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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: 
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Meeting Date:  January 29, 2015

The minutes were approved through the following action:

Motion:	Approval
Made by:	Jonathan Friedman	
Seconded by:	Jerry Pierce	
Vote:	9.0.0
Date:	March 3, 2015

Respectfully submitted,

Bruce Evans
Clerk
Natick Finance Committee



NATICK FINANCE COMMITTEE MEETING MINUTES
January 29, 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
Patrick Hayes
Jerry Pierce
Tony Lista
	Cathy Coughlin
	Jennifer Sack
Jonathan Freedman
David Gallo (arrived at 7:44 p.m.)
	
MEMBERS ABSENT:
	
Cathleen Collins
Mark Kelleher
Michael Ferrari
Christopher Resmini

ATTACHMENTS:

A. 2016 Spring Town Meeting Schedule Updates
B. 2016 Budget – Department of Public Works
C. 2016 Budget – Water and Sewer Enterprise
D. 2016 Budget – Water & Sewer Indirect Expenses

Meeting called to order at 7:04 p.m.
The Chairman, James Everett, welcomed Jennifer Sack who is taking over Mari Barrera’s term, to the committee and reviewed the evening’s agenda and the materials included in the handouts and requested that everyone keep in mind the guideline of approximately five minutes per person for comments.
ANNOUNCEMENTS:
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: 
Comments by the Chair:  We are hearing the DPW tonight and I just want to thank them for the excellent work they did over the last several days.  This was a major storm and it was the headline news so again great job guys.  Thank you very much, we really appreciate it.
MEETING MINUTES:
None.
OLD BUSINESS:
2016 Spring Town Meeting Hearing Schedule Updates
James Everett, Finance Committee Chair
As the meeting was cancelled on Tuesday because of the storm, the agenda for that night will be rescheduled for a later date, to be announced. The schedule will keep including the sub-committee hearing schedule. Otherwise there are no changes and no changes to the budgets since last time.  The budgets are on the system again so you can get to them.  
There’s an opening on the Strategic Planning Review Committee due to Karen having to bow out.  Anyone interested please let me know.
MOTION
Motion to open public meeting on 2016 Budgets.  
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Mr. Pierce

	Motions or Debates:
	None

	Vote Favorable
	9-0-0



NEW BUSINESS:
2016 Budget – Department of Public Works
Presenters:
Jeremy Marsette, Director of Public Works
Bill Chenard, Deputy Town Administrator Operations
Thank you for your appreciation of our snow response which was over 30 hours in length.  We don’t have a second shift, so we worked a full day before the storm, 30 hours during the storm and a full day afterwards.  They did a great job and I particularly want to point out Tom Hladick did an excellent job throughout the storm and during the cleanup afterwards.   I’m impressed with the professionalism of the Public Works Department.
Over the past eight years, discounting public facilities because we know they are their own department now, the entire general fund of the Public Works Department accounted for a little over 6.6% of the total town budget.  Currently, as proposed, Public Works Budget is less than 5.3% of the total town budget. We’ve gained a lot of efficiencies over the past eight years in this department and our snow response shows that.  So those same people that are collecting the trash and managing the water/sewer system are called upon during a snow event to plow the snow.
We had 50 town pieces of equipment out this past storm and we had contractors come in who provided 26 more pieces of equipment so we’re efficient, wear many hats, and over the past six years our piece of the pie has gotten smaller.  There’s been increased regulations, new licensing rules for our staff, the need for a lot more training. We’re really trying to focus on safety. We’re also training to maintain the water system and the sewer system because those requirements have gone up.
In that amount of time Route 135, used to be State maintained and now it’s town maintained.  
The sanitation program brought more of the services in house: we provide in-town collection of recyclables on a bi-weekly basis.  The town’s storm water permit, which has been extended several times is up for renewal.  We anticipate that the new permit will become effective sometime next year and it will have a whole lot more requirements for the town.  The state has really broadened the breadth and scope of what’s covered under the permit.  It will not only be the town’s roads but it will be all the town’s parking lots, school facilities, and ball fields.  All town-owned buildings will become part of the storm water system and will be covered by this permit. So the town engineer has been working diligently to stay on top of that and make sure that the town’s ready.
On the water and sewer side, a lot of new regulations have come forward.  The Water Management Act, that’s been recently adopted several months ago and it increases the reporting the town makes and actually may obligate the town to do some mitigation is we don’t meet certain thresholds for water consumption.  As you know the town also has an ISO certification at the water treatment plant.
Having a local water supply is a tremendous asset to the town.  As you will see when we get into the water and sewer budgets there’s been a tremendous increase in the sewer assessment charge from the MWRA to the town.  The 8% increase is the single largest increase to the budget on the water and sewer side.  But if you look on the water side, there’s a very small increase.  That just shows you that on the water side our destiny is in our hands and on the sewer side the assessment given to us by the MWRA is what it is.
Key points on the general fund budgets:
Proposing a level-service budget – in that sense, it’s level funded but still providing the same service.  
Factored into the proposed personnel services budget are more days to accommodate next year and a mix of younger staff that still are eligible for steps within their union contract.  
A new solid waste contract lowering the cost per ton from $75.76 per ton to $60.00 per ton has caused some significant savings in the solid waste disposal under highway and sanitation expenses.  That price will escalate moderately over the three-year contract term.  Because of the recycling program, we are seeing a reduction in the volume of solid waste and an increase in recyclables.  You will see on the capital budget that we’ve requested some equipment for the recycling program.
Due to the conversion to LED street light bulbs, the town has saved significantly on electricity costs.  That budget line has dropped 50% over the last three years.
Because fuel prices have gone down we’re anticipating lower fuel costs. 
The Water and Sewer Enterprise Fund increased largely because of the MWRA sewer assessment.  There are some savings from some efficiencies we’ve implemented in bill processing. 
Mr. Everett: Before you start – does the sub-committee chair have anything she wants to report or add?
Ms. Coughlin, sub-committee chair:  In this instance we have a new DPW director, let’s let him present and sub-committee members will add details if needed.
Administration
There has been no change in staffing. The biggest change is we’ve increased funding for training and education for the department due to increased requirements for training and we are focused on safety training for the staff.  This budget has increased a little of 1%. 
Mr. Everett: I just want to remind the committee that salaries for non-union members – there are no salary increases in this budget they are all in the Selectmen’s benefit budget.  Is that correct?
Mr. Chenard: On the town side, there are no COLA or other like salary increases.  The only salary increases are for steps and/or an increase for the leap-year extra time in the pay period.  On the municipal side, there are no salary changes for COLA or anything of that type.
Mr. Marsette: So in this division there are two personnel board employees and one union employee.  They handle over 3,000 purchase orders and invoices, over 3,300 bulky waste pickups, requests that come in are mostly over the counter.  Those are requests for the department to go out on Mondays to pick up large items for disposal.  Collected over $92,000 in fees for those bulky waste pickups.  We manage and report all the street lighting outages to the contractor that manages that.  
They are essentially the sole administrative service for the whole department.  Even though engineering has its own counter they don’t have separate staff, they rely on the administrative staff support in this division. 
QUESTIONS FROM THE COMMITTEE Administration
All the sub-departments under the DPW chipped in responding to a large storm as this week’s?
Mr. Marsette:  Yes.  So Water/Sewer, Land Facilities, Highway, and Sanitation:  they’re all involved in responding to such a large storm.  Once we go beyond a sanding event and call on plows, we need the whole department.  We don’t have a second shift.  Everybody is all out until they can’t work anymore and need a break. 
Could you give us some highlights of what training education you plan to spend the money in this year’s budget on?
Much of the training is going to be about safety training.  A lot of things we can do to make things safer for the staff and for the public at large. Specifically training on how to prevent trench failures. Training and literature to keep in the work trucks about how to keep worksites safe for the public and for the workers.
Cathy Coughlin, Sub-Committee Chair:  It’s required by the state that the town do all the trenches so now the training is essential.  
Mr. Marsette: The state mandated that we issue trench permits for any trench three feet deep and above whether it is on private or public property.  Currently we don’t charge a fee for that and there are several hundred of those that the Engineering Department issues every year in addition to the street opening permits, the water/sewer connections and all that.  Also our equipment operators need to hold a hydraulic license which is based on the machinery that they’re using.  Now the board that regulates that has included a continuing education requirement for those licenses.  
Are we on a 53-week pay year this year?
Mr. Chenard: It’s a 52-plus.  It’s 52.4 – 366 days next year.
How does the run rate look for the department as a whole?
Every couple of weeks we update where we’re at and at this point we’re right on target.  That’s including all the divisions.
Did the department have a give-back at the end of last year?
Mr. Chenard:  They did, it was approximately 5% of their budget.
Do you think you have adequate funds in the education line item for that type of training in addition to the new requirements you just alluded to?  Can you walk us through the training and let us know where the employees stand now relative to last year?
Mr. Marsette:  There is a desire to incentivize or develop a program for the mechanics to pursue several certifications such as emergency vehicle technician certification, an ASE certification. It’s not currently a requirement in the union contract for those certifications.
Because these employees tend to be younger and less experienced they need more training to get them up to the service level provided by more experienced retiring or leaving employees.  In the current year we’ve got $6,200 and I remember that a big chunk of that was intended for the equipment maintenance division.  Have we been following through on that and what are the results looking like?
Mr. Marsette:  I can’t speak to details of what has happened prior to when I arrived. I do know that it’s an important initiative that the equipment maintenance division would like to pursue.
Is there anyone who can speak to that?
Mr. Chenard:  We’re probably not where we want to be with that.  To answer your question about whether the funds allotted to education are enough I think we’re probably okay. We are definitely going to track that better for fall town meeting to make sure that we’re comfortable with that. It’s one of those items we put in a tickler file and look at periodically. As far as training is concerned we are not 100% where we want to be but we’re definitely moving forward by doing a significant amount of in-house training.  Whenever we get a new piece of equipment we spend a significant amount of time training people on that equipment so the staff understands anything new.
The engine components they understand pretty well, it’s the specialty stuff, the computer stuff that’s going to hamper us going forward without further education. We’re going to need to continue to update the computer skills. 
Mr. Chenard:  On the town side, there are no COLA or other increases except steps and the increase for one day because of leap year. 
Tom Collins, Deputy DPW Director:  Emergency Vehicle Training (EVT Training) both police and fire. The guys have gone to training and we hold mechanic seminars twice per year. 
Mr. Marsette:  There’s never enough money no matter which department you work for.  But like Bill says every piece of equipment we get we require training from the dealership.  We do send the mechanics to be certified through Emergency Vehicle Training (EVT) training.  The biggest goal there is to get it into the contracts.  EVT is both police and file –there are different mechanics for each piece of equipment.  We also have mechanic seminars two times per year and the guys go to those. Also they attend a welding class in the fall in-house at the shops.  
If there’s not enough money for training – why did the department turn back 5% of their budget last year?
Comments from Chair:  Can I just point out that most of the money has been allocated in different areas and is not available for education on the spending side.
Mr. Chenard:  We turn back money, but most of the money we turn back is from personnel services.  By State law we cannot use that money for something else.
Something like 3,300 bulk pick up permits were issued last year?  That’s around 60 per week - $90,000 was collected for that?  Is there an opportunity to increase these fees and redirecting those funds to a training budget?
Mr. Marsette:  At this point the fees collected for sanitation whether it be reclaiming recycling or bulk waste pickup those all get returned to the general fund.  They don’t get collected in any special account.  So that offsets other expenses out of the general fund. 
Can we look at a way to do it differently, even soon, so …?
Mr. Chenard:  The Selectmen are going to consider some fee increases and this is a topic that is on our list to be addressed. 
Municipal Energy
Mr. Marsette:  This division has no staff so the staff support for this division is the administration division.  The budgets and line items in this division monitor and track and manage the energy costs for all municipal buildings including the schools.  
We see about 160 monthly bills for energy for the various buildings and the streetlights.  This budget also funds contract repairs to the traffic signals the town has.  And overall you’ll see there is a reduction out of the budget proposed for this division.
QUESTIONS FROM THE COMMITTEE Municipal Energy
Comments of the Chair:  So this includes all the electricity and fuel oil used by the town correct?
Mr. Chenard: It includes all energy or contracts related to energy for municipal buildings.  But it does not include the water and sewer enterprise, the golf enterprise and the schools.
What was the basis for the pricing that you set up for this year’s appropriated amount for gasoline?  What is the pricing that was set up for this years’ budget and what are you currently paying?
Mr. Chenard:  We based FY15’s budget on $3.25 per gallon for unleaded and $3.40 per gallon for diesel.  In November when the budget was done we were at $2.95 for diesel and $2.81 for unleaded. 
So your budget for unleaded in FY15 was $3.25 per gallon and it’s now down to $2.81 per gallon and diesel was $3.40 down to $2.95?
Mr. Chenard:  Correct. 
But you don’t have what you’re currently paying now?
Mr. Chenard:  Today, no. 
Do you pay more or less than street rate?
Mr. Chenard:  Less.
So it would be under $2.00 per gallon right now?
Mr. Chenard:  I suspect so.
Why are you comfortable with $2.81 per gallon for unleaded if the current prices are $2.00 and the news is not predicting rates to increase for a while?
Mr. Chenard:  When we did the research with the US Energy Administration they said summertime rates would increase. They aren’t going to be back at the earlier rates but …
Would you feel comfortable lowering the rates if you needed more of the budget for other purposes?
Mr. Chenard:  I’m not sure I’d be comfortable with that.  There’s not a huge pad in the budget.  At one time there probably was – but we have really tightened our belts on the energy budget over the past few years.
If it’s not spent it goes to?
Mr. Chenard:  Free cash.
What is the history behind the municipal side and the school side being separate for utilities?
Martha White, Town Administrator:  It’s been talked about a number of times – we were being receptive to the idea, but the school department, statutorily have flexibility in their budget.  I completely understand that from their perspective combining their utility contract negotiations with the town side they will lose that flexibility and that’s why they don’t really want to do it. 
Can a reasonable person make an assumption that combining the utilities together might make us a better buy?
Ms. White:  We have historically bid together.  Electricity, the bid going forward for FY16 and beyond will not be together.  That was not how we would have done it but it was done …
It feels to me like administration would like to see that gap closed?
Ms. White:  Yes.
I just want to clarify – after FY16 you won’t be pursuing this jointly?
Ms. White:  There was a recent procurement of electricity that was done just for school buildings.  I should say it was an extremely favorable rate.  
Favorable rate for?
Ms. White:  Electricity for the schools.  The facility management department got an excellent rate. Again, unfortunately the municipal side will not be a part of that.
Could they have been?
Ms. White:  Yes.
This was done by facilities management?
Ms. White: Correct.
And who does facilities management report to?
Ms. White:  The Superintendent and the Town Administrator.  
So the Town Administrator was not notified of this by the employee?
Ms. White: That’s correct.
When is facilities management coming up on our agenda?  I assume you would want us to address further questions to them?
 Comments from the Chair:  In this case we’re looking at an energy question that impacts this budget.  So that’s the gist of this question.  The administration’s – the management is not an appropriate venue for the Finance Committee.  It’s the Selectmen’s and school and town administration issue.  I was just trying to understand why the town did not get as favorable electrical rates in the negotiation and that’s what we’ve found out.
Can I just ask a question as to when – the town currently has a contract as well right?
Ms. White: Yes, at the moment general government and school are on the same electrical contract up until 2016.  To be clear, there is no bid for general government beyond that date.  But the school has a contract beyond that date at a very favorable rate.
So it could have been feasible to have it concurrent?
Ms. White:  Absolutely.
When will you be negotiating new rates?
Ms. White: I’m not sure.  We were under – on advice of the consulting firm that’s done the bidding for us in the past.
Monday’s Wall Street Journal had an article about our fuel forecast will move from $49.00 per barrel now to between $65 and $69 dollars per barrel by summer.
Mr. Chenard:  Which is pretty much where we are in our budget.
The holiday lighting – will those bulbs eventually be switched out for more energy efficient lighting and will they be lit for less duration of time in the future?  
Mr. Chenard:  I think you’re going to see that happening and we will be buying the led’s in the future for this.  We are starting to make these changes gradually.  We didn’t focus on that in this budget because it’s such a small cost to us relative to bigger ticket items such as the street lights. In 2013 our actual budget was $184,743 dollars and we’re only asking for $92,100 in that budget this year and we are extremely confident that we will have enough money to make those costs. 
Engineering
Mr. Marsette: 
Staffing remains the same in the Engineering Budget.  They wear many hats:
-Last year, they designed and oversaw the design and construction of over $3.8 million dollars of various roadway improvement projects including the Pond Street retaining wall, Cottage Street road improvement and the neighborhood resurfacing program;
-They oversee and administrate the town’s Chapter 90 funds (the Town Engineer does the fair amount of paperwork associated with this);
-They provide coordination for the Marion Street bridge replacement, Route 27 reconstruction and the Oak Street redesign reconstruction; 
-They issued over 135 water and sewer connection permits, provided all the inspection on these, produced as-built plans and updated the records;
-They perform all the engineering reviews for building permits, Planning Board site plan approvals, Zoning Board adjustment applications, trench building permits, street opening permits[ 260 last year], safeguarding public utilities by marking out utilities in conjunction with DigSafe;
-They have the capability to do a lot of design work in-house – but because of demands and staffing they have to contract some of that work out.
The bulk of the Engineering Budget is personnel costs. All of the employees are governed by a bargained contract. Some of them are getting steps.
On the expenses side we’ve added a little money to cover the cost of licensing and training.  And you will note that there is a line called “Storm Water Master Plan” and you’ll see that the actual spent was less than appropriated.  The reason for this is that the level of funding for the first year covered the permitting for this but the cost each year is a moving target because the state agency is not sure when they’re going to issue that permit.  We are trying to stay ahead of that as best we can. This budget also includes the money to clean out one-third of the town’s catch basins every year.  That’s what is currently required under our permit.  The new permit is most-likely going to increase that number and thereby the cost of this.



QUESTIONS FROM THE COMMITTEE Engineering
So the Storm water Master Plan permit line monies are also used to clean out the catch basins?
Mr. Marsette:  Yes and the street sweeping is also out of this budget.  Since it was a requirement of the permit that’s where it’s been carried.  There are other requirements as well: education requirements.  We have to report to the state each year point by point how we’ve complied with the permit. Public outreach, testing all the outflows of the storm-water system, cleaning catch basins, street sweeping – we have to summarize all those activities. 
And that’s not part of the Enterprise Fund?
Mr. Marsette:  It’s not – the town currently does not have a storm-water Enterprise Fund.
No, but I’m seeing it under water and sewer operations here.
Mr. Chenard:  Your sewer system and your town drainage system are completely separated and you don’t want to mix them.  Pumping groundwater into our sewer costs town residents a great deal of money when the MWRA then raises our treatment volume fees.  The catch basin grates in the street re-route that water to into the ground and aquifer which costs the town nothing and replenishes the ground water. 
The catch basin system is not part of the sewer system and I want to make that very clear. Your catch basins are for drainage; your sewer system is for waste water.
The line item for consulting engineering is where we spend the money where work is being sent out?
Mr. Marsette:  Yes. There would be some level of consulting engineering from that line and also from the capital appropriations that are given for specific projects.
Could our town engineering department, if it had the resources, do all the engineering work that is currently out-sourced?
Mr. Marsette: Some has to be out-sourced because it is a specialty or requires specialized licensing that the town engineer would not reasonably have.
Has anyone analyzed how much out-sourcing money we are spending on projects that could be done by the town engineering department if it had the resources or if we could delay the project until the engineering department we have could get to it? I’m particularly focusing on whether or not we’re delaying work because of the time it takes to outsource.
Mr. Marsette:  This sounds like something that could be studied but I don’t think we’re delaying projects because of that.  I think the delays are because of funding.
Mr. Coviello:  I definitely concur there are no projects being delayed.  We look at the capital plan and we choose what we can do and what we can efficiently out-source.  We have a limited staff and I’m sure we could hire additional staff and do more in-house but as the work flows fluctuate we’d still be carrying that staff and when the work-load lessened the staff would still have to be carried. So, I think we work pretty efficiently.  We also try to manage much of the work that we out-source in house.
Is the town looking at all of its street acceptances to see if we’re capturing all the Chapter 90 money?
Mr. Coviello: As soon as a new road is built, we add it to the system.  
What about existing roads?
Mr. Coviello:  We have about 25 miles of unaccepted roads in this town and they’re unaccepted for a very good reason.  A lot of them were built before sub-division control came into effect so a lot of these roads don’t have proper drainage or utilities layout.  Getting these roads in acceptable condition is a very expensive proposition and the way Massachusetts General Law is now, the homeowners would have to bear the brunt of the cost.   
Mr. Marsette:  There’s several things that go into the allotment of the Chapter 90 monies from the state.  Road miles is one but it also accounts for the town’s population, the working population the residential population so there’s a lot more that goes into it and it may cost a lot more to bring the roads up to that standard and the increased funds may not offset the cost.
On the budget page V.16 where it talks through the Engineering Division staffing.  What does the co-op student do? 
Mr. Coviello: We have a co-op program with Northeastern so every six months we get a new student in. We’ve had very good luck with this program.  These students do a great deal of work for us they are inexperienced but they do auto-cad work, surveying work, as-built updates.
These are paid positions?
Mr.Coviello:  They’re paid positions – not benefitted positions.
The CAD/GIS position – is this full-time work or do they also have other duties?
Mr. Coviello:  Mostly everybody in my office does everything. 
Mr. Marsette:  Up until 2011 there were five full-time staff in this department. 
Equipment Maintenance
Mr. Marsette: This division maintains 
- The town’s only fuel depot;
- All of the town’s fleet of vehicles and equipment which consists of 175 vehicles (the rolling fleet) and over 490 separate pieces of equipment.  There’s a significant variety of equipment to be maintained from complex fire equipment to passenger vehicles;
A fair amount of this budget is personnel costs.  This is a relatively young staff and a number of them are eligible for steps and this does reflect a longer year going forward.  
The cost of vehicle inspection stickers has gone up. We are looking at $35 per passenger vehicle and $145 per commercial vehicle and given the cycle of when those happen we’re looking to increase the budget there. 
Another significant difference is in the vehicles/parts/supplies.  The maintenance of generators has been put back into the maintenance division so they will need additional supplies that were not requested in this budget last year.
Mr. Chenard:  The generator maintenance was with the Facilities Maintenance Division and we felt it was better to place it in the Equipment Maintenance Division.
QUESTIONS FROM THE COMMITTEE Equipment Maintenance
Why did you feel it was more adequately placed in this division?
Mr. Chenard:  It used to be with equipment maintenance in the past and at some point got moved to facilities.  We have a broad range of generators – at the sewer stations, the water treatment plant, and some schools.  What we found was it’s more efficient to have the maintenance equipment folks who work in maintenance every single day to be responsible for the generators. If they are with facilities we end up paying a contractor to do the maintenance and we can do it faster and cheaper in house.
With respect to training can you tell us what the average tenure is of the folks in the Maintenance Department?
Mr. Chenard:  More recently, the tenure has been much shorter. As older employees have been retiring, we’re having much more difficulty hiring people at the salaries that we pay.  So we’re hiring people out of tech school.  They don’t stay as long; they get some in-house training and tend to move on.  We’re trying to change that process a little bit.  The reason you see a negative $900 under operational staff/ additional comp there is because we had a 30-year employee retire and there was more additional comp there that $900 is for that individual – it’s longevity pay that we now are not going to pay.
Is the model that we have sustainable?
Mr. Chenard:  It has to be.  They’re union employees, they’re all members of the same union, until they make a choice to either change that on their own, we have to honor that agreement, so we have certain restraints within that.  When you look at the number of employees in this division, as a voting bloc within that union, they are a very large voting bloc.
A couple of years ago we started talking about a CNG station – what’s the prognosis on that?
Mr. Marsette:  That is still on the radar screen.  The Metro West Regional Transit Authority is constructing a new facility now that would contain such a fueling facility and they have expressed a willingness to work with area governments and municipalities to utilize that facility.  Once that’s up and running we will compare costs and make a decision. 
Is there any timeframe or milestones we can put on the calendar and come back to this?
Mr. Chenard:  They anticipate they will be up and running in the next fiscal year.  We are currently looking at their capital plan and vehicles are coming online that have CNG.  Not every vehicle we have in this division will be a CNG vehicle.  We’re definitely going to be looking at trash compactors and street sweepers to be CNG.  It does require us to either contract maintenance on those vehicles of do capital improvements to our facilities.
So at some point we’ll be looking at a cost benefit analysis and timeframes?
Mr. Chenard:  We have done a lot of that in the past and we can update that pretty quickly.  Also if there’s grant money available to defray the initial cost it greatly improves savings quickly.  If there isn’t grant money available your pay-back term is extended and it depends on the useful life of the equipment what the cost benefit will be.
Do we have excess capacity in this division where we might do something creative with a shared service and bring some revenue into the town? 
Mr. Chenard:  My initial take would be we don’t, but I would defer the final answer to Mr. Collins because he’s in charge of scheduling. Based on my knowledge of wait times with the exception of emergency vehicles which don’t have wait times, we don’t have excess capacity without adding additional staff.  I would never propose adding additional staff to accommodate sharing services unless there was a huge payback from doing so.
Is maintenance of equipment do we keep a database that gives us a read on what it costs to maintain the equipment?  
Mr. Chenard:  Yes we do.
Could you repeat what accounts for the near $10,000 increase in salaries for the operational staff?
Mr. Marsette: The steps contractually happening with the younger staff.
Do we use the same sort of work order system that we use on the facilities side to track maintenance of equipment?
Mr. Chenard:  Yes, it is not the same work order system as facilities but yes. Since we do 99% of maintenance in-house with in-house staff we don’t do that but it’s probably something we should think about.
Could we use these figures to decide whether outsourcing would be a better in some instances regarding equipment?
Mr. Chenard:  We’ve done it on particular pieces of equipment we have not done it on all the equipment.  I don’t believe that the current work order system follows parts and maintenance costs it doesn’t track labor costs.
So we have no way to evaluate whether we’re getting a good deal or not?
Mr. Marselle:  Yes, but we still have to balance what we have for ability to do the administrative work to make a work order system work for us versus us putting in too much work time to track data for it.  
Mr. Chenard:  One thing that comes to mind, there are certain services we do that are more cost effective to out-source.  One thing that needs to be taken into account is not just cost – you need to take into account the fact that our in-house people are on-call for Natick.  If we have a piece of equipment that needs service in the middle of a snow storm we can service it – we don’t have to wait as we might at an outside vendor.
Is there a schedule for replacing equipment from the beginning of the useful life and is that monitored throughout the equipment’s life?
Comments from the Chair:  I would say that is a capital question but I’ll allow it for now.
Mr.Chenard:  We definitely have a useful life calculation and it comes from the APWA for our vehicles.  When it gets near the useful life end of an item we start to track the useful life and take a look.  If it’s two-years out and it’s not costing us anything we look at it.  Sometimes there’s a piece of equipment that has had consistent problems and we’ll dump it early if we can to reduce maintenance costs.
Highway/Sanitation and Recycling
Mr. Marsette: Staffing levels here remain the same. This is one combined division so that offers the town efficiencies and flexibility but it constrains us on storms like the recent one from accomplishing all the duties immediately.
The department managed over 156 miles of roadways and 130 miles of sidewalks, they manage the recycling center on West Street, they collect curbside waste and recycling for 9,500 customers throughout the town.  They collect over 90,000 pounds of solid and recycled waste daily.  
Last year there was 24 minor storm events and 7 major storm events that they responded to. In total we collected 35,000 tons of curbside recyclables and another 600 tons of recycling center.  We disposed of nearly 6,000 tons of curbside solid waste and we collected over 3,100 tons of yard waste and brush at curbside and another 4,400 tons at the recycling center.  
They so all this at a much more efficient cost, less than half the cost, to the residents than they would get if they contracted for these services privately. 
As far as the budget the personnel side the only increase is staff eligible for steps and a longer pay year (leap year). 
The major reduction in the budget is from the solid waste tipping fees. 
We’ve added the cost of recycling bins and the waste bags to the budget. The fees collected there also go into the general fund: the pay as you throw generates about $900,000 per year. 
Adjustments in the landfill maintenance items to be in line with our maintenance. 
QUESTIONS FROM THE COMMITTEE Highway/Sanitation
On page V.24 regarding taking over Route 135.  What are the increased responsibilities for Route 135?
Mr. Chenard:  We have been given the responsibility of Route 135 by the state.  
For FY2016 are we doing any analysis on things like these indicators – actuals vs. predicted?
Mr. Marsette:  We will be moving the time-frame of this data from the calendar year to the fiscal year to make this data more useful to us.
Will there be an ability for tax-payers to get online and use a service to notify the town about pot-holes and other issues that need attention?
Mr. Marsette: The town is considering adding a service to their website that allows residents to go online and report a problem like a pothole and then follow it online to see how it’s being handled.
Mr. Chenard: What’s really nice about adding this se4rvices is you can send a photo of the problem right away and the GPS coordinates and it also sends feedback to the sender.


Land Facilities & Natural Resources
Mr. Marsette:
This Division manages over all the active parks and playing fields in over 60 locations throughout the town including the Town Common, Memorial Beach, multiple baseball, softball and soccer fields, playgrounds, tennis courts and basketball courts.  There’s an estimated 8,000 public shade trees in Natick that are regulated under state law – trees within the public way.  We removed 30 hazard trees last year to minimize damage to the public.  And one of their initiatives right now on a town-wide inventory of all the recreational facilities throughout the town to give an accurate count of what needs management and improvement. 
This is one of the divisions in which we utilize a fair amount of part-time help, two part-time gardeners, two or three summer interns.  The staffing is proposed to stay the same.  Salaries and personnel lines include staff eligible for steps. 
With respect to operations, there’s an increase proposed for materials field maintenance.  That’s for the increased cost in grass seed, fertilizers and supplies in general which averages a cost increase of 6% over last year’s costs.  We’re increasing the costs associated with mowing services which is a contracted service in Natick.
QUESTIONS FROM THE COMMITTEE Land Facilities & Natural Resources
What is the change from skilled laborer to tree worker – is that a different person?
Mr. Marsette:  There was a change in that because that position needs special certification.  There was a vacancy and so we added a tree worker so we can do as much tree work as possible in-house rather than outsource to a professional company.
The Cole Field – the new synthetic field – what’s going on with that?
Mr. Chenard:  What we find is that fertilizer and seed for natural turf fields and maintenance costs for a synthetic field are similar.  However, you’ve got much more play time on a synthetic field and can use the field under difficult weather conditions where you could not do so on a natural turf field. The maintenance program on a synthetic field is brushing, aerating, raking and sweeping – so there’s time and materials that are required by that but it’s offset by materials we don’t need to buy in fertilizer and seed and mowing.
Do we contract out all mowing services in town?
Mr. Chenard: We contract out 58 acres and the rest is mowed by our staff. 


QUESTIONS FROM THE COMMITTEE Overall Presentation
Regarding the statistics about staffing between 2008 and 2016: Can you just repeat those?
Mr. Marsette:  Public Works staffing from 2007 to 2016:
- In 2007 there were 58 full-time positions funded by general funds;
- In 2016 the requested number in the budget is 51 full-time positions requested.
New building – how’s that coming along?
Mr. Marsette:  We hope to be able to occupy the second floor sometime early to mid March.
Mr. Chenard:  It looks like it may be the third week in March – delayed by the installation of new phones.
Will there be new people or departments moved to that building?
Mr. Marsette: Yes slated to be in that building is a procurement official for the town; the public facilities staff; the sustainability coordinator.
Are they bringing any staff with them?
Mr. Marsette: No administrative staff.  There are four public facilities staff, the procurement agent does have public bid openings that occur and distributes bids, which necessitates counter support to manage vendors. Sustainability coordinator gets a fair number of visitors and public who come to meet with her.  
When you gave us numbers earlier like the 3,000 purchase orders and invoice work, and the 3,300 bulk waste permit pickups– Did you also say your department processes its own payroll?
Mr. Marsette:  Yes, there’s a total of 81 including water and sewer and we have one person who does that and it’s a significant effort.
Do you have a significant public traffic flow in the department – counter traffic?
Mr. Marsette:  Yes there’s a fair volume of residents that come in to pay or ask questions.
Are you familiar with what we call PIRs?  The town is not proposing any at this point because of how dire the budget looks, but if it were a more favorable budget season would you be pursuing any PIRs?
Mr. Marsette:  Most certainly.  We could use another position would actually get us back to the staffing level from 2010 and the administrative support of the department
Ms. White:  There is a PIR for additional administrative support for this department and it’s among my top three in PIRs.  I’m really pleased that the department heads took into account the budget situation seriously and there are absolutely no PIRs in there that do not have merit.  But the administrative support in the DPW is one of the highest priorities.
Could you describe a typical day of what this administrative person would be doing and what is getting done without this person?
Mr. Marsette:  This individual would help us particularly when the one person doing payroll is sick, we wouldn’t have to play catch up.  There would be more flexibility to train this person to assist with the many phone calls from residents regarding snow removal and trash pickup.  Unfortunately many of those end up being handled by our highway and sanitation director, Tom Hladick, which reduces his ability to be on the front lines. 
What would the worst case scenario if you did not get this person?
Mr. Marsette:  We would have to cut the hours that the office is not open to the public.
How are things managing now?  Who steps in to get this work accomplished now?
Mr. Marsette: The supervisors, directors and people at higher levels are chipping in to get the work accomplished.  But this takes away from their time performing their own job responsibilities.
We’re a member of the American Public Works Association. Is there ever accreditation or reviews that they do on towns?
Mr. Chenard:  As far as reviews are concerned I don’t recall any specific reviews, but accreditation yes.  We follow many if not all the accreditation principles but we have not applied for accreditation for Natick because it’s expensive to get it done. If this was something the town wanted us to do we would be happy to get accreditation.
What does accreditation give us?
Mr. Chenard: A nameplate – it’s a professional organization.
They’re not looking to see that we’re following best practices and making recommendations or staffing or anything like that?
Mr. Chenard: We do reporting for best practices but I’m not sure what they’re looking at from the reports you give them.  It’s a policy that they set that you have to be doing for accreditation. I am told there are there are only two Massachusetts towns that are accredited out of 351 towns.
How much additional money would the PIR entail?
Mr. Marsette:  Department Assistant: this would be a department assistant. PIR includes the total cost to the town for this position.  Regular compensation $39,283; Medicare wages share $570; Retirement – $1,681; assuming a family health plan or $15,138; for a total cost of $56,667.72.
Is there a reason a part-time person would not be feasible?
Mr. Chenard:  We can’t cover the amount of hours now without overtime hours.  If someone is sick, we end up behind again so a part-time person doesn’t make sense. Increased amount of over-the-counter work including the phones there is plenty of work for a full-time person in this position.
The in-house recycling – how is the program doing?
Mr. Chenard:  The program is outstanding.  It’s a huge savings – over $1 million over ten years even including a new truck.  


MOTION
Move approval of the total Public works 2016 Budget – Department of Public Works in the amount of $6,860,290 of which $3,421,882 is personnel services, $1,861,301 is expenses, $1,427,107 is municipal energy and $150,000 is snow and ice.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans:  Like most people on this committee, I feel that these individuals do an outstanding job for the town and have for many years.  They’ve worked to keep costs under control some of which are in their hands and some aren’t. They’re always looking for creative ways to save the town money and always amenable to considering new approaches.  So I applaud their efforts and whole-heartedly support their budget.
Ms. Coughlin: This department is one of the most forthcoming as far as information when we ask for it, probably the most well run that I’ve come across. I’ve seen you do more with less.  I think your budget is pretty transparent.  There have been times in the past when you’ve asked for staff and I’ve been most vocal against it.  I’m impressed that the town is seeking to be stringent with money and that you’re at this point willing to accept that and knowing that resources that are now spent answering the phone and helping people at the counter – we’re paying the big money people to do that now because you don’t have what you need.  I heard you answer all the questions and I’m impressed that you were so prepared with only a few weeks under your belt. I want to thank the sub-committee members for having good questions that elicited a lot of information to make this meeting more informative.
Mr. Pierce: I was on the sub-committee and have been impressed there and here. The DPW is outstanding and I thank you for all you do.  I think you made a sound, solid case for the PIR.
Mr. Brown: I whole-heartedly agree with the PIR. You do a tremendous job - we learned a couple of things tonight and I was particularly impressed seeing you guys on the road this week plowing and taking care of the storm. 
Mr. Everett: A lot of deserved accolades.  Regarding fuel costs: basically the budgeted cost that you used for your 2016 budget amount was down 13.5% in both the diesel and the unleaded. The total budget came down 3.54% not the 13.5%.  If another 10% was taken out that would be approximately $50 - $55,000 dollars. We were looking at opportunities to fund things that’s a possibility. I would also point out that if the current price of oil is roughly $45 per barrel, even if it went to $65 per barrel, there’s 42 gallons in a barrel so that would be a .50 a gallon increase, so gas being under $2.00 a gallon right now you’re getting it cheaper than we’re getting it and we’re paying a little over $2.00 if it went up to $2.50 that’s still well below the $2.81 being budgeted so as a take away I would like you to revisit and just double check on that and see if there’s anything you can do to save some more money and maybe we can use that money elsewhere. 

	Vote Favorable
	11-0-0



BREAK: 9:04 P.M.
RETURN FROM BREAK: 9:20 P.M.
Comments by the Chair:  There are a whole bunch of different areas that we vote on in here.  The one that we will not get to tonight is the employee benefits because we only do that at the end with all the other employee benefits.  So what we’ll do is we will go through the different components of salaries and the debt service but we will leave the benefits until a later date.
2016 Budget – Water/Sewer Enterprise 
Presenters:
Jeremy Marsette, Director of Public Works
Bill Chenard, Deputy Town Administrator Operations
There are two components that make up this one Water/Sewer Enterprise Fund: the sewer side and the water side.
The sewer system consists of  over 147 miles of sewer mains, 34 sewer pumping stations, 17,000 service connections and the system conveys over 4 million gallons of waste water per day.  Wastewater is discharged into the MWRA systems who treats it out at Deer Island.  Last year, we responded to ten sewer backups and there are over 30 critical locations throughout the system that we have to flush, clean and jet two or three times per year to make sure that we don’t have any sewer backups.
The water system consists of over 196 miles of water main, one booster station, and two ground storage tanks with a combined volume of over 5 million gallons which is more than enough for a day’s use. We have four water treatment plants, twelve water supply wells, 1,400 hydrants, over 4,000 gate valves and 13,000 customer meters that we maintain.  We had 50 water leaks last year to mains, we replaced fire hydrants, and we flush the entire water system twice per year. Because Natick has control over its own water system we can move the water through the system twice per year to make sure all the appropriate treatment chemicals are distributed through the system and all the customers have fresh water and maintain the longevity of our piping system.
There is a significant amount of testing and paper work that is involved in having our own water treatment plant which is done so well that we can receive and ISO certification which is underway.
Staffing levels for both remain the same. Sewer operations have had a reduction in salaries resulting from replacing some retirements with younger staff.  Forecasting a reduction in the electric utilities expense so there’s a reduction there. The main impact to the sewer budget is the MWRA’s sewer assessment that is forecasted to go up 8% which adds $447,000 to the total assessment of $5.6 million.  So, overall the sewer expense line sees an increase of 7.1%.  
Water salaries – a number of staff are eligible for steps in their contract. We see an increase in the actuals for utilities. Copy center fees have dropped. The ISO certification line has a reduction there.  The reduction in copy center fees reflects the consumer confidence report that we’ve published on a regular basis – which we are required to do by the DEP.  That number is adjusted down to actual spent. 
We noted to the sub-committee that currently the repairs and maintenance to hydrants line is funded at $10,000.  Each hydrant costs about $2,000 in equipment, so that funding gives us about 5 hydrants to replace each year.  Given that we have 1,400 hydrants in the system it would take us 280 years to replace them all at that rate.  Just something that we will think about in the future by way of a capital project or increasing that line or a combination of both.
The overall increase to operating expense for water is 1.13% this is what I noted earlier.  You can see the difference and the big value to having your own water supply and treatment compared with paying for an outside service.
QUESTIONS FROM THE COMMITTEE Sanitary Sewer Collection & Disposal and Water Supply & Distribution
What is the average life of a hydrant?
Mr. Marsette: Most of the time 50 years and with good maintenance even longer. Hydrants fail when they freeze and water cracks them.  If they’re operated aggressively they wear out – the gates fail, and they can be a pretty significant source of water loss in the system because of the gate valves associated with each one.  
Do you know the average age of the hydrants?
Mr. Marsette:  I don’t have the average age of the hydrants right now but if I had to guess I would say about 50 years.
What is a catastrophic fail of a hydrant?
Mr. Marsette:  It can be a slow-leak, a complete fail or a leak underground.
Looking at the MWRA increase – can you tell us more about what’s driving that and are there any factors we can control?
Mr. Chenard:  The biggest driver is the MWRA’s budget. We actually under budgeted last year so in FY15 we will pay more than our assessment.  The actual calculated increase is five present and the way we took a look at our flow rates and the overall projected MWRA budget increases and it comes out to just over 5%.  We can’t control their budget increases and want them to invest in making improvements to the system.  Otherwise you’re going to get hit with a charge all at once for a big capital project when something big fails.
Factors that we can control are flow rates into the system - Inflow and Infiltration (I&I). We want to recharge our aquifers so we want rainwater to go back into our aquifers.  But we want to reduce as much as possible run-off water being pumped into the sewer system. 
Is our flow rate relatively constant on a percentage basis?  Has our rate of input increased even when you take into account new developments?
Mr. Chenard:  The biggest component of that is new connections to our sewer system. The second biggest is MWRA budget.
What is driving the MWRA increases?
Mr. Chenard:  Mostly capital projects.  They’ve done some serious piping upgrades and pumping upgrades in their system.  And reducing I&I is another capital project that is on their end – but there is a cost.
A couple of years ago Natick was ahead on I&I and we were benefitting from that– but other towns started doing the same and that has decreased our percentage of share – where are we now?
Mr. Chenard:  I would say 3 to 5 years ago we were way ahead of that curve.  In the past couple of years we got behind that curve where our percentage share increased.  With the I&I projects that we’re putting into play now, we’re starting that trend back down.  I wouldn’t say we’re going to see huge changes because if you look around we still have some projects brining additional units on line.  But I think some of the new growth effect on the sewer numbers is mitigated by our I&I projects.
There’s a local community that’s trying to get away from the MWRA?
Mr. Chenard:  That’s on the water side – not on the sewer side.
The chemical supplies are level funded.  What are the challenges in determining that budget?
Mr. Chenard: The biggest challenge is competition from overseas for certain resources.  We already have seen a cost increase per unit.  We do fluoride and pH balancing – what we’ve seen is a general trend in the unit price of those increasing.  Overall the trend is an upward increase. 
So it’s a market increase?
Mr. Chenard:  Generally speaking we pump similar quantities on an annual basis and it fluctuates from dry years to wet years but if you look at a three to five year history we basically come out even.   But you can’t plan for pumping less because you don’t know.
One question I have is on the utility side: an increase listed as electricity – is that because we have more pumping going on because of the growth in town?
Mr. Chenard:  It’s an adjustment based on kilowatt hours. We saw some efficiencies on the one side and we saw a kilowatt increase on the other side.  
Is that more based on usage?
Mr. Chenard:  That’s based on usage. If you look at the other side is actually showing a decrease.  So the demand explanation is this: with one lightbulb you can consume 100 watts in a 24-hour period that’s a very low demand. But if you put 10 million light bulbs at 10 watts in a one-hour period, you’re still consuming 100 watts which is what we’re doing.  Most of our usage is in the morning when people are getting up, getting dressed using the shower and toilets.  So we have a little bit higher per unit cost on electricity on the sewer enterprise than we would on the rest of the town resources because of that demand.  We’re in that range of consuming 10 lightbulbs per hour versus consuming 1 lightbulb per day. It’s about peak demand – the utility has to have that amount of power available to you during that period versus far lower amounts during the rest of the day, so there’s a demand cost to that.
Utility Billing
Mr. Marsette: Much of the change here reflects an actual adjustment down to the actual spending over the last few years.  So there’s some significant reductions in the budget to be in line with last year’s expenses by way of bill printing, repair maintenance, equipment, copy center mail fees amounting to a fair reduction in the budget.
QUESTIONS FROM THE COMMITTEE Utility Billing
None.
Debt Service
Mr. Chenard:  The debt is something that the town has the obligation to pay.  These are the actual numbers with slight increases to debt moving forward. There isn’t a huge cost projected there because most of it we’re not going to borrow during that fiscal year – it’s going to be very, very small. Overall, we’re carrying $30,000 for bond anticipation notes which is the piece that we borrow at the end of the fiscal year going into the FY16 year.
QUESTIONS FROM THE COMMITTEE Debt Service
On the debt service, what were the major projects that were funded or were approved last year?
Mr. Chenard:  Two large vehicles for the Water & Sewer Department and the new sewer main that will reduce our reliance on two sewer pump stations where we consistently have backups into homes last year.
And those are included in this calculation?
Mr. Chenard:  We also dropped off some older items that were falling off and we refunded 
We also had the pumping station that we got mitigation funds to add to it –that’s included in this?
Mr. Chenard:  That’s included in this.
So all the projects that have been approved are included in this debt service?
Mr. Chenard:  Through this spring.  We’re only including small pieces of this spring’s capital because we don’t know and that’s the $30,000 bond in anticipation.
Do you see and big capital projects in the spring that will alter this?
Mr. Chenard: Not this spring.  We do have some debt in the spring for some large capital projects coming up in the next three years – in the $2 million range.



Reserve Fund
Mr. Chenard:  Because this is an Enterprise Fund, the reserve fund that you voted last Thursday night doesn’t cover this.  Rates cover this – so we have to build in a reserve fund other than the Enterprise Fund to cover any unforeseen costs.  Because this is an enterprise fund, it has to have its own reserve.    You don’t expend out of this fund – you appropriate to a line item and expend from there. I don’t have those expenditures in front of me – they’ve been very small.  It’s things like when we have sewer backups in to homes that an insurer doesn’t cover and it’s all been very small not even close to $200,000.  However, since it is a sewer fund reserve you can very quickly spend $200,000 – so we strongly recommend that we keep this at $200,000.
QUESTIONS FROM THE COMMITTEE Reserve Fund
Comments from the Chair:  I know it’s a different kind of reserve fund – but it would be nice if we could see all the things paid for out of this fund so we could take a look at that. In this case the unspent money does not fall to free cash if it’s unspent it falls to retained earnings. 
Mr. Chenard:  Retained Earnings is essentially Free Cash for an Enterprise Fund. 
So you feel $200,000 is adequate?
Mr. Chenard:  It’s what we are budgeting.  We have had several discussions about this reserve fund and others.  If we had a big problem this money would not be enough.  But our system is maintained extremely well and we have retained some extra money in the retained earnings to hedge against trouble.
So if you had a major failure – say in a pumping station this is the first place you would go.  Where would you go next - Retained Earnings?
Mr. Chenard: I would have the Board of Selectmen call a Special Town Meeting and we would fund it under an emergency provision statute and then call a Special Town Meeting to get authority, yes.
Is any of that insured then?
Mr. Chenard:  Yes, all of our infrastructure is 100% insured but there may be some instance that the insurance company doesn’t cover.  And some things that are insured still take 60 to 90 days to get funded from the insurer.  So you need to have a backup plan to get the problem fixed while you’re waiting for the funds.
We would get the money back into this fund once we got the insurance money?
Mr. Chenard:  It would go into the Enterprise Fund as a receipt it would not go back into the Reserve Fund without an appropriation by Town Meeting. There’s a provision of the statute that says if it’s over $25,000 it must be a decision of Town Meeting for us to spend it.  
Even to spend it on the insured item?
Mr. Chenard:  Correct.  For example when the Animal Control officer had an accident and the insurance money came in, we had to come in front of Town Meeting for permission to spend that money because it was over $25,000. 
So this money is really an emergency fund to fix a problem until the money can get to you - it is not a “replace the asset” fund?
Mr. Chenard.  Correct. It is a stop-gap measure until we can go through the other procedures to replace the asset.
MOTION
Move approval of the 2016 Budget – Water & Sewer Operations of $8,790,592 of which $1,857,696 is total salaries and $6,932,896 is total operating expenses.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans: They’re doing a good job keeping things in line.  We are at the mercy of MWRA but we are committed to that.
Ms. Coughlin: No comment.
Mr. Everett: We should note that it’s good to keep these costs as low as possible because that’s what sets the sewer rate every year.  So it’s good to see that happen.

	Vote Favorable
	11-0-0



Move approval of the 2016 Budget – Utility Billing Operations in the amount of $187,550 of which $104,550 is total salaries and $83,000 is total operating expenses.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans: The line item that caught my eye was the operating expenses going down by 36% so obviously the new billing apps are working well so kudos.
Ms. Coughlin: No comment.

	Vote Favorable
	11-0-0



Move approval of the 2016 Budget – Total Debt Service in the amount of $2,462,728.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans: No comment.
Ms. Coughlin: No comment.	

	Vote Favorable
	11-0-0




Move approval of the 2016 Budget – Reserve Fund in the amount of $200,000.
	Moved/Motioned by:
	Mr. Evans

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	Mr. Evans: Just as a balance of prudence and timeliness to do this stop-gap procedure I’d feel more comfortable if it was higher but I understand why it’s low.
Ms. Coughlin: No comment.	
Mr. Everett: Due to the expertise and the dedication and professionalism of our organization that supports this at least we know we’re in good hands and hopefully the chance of having to use this fund is small.

	Vote Favorable
	11-0-0




2016 Budget – Water and Sewer Indirect Expenses
Jeremy Marsette, Director of Public Works
Bill Chenard, Deputy Town Administrator Operations
Mr. Chenard:  There are no proposed changes in the indirects.  If you recall, last year we told you we were actually going to go on a three-year reduction plan on the indirects.  We’re a little bit nervous in some areas about reducing them beyond current levels so Mr. Towne and I took a look at them and decided that for this year we’re going to value it every single year and this year we’re not going to reduce the indirects.
We had said three years ago that we were going to reduce the indirects of three consecutive years. We did that for two years, but are not going to reduce the indirects this year.  Costs have increased to the point where we are comfortable with the indirects being realistic.  We took a look at them overall and we’re pretty pleased that the indirects that we had proposed last year were good so we don’t need to increase them or decrease them. We are more comfortable overall keeping them the same.
QUESTIONS FROM THE COMMITTEE
Comments by the Chair:  I do have the detail of what goes into indirects.
As I recall the reason we were looking to decrease the indirects over a three-year period was because it wasn’t just the costs it was the percentage allocations that were also being allocated.  What’s different?  I can understand the costs going up but the allocations would be an independent evaluation?
Mr. Chenard:  Mr. Towne did one part of them and I did the other. Overall, we felt that the percentage allocations was easier to just keep everything flat for one year and move forward from there and continue that analysis on an annual basis.  We’re going to change the way we do some of the indirects and change some of those formulas as we move forward so that it captures the actual numbers.
The way we’ve done indirects in the past is we’ve actually calculated every one.  We’re not going to do that anymore – we’re going to build that formula into – for example, energy is x percent of our overall energy costs.  And we’re going to keep that the same.  I don’t know where Jeff set that this year but moving forward we’re going to change how we do this process. Unfortunately, we ran out of time this year and were unable to complete that.  We’ve looked at some of the numbers but no all.  So we felt the best thing to do would be keep the indirects flat for one year.  It isn’t a perfect solution, I will grant you that, but we’re comfortable at this time.
How many of the columns on your spreadsheet are known factual billings?  For example do you know the number of hours specifically the information systems department actually coded their time for the year to go to the $33,000?  Or specific equipment that was installed that is dedicated to order to operations to equate to the $75,000?
Mr. Chenard:  I would say approximately half the lines are known factors and the rest are percentage allocations in the budget.
What is it going to take to have allocations that we can know exactly what those numbers are comprised of?
Mr. Chenard:  Those individuals in every single department that are unknown for example what you see there, the public safety number is a relatively well-known fact.  We know what we use for their resources.  The numbers from assessing through financial administration are percentage allocations.
Nobody tracks those numbers?
Mr. Chenard:  They are not tracked – nobody tracks those numbers.  In each of those departments they would have to track whatever those funds are allocated to.  For instance, the assessor’s office would have to track how much time they use advising ratepayers on how much water/sewer payment process.  I would have to track, and I don’t to be honest, I know it’s probably between 5 and 20 hours a week, how much of my time is spent on water and sewer in the abatement process. I’m not convinced that is the best way to do this.  I think allocating it on an average basis the way we do for those unknowns is probably still the best way to do it.  The time spent on tracking those hours it’s wasted time.  It takes too much time away from the actual job people are trying to get done.
Would you agree as a take away that when we have this discussion next year you could for the line items greater than $200,000 which ones you’re willing to invest some time into to get facts?
Comments from the Chair:  So what you are asking is for these individuals to have a way to keep track of their time to know exactly where the indirects are going for the line item?
Yes.  Is that something the administration could commit to doing on maybe the top seven or eight meaningful amount indirects?
Ms. White:  I really have to agree with Mr. Chenard’s suggestion regarding good use of our time.  We are all pulled in many different directions and we have estimated by really pausing and reflecting upon our use of time what is an average week, what is a peak week and what events drive a greater use of our time and when versus how many weeks would go by when we’d spend no time on water and sewer.  (Which is never going to happen for Mr. Chenard given his role in handling the abatement requests).  So I really do think that we come to these percentages with a thoughtfulness and I really do not think it’s necessarily a good use of our time keeping track of our time.  I don’t think I’d support that.  We have really tried to normalize how we charge for this extra time by moving it from the general fund to the water/sewer fund because that’s where the time is being spent.  So we’ve put effort into figuring out how to allocate these expenses.  
It really is something that quite a lot of thought and consideration has gone into.
Comments from the Chair:  This has all been appropriated in other budgets for approval by Town Meeting. This is just approval of the methodology and the amount going across.
MOTION
Move approval of the 2016 Budget – Water and Sewer Indirect Expense in the amount of $2,207,400.
	Moved/Motioned by:
	Mr. Freedman

	Seconded by:
	Mr. Pierce

	Motions or Debates:
	Mr. Freedman: I’m not sure I’m in favor of strict time tracking just on the value of money calculation.  I do believe that there is a huge good-faith effort to get these numbers where they should be.  What I don’t really understand is why the administration has reversed course from a few years ago when they said the indirects were too high and they had committed to reducing them.  We had gotten a couple of years into that and I was hoping to hear a little bit more definitive analysis of these numbers tonight and I didn’t really hear anything that told me the level of analysis and evaluations had been done.  And it could be that we just ran out of time and I completely understand that.  But I would like the administration to look at this and see if it can get to a slightly better level of precision particularly on some of the big ticket items where a percentage point here or there might actually have an impact on the Enterprise Fund and the rates.  Because really that’s what we’re talking about.  
I’m okay with supporting these numbers as they are now.  If you asked me last year I wouldn’t have thought these would be the numbers we’d see tonight.  I would have thought they’d be lower. I’m not suggesting that they’re flat-out wrong but I think they could be better and I think the administration thought so too and I’m still searching to find out why they’re not.  So I’ll go with it tonight but I still want to hear more over the course of time to get to a place where the administration feels that they’re more precise than they are right now.
Mr. Pierce: I believe the rationale that I heard tonight sounds rational.  
Mr. Hayes: I heard the Town Administrator’s answer and I understand it. And I heard Mr. Chenard’s answer and I understand his answer.  With respect to both of them I would disagree. We’re looking at six or seven line items that compose a significant majority of $2 plus million dollars and you’re talking about a large amount of that money being on the personnel side.  There is a large opportunity to be a little bit more focused and a little bit more diligent tracking the time that is put into the indirects.  Why does it matter?  It matters because it effects the rates.  If we’re going to charge $2.2 million dollars of indirects to the rate payers I think we owe it to them to say that the nearly $300,000 dollars for the financial administrative personnel cost can be relatively, fairly tracked as to there was $300,000 of actual time spent.  I truly believe that they’re using only good intentions and good faith when they put these numbers down so it’s not a question in my mind of anything untoward.  I just believe that if we’re going to charge $2.2 million dollars to the rate payers we should, over time, be able to be more detailed as to where those amounts are coming from. And even if it’s the first 5 or 6 big numbers and if the approximate numbers correlate to what the facts show, then it was a worthwhile exercise to find that out. 
Mr. Lista:  I agree with the previous speaker.  I understand that there’s a fair amount of work on the administration’s part to track these numbers I think it’s important that we get there.  I look at this as just a little bit more work in terms of developing the cost to provide service to the rate payers.  And that’s what we’re measuring here is the service cost to the rate payer.  And extent to which we can measure those things to get the cost per item – these are KPIs that help us understand the cost of delivering service to the rate payers. And I agree I think we should be doing a little more work down the road on that.  And while I fully endorse this I think it’s an area we should explore a little more.
Mr. Everett: I have been on this committee for nine years and I have been hearing about this for ten of them.  We have gone through this every year – we’ve had discussions, we’ve had auditors look at this and we always run into the same issue: how accurate are the allocations? We don’t have a system – and I’m not picking on lawyers – but lawyers keep track of their time in 15-minute increments. They do it, they have a system. Could we get one of those systems – I don’t know – how much is it going to cost?  
We can do sampling: we can say okay for this particular month write down how many hours you spent discussing water and sewer.  So there might be some other options to a complete minute by minute keeping track of time – to get some sanity check around those hours.  
And I’ll also point out that yes, for all this cost goes and that means the rate payers have to pay for it.  Anything that doesn’t go to them it means the taxpayers - it’s less money to fund the schools and everything else because everything here that goes to the rate payers and is paid through the rates is less money that we saved from the tax burden of the taxes side to pay for other things.  You’re playing off one hand to another here a little bit, so you have to be careful that you don’t save the rate payers money and then you have less money to pay for firemen and teachers and things like that.
We just have to be careful about understanding the whole picture of what indirects are. 

	Vote Favorable
	11-0-0


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

	Seconded by:
	Mr. Pierce

	Motions or Debates:
	None

	Vote
	11-0-0



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

	Seconded by:
	Ms. Coughlin

	Motions or Debates:
	None

	Vote 
	11-0-0



Meeting adjourned at 10:20 p.m.
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