Warrant Committee Report

Town Meeting, April 28, 2008
A principal function of the Warrant Committee is to report to Town Meeting on all Warrant Articles that involve an appropriation of money.  The Belmont Warrant Committee consists of fifteen residents (not necessarily Town Meeting Members) appointed by the Moderator for staggered three-year terms, plus the Chairs of the Board of Selectmen and the School Committee.  The Warrant Committee appoints one of its members to the Capital Budget Committee.  The Town Accountant, Town Administrator, and Town Treasurer regularly attend meetings.

This report provides Town Meeting Members with a background and explanation of the proposed budget for Fiscal Year 2009.

Budget Overview

The Warrant Committee is proposing a Fiscal Year 2009 budget of $81.181 million, which is an increase of 3.3% over the prior year.  Approximately $12.6 million of this budget consists of expenses over which Town Meeting has very little to no control:  the Assessors overlay; state charges; debt service; contributions to employee retirement; and the Minuteman assessment.  That portion of the budget over which Town Meeting can exercise control, which we will term the “net discretionary budget”, increases 3.8% from FY08.  This level of spending results in a very slightly enhanced budget for the Belmont schools and a very slightly reduced level of service on the Town side.  The enhancements to the School Department budget are described below in the report of the Education Subcommittee.  Almost half of the Town service reductions are felt in the street lighting budget, as approximately 50% of the Town’s street lights will be turned off in FY09.  

We were able to preserve this level of Town and School services in FY09 without an override thanks to several factors, some of which are not likely to appear next year.  They are:

Free cash

For the second straight year, Belmont has enjoyed a substantial amount of free cash.  This year, there was $2.97 million of certified free cash available for the FY09 budget.  We have again made good use of these funds:  $2.32 million was applied to the operating budget, avoiding the need for a Proposition 2 ½ override in order to maintain services; $150,000 was dedicated to reducing the Town’s substantial unfunded liability for health benefits to retired employees; and $500,000 will be carried forward into next year.
We are unlikely to see such large amounts of free cash in future budgets.  Belmont continues to face the structural dilemma that expenses grow much faster than revenues, and increases in what can be characterized as “unavoidable spending” – the truly nondiscretionary items listed above plus special education, health insurance and utilities – consume a significant amount of our allowable tax increases under Proposition 2 ½.  The impact of this “structural deficit” was largely avoided in FY09, but it will plague future budgets.  Going forward, the Board of Selectmen, Warrant Committee, Town Meeting and voters will have to assess the level of services that the Town is asked to provide and then determine how best to pay for them.  Without substantial cuts in services, it appears likely that regular operating overrides will be necessary in order to balance the Town budget.

Other use of “one-time” funds

Balancing this year’s budget was made substantially easier by the release of approximately $598,000 in surplus overlay from the Board of Assessors and the ability of the School Department to draw down surplus balances in revolving and reserve funds.  We do not expect next year’s budget to be offset substantially from either source.

Reductions in spending

One bright spot for FY09 and subsequent years concerns health insurance costs, normally the cause of much dismay.  In 2007, the Town and Schools, together with their respective employee unions, were able to achieve important changes to the health insurance program that should slow the rate of growth in our health insurance costs.  In addition, we have begun to realize administrative savings from the Town’s decision to self-insure its employees’ covered medical claims.  We are in the process of building a substantial reserve fund for unanticipated claims, and we are pleased to report that this reserve fund has grown much more rapidly than anticipated.  We had initially projected an increase in health insurance costs of 7% for FY09, but our experience in FY08 has allowed us to reduce that increase to 3.5%.  We are hopeful that the combined impact of changes in premium contributions and plan design, self-insurance, and good claims experience will slow the rate of increase in what is for most communities a very difficult area of the budget.

We continue to pursue other avenues for reductions in spending without concomitant loss of services.  The Report of the Warrant Committee to the 2007 Town Meeting discussed the joint effort of the Warrant Committee, School Committee, and Capital Budget Committee to create a Blueprint for Change.  The central idea behind this concept is that we cannot continue to do business in the way we have in the past; it is not sustainable.  We have a choice.  We can muddle through and watch services decline, or we can seek major changes in Town finances.  The Blueprint that we outlined to the Town Meeting in 2006 started with the most important single item:  reduce the cost of health insurance for employees and retirees.  It also included a 20-year infrastructure asset management plan, regionalization of fire and emergency medical services, more aggressive outsourcing of services, consolidation of functions like buildings and information technology, and consideration of new revenue sources.   Town Meeting Members and citizens were invited to join us in this work.

We have made substantial progress on health insurance, and last year’s $2.1 million contribution from free cash to roads meant that we were able to achieve the first year’s funding of a sound pavement management program.  There will be a dedicated roads override on the ballot this June, which the Warrant Committee has unanimously supported.  
Belmont needs to continue a town-wide discussion of what kind of town we want to live in.  What are the core services that distinguish us from other towns and make us so proud to be citizens of Belmont?  Once we have identified these services, we need to work on the process of making them affordable for our residents.

Review of Departmental Budgets

General Government
(Lines 010-099) 

Accountant, Assessors, Human Resources, Information Technology, Town Administrator, Selectmen, Town Clerk, and Town Treasurer.

All these departments except Human Resources and Information Technology are traditional and date back in basic form to before 1859 when Belmont first became an independent town.  Needless to say computers have replaced quill pens.  More specifically:

1.  The Accountant keeps the Town’s books;

2.  The Assessors value real estate and set the tax rate after Town Meeting has passed the annual budget;

3.  The Town Administrator is the senior Town-side employee, coordinates departments and manages the Selectman’s office;

4.  The Town Clerk keeps records, administers elections and handles many licenses and fees;

5.  The Town Treasurer collects taxes, pays the Town’s bills, keeps and invests the Town’s funds and manages the Town’s indebtedness.

6.  Human Resources is essentially the main personnel office and also administers employee benefit plans; and
7.  Information Technology is the Town’s computer department.

Staffing Levels

In these small departments, staffing levels have been constant in recent years and are projected to remain the same for fiscal 2009.  They are:


Accounting:  2.6

Assessors:  4


Human Resources: 2.6

Information Technology:  4


Town Administrator-Selectman:  3.8

Town Clerk:  3.5

Town Treasurer:  8.2
(Fractions represent one or more part-timers.)

Budgets

	
Department
	Fiscal 2008
	Fiscal 2009

	Accounting
	$320,835
	$320,285

	Assessors
	$358,261
	$384,729

	Human Resources
	$253,324
	$254,068

	Information Tech
	$513,745
	$581,588

	Town Admin-Selectman
	$276,086
	$298,953

	Town Clerk & Elections
	$300,737
	$312,040

	Town Treasurer
	$538,474
	$560,217


General Government departments receive approximately 3.8 % of the total operating budget or approximately 4 % if projected legal expenses are included.  
Important Present or Future Changes

Human Resources:  
Responsibilities are expanding especially as to health and dental insurance and labor relations.  Staffing levels are very tight.

Information Technology:
Computers and related electronic technology are developing very fast.  This leads to rapid equipment turnover and an almost certain need for more personnel.

Benchmarks

Informal surveys of neighboring Town indicate the General Government Departments are tightly staffed.

Remarks

1.  The major reason for increases in all of these budgets except Information Technology is collectively bargained salary increases.
2.  None of these departments could take major personnel cuts and still operate efficiently.

3.  There will be substantial reductions in the Town’s investment income for FY 2009.  This is because (a) the Town’s invested reserves have markedly decreased in the last 3 or 4 years of deficit budgets and (b) interest rates nationally are declining sharply.  

4.  There is an almost certain future need for increased spending on Information Technology.

Police Department

(Lines  110-145)

The mission of the Police Department is crime prevention and the provision of public safety to the citizens of the community.  The Department is comprised of seven different divisions; Administration, Patrol Services, Detectives, Traffic, Community Services/D.A.R.E., Records and Joint Public Safety Communications.

Budget and Staffing Summary

The staffing level at the end of FY07 was 47 sworn officers.  The current FY08 budget staffing level included 48 sworn officers.  The increase reflected the addition of a School Resource Officer during FY 08, the funding of which was split between the Police Department and the School Department.  During the second half of FY 07 the new Police Chief joined the Department and one Officer retired which resulted in an actual staffing level of 46 Sworn Officers at the beginning of FY 08.  There was one Officer in the Academy and one to be hired which was the School Resource Officer.  During FY 08, one Sergeant and two Lieutenants retired which resulted in a reduction again in Sworn Officers to 45 Sworn Officers during the FY.  These vacant Sergeant and Lieutenant positions were filled during the year through promotions recommended by the Chief and approved by the Board of Selectmen.  There is presently a need to hire three additional Officers to reach the FY 09 staffing level of 48 which is the same staffing level as FY08.  The FY09 staffing budget of  48 sworn officers consists of 35 officers dedicated to Patrol Services and 13 officers that will handle most of the other functions of the Department which include Administration, Detectives, Traffic, Community Services, Records and the School Resource Officer.  

The FY09 budget for the Police Department is $5,997,528 which represents approximately 7.4% of the Total FY 09 budget.   This compares to an FY08 budget of $5,591,687 and FY08 estimated actual expenditures of $5,674,787.  The increase in FY09 budget over the FY08 budget is $405,841 which represents a 7.3% increase.  Since wage increases were not reflected in the Police FY08 budget, the comparison of FY08 actual expenses to the FY09 budget at 5.6% is a better reflection of the total budget changes which were primarily related to wage increases. 

The Joint Public Safety Communications’ Program provides emergency telecommunications to citizens of the community and to all the Town Departments.  It is responsible for answering all emergency and non-emergency calls for both the Police and Fire Departments.  In addition, it answers all after-hours calls for the Light Department and the Public Works Department.  The Communications Center is staffed around the clock every day. The staffing level at the end of FY07 was 11 FTE’s which included 1 Operations Manager, 1 Communications Supervisor, 8 Dispatchers and per diem Dispatcher.  The FY08 staffing level and the FY09 budget staffing level includes 11 FTE’s.

Policy/Financial Issues

Major policy and financial issues for this department are as follows:

Resource Needs

Injuries, transfers and retirements of sworn officers continue to be a major policy and financial issue for the Department.  It reduces the number of sworn Officers that are available for duty and increases the overtime, training and hiring costs of the department. This issue needs to be addressed by the Chief of Police and the Board of Selectmen to determine if there are any solutions to this ongoing problem.


Regionalization

The Department should continue to review regionalization/collaboration opportunities with other Communities for the delivery of services, such as 911 dispatches, and the potential cost savings from these opportunities. 

Emergency Preparedness

The Department should continue to make Emergency preparedness a top priority and if possible, Community Policing initiatives.

Fire Department

(Lines  150-195)

The mission and primary roles of the Fire Department are: fire suppression response, fire prevention/education, hazardous materials response, and medical emergency response.  

Budget and Staffing Summary

The current FY08 budget includes a total staffing level of 57.5. This total includes 52 firefighters in fire suppression (four teams of 13 firefighters) and 5.5 in administration (Chief, Assistant Chief, Fire Prevention Officer, Assistant Fire Prevention and Training Officer, and 1.5 civilians handling office administration). The total staffing level is identical to FY07 and proposed FY09 staffing.

The FY09 budget for the Fire Department is $4,881,758 which represents approximately 6.0% of the total FY 09 budget. This compares to an FY08 budget of $4,612,934 and FY08 estimated actual expenditures of $4,789,080. The increase in FY09 budget over the FY08 budget is $268,824 which represents a 5.8% increase.   This increase is primarily related to wage increases, increases in EMT training costs and a capital outlay for EMS reporting software and equipment. Since wage increases were not reflected in the Fire FY08 budget; the comparison of FY08 actual to FY09 budget at 1.9% is a better reflection of general increase.  
Policy/Financial Issues

Major policy and financial issues for this department are as follows:

Alignment of Needs and Resources
As stated in prior years’ reports, although all the Fire Department missions continue to be important, the number of calls to which the Fire Department must respond continues to be heavily weighted toward medical emergency. Estimates are that in FY 08 the Department will respond to 150 fire incidents while providing 1,300 medical transports and responding to 450 rescue calls. This follows a similar national trend. The majority of resources (equipment and staff), historically, has been focused on suppression rather than fire prevention or medical emergency ($4.26 million out of $4.79 million expense in FY08).  The allocation of resources is a complex area to evaluate as the Department is bound by both union contract and safety standards as to how it responds to fire and medical emergency incidents.  Nevertheless, it is an area that warrants further evaluation and discussion.  The present allocation of resources has resulted in the following:  no detailed building plans review officer (recommended by the Chief but unfunded), limited commercial block inspections follow up, lagging oil burner/alarm inspections, and only one ambulance. There has been no substantial progress on this issue in the past year.
Regionalization
Although the Department supports and continues to investigate opportunities to share resources with surrounding communities, including but not limited to regionalization, there has been little progress in the past year. This continues in spite of energetic and informed efforts by the Chief to move this forward.  The Warrant Committee suggests the Town continue its efforts in this regard through its participation in the Metro Northwest Regional Consortium. Further initiatives will come as elected officials continue to formally advance the discussion with similarly elected officials in other towns. 
Building Operating and Maintenance Costs 
As yet, there are no firm estimates on the maintenance costs associated with the two new buildings. This undercuts budgetary planning for adequate maintenance in years ahead. Since fire department employees clean and maintain their own facilities and they were designed as “green” buildings, the impact on operating costs should be significantly lower, on a per square foot basis, than those of other new buildings. Nevertheless utility and systems cost will be higher. The new Munis system should allow these costs to be fully identified for the FY10 budgetary cycle. 

Evaluation of Advanced Life Support (ALS) Service
The Department has repeatedly suggested that in light of the demographics of the town, provision of ALS service would allow both improvements in service and provide a net financial benefit to the town. This decision would have a major impact on personal and staffing decisions and require new agreements with the surrounding private ambulance companies. The analysis required to assess the desirability of this service is reasonably complex; however a grant to obtain outside help in conducting the analysis has been secured. There is presently a Committee comprised of members of the Warrant Committee, Town Administrator, Town Accountant and the Fire Chief that has been charged by the Board of Selectmen to evaluate this issue further.  It is anticipated that a decision on this matter will be made by fall, 2008. 

Education

(line 200)

The core mission of the Belmont Public Schools is to educate students and to prepare them for college, employment, and civic life. Superimposed on this core mission are federal and state mandates and parental expectations. The mandates dictate how this education is to be achieved (curricular requirements), how its achievements are to be measured (standardized testing), and how widely these standards are to be applied (No Child Left Behind). The expectations increase the breadth of responsibilities which the schools are asked to assume. 

Budget and Staffing Summary

The current FY08 budget included a total staffing level of 414.5 (FTE’s). Certified personnel (teachers, curriculum directors, librarians, guidance counselors, RN’s and administrators) account for approximately 70% of the total.  The staffing level for FY 2009 includes two additional elementary school teachers (added after the FY 2008 budget cycle but during the 2007-2008 school year), one additional 5th grade teacher, one additional high school teacher, one autism inclusion specialist in Special Education, and one additional pre-school teacher in Special Education. 
These additions will allow unchanged (or reduced) class size at the elementary and middle school levels, and a reduction in average class size at the high school. Thus School services are increased by both in absolute terms and in relation to the student census.

The FY09 School budget is $38,470,916, which represents a 3.9% increase over the previous year. The enhanced services described above are achieved with this 3.9% increase in operating budgets plus a drawdown of surplus balances in revolving and reserve funds and the carry forward of FY08 savings, primarily in the healthcare area. 

Education accounts for approximately slightly over 50% of the total budget and School 56% of the non-discretionary portion of the operating budget (total budget minus state charges, debt services, retirement, post employment health benefits and Minuteman Vocational School assessment). 

Budgeting/Financial Issues

Major budgeting and financial issues are as follows:

Calendar of the budgeting process. Best practice municipal budgeting calls for all budgets to be developed on the same calendar so that tradeoffs among them can be considered simultaneously. This allows time for analysis and constructive discussion of the competing priorities. With the possibility of an override in FY10, the Warrant Committee believes that it is important to achieve this in FY 10 and present a preliminary school (and town) FY10 budget before the Christmas break. The Warrant Committee chair will meet with the chairs of the Board of Selectmen and School Committee in June of 08 to establish the budget calendar for FY 10.

Identification of fund balances and line item savings.  As noted above, the enhanced service FY09 School budget was achieved through a combination of operating funds and drawdowns from revolving funds, reserve funds, out of system credits, and prior year surpluses in particular line items. Visibility to some of these savings was achieved relatively late in the process. (Town departments are required to return surpluses on a line by line basis so similar issues do not arise on the town side.) The Warrant Committee believes that expansion of the quarterly School budget report to include variances in key line items and fund balances and thus allowed ongoing review of these balance sheet type items would be constructive. 

No town funds commitment re full day kindergarten.  With the likelihood of funding full day kindergarten from town revenues appearing low, the School Committee crafted a proposal to establish full day kindergarten with the incremental costs to be paid entirely through a combination of state grants and parent fees without use of town funds. The Warrant Committee and the Selectmen were given assurances that if state funds were not available, all incremental costs would be met out of parent fees.  It will be important to maintain this commitment in the FY09 budget and beyond.

Sustainable budgets. A point of agreement among all those who participated in the FY09 budget was that it was very unlikely that a FY10 budget could be cobbled together in similar fashion; too much of the gap was filled by one-time reallocations.  Thus FY10 is almost certain to require an operating override or a comprehensive budget review. 

Minuteman Regional High School
(Line 290)
Minuteman Regional High School (www.minuteman.org) is a four-year public regional career technical high school serving Belmont and fifteen other member towns. Minuteman provides a combination of rigorous academics and preparation for college and career exploration.  Its major objectives are to:  provide pre-college, pre-career talent exploration and matching to students; provide learners with strong motivation and preparation for college and career paths; help experiential learners accelerate their learning; provide superior access to science and vocational-technical career paths; and provide students with special advantages through business-industry partnerships and college articulation agreements.  Additionally Minuteman supports students in the development of entrepreneurial and quality management skills, providing career and school-related services to adults and to local school districts.

Each of the 16 District member towns has a monetary amount apportioned to them according to the Education Reform Act and District Agreement.  The FY08 assessment figure for Belmont was $502,174.  The assessment for this fiscal year is $687,857, representing a percentage increase of 37%.   Belmont has seen a net shift of 7 students from Belmont attending Minuteman for a total number of 31 compared to 24 the previous year. 

Department Data Staffing Level (including full time, part time and overtime), budgeted contracted staff only

	
	Budget ($)
	FTE Headcount

	Prior year end
	$ 15,833.439
	155.28 FTE

	Current year dollar budget
	$ 16,745,769
	148.66 FTE

	Proposed dollar budget 
	$ 17,001,622
	144.1 FTE

	Percent change (decrease over FY07)
	+ 4.03%
	- 7.02%


Important changes occurring within the department 

Actual

a)   Minuteman has a new Superintendent, Edward A. Bouquillon, Ph.D. and a new high school principal, James Laverty

b)   Minuteman is currently in the early stages of undergoing an investment grade audit for the purpose of identifying possible energy-related facilities upgrades

c)   FY’09 new student applications continue to remain steady and an increase in enrollment is expected

d)   FY’08 in-district enrollment is up 15% compared to FY’00

e)   FY’08 overall enrollments are down 6% compared to FY’00 due to the planned reduced enrollments of out-of-district students, including Choice students.

Proposed

f)   Health and Wellness, and Art positions are being restored in FY’09.

g)   Increased scheduled academic time in Math and English for incoming freshmen

h)   The 10-year NEASC school accreditation review will occur during March of 2009.

i)   Development of strategic plan for use with MSBA application and future facilities and program improvements
Office of Community Development

(Lines 302-306)

The Office of Community Development is of responsible for building inspection, zoning enforcement, engineering, and planning services.  The FY09 budget represents a 2.4 percent increase over FY08.  The number of FTE’s in the department (8.93) is unchanged.  After careful review by the subcommittee, it was difficult to find any reductions in the budget that could be made without a significant reduction in the level of services provided.  Also, since many of the activities of the Office provide revenues to the town (e.g., through building permits and inspections), reductions in service might create a loss in revenues.  The three major functions of the Office—building inspection, engineering, and planning—also are critical functions for development of commercial and residential property in the Town.  Cuts in these budgets might delay or impede development.  Therefore, the Warrant Committee supports the final recommendations of the Town Administrator to avoid further reductions in this budget for FY09.

Policy Concerns.  

The Warrant Committee’s concerns in past fiscal years have focused on the staffing levels in engineering that is required for supervision of construction in roads, water distribution lines, and sewer collection systems.  The Director of the Office assured the Warrant Committee that engineering personnel would be hired, as needed, for supervision of construction.  Funds for these contracted positions would come from the construction budgets of the Water Enterprise Fund, the Sewer Enterprise Fund, and from the Roads Override (if there is to be an increase in pavement management-related construction).  This proposal successfully addressed the Warrant Committee’s concerns in this area. 

The Warrant Committee also was interested in a potential increase to the budget for the Planning and Economic Development Manager.  In his “level services plus 10% budget,” the Manager suggested that an additional $50,000 of consulting services would allow him to initiate a study of the South Pleasant Street area for proposed economic development, and issue an RFQ for consulting services to support a Comprehensive Plan for the Town.  A central element of this new Plan would be consideration of the potential for “Form-Based Zoning” in Belmont.  The subcommittee recommended to the full Warrant Committee that consideration be given to this proposal because of its potential for revenue enhancement.

Public Works

(lines 310-324)

The Public Works Department is comprised of the Highway Division (responsible for highway maintenance, sanitary sewer maintenance, and storm water maintenance, departmental maintenance, and includes the municipal garage, the forestry service, delta and grounds maintenance, solid waste collection and disposal), the Parks and Facilities Group, the Cemetery Division (responsible for cemetery administration, burial activities and maintenance) and the Water division.

The mission of the Public Works Department is to provide central administration services for all Public Works functions, including policy, planning, budget, capital equipment and projects, contracts and personnel, and coordinating customer service while allocating and coordinating resources.

The staffing level (including full-time, part-time and overtime) is as follows:

Prior year-end:  48.5

Current year budgeted:  50.7

Current year actual:  48.3

Proposed next year budget: 50.7

The budget is as follows:

Actual prior year:  $5,159, 349 (budgeted was $5,446,670)

Current year (FY09) budgeted:  $5,750, 349 

Proposed for next year:  $5,904,276

In terms of costs, FY08 reflects a light snow year and unfilled positions.  Those savings were a part of free cash at year end.  The current year reflects 5% salary increases for union people in order to get health care savings.  The budget is 6.2% higher than the FY08 original.  The FY09 proposed budget is 6% higher than the FY08 anticipated expenses, based on the original budget request. Cuts being requested by Mr. Younger will affect the Public Works Department more than other departments, equaling more than $200,000 to be deducted from the original Public Works budget this brings the overall FY09 increase down to 2% as compared to the FY08 anticipated actual expenses.   

Changes affecting the Department include increased costs over the past 10 years, such as bituminous concrete (asphalt or “hot top” and gasoline) up 68%, trench-patching up by 88%, road salt by 65%, and diesel fuel.  Also costs snow plowing contractors’ costs for fuel and insurance have risen about 10% over the past 5 years.  The cost of plowing an inch of snow has varied from $5,400 to $11,200, depending on the types of storms.

The biggest challenges for the department of Public Works are to keep up with deteriorating infrastructure, stressed resources and increasing expectations. 

Building Services

(Line 325)
The Belmont Building Services Department is responsible for operating, managing, and maintaining public buildings outside of the schools, libraries, and electric light department.

Principal buildings include Town Hall, the Homer Building, the police and fire department buildings, and the Senior Center.

Department Data

	
	Budget ($)
	FTE Headcount

	Prior year actual
	$861,020
	4

	Current year actual
	$975,178
	4

	Proposed next year 
	$1,199,972
	4

	Percent change (current to next year)
	23.1%
	0%


The department’s budget for major building repairs for the Homer Building and Town Hall has totaled nearly $700,000 over the past three fiscal years.

The following are important changes occurring within the department:
Increasing demands placed on staff and budget due to increased complexity of town building mechanical systems, aging structures, and design problems in recent town building construction projects.

Increasing fuel and electricity costs have necessitated larger than expected increases in next year’s budget.

The new Senior Center may require a level of janitorial services that cannot be provided with current staffing levels.

The following are proposed changes within the department (note: any recommendations for changes made by the subcommittee should be reviewed with the department head prior to presentation):
The building department has expressed concerns about the design process and construction management policies that have been unnecessarily costly.  Examples include faulty construction of a staircase in the Homer Building and use of granite flooring in an elevator and in a basement.  Mechanical systems in the Homer Building, Town Hall, and the fire department headquarters have also required some amount of rework.  

The Homer staircase has led to a personal injury lawsuit being filed against the Town.

The department also has concerns about the cost of maintaining the new Senior Center, given the planned interior furnishings, as well as the ability to use the Senior Center for other programs in the evening, given the configuration of the interior doors.  

The department has indicated that an additional staff person with skills in building management and construction supervision could be a cost-effective hire.  This could help to avoid similar situations in future capital projects and by ensuring that complex building systems (in an era of very high heating and electricity costs) are run efficiently.  The subcommittee believes such a proposal deserves serious consideration.  

Health Department

(Lines 520-522, 570)

The Health Department budget includes programs for Health Administration, Animal Control, the Sealer of Weights and Measures and Youth Services.  The goals of the Department include preventing disease, engaging in activities to promote health, and enforcing the animal control by-law and Board of Health regulations to ensure the health and safety of Town residents.  The goals of the Youth Services Program, which is administratively part of the Health Department, are to plan events and coordinate a calendar of events for the community’s youth.

The State mandates that local health departments perform food service inspections; respond to residents’ complaints about possible health and safety violations in rental housing; review plans for changes proposed by food service establishments; investigate nuisance complaints; monitor day camps, swimming pools, tanning salons and sewerage systems; follow up on infectious diseases; provide flu clinics; act as a depository for vaccines; and participate in community emergency preparedness planning.  In addition, the Belmont Board of Health’s regulations require the Department to participate in biotechnology licensing, monitoring abrasive blasting by parties, dumpster permitting, and non-smoking compliance.  Further, the Health Department regards the following as extremely important even if not mandated:  disposal of hazardous products, licensure of day care and after-school programs, social services outreach, blood pressure clinics and a dental program for kindergartens.  The workload of the Department increases as more demands are made upon it, and time and personnel must be ready at all times to respond to emergency situations. 

The staffing level budgeted for the Health Department was 3.95 for FY08.  In the Departmental request, the Health Director requested an additional full-time 35-hour-per-week public health nurse, bringing total staffing up to 4.66.  While funds were not available to fill this position, the Town Administrator was able to negotiate an arrangement with the Town of Lexington that will enable Lexington and Belmont to hire one full-time public health nurse, who will spend half-time in Belmont and half in Lexington.  With this addition, the total FTEs for the Department will increase from 3.95 to 4.16.  The FY09 budget will increase by 4.8% over FY08.

Filling the position of half-time public health nurse was very important.  While the Health Director is, herself, a public health nurse, her administrative responsibilities make it impossible for her to fulfill all of the functions that require a public health nurse.  

The only reduction in the Health Department budget was a cut of $2,750 in the budget for the Youth Commission.

Policy Concerns

1. The Warrant Committee endorses the initiative of the Town Administrator and the Health Director in arranging to “share” the services of a full-time public health nurse with the Town of Lexington.  We also recognize the initiatives taken by the Health Department in seeking out regional solutions to area-wide public health problems.

2. Emergency Preparedness and Increased Regulation.  The Health Department has significant obligations with respect to planning for nuclear, chemical, infectious disease, radiological or explosive emergency.  New State mandates continually add to Health Department responsibilities.  The Health Department staff is dedicated, but they are small in number.  One possible solution would be to consider delegation of some of the environmental responsibilities of the Board of Health (e.g., inspection and permitting associated with Title 5 of the State Environmental Code) to the Office of Community Development which could assign this work into its inspection professionals.
Council on Aging

(line 540)

The mission of the Council on Aging is to advocate for and serve the senior citizens of the town. The Belmont Council on Aging carries out this mission through the direct provision of services including travel (local, national, and international) programs, health and wellness programs (e.g., blood pressure clinics, exercise classes, health education classes), enrichment classes (music and arts, scheduled games, movies, computer instruction, etc.), and social services

Budget and Staffing Summary

The current FY08 budget includes a total staffing level of 7.9. This total includes 4 full time positions, 4 benefit-eligible part time positions and 6 part time positions of less than 20 hours. The staffing level of 2009 is unchanged, although there are reallocations among part time position.

The FY09 budget for the COA is $488,342, which represents an 8.5% increase over the previous year. Salary and rent increases drove most of this increase, which is significantly higher than the average growth of 3.1% over the proceeding three years. The revolving fund was maintained at $50,000. COA accounts for approximately 1.2% of the town budget.

Policy/Financial Issues

Major policy and financial issues for this department are as follows:

Understanding of served population. One of the ongoing concerns expressed by residents is that the bulk of COA services are being provided to a relatively small fraction of Belmont’s seniors.  While the COA is able to provide estimates of the number of seniors participating in each program, it is not able to provide numbers on the overlap in participation from program to program. There has been no progress on this issue in the past year. There has been some discussion of a card system for the new center which would allow such information to be collected accurately and efficiently. But without collecting such information in FY 2009, the marketing effort required for the new center cannot be determined. 

Allocation of resources between frail and well seniors. As part of a Selectmen’s initiative, the COA budget was selected for a zero based budgeting exercise. The results showed that over 80% of COA resources are devoted to providing services to the relatively well seniors (e.g. those healthy enough to take overnight trips), rather than to frail, house-bound seniors. It also provides a higher number for the total costs of services provided to seniors by COA: approximately $780K in FY 2006 versus budget of $456L in FY 2008.
 

User subsidies. The current COA pricing policy is to set fees for travel, classes and other programs so they cover only direct out-of-pocket costs. Thus, for example, the charge for massage therapy includes the cost of the masseuse’s time, but not the time of the administrator who is arranging the appointments, the operating costs of the Senior Center facilities or the COA administrative overhead costs. The state has a transport program for seniors who fall below certain income guidelines. Thus seniors being served by the COA transport program are likely to have incomes too high to qualify for the state program. There is, however, no charge for COA transport services. The result is a non-means tested subsidy. 

Internalization of overhead. The COA’s programmatic predisposition is for direct provision of services. Thus, for example, while Newton contracts out its transport services, the COA has a full time transport coordinator. The benefits to maintaining a dispatch service in house and the cost savings from outsourcing it should be explored and articulated. 

Duplication of services. There is substantial formal duplication between many services offered by COA and those offered by other town departments and local non profits: blood pressure, computer classes, ESL, etc. The costs, if any, of providing these services in an intergenerational setting should be weighed against the savings from consolidation of these activities across town departments. 

Planning for new facility. The new senior center will not impact the FY 2009 operating budget. However, planning for programmatic activities in the new facility needs to begin. (Facility operating costs need to be looked at as well, although this is a COA responsibility. The current COA ‘first look’ at costs in the new facility puts them below current costs (part from inflation) since rent will no longer be charged. That is inconsistent with experience of similar social services organizations when moving into significantly larger new facilities.

Library

(line 602)
Mission

The Belmont Public Library’s mission is to provide free and equal access to information and ideas, and to serve the diverse interest of the community through a wide variety of resources.  The Library provides a full spectrum of high quality library services for education, cultural enrichment and reading pleasure to all residents of Belmont.  It houses over 162,000 books, magazines, newspapers, videos, DVDs, talking books, CDs and CD-ROMs and offers electronic access to a growing number of databases and the Internet.  The Library is a member of the Minuteman Library Network, a consortium of 35 public, and 6 academic, libraries.  It operates through six service programs:  Adult/Reference, Young Adult, Children’s, Technical Service, Circulation and the Benton Branch Library.

Department Data

Staffing levels in full-time equivalents and budget for FY07, FY08 (estimated expenses) and FY09 (proposed) are as follows:

	
	Budget
	FTE Headcount

	Prior Year Actual
	$ 1,573,905
	24.87

	Current Year Actual
	$ 1,708,641
	23.97

	Proposed Next Year
	$ 1,807,718
	23.82

	Percent Change
	5.8%
	(.625%)


Policy Concerns

Two policy issues continue to concern the Warrant Committee.  

1.  The scheduled hours of work for the unionized staff are not aligned with the weekend operating hours desired by the community.  This issue has existed for some time and has a negative impact on library users.  The Warrant Committee renews its recommendation for the Library trustees to address changes in the union contract to allow more flexible staffing.

2.  The Benton Branch Library is an underutilized capital asset, currently open only ½ day per week.  The Library trustees need to reconsider this offering.

Library Programs

The following accomplishments are part of the library’s five year Long Range Plan set by the trustees, Town committee representatives, library staff and the community.

1.  In January and February 2008, held the One Book One Belmont program, bringing together individuals and groups through a series of book-related events.

2.  Installed online self-service museum pass booking system, which saves staff time and allows booking any time. 

3.  Reclassified TV series and foreign language DVDs to make them more accessible.

4.  Purchased “Book News,” a reader advisory software program.

5.  Served approximately 800 students by assisting them with projects, including National History Day, Critical Essay and Senior Thesis.

6.  Conducted professional staff development workshop for 7th and 8th grade Social Studies teachers.

7.  Improved wireless access throughout the library.

8.  Conducted another successful Cyberteen Guide program, with seven BHS students tutoring 45 adults in July and August with 123 hours of individualized computer training.

9.  Increased utilizing the website to advertise Library programs and databases. 

10.  Reclassified the Branch Librarian position to a Generalist position and filled vacancy.

Opportunities

The Library has many goals for the upcoming year, one of which is to enhance the Library’s role in fostering a sense of community.  The Library will also continue to educate the town on the importance and need for a new Library facility.

Recreation Department

(Lines 650-660)

The proposed FY09 is level-funded.  The staffing remains at 3.90 FTE’s, and the budget is increased 2.8 percent over that of FY08.  The increase is explained entirely by increases in salaries and other personnel costs.  Maintenance of the major facilities used by the Recreation Department (the Underwood Pool, the Viglirola Rink, and playing fields) are costs that are not borne by the Recreation Department.  Instead, these are found in the budget of the Department of Public Works.  . 

Major policy and financial issues for this department are as follows:

1.  Ongoing deficits:  In FY08, the Recreation Department realized a surplus.  It revenues exceed its operating costs, and the Department should be commended for this outcome.  In previous years, the Recreation Department forecasted break-even or a small loss.  The Department budget excludes the cost of maintaining the facilities that it uses (the Pool, the Rink and the fields).   While some of this DPW activity supports School use of the facilities, the largest portion of this spending supports Recreation Department programs. Thus there is a substantial town subsidy.   

2.  Potential failure of major capital facilities:  The two major capital facilities managed by the Recreation Department, the Underwood Pool and the Viglirola Rink, are both close to catastrophic failure. The pool has outlived its economic life and is at serious risk of failure this summer. Alternatives for dealing with each include:

--Rink:  More aggressive marketing or outsourcing of the rink facility has been proposed. There has been little progress toward this objective and no market testing of whether in light of its current facilities this is realistic. 

--Pool:  The Recreation Department has stated that it does not believe that a private fundraising campaign for a new pool has any probability of success.  Given the Town’s other pressing capital needs, and an estimate from DPW and the Health Department that a short-term fix would not be satisfactory, consideration should be given to deciding to close the pool in the event that it fails.   

Debt Service
(Lines 710 – 750)

� (Slightly over 40% of the cost of the increased Special Education staffing is offset by circuit breaker state aid and LABBB credits.)





� � This is new information, which would not have emerged from the traditional budgeting process. It thus raises policy issues about whether this is the optimal use of the town’s resources and suggests that zero based budgeting might be extended to other departments. 
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