a net decrease of 1.4% and we’re confident that we can cover our legal requirements with this budget.
The judgments from prior years are minimal judgments; in fact the one that we’re working on from 2014 was actually an elevator law-suit with public safety.  The state decided that they would do a great deal of surprise inspections.  Their budget got cut and they made up for their budget by going after municipal governments elevator inspections so we did appeal it and if the school shares the detail of their legal you’ll see the same legal costs because the schools got hit on their side also. 
Damage claims are minor things, it’s typically where we know we’re at fault and the insurance provider is refusing to pay for it.  We fight very hard with the insurers when we know we’re at fault.  There’s two there.  One was a damaged fence as a result of a snowplow and the other one was similar – a winter storm accident.  Overall we’re very confident the budget will cover our needs.
QUESTIONS FROM THE COMMITTEE
How often is the firm that is on retainer evaluated?
Mr. Chenard:  They send a three-page questionnaire to all of the users annually.  The returns have been from very good to needs improvement in areas.  One of the strong points of the firm that we’ve been with is their expertise in knowing a lot about the town.  We do hire outside counsel on matters that need specialized expertise. And their pricing has remained very reasonable. We would have to double this budget based on estimates we’ve gotten over the past few years. 
When you say that something is sent out for an evaluation is it sent to committee chairs that might use the retainer?
Mr. Chenard: I believe it has been in the past, though I’m not 100% positive on that.  It certainly has questions pertaining to the committees in the questionnaire.  So we could assume that it is – but I’ll have to check.
Can I have a take away – to find out exactly who the questionnaire goes to?
Chairman noted.
It’s my understanding that town counsel at town meeting actually is there for town meeting members and do they get asked to evaluate the performance of the legal team?
Mr. Chenard: I can answer that, with the exception of the Moderator, they absolutely are not asked.  I agree with you that they are there for the town meeting members. 
So as a take away can I ask that, that issue be explored? 
Chairman noted.
The retainer piece of the budget which is for Attorney Flynn or his representative.  Is it true that Article 22, Section 5 of our by-laws delineates who can approach him directly?  Do we get an audit of that?  Do we ever get a listing of that – who’s been approached and for what purposes other than these line items that are listed here?
Mr. Chenard:  Yes, in his billing he provides us with the services and he comes here weekly to hold office hours and those individuals have to schedule an appointment.  There are people who just walk in. But he does provide us a billing describing how much time he’s spent with each person and for what.
So for example, the by-laws say that with the authorization of a vote of the Board of Selectmen that a member of the Board of Selectmen can approach Attorney Flynn for the retainer.  But can an individual Board of Selectmen member approach him on their own without a vote from the rest of the committee?  How about members of the Finance Committee – can we approach him directly or does that always have to go through the chair?
Mr. Chenard: I would have to read the by-law but my understanding of that is that the Chairman perhaps, but we would absolutely prefer it come from the Chairman.  
Is that information public record?  The details of the retainer?
Mr. Chenard:  I would have to look at it.  Because I know there’s a great deal in there that is not public record. 
Is that an action item I can have followed up on?
Chairman noted.
Just to follow up on some of the comments: Can you find us a list of who can approach town counsel? 
Mr. Chenard: That’s clearly covered in the By-Laws.
And the issue of who Town Counsel is actually at town meeting for.  Can that absolutely be clarified?  The reason I ask is that there have been two occasions as a town meeting member myself I’ve heard debate at town meeting about the legality of what we were about to vote on.  It wasn’t until I raised the question that town counsel responded and I do believe at both those incidents Town Counsel conferred with administration before answering.  One would assume that if town meeting is going down the wrong path and town counsel is there for town meeting’s benefit that would be an automatic.  So what chain does the town counsel have to go through to respond to town meeting and what does town meeting have to do to get town counsel to respond?
Mr. Chenard:  Clearly Town Counsel is at town meeting to answer questions from the body. There may be questions from the Moderator also and Town Counsel can approach.  I will give you my opinion but I don’t know of anywhere in the by-laws or charter where it’s written.  The procedure – my opinion is that it’s the Moderator’s responsibility and clearly Town Counsel should answer questions from the body without consulting Administration unless there’s a question that needs to be asked of Administration about procedure that is required to answer a question.  I recall what you’re asking about there.  But clearly, if a legal question is asked by a member the Moderator should refer that to Town Counsel and Town Counsel should answer the member through the Moderator.
I’m not really questioning the procedure – I’ve seen what you describe happen numerous times.  My question is about the Town Counsel, when asked if something was legal, conferring with Town Administration before answering the question.  As far as the retainer that is just for Mr. Flynn’s compensation?
Mr. Chenard: Yes the retainer is for the firm and is for also other services.  They do provide other areas within the legal representation.
The other line items, are those all covered by the retainer or do we have other attorneys?
They are not all covered by the same firm.  There are other specialized attorneys we use for other things.  
Can I ask that to be a take away?  What firms cover the line items that are not considered part of the retainer?
And one final quick question.  Under the supplies of $3,300 to update the law books for Mass General Law – why are we paying that?
Mr. Chenard:  We keep a library of Massachusetts G.L. in our office for the use of the Town Attorney and actually we’re looking to go away from books and going online for that information.  But there are a number of things he needs from Westlaw to other statute databases.  You need to keep those current.
This is in-house?
Mr. Chenard:  Yes.
MOTION
Move favorable action on the 2016 Budget – Legal in the amount of $308,400, of which $295,100 is technical and professional services, $3,300 is supplies, $10,000 other charges and expenses.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Mr. Pierce

	Motions or Debates:
	Mr. Evans: I think this budget is pretty much in keeping with what we have had in the past.  It’s actually a little bit reduced looking back at last year’s budget.  We’re getting a fairly good deal with existing counsel and feedback is favorable from the stakeholders although distribution of the questionnaire should be changed. I think the knowledge this firm has of the local by-laws and variables is valuable to the town and I think we should continue.
Mr. Pierce: In my opinion Mr. Flynn and his staff have been very accessible.  He came to one of our meetings and stayed for two hours answering questions. I have been very satisfied with their services.
Ms. Coughlin: I was pleased to find out that there is some kind of analysis of these services.  I think that it ought to encompass more people even if it was only, year to year, picking a certain number of town meeting members to poll.   Because I know that it’s an expense.  I sometimes wonder if you don’t get what you pay for and also longevity might be good in some instances but so is competition and so is a long hard look at the entire market. Knowing that perhaps the same selection would be made, but it kind of keeps the person or firm that’s been retained so long on their toes. 
Mr. Brown:  I’m certainly not questioning anyone’s integrity.  But answers can be made in many different ways.  But I feel that before we hear words from the lips of Town Counsel at town meeting.  I don’t think it’s appropriate for Town Counsel to be sitting at Town Meeting with the Selectmen and Town Administrator.  The role and the position should be and I believe it had been at one time Town Counsel should sit at the table with the two Finance Committee representatives.  I just believe that there has to be a perception in response to town meeting and not a town administration’s response.
Mr. Everett: I have used the Town Counsel sparingly and usually in the context of how to word a motion for the book.  We have been asked at times to approach them possibly on Warrants to determine if things are legal which I have done. With that being said this is another example to me, with a low-cost provider, as someone else here said, you get what you pay for so you look at that.  I will note that in Town Meeting the Moderator really has to run it – it goes through the Moderator.  So I would suggest that if there’s any questions about how things are run and how things are said it would be appropriate to bring that up to the Town Moderator because he’s the one who sets up the details of how the actual meeting set up works.
On the legal side I am a little concerned about how the contracts are all up this year and we’re going to have all the new contract negotiations to be done.  I see that the line item for contract negotiations is up a little bit; I think that’s the only line item that’s significantly up - $10,000. But based on history I’m concerned that the legal cost could be really high on some of these contract negotiations and I’m hoping that doesn’t happen. I’d love to see all the budgets settled by the end of the year, but we all know that’s not going to happen.

	Vote Favorable
	11-0-0



2016 Budget – Reserve Fund
Presenter:  Bill Chenard, Deputy Town Administrator Operations
Comments from the Chair: I will note that the $300,000 for the Reserve Fund has historically been in there.  It was $400,000 before because we needed $100,000 for the boiler maintenance at the high school, but since the new one has been put in that amount has come out of the budget.  I will also note that on page IX.37 is the usage we’ve had – last year we had $258,000 spent on the Pond Street Retaining wall and the prior year we had Veterans and the Elections.  So that just gives an example.  There was a lot more in the past. 
Mr. Chenard:  You basically covered it Mr. Chair.  The reserve fund of $300,000 has historically been – the amount reserved.  We level funded this budget because this amount has been adequate in the past.


QUESTIONS FROM THE COMMITTEE
Why are there no dollar amounts in the actuals for 2013/14?
Mr. Chenard:  It’s the way that funds works.  We actually don’t spend out of the reserve fund.  You have to move the funds from this account to another account where the money is spent from.  So, the actuals end up existing in the account that is used for the voted expense.  There’s a transfer procedure which requires a vote.
Have we ever considered funding this budget less?
Mr. Chenard: Based on the prior years probably not.  It’s already a very small amount to hold in reserve for unusual or emergency expenses.  One major systems failure that needed funding before insurance money comes could easily drain this account.
And what happens if there’s money left over at the end?
Mr. Chenard:  It drops to Free Cash.
Are there other places to look for the funds for any unforeseen circumstances? 
Mr. Chenard: It depends on the timing – there are.  Obviously things like snow and ice you can deficit spend.  That’s the only place I know where you can deficit spend.
There’s a Warrant item every year called unpaid bills – is that another mechanism that can be used?
Mr. Chenard:  You cannot use unpaid bills as a mechanism.  The unpaid bill item is to report bills that don’t get caught in the first couple of weeks in the fiscal year.  It’s for ones that come in so late or bills that have been forgotten that funds were either not accrued or set aside for them to be paid out of what would be the last fiscal year’s budget.  Department heads are required to encumber funds.  But every once in a while, someone will forget to report and get the funds encumbered and so after the close of the books of that fiscal year, we can’t spend out of that budget anymore.  If you don’t have the funds encumbered, there’s no method to pay that bill. But to ignore a known bill would be a violation of the statute.
There is one other emergency statute for emergency procurement where you have to get permission from the Department of Revenue.  It reads similarly to the snow and ice statute but I know of no town recently – even when we had the major flood issues a few years ago – that actually took advantage of that.  It’s very difficult to get it and the Department of Revenue shies away from it.  But it is a vehicle that would allow you to deficit spend in an emergency.
Mr. Everett: There is also one other way and that’s to hold a Town Meeting and take it out of one of the Stabilization Funds. But that requires Town Meeting approval of 2/3rds and a special Town Meeting would have to be called.
Just to clarify, if you had more money you would like to make this higher – it’s a little light for what it’s trying to protect in the town, is that right? 
Mr. Chenard:  If we had a catastrophic failure at a school it’s likely to cost more than $300,000.  
So when we reduced that a couple of years ago, was that reduced to make a budget?
Mr. Chenard:  The old high school boiler was so bad that we had to pour thousands of dollars into it every year.  So there was $100,000 added to the reserve budget to help with the costs of boiler maintenance.  When we built the new high school we no longer needed that so we took it off.
The reserve fund expenditures from the past are listed here.  Do you have any expenditures coming up that you know will affect this fund?
Mr. Chenard: No and if we had knowledge of them we would adjust them in the appropriate area of the FY15 budget.  I don’t know of anything right now.
And what other reserve budgets do we have?
Mr. Chenard:  We have this one and we have a Water/Sewer in the Enterprise and Sassamon Trace has one too.  
But this is the only one other than the Enterprise Funds?
Mr. Chenard:  Yes.
MOTION
Move favorable action on the 2016 Budget – Reserve Fund in the amount of $300,000.
	Moved/Motioned by:
	Mr. Pierce

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	None.

	Vote Favorable
	11-0-0



MOTION 
Move to close budget hearing.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Mr. Pierce

	Motions or Debates:
	None.

	Vote
	11-0-0



COMMENTS BEFORE ADJOURNMENT:

Take away list: I sent out a take away list to everyone.  If there are things on it missing please let me know.  If you have a new one please let us know.  

Mr. Lista: Financial Planning Committee meeting update.  It was a fairly regular meeting regarding revenue and expense assumptions. Take away was they were going to try to incorporate future discussions for chipping away at the budget.  
There was no direct discussion around an override.



ADJOURN:
Move to adjourn.
	Moved/Motioned by:
	Mr. Pierce

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	None

	Vote 
	11-0-0



Meeting adjourned at 08:52 p.m.
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