To the Residents of Dedham,

During the past several months, the Town of Dedham has undertaken a detailed examination of
its long-term financial outlook. Like many Massachusetts communities, our Town faces the
challenge of balancing rising costs with limited recurring revenues. At the same time, many
residents are concerned about the affordability of living in Dedham and the impact of taxes on
household budgets.

To ensure Dedham remains on sound fiscal footing, the Town used a grant to engage the
Collins Center for Public Management at the University of Massachusetts Boston to analyze
projected budget gaps and explore options for closing those gaps.

The Collins Center worked closely with Town staff and leadership to understand Dedham’s
finances, major budget drivers, and budget-building process. The result of the Collins Center’s
work is the Dedham Deficit Reduction Strategy Report, which outlines a range of options for
improving Dedham’s financial stability. The Town also established a Budget Deficit Working
Group to review the draft report and provide context about local operations and priorities.

The resulting report is not a list of endorsed actions. Rather it presents a menu of potential
strategies Dedham could deploy - some easier to implement than others - intended to help the
Town control costs, strengthen revenues, and foster consensus-building in its budget process. It
is important to note that not all of the suggestions presented in the report are needed in order to
close Dedham’s projected budget gap.

The report is one important tool for town staff and leadership as we seek to sustain the services
residents depend on while minimizing pressure on taxpayers and avoiding more difficult choices
in the future.

Our hope is that this report fosters open dialogue and increased collaboration among Town
officials, staff, and residents as we all work together to preserve Dedham’s quality of life, invest
wisely in its infrastructure, and develop a transparent, sustainable financial plan - one that keeps
our community thriving and affordable for generations to come.

Sincerely,

The Deficit Reduction Working Group:

Michelle Persson Reilly, Select Board

Joshua Langmead, School Committee

Dan Driscoll Town Moderator

Liz O’'Donnell, Finance and Warrant Committee
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Executive Summary:

In FY2022, the Town of Dedham engaged the Collins Center to develop a Long-range Revenue and Expenditure
Forecast, and to train Town staff to continue forecasting internally for FY2023 and beyond. The completed forecast
projected annual budget deficits beginning in FY2024. The Town was able to delay the predicted annual deficits until
FY2027 due to the use of non-recurring revenues. Financial “best practices” recommend that non-recurring revenue
be matched against non-recurring expenditures. In situations where a community matches non-recurring revenue
with recurring expenditures, structural deficits are created. The Town of Dedham is approaching a structural deficit
in its future annual budgets. When the non-recurring revenue is unavailable for use in the next year, accompanied
by inflation in the cost of expenditures, the structural deficit grows. In FY2025, Dedham used $2,655,512 of non-
recurring revenue (American Rescue Plan Act Funds and Free Cash) to delay the deficit and balance its budget. In
FY2026 the Town proposed using $1,618,699 of non-recurring revenue (Free Cash) to delay the deficit and balance
its budget.

The Town has begun to use Revenue and Expenditure forecasting, a powerful tool which allows it to identify gaps
between expected revenues and expenditures over a continuous five-year period. The Town provided this report to
the Collins Center on May 29, 2025. The forecast indicates that the average total revenue will grow annually at a
rate of 2.67%. The forecast indicates that the average total expenditure will grow annually at a rate of 3.30%. Digging
deeper, the Forecast indicates that the Town’s total recurring revenue, revenue that supports the General Fund
budget, is predicted to grow by 3.37% in FY 2027. This estimated growth in recurring revenues is typical of what
most communities are experiencing. The Forecast further indicates that the Town’s total recurring expenditures is
predicted to grow by 4.70% in FY 2027. This creates a budget gap in FY 2027 between recurring revenue and
recurring expenditures of (-1.33%). The data shows that the Town has higher projected recurring expenditures than
recurring revenues, and the gap is supported by non-recurring revenues. The Town may experience a reduction in
expenditures beginning in FY2029, due to the predicted full funding of its pension system. Although predicted, this
savings is not guaranteed. Current market fluctuations may delay the budget relief. The drivers of the expenditure
growth are a 4.5% growth in Town salaries, a 5% growth in the school budget and a 7% growth in Health insurance.
Together, these three drivers account for 75.7% of the general fund budget. When mandatory expenditures of debt
service and pensions are included, this represents 84.53% of the annual budget. The Town’s most recent forecast
identifies future deficits as follows:

Town Forecasted Deficits Including Use of Free Cash as Revenue

FY2027 ($2,937,425)
FY2028 ($851,403)
FY2029 $48,566
FY2030 ($702,107)

Projected Deficits Without Use of Free Cash

FY2027 ($4,437,425)
FY2028 ($1,851,403)
FY2029 ($701,434)
FY2030 ($1,452,107)

It will be difficult for the Town to balance its future budgets while providing the current revenue and expenditure
mix which is currently authorized in the FY2026 annual budget.
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Dedham is seeking to develop a deficit reduction strategy as a means for reducing future deficits and delaying or
eliminating the need for a General Override. To accomplish this goal, the Town has engaged the Collins Center to
analyze Town operations and suggest cost saving measures and enhancement of revenues that could accomplish
this goal. The School Department participated in interviews conducted as part of the study; however, the analysis
did not extend to a detailed review of the school budget. The only recommendations offered related to schools
were to align school compensation with the Town’s cost of living increases and to encourage future collaboration in
the overall budget development process. The Collins Center has met with department heads and policymakers to
identify service efficiencies and the impact these would have upon the citizens and taxpayers of the Town. Draft
recommendations were presented to a Financial Working Group consisting of key municipal officials. Finally, the
Collins Center provided support to the Working Group regarding the impact that the recommendations may have
on service delivery and taxpayers.

The Project Team’s assessment produced several findings and a “menu of option” which are listed below. Details
on each finding and associated suggestion are contained in Sections 1-4; suggestions include revenue
enhancements, expenditure reductions, and long-term actions which will improve future forecast projections. Not
all of these options need to be implemented in order to address the structural deficit, but employing some
combination of them, depending on the priorities of the Town, can improve future forecast projections.

Summary Suggestions

Section 1

Revenue Enhancements

1.1 8 Implement a Refuse and Disposal Fee

1.2 8 Adjust Projected Annual Local Receipts

1.3 8 Adjust Overhead Charges to Enterprise Funds

1.4 8 Adjust Transfers from Reyes Fund to General Fund

1.5 9 Adjust Building Department Fees and Practices

1.6 9 Use Excess Taxing Capacity

Section 2

Expenditure Reductions

2.1 10 Level Fund “Other Expenses” Line of Projection (non-school)
2.2 10 Delay Other Post Employment Benefit (OPEB) Investment
2.3 10 Adjust Cost of Living (COLA) and Step Adjustments

2.4 11 Close the Endicott Branch Library

Section 3

Long-Term Actions to Improve Future Forecast Projections

3.1 14 Adjust Health Insurance Contribution Rates

3.2 15 Explore Alternatives to the West Suburban Health group

33 15 Revisit the Town’s Paid Parental Leave Policy

3.4 16 Improve Position Control to Understand Impacts on Long-Range Forecast
35 16 Coordinate Town and School Collective Bargaining Strategies
3.6 17 Explore Regionalization Opportunities

3.7 18 Adjust and Implement Fees for Existing Services

3.8 18 Review the Capital Planning Process

3.9 21 Develop a Payment in Lieu of Taxes (PILOT) Policy and Program
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310 21 Identify and Reduce Redundancies in Services; Consider Reorganization of
Departments

Section 3 (Continued)

Long-Term Actions to Improve Future Forecast Projections

3.11 22 Transition the Fire Department to ALS Ambulance Response

3.12 22 Develop a Town and School Partnership Agreement

3.13 23 Address Valuation of Public Buildings

3.14 24 Address Rental of Public Buildings

3.15 24 Prioritize Support for Legislation to Enhance Revenue to Town

3.16 25 Develop a Comprehensive Economic Development Strategy

3.17 26 Consider Implementing a Residential Tax Exemption

3.18 27 Reduce Hours of Full-Time Hourly Employees and Reduce Hours of Buildings

3.19 28 Establish a Recreation Enterprise Fund

Section 4

Budget Process and Consensus Building

4.1 | 29 Adjust the Annual Budget Process

Background:

Town of Dedham, Massachusetts

Dedham, Massachusetts is a suburban Town in Norfolk County with approximately 25,000 residents, located just
southwest of Boston. The Town is bordered by Boston neighborhoods (West Roxbury and Hyde Park) to the north
and northeast, and by the Towns of Needham, Westwood, and Canton to the west, south, and southeast. Dedham
is well-connected by major roadways, including U.S. Route 1, Interstate 95, and Route 109, which run through or
near the Town’s center, making it a key regional hub for commuters and businesses.!

Dedham was settled in 1635 and incorporated in 1636, making it one of the oldest Towns in Massachusetts. It is
historically significant for establishing the first tax-supported public school in the United States in 16432 and for the
Dedham Covenant, a foundational document that emphasized communal responsibility and democratic
governance. Dedham also served as the original seat of Norfolk County and remains home to the Norfolk County
Registry of Deeds.

Today, Dedham is a vibrant and diverse community that blends historic charm with modern amenities. The Town
encompasses 10.6 square miles and includes several distinct neighborhoods such as Dedham Square, East Dedham,
Greenlodge, Riverdale, and Oakdale. Dedham Square serves as the Town’s civic and cultural center, featuring a mix
of local businesses, restaurants, and historic landmarks.

Dedham provides a wide range of municipal services to its residents. These include full-time police and fire
departments, a public library system, public works, senior services, youth and recreation programs, and veterans
services. The Town also operates a stormwater utility, established in 2023, to fund compliance with federal
environmental mandates. Dedham’s government is structured as a Representative Town Meeting, supported by a
professional Town Manager and numerous boards and committees.

1 Town of Dedham. (2025). Home. https://www.dedham-ma.gov
2 Dedham Public Schools. (n.d.) About our schools. https://www.dedham.k12.ma.us/about/schools
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The Town of Dedham continues to invest in infrastructure, education, and public safety, while balancing the
challenges of growth, affordability, and long-term financial sustainability. Its commitment to civic engagement,
historic preservation, and community well-being remains central to its identity.

Methodology

The project team began by holding a kickoff meeting with key stakeholders identified by the Town of Dedham to
review project expectations, plan, and preliminary timeline. The project team requested several documents related
to the Town’s financial condition including but not limited to detailed budget documents, collective bargaining
agreements, details on revenues generated, information on various funds, financial policies, and the most recent
version of the Town'’s long range financial forecast. This information was collected while the project team waited
for the FY2026 budget and forecast to be finalized following Spring Town Meeting in May.

The project team conducted a review of all documents provided, including the long-range financial forecast in May
and June, and developed preliminary suggestions for the Town to consider with respect to addressing the structural
deficit. Beginning in June, the project team completed over 25 interviews of various staff, board and committee
members, and elected and appointed officials in Dedham. Following the completion of the interviews and
development of a draft report, the project team met with a Financial Working Group, comprised of various
appointed and elected representatives responsible for major financial policy making decisions. Three meetings of
the Working Group were convened to provide comments and feedback on the draft report and to ensure that it
accurately reflects the current operational and financial position of the town. Following the final Working Group
meeting, the report was finalized and provided to the Town of Dedham.

Findings
Overview:

The deficit reduction analysis is broken down into four sections. Section 1 provides suggestions on Town actions that
would create additional recurring revenue. Although some suggestions may prove to be unpopular to citizens and
taxpayers, the total revenue generated would be more than enough to eliminate the use of non-recurring revenue,
eliminating existing structural deficits and projected deficits.

Section 2 provides suggestions on Town actions that would reduce future expenditure levels. Again, some of the
suggestions may prove unpopular to both citizens and Town and School employees. Many of these actions have
been implemented by other communities in Massachusetts. Due to existing collective bargaining agreements, the
impact of expenditure reduction suggestions would be delayed. If implemented, two of the three drivers of
expenditure growth, Town salaries and School salaries, would be lowered so that expenditures match annual
revenue growth.

Section 3 provides a list of possible actions that the Town could take that would improve forecast projections in
future years. These suggestions would require a longer period to implement. Therefore, there is limited analysis on
revenue enhancement or expenditure reductions associated with these suggestions.

In addition to revenue enhancements, expenditure reductions, and long-term changes that may impact the financial

condition of the Town, the project team has identified the budgetary process and lack of consensus building by
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policy making boards and committees as a core challenge impeding the Town from successful financial management.
The fourth and final section of this report speaks directly about developing a more comprehensive budget process
that engages major policy making boards and committees and works to come to a consensus on the target for the
upcoming budget cycle. This target is communicated to Town departments and sets the framework for the
development of annual operating budgets. Prior to the May 2025 Town Meeting, the three policymaking boards
and committees reached consensus on the FY2026 budget proposal just ahead of the meeting.

The development of an annual operating budget, in essence, is the measurement and prioritization of services
offered to its citizens and taxpayers. It would be impossible for the Collins Center to understand the value that each
constituency group within the Town places upon services offered. This report makes suggestions rather than
recommendations on possible actions that could be taken to restructure the annual budget. The combination of all
actions would create excess budget capacity. This will allow the Town’s policymakers to choose from a menu of
actions to resolve budget imbalances with the least disruption to citizens and taxpayers.

During the review of the Town’s long-range financial forecast and related contractual and policy documents, the
project team identified a reliance on two funding sources within the annual operating budget that contributes to a
structural deficit. A structural deficit arises when one-time revenues are used to support ongoing operations, or
when recurring expenses consistently exceed recurring revenues.

In the FY2026 budget proposal, the Town had planned to use both Overlay Surplus and Free Cash to fund operations.
These are one-time revenue sources that are not guaranteed from year to year. Ultimately, Overlay Surplus was not
used to balance the budget.

e Overlay Surplus results when the actual cost of real and personal property tax abatements and exemptions
is less than the amount set aside in the Overlay account. This surplus varies annually based on the number
and outcome of applications reviewed by the Board of Assessors. The transfer of funds from the annual
Overlay Reserve to the Overlay Surplus is determined by the Board of Assessors.

o Free Cash represents the community’s unrestricted funds from the prior fiscal year, certified by the
Department of Revenue. It is generated when revenues exceed expenditures, appropriations go unspent, or
prior year free cash remains unused.

Because both Overlay Surplus and Free Cash are non-recurring, best practices recommend using them for one-time
expenses rather than to support ongoing operational costs. The project team noted that the FY2026 budget
approved by Town Meeting does not include Overlay Surplus as a revenue source for ongoing operations. This is a
positive step toward sound financial management. The team recommends that the Town continue to reserve
Overlay Surplus for one-time expenditures only and avoid using it to support the operational budget.

In several of the developed scenarios that incorporate revenue enhancements or expenditure reductions, the
project team has included options that reflect an operational budget not supported by free cash. While these
options may show a larger deficit to overcome, the project team strongly believes that relying on one-time revenues
to fund ongoing operations undermines long-term financial stability and should be avoided.
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Section
1.1

1.2

13

1.4

1 : Revenue Enhancements

Implement Refuse Collection and Disposal Fee
The project team recommends that the Town revisit the potential implementation of a refuse collection

and disposal fee, a measure that has previously been explored. A refuse collection and disposal fee has
been adopted in many communities. There are different methods of calculating the fee. Some
communities charge each residential property a fee paid quarterly over the fiscal year. Other
communities employ a “pay as you throw” fee based upon the number of bags used. The Pay as You
Throw model has the potential to result in cost savings by incentivizing residents to reduce waste
through increased recycling and alternative disposal methods such as textile reuse and composting,
ultimately lowering the towns total solid waste tonnage and associated disposal costs. The revenue
generated from this fee would be recurring, creating no structural deficit. The Town conducted an
analysis of potential revenue generated by implementing a “pay as you throw” approach, assuming a
cost of $4 per bag. The fee would be increased by an inflation rate of 2.5% per year. This would create
new net revenue in the amount of $1,833,520 in FY2027.

Increase Estimate of Local Receipts

In comparing the estimated annual local receipts from the actual, it appears that the Town has
traditionally underestimated its local receipts in the development of the annual budget. This is common
among most communities within the Commonwealth. The un-estimated but collected revenue creates
free cash at the end of each fiscal year. The Town may be able to increase its estimate of local receipts
by as much as $700,000 while still leaving an appropriate amount un-estimated and generating free
cash within in the best practice guidelines established by the State Department of Revenue.

Adjust Sewer Enterprise Fund Overhead Charges

Most communities have created enterprise funds or special revenue funds to generate revenue for a
specific service, outside of the general revenue. It is common practice that personnel benefits and other
charges associated with these other funds remain in the general fund for budgetary control purposes.
These special accounts then transfer monies back to the general fund to pay for those benefits and
charges. This is referred to as “overhead charges”. It is essential for the Town to update overhead
charges on an annual basis to account for inflationary increases in benefits and related expenses. This
practice, along with a policy for allocating overhead costs to Enterprise Funds, should be formally
established within the Town’s Financial Policies. The Town may be able to increase the revenue from
“overhead charges” by $113,855 in FY2027, with smaller incremental gains for inflationary purposes in
future years.

Increase Reyes Fund Contribution to General Fund
The Town collects revenue from the local Meals and Hotel Taxes, which is deposited directly into the

Reyes Capital Fund, established by Special Act through the State Legislature. This fund then transfers
money back to the General Fund to help cover debt service on capital projects. In recent years, these
revenues declined due to the economic impacts of the COVID-19 pandemic and the subsequent
recession. However, signs of recovery are emerging, and it is estimated that up to $300,000 in additional
funds could be transferred annually to the General Fund moving forward. The Town may choose to be
cautious in the use of this revenue source as the number of hotels and motels may be in flux.
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1.5 Adjust Building Department Fees and Practices
Apart from some recent minor adjustments to the Town’s electrical permit fees, the Town has not

conducted a comprehensive review of building permit fees in many years. Building department fees are
user fees associated with construction, renovation, or repair to homes and businesses within the Town.
A cursory review of building permit fees in surrounding communities indicate that Dedham is charging
less for building permit fees than some of its local counterparts. A comparative chart reflecting building
permit fees both for Dedham and other communities in and around Norfolk County is included as
Appendix B in this document. Note that this chart does not include all fees charged by Town building
departments. The project team conducted an exercise of adjusting all building department fees (with
the exception of electrical permits and sign permits) to reflect an increase in building department
revenue. This analysis was conducted based on FY2025 actual permits pulled and provided by the Town
of Dedham through its permitting software. The updated fee schedule is attached to this report as
Appendix C. Should the Town choose to adopt the rates used in the exercise, this would yield
approximately $150,000 in additional revenue each year, which would also increase if associated
building activity increases.

In addition to adjusting the building department fees, the project team recommends implementing a
practice of reviewing actual costs of construction of any project prior to issuing of an occupancy permit.
This reconciliation process will allow the Town to make any adjustments to the permit fee owed to the
Town through actual costs rather than estimated costs provided by the contractor at the start of the
project. The adjusted values should then be transmitted to the Assessing Department so that all
available “new growth development” is identified by the Town as soon as possible.

1.6 Utilize Excess Taxing Capacity
The project team suggests the Town consider its use of excess taxing capacity. Proposition 2.5 allows

Massachusetts communities to increase the annual property tax revenue by 2.5% from the previous
year, plus property tax revenue generated from new growth development. There can be several reasons
why a community does not use all of the property tax revenue available to it. New growth taxes are
certified after the annual budget is authorized. The actual certified amount could be greater than the
estimated amount used to balance the budget. Additional revenue from other sources could be used as
a substitute for the use of property taxes associated with new growth. Property tax revenue is a
recurring revenue, and its use does not create a structural deficit. Many communities consider it
financially prudent to keep some of the property tax unused in case of a budgetary emergency. This
reserve could only be used prior to the tax rate being approved by the State Department of Revenue in
late fall of each year. The May 29, 2025 forecast indicates that the Town currently has $2,284,163 of un-
used property tax that can be used at any time. Any use of excess taxing capacity will result in increased
taxes.
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Below is a chart reflecting the impact of the above suggested revenue enhancements on the projected deficit

based upon the May 29, 2025 forecast provided by the Town.

REVENUE OPTIONS FY2027 FY2028 FY2029 FY2030
Forecasted Deficit — May 29, 2025 (52,937,425) (5851,403) | $48,566 (5702,107)
Forecasted Deficit — May 29, 2025

(no free cash) (54,437,425) | ($1,851,403) | ($701,434) (51,452,107)
Un-used Taxing Capacity 2,284,163

Refuse Collection and Disposal Fee 1,833,520 1,879,358 1.926.324 1,974,500
Increase Local Receipts 700,000 725,000 750,000 775,000
Adjust Sewer Overhead 113,855 97,339 83,567 68,943
Increase Reyes Fund Contribution 300,000 300,000 300,000 300,000
Increase Permit Fees - Building Dept. 150,000 150,000 150,000 150,000
Revenue Enhancements - Subtotal 5,381,538 3,151,697 3,209,909 3,268,443
New Deficit/Surplus 2,444,113 2,300,294 3,258,475 2,566,337
New Deficit/Surplus — No Free Cash 944,113 1,300,294 2,508,475 1,816,337

Section 2: Expenditure Reductions

2.1 Level Fund “Other Expenses” Line of Projection (non-school)

Expenditure projections are based upon applying an inflation factor to the previous year’s expenditure
level. A level funding of the Town (not including School) non-salary expenditure projection for FY2027
only would produce annual savings of $132,000. An analysis of the impact of such funding should occur
and be considered prior to decision making.

2.2 Delay Other Post Employment Benefit (OPEB) Investment

Addressing unfunded liabilities illustrates the Town’s commitment to strengthening the financial
condition of the community. As there is no required payment schedule, the Town can choose the
amount that is dedicated to Other Post Employment Benefits (OPEB) in any given year. To partially offset
any reduction in the general fund expenditure, the Town can calculate the amount of expenditures
required from enterprise or special funds. The report suggests a brief delay in funding OPEB for FY2027
and FY2028, saving $250,000 per year.

2.3 Match School and Town Cost of Living and Step Adjustments

Two key drivers of the expenditure/revenue gap are salary projections for both the Town and the School
Department. According to the May 29, 2025 forecast, School salary expenditures are projected to
increase by approximately 5% annually due to cost-of-living adjustments (COLAs) and step increases.
For the Town, COLAs and step increases are projected to increase by 4% in FY2027 and 4% annually
thereafter. In contrast, the Federal Reserve reported an inflation rate of 2.1% as of May 31, 2025. This
disparity is further complicated by the existing collective bargaining agreements and the Town’s overall
financial capacity. To ensure long-term fiscal sustainability, this report suggests aligning salary growth
more closely with projected revenue increases. Specifically, it proposes a target COLA/step increase of
4.5% in FY2027, 4% in FY2028, and 3.5% in FY2029 and beyond.
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These targets are not intended to interfere with collective bargaining as the project team understands
that contracts will expire in FY2026. However, if either the Town or the School exceeds the
recommended targets, the additional costs should be absorbed within their respective budgets. This
approach promotes fairness by ensuring that any excess costs are not distributed across both Town and

school budgets.

2.4 Close the Endicott Branch Library

The Town of Dedham currently operates two public libraries: The Main Library at 43 Church Street and
the smaller Endicott Branch at 257 Mt. Vernon Street, located on the Endicott Estate property. While
Dedham historically maintained several branch libraries, since the 1970s, only these two have remained
in operation. During the 2008 financial crisis, the Town attempted to reduce hours at the Endicott Branch
to cut costs. However, strong public opposition prevented any changes due to political pressure.

Today the Endicott Branch operates 45 hours per week, while the Main Library operates 60 hours,
totaling 105 hours, well above the Massachusetts Board of Library Commissioners’ (MBLC) minimum
requirement of 65 hours. Additionally, the Town now faces increased materials spending requirements?
due to a recent population threshold change, which raised the required materials budget from 13% to
15% over three years. To offset this cost without increasing the overall library budget, the Library
Trustees should consider at the very least, reducing hours, or potentially closing the Endicott Branch.
The Endicott Branch has fewer services and resources than the Main Library, including less space for
patrons and programs, fewer computers, no administrative space, and no space to process and receive
new materials which means the work must be completed at the Main Library and then transferred to
the Endicott Branch. The following statistics compare usage between the Endicott Branch and the Main
Library, highlighting lower patron activity and fewer available resources at the Endicott Branch.

Holdings Programs
Total Items
(including
books, AV, |Adult/All| Adult/All Total
Adult YA |Juvenile|magazines,| Age Age Youth/Teen|Youth/Teen|Program| Total
FY25 Visits |Circulation| Books | Books | Books etc.) Programs|Attendance| Programs |Attendance s Attendance
Main
Library 64,464 | 114,041 | 20,175| 2,374| 17,283 41,220 711 4,172 251 5,802 962 9,974
Endicott
Branch 35,610 38,779 | 5,307 611 | 11,003 18,868 89 1,580 235 5,578 324 7,158
Total 100,074 | 152,820 {25,482 | 2,985 |28,286 60,088 800 5,752 486 11,380 | 1,286 17,132
Percent of
Endicott to
Total 35.6% 25.4%| 20.8%| 20.5% | 38.9% 31.4%| 11.1% 27.5% 48.4% 49.0% | 25.2% 41.8%

3 Massachusetts General Law requires that municipalities appropriate a calculated amount of general funds to the library for operations,
known as the Municipal Appropriation Requirement (MAR). Additional information can be found on the Massachusetts Board of Library
Commissioners website at https://mblc.state.ma.us/index.php.
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It is estimated that a full closure of the Endicott Branch Library will yield approximately $200,000 in

savings on an annual basis. Beyond the financial benefits of closing or reducing the hours of the Branch

Library, closure will reduce challenges related to a single Director managing two separate facilities and

the staff within them. Further analysis will be necessary to identify potential cost savings associated

with the discontinuation of benefits for personnel no longer required.

Below is a chart reflecting the impact of the above suggested expenditure reductions on the projected deficit
based upon the May 29, 2025 forecast provided by the Town.

APPROPRIATION OPTIONS FY2027 FY2028 FY2029 FY2030
Forecasted Deficit — May 29, 2025 (52,937,425) (5851,403) | $48,566 (5702,107)
Forecasted Deficit — May 29, 2025

(no free cash) (54,437,425) | ($1,851,403) | ($701,434) (51,452,107)
Level Fund “Other Expenses” (not school) 132,000 132,000 132,000 132,000
Slow OPEB Investment 250,000 250,000

School salaries match Town COLA/Steps at

4.5%, 4%, 3.5%, and 3.5% 269,298 614,134 671,171
Town salaries match School COLA/Steps at

4.5%, 4%, 3.5%, and 3.5% 165,527 177,924
Close Endicott Library 200,000 200,000 200,000 200,000
Expenditure Reductions - Subtotal 603,306 872,604 1,132,967 1,202,419
New Deficit/Surplus (2,334,119) 21,201 1,181,533 500,312
New Deficit/Surplus — No Free Cash (3,834,119) (978,799) 431,533 (249,688)

Below is a chart reflecting the impact of the combined revenue enhancement and expenditure reduction

suggestions developed by the project team. The Town does not necessarily need to select all options included in

the chart below as the deficit change with the cumulative recommendations far exceeds the initial deficit reflected

in the May 29, 2025 forecast.

SUMMARY OF PROJECTED REVENUES AND EXPENDITURES

FY2027 FY2028 FY2029 FY2030
PROJECTED DEFICITS
Forecast - May 29, 2025 (2,937,425) | (851,403) 48,566 (702,107)
Forecast - May 29, 2025 - No free cash (4,437,425) | (1,851,403) (701,434) | (1,452,107)
REVENUE OPTIONS
Un-used Taxing Capacity 2,284,163
Refuse Collection and Disposal Fee 1,833,520 1,879,358 1,926,342 1,974,500
Increase Local Receipts Estimates 700,000 725,000 750,000 775,000
Adjust Sewer Overhead 113,855 97,339 83,567 68,943
Increase Reyes Fund Contribution to Gen Fund 300,000 300,000 300,000 300,000
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Increase Permit Fees - Building Department 150,000 150,000 150,000 150,000
Revenue Enhancements - Subtotal 5,381,538 | 3,151,697 3,209,909 3,268,443
New Deficit/Surplus - Forecast - May 29, 2025 2,444,113 | 2,300,294 3,258,475 2,566,337
New Deficit/Surplus - Forecast - May 29, 2025 - no

free cash 944,113 1,300,294 2,508,475 1,816,337
APPROPRIATION OPTIONS

Level Fund FY 27 "Other Expenses (not Schools) 132,000 132,000 132,000 132,000
Slow OPEB Investment 250,000 250,000

School Salaries match Town Cola/steps at 4.5%, 4%,

3.5% and 3.5% 269,298 614,134 671,171
Town Salaries match School Cola/steps at 4.5%, 4%,

3.5% and 3.5% 165,527 177,942
Close Endicott Library 200,000 200,000 200,000 200,000
Expenditure Reductions - Subtotal 603,306 872,604 1,132,967 1,202,419
New Deficit/Surplus (2,334,119) 21,201 1,181,533 500,312
New Deficit/Surplus — No Free Cash (3,834,119) (978,799) 431,533 (249,688)
Deficit Change with Cumulative Recommendations 3,047,419 | 3,172,898 4,391,442 3,768,756
Deficit Change with Cumulative Recommendations -

No Free Cash 1,547,419 2,172,898 3,641,442 3,018,756

Intentionally Left Blank
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Section 3: Long-Term Actions to Improve Future Forecast Projections

Section Three of this document outlines suggestions for modifying operations, benefits, policies, procedures, and
other organizational practices aimed at enhancing long-term financial stability. However, the project team believes
these suggestions cannot be implemented immediately. Additional time will be needed to conduct further analysis,
engage in negotiations, and develop a comprehensive implementation strategy.

3.1 Adjust Health Insurance Contribution Rates
In accordance with Massachusetts General Laws, the Town of Dedham supplies all its full-time staff

(employees working over 20 hours per week), including School Department staff, with comprehensive
health benefits. The cost of providing these comprehensive benefits is a significant cost driver for any
municipality. The Town acquires its benefit packages, including the costs of benefits, through the West
Suburban Health Group, a municipal joint purchasing group created to jointly negotiate and purchase health
benefits for employees, retirees, and their families. While the rates for plans are generally uniform across
all parties within the joint purchasing group, individual municipalities set their own contribution rates
between the employer and the employees receiving the benefits.

Comparatively speaking, Dedham provides a generous contribution towards its employee’s health insurance
coverage. Below is a chart comparing health insurance contribution rates provided by area municipalities.

Health Insurance Contribution Rate Splits
Note: First number is municipal contribution / Second number is employee contribution
Highest Town Lowest Town
Town . I Notes
Contribution Contribution
90/10 plan not available to new
employees. Majority of staff are in
Dedham 90/ 10 75/25 80/20 plan.
Needham 76.5/23.5 66/34
Norwood 82/18 80/20
90/10 plan not available to new
Dover 90/ 10 70/ 30 employees.
Westwood 68/32 Same
Milton 76 /24 Same
Canton 75/ 25 Same
Wellesley 78/ 22 60/40
Union is currently 75/25; 80/20 is
Newton 80/ 20 70/ 30 for employees hired before 2011.
Brookline 83/17 65/ 35
Distinctions between highest Town contribution and lowest Town contribution are due to legacy plans and/or specific plan types.

The FY2026 cost to provide health insurance benefits to all qualifying employees in Dedham is
approximately $12 million. Should the Town implement a 5% shift in the contribution rate from the Town
to the employees, estimates show the Town could save approximately $700,000 per year on benefits, based
upon the FY2026 enrollment rates. This adjustment would not impact the contribution rate for any legacy
plans. If the Town were to entertain a 10% shift in contribution rates, the Town could save approximately
$1.4 million per year in benefit costs. Any changes to the health insurance contribution rates may require
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negotiation with impacted bargaining groups. The project team recommends conferring with labor counsel
prior to making any decisions about adjustment of the contribution rate.

3.2 Explore Alternatives to the West Suburban Health Group
The project team suggests that the Town consider exploring alternatives to the West Suburban Health Group

(WSHG) for the joint or independent procurement of health insurance for eligible staff. Health insurance
remains one of the most significant and least controllable cost drivers for municipalities. However, one
effective strategy to help manage these rising costs is participation in a group purchasing consortium, which
enables municipalities to pool resources, enhance bargaining power, and access a broader range of plan
options. While the WSHG is a well-established option, it is one of several available purchasing groups. The
Town may benefit from evaluating other, potentially larger entities such as the Massachusetts Group
Insurance Commission (GIC), which serves both state agencies and municipalities.

The project team understands that the Town is currently working with a consultant to assess the feasibility
of leaving WSHG in favor of self-insurance, forming new partnerships, or joining the GIC. We commend the
Town'’s proactive approach to this matter and recommend awaiting the results of the ongoing study before
making any final decisions.

3.3 Reuvisit the Town’s Paid Parental Leave Policy

The Town of Dedham has adopted a generous Paid Parental Leave Policy for qualifying Town employees.
According to the Town’s Policy on its website, an employee is “eligible for Paid Parental Leave upon meeting
all of the following criteria: 1. The employee has been employed by the Town of Dedham in a benefits-
eligible position for at least 12 consecutive months or 52 consecutive weeks without any break in service;
the employee has been in pay status for at least 1250 hours in the preceding 12-month period; and the
employee will experience an Event on or after the effective date of this Paid Parental Leave Policy.”*
Qualifying employees are eligible to take Paid Parental Leave in one continuous 12-week period, or in two
continuous periods at a time, provided the combined period does not exceed 12 weeks. Qualifying
employees must take their leave within one year of the Event.

The adoption of the Town’s Paid Parental Leave Policy comes on the heels of the State of Massachusetts
authorizing a state-wide Paid Family Medical Leave (PFML) program. Beginning in 2019, eligible employers
in Massachusetts began deducting PFML contributions from employee paychecks to fund a state-wide bank
for contributing employees. Starting in 2021, employees in Massachusetts contributing to this bank were
eligible to take medical and parental leave in accordance with the state regulations. Municipalities were
exempt from the implementation of the PFML in Massachusetts but had the option to opt-in to the system
should they choose to. This opt-in would have allowed eligible employees in that municipality to take leave
in accordance with the State program but also would have required a deduction from that employee’s
paycheck to fund the state bank that they would then be paid out of. The program and associated leave is
managed through the State’s PFML Department.

Rather than opt-in to the full PFML program at the State level, a handful of municipalities, including Dedham,
chose to develop their own paid family medical leave programs. In the case of Dedham, this generous new
benefit requires the Town budget to provide the funding to support eligible employees who choose to take

4Town of Dedham Human Resources Policies and Procedures: https://www.dedham-ma.gov/town-
departments/human-resources/policies-and-procedures
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up to 12 weeks of paid leave in accordance with the policy above. In cases where positions do not need to
be backfilled, this does not create a financial challenge, necessarily, but still creates an operational challenge
that would exist even in the case of the use of the traditional Family Medical Leave Act (FMLA) policy.
However, for positions that must be backfilled, specifically public safety, public works, and facilities, this
creates a financial challenge as well as an operational challenge. Many of the employees that were
interviewed as part of this project mentioned the recent challenges associated with managing the impacts
of the new Paid Family Leave Policy, both operationally and fiscally.

Given the current fiscal and operational challenges, the project team suggests that the Town revisit its Paid
Parental Leave Policy. While the policy is a valuable recruitment and retention tool, its generous provisions
have placed considerable strain on departmental budgets and staffing. There are few municipalities in the
state who offer paid parental leave, and none who have opted into the state’s PFMLA program as of its
implementation in 2019 °. The project team is not aware of any municipalities that have opted into the
program since then. A handful of municipalities, Dedham included, have developed their own paid family
medical leave programs. To help mitigate the financial impact, the Town could consider aligning its policy
more closely with the Massachusetts PFML program. This might include implementing a cap on the total
benefits provided, like the state model, and establishing an employee-funded benefit, where staff may opt
into a payroll deduction program. Contributions would be pooled into a locally managed fund, which could
then be used to support paid parental leave for participating employees. This approach would reduce the
burden on departments currently responsible for covering full salaries during leave periods, as well as the
associated overtime costs for backfilling positions. To inform any policy adjustments, the Town should first
analyze utilization data, specifically, how many employees have taken advantage of the paid parental leave
benefit since its inception.

3.4 Improve Position Control to Understand Impacts on Long-Range Financial Forecast

The Town Manager and School Superintendent should review how salary steps are calculated within the
School Department, as this is a complex process with multiple variables. Professional staff who attain higher
levels of education move to new pay schedule lanes that correspond to their qualifications. Currently, the
forecast model assumes a uniform 5% annual increase in salaries and wages. However, this assumption may
not accurately reflect actual staffing dynamics. The Town may benefit from understanding how many staff
members have already reached the top step of the pay scale. In many cases, a significant portion of staff
may already be at the highest step. When a top-step professional retires and is replaced by a new hire at a
lower step, the resulting salary savings can be substantial. A clearer understanding of current staffing across
both Town and School rosters, combined with robust position control, will enable more accurate forecasting
of future personnel costs.

3.5 Coordinate Collective Bargaining Strategies Between Town and School

The Select Board and School Committee may consider coordinating the efforts of Collective Bargaining
positions between the school and Town departments. The forecast template provides the Town with the
ability to view in real time what the effect of a cost-of-living adjustment would have on the financial plan.
As mentioned previously, a target increase for both Town and school salary increases should be determined
by the financial policy makers. In the event that a bargaining unit exceeds the target, the deficit created will
not have to be shared by all parties, but rather by the group that exceeds the target (Town or School).

5 Massachusetts Municipal Association. (n.d.). Paid family and medical leave law is a local option for
municipalities. https://www.mma.org/paid-family-and-medical-leave-law-is-a-local-option-for-municipalities/
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This strategy will implore all management parties to consider the financial impact of certain agreements,
particularly those with automatic escalation for stipends and other financial incentives not included in base
pay. For example, the Town currently offers what is known as the traditional Quinn Bill Incentive. When
the Quinn Bill was passed many years ago by the State of Massachusetts, the State was supplementing the
cost of educational incentives for police officers at the local level. Over time, the State stopped providing
that supplemental financial support, however, many cities and Towns retained the same benefit for police
officers, despite the loss of financial support by the State. This meant that the local municipality had to cover
the full cost of percentage based educational incentives for police officers. Because the Quinn Bill incentive
is offered as a percentage of base wage, it has a compounding effect. As wages increase, so does the cost of
the incentive. Many communities have negotiated flat rate educational incentives to replace the Quinn Bill
due to the loss of financial support from the State and the significant financial burden by having a
compounding benefit in place. Below is a brief analysis of the cost of providing a flat rate benefit compared
to a compounding one in the case of the educational incentive in the Dedham Police Department. These
costs are based on the settled FY27 rates in the collective bargaining agreements and based upon the
current roster of police officers and their educational attainment levels. Because this benefit is
compounding, the cost to provide the educational incentive grows each year as base wages continue to
increase through cost-of-living adjustments and step increases. Transitioning this benefit to a flat rate would
mean that the cost of providing the benefit would remain level and only increase if agreed to by both parties.

Current Quinn Bill Payment Schedule Sample Quinn Bill Payment Schedule
Associate’s degree 10% of base Associate’s degree $7,500.00
Bachelor’s degree 20% of base Bachelor’s degree $15,000.00
Master’s degree 25% of base Master’s degree $20,000.00

FY27 Traditional Quinn Cost FY27 Adjusted Educational Incentive Cost Savings
$560,093.08 $502,500.00 (557,593.08)

The project team is not suggesting that the Town necessarily pursue a reduction of the educational incentive
provided to police officers. This is merely an example of the impact of compounding benefits on the finances
of the Town. There are many other examples of compounding benefits throughout both school and Town
contracts and policies that the Town and school may wish to review and address in future collective
bargaining agreements.

3.6 Explore Regionalization Opportunities
In an effort to continuously identify and implement strategies to improve efficiency, reduce costs, and

maintain service quality amid fiscal constraints, many Massachusetts municipalities have turned to
regionalization. With 351 cities and Towns across the Commonwealth, many Towns have turned to shared
service models in areas such as public safety, public health, education, information technology, veterans’
services, and more. This trend reflects a growing recognition that collaboration can preserve essential
services, ease financial and operational burdens on individual communities, and create sustainable service
models for years to come.
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Massachusetts has seen significant growth and success in the regionalization of emergency dispatch
services. The number of regional emergency communication centers (RECCs) has expanded, consolidating
services from hundreds of local Public Safety Answering Points (PSAPs) into more efficient, technologically
advanced hubs. While not always perfect, shared dispatch services can improve response times, reduce
costs, and enhance service quality across multiple municipalities. In the case of Dedham, the project team
learned through interviews that the Town’s new combined Public Safety Facility has the space to
accommodate an expanded dispatch operation that could potentially serve multiple Towns in the region.
The project team recommends that the Town begin conversations with its surrounding communities to
gauge interest in collaborating on the establishment of a RECC. Should the Town identify interested parties,
there are available grant funds from the State to support the planning and implementation of a regional
dispatch model.

Another area experiencing significant success in regionalization of services is Veterans’ Services.
Massachusetts General Laws Chapter 115 requires that every municipality appoint a local Veterans’ Service
Officer (VSO) to assist veterans and their families in accessing state and federal benefits. Cities and Towns
have the option to form regional districts to share a VSO across multiple communities in accordance with
the regulations. According to the state’s VSO Listing as of March 17, 2025, there are approximately 200
VSO’s serving 351 cities and Towns. That indicates that a number of municipalities have established shared
or regional VSOs. In the case of Dedham, there is an established Veteran’s District located nearby; The West
Suburban Veterans’ District which includes the Towns of Westwood, Wayland, Weston, Needham, and
Wellesley. Being that a few of these Towns are contiguous to Dedham, the project team recommends that
the Town explore joining the West Suburban Veterans’ District to consolidate staffing needs across the
region and potentially realize cost savings associated with providing the services.

3.7 Adjust Fees for Services

As outlined in Section 1, the project team recommends that the Town consider both implementing new
fees, such as for refuse collection and disposal, and increasing existing ones, particularly within the Building
Department. The team also acknowledges the planned Recreation Department fee increases set to take
effect in FY2026. In addition to adjusting the existing user fees, the project team recommends that the Town
begin charging a fee for the use of its fields and facilities by local sports organizations.

The project team strongly encourages the Town to adopt an annual review policy and process for all user
fees as part of the annual budget cycle. This review should assess current revenue levels, changes in the
cost of service provision, and the need for fee adjustments to ensure financial sustainability. For services
funded through Revolving or Enterprise Funds, the Town should aim for full cost recovery, which may require
periodic fee increases to maintain self-sufficiency.

3.8 Review the Town’s Capital Planning Process

The project team recommends that the Town review its Capital Planning process to determine whether
long-term capital planning is integrated into the long-term forecast process. The Town Manager, responsible
for the completion of the annual forecast should be given a greater role in determining capital priorities and
whether those priorities have sufficient funding to support the project. The Town Manager and Finance
Director are tasked with determining the financial resources available to fund the capital plan. The project
team understands that the Town has recently authorized funding to complete a Facilities Master Plan. This
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Total Excluded Debt Service

Facilities Master Plan should be integrated into a newly developed long-range Capital Plan, which should be
integrated into the long-term forecast process.

As part of this capital planning process, the Town should reevaluate its use of debt, both excluded and non-
excluded, to fund major capital projects as well as pay as you go projects. As mentioned in Section 2.2, the
Town has taken an aggressive approach to addressing capital improvement needs, particularly through non-
excluded debt. Net general fund debt in FY2027 accounts for 7.32% of the overall budget.

The project team recommends that the Town slow its use of non-excluded debt. It is estimated that avoiding
non-excluded borrowing should bring the Town’s capital commitment down to a reasonable 5% by FY2030.
In the event that the Town eliminates the use of non-recurring free cash to support recurring operations,
that source could then be used to support pay-as-you-go capital needs. Further, for major capital projects
that cannot be funded using free cash or other one-time funds, the project team suggests that the Town
explore the use of excluded debt for new capital projects. The Town has a limited amount of excluded debt
on the books, the last of which is set to expire in FY2035. The Town has the opportunity to take on new
excluded debt projects that would have no impact on the taxpayer, so long as the amount borrowed does
not exceed the current excluded debt service levels. This strategy is commonly referred to as smoothing
the debt level, so that taxpayers do not feel the effects of taking on new debt, and excluded debt service
amounts stay equal across all borrowings. New debt is only brought on when existing debt expires. Below
is a sample debt service schedule that shows a smooth excluded debt service level and the potential
borrowing amounts for future capital projects available to the Town to keep the debt level equal.

Sample Excluded Debt Service Schedule

1,400,000
1,200,000

1,000,000 . . . . .
800,000

600,000 . = = —

400,000 .

200,000 I l l
0

FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34 FY35

= 300,000 26,648
= 390,000 35,100 34,320
m 2,475,000 222,750 211,200 206,400
= 3,125,000 281,250 275,000 268,750 262,500
= 3,125,000 281,250 275,000 268,750 262,500 256,250
= 360,000 32,400 31,680 30,960 30,240 29,520 28,800
m 425,000 38,250 37,400 36,550 35,700 34,850 34,000 33,150
B 2,555,000 229,950 224,840 219,730 214,620 209,510 204,400 199,290 194,180

® 1,200,000 108,000 105,600 103,200 100,800 98,400 96,000 93,600 91,200 88,800
m Existing Debt 1,070,35 843,573 816,160 788,748 515,785 250,028 48,600 47,160 45,720
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Below is a debt smoothing strategy for non-excluded debt, or debt that is included in the net general fund revenue. With the chart below, the Town could maintain

it’s non-excluded debt service to net general fund ratio at approximately 5%, which is considered a target, and still borrow up to $47.6 million in new funds between
FY2027 and FY2035. One caveat to that is that it would require adjusting the current financial forecast in FY2030 to account for an additional $382,500 in debt
service not currently reflected in the forecast model.

DEDHAM NON-EXCLUDED DEBT SERVICE SMOOTHING

Net recurring General Fund
Revenue

Existing Non-excluded debt
Fund Revenue
for 25 yrs at 5%

Existing Non-excluded debt
FY29 Borrowing: $4.25M
for 25 yrs@ 5%

FY 30 borrowing: $6.7M
for 25 yrs@5%

FY 31 borrowing: $11.6M
for25 yrs@5%

FY 32 borrowing: $9.0M
for25 yrs@5%

FY 33 borrowing: $7.8M
for 25 yrs@5%

FY 34 borrowing: $8.25M
for 25 yrs@5%

Existing and Projected non-
excluded Debt Service

Adj % Debt Service to Net
General Fund Revenue

Total new borrowing

% Debt Service to Net General

Possible amount to be borrowed

FY27

149,190,859
10,415,053

6.98%

10,415,053

10,415,053
6.98%

$47,600,000

FY28

154,039,578

9,656,725

6.27%

9,656,725

9,656,725

6.27%

FY29

159,007,055

8,626,775

5.43%

8,626,775

8,626,775

5.43%

FY30

164,096,217

7,866,963

4.79%

4,250,000

7,866,963

382,500

8,249,463

5.03%

FY31

170,445,073

7,524,206

4.41%

6,700,000

7,524,206

374,000

603,000

8,501,206

4.99%

FY32

176,738,556

6,819,699

3.86%

11,600,000

6,819,699

365,500

589,600

1,044,000

8,818,799

4.99%

FY33

183,276,486

6,372,884

3.48%

9,000,000

6,372,884

357,000

576,200

1,020,800

810,000

9,136,884

4.99%

FY34

189,730,386

6,109,829

3.22%

7,800,000

6,109,829

348,500

562,800

997,600

792,000

702,000

9,512,729

5.01%

FY35

196,507,675

5,764,206

2.93%

8,250,000

5,764,206

340,000

549,400

951,200

774,000

686,400

742,500

9,807,706

4.99%
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3.9 Implement a Payment In Lieu of Taxes (PILOT) Program

The Town has a number of major tax-exempt properties located in Town including nationally renowned
universities, multiple private schools, and a number of religious institutions, among others. Because these
properties have tax-exempt status under State and Federal Law, the Town is unable to collect property taxes
from these organizations. Many communities in Massachusetts have developed comprehensive PILOT
programs that establish a percentage of value to be assessed through the PILOT to the qualifying exempt
organizations. The percentage is the same for all organizations.

The project team recommends that the Town establish a PILOT Policy and begin the process of implementing
the program. Should the qualifying properties comply, this will result in additional recurring tax revenue for
the Town. Prior to implementing a PILOT Policy and Program, the Town should confirm that all tax-exempt
parcels have had their assessed values updated. No parcels, whether they are tax-exempt or not, are
relieved from the annual revaluation process.

3.10 Identify and Reduce Redundancies in Services; Consider Reorganization of Departments

A review of departmental operations can reveal overlapping services and functions that, if streamlined,
may result in meaningful cost savings and improved efficiency. Consolidating and restructuring
departments by functional area, rather than by specific service can often streamline administrative
oversight. This process involves evaluating all programs across service areas to identify duplication, either
within the Town’s own portfolio or through partnerships with external providers, and to consider whether
consolidation or reallocation of resources could yield cost savings without compromising service quality.
One illustrative example of this might be the Youth Services Department. Given the evolving landscape of
youth mental health and counseling services, and the significantly expanded capacity of public schools to
address these needs, the clinical functions of the Youth Services Department are likely being duplicated
by other Town support services. In particular, school-based counselors and mental health professionals
now play a central role in supporting students. Additionally, external providers such as Riverside
Community Care and the INTERFACE Referral Service offer clinical support, not only to youth, but to
residents of all ages, often at a lower cost and with broader reach.

The project team believes that there may be opportunities to create efficiencies, both staffing and use of
space, through the reorganization of some Town departments. Notably, the project team found that there
may be an opportunity to streamline administrative support for some community services departments
(Recreation, Youth Commission, Council on Aging, Library) by consolidating into a single department. This
could also reduce the spatial needs for these departments and may improve communication amongst
departments who provide services to the most vulnerable populations in Town. Below are some examples
of redundancies and inefficiencies that may be solved through reorganization, consolidation, or enhanced
communication between departments and services offered.

Examples of Redundancies and/or Inefficiencies

Program Overlap
e  Multiple departments offering similar programs to the same audiences
e Examples include duplicate performers, clubs and trips
Operational Gaps
e No shared calendar between departments
e Library staffing and hours are inefficient
e Limited access to social workers
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3.11

3.12

Facilities and Maintenance
e Separate teams maintain town spaces with overlapping responsibilities
e Equipment duplication and unclear field ownership

Possible Solutions/Considerations

Department Coordination
e Merge some combination of community services departments to consolidate administrative
costs.
e Improve interdepartmental coordination and shared scheduling.
e Share social worker and resource navigation resources across departments.
Facilities Management
e Consolidate Facilities for Town and School under one department.
e Reorganize Parks and Facilities under DPW.

In addition to community service departments, the project team suggests that the Town revisit the
organizational structure of the Facilities Department. Currently, the department is led by a Facilities
Director who manages staff in both school and town collective bargaining agreements. Managing multiple
collective bargaining agreements with the same roles and responsibilities under each agreement, but with
differing benefits and regulations, creates a significant operational and financial challenge for the Facilities
Department. Beginning in FY2026, the Facilities Director will be responsible for multiple custodians and
facilities staff across three different school collective bargaining agreements and one Town collective
bargaining agreement. The project team recommends that in the interest of efficiency and improved
allocation of resources, the Town consider consolidating all facilities staff for both Town and school under
one Town department.

Transition to ALS Ambulance Response through the Dedham Fire Department

The Town of Dedham currently receives emergency medical services (EMS) through Coastal Medical
Transportation Systems (CMTS), a privately held, for-profit healthcare provider. While CMTS does not
charge the Town for EMS coverage, it generates substantial revenue from services delivered in Dedham
by billing private insurers, Medicare, Medicaid, and through non-emergency medical transports.

Although the project team was unable to obtain specific call volume or revenue data from CMTS,
preliminary estimates based on Dedham’s size and population suggest that EMS responses within the
Town may generate well over $1 million annually. Transitioning Advanced Life Support (ALS) services to
the Dedham Fire Department would require both upfront capital investment and ongoing operational
funding. However, the project team believes that the potential return on investment justifies a closer
examination of this opportunity. To that end, the project team recommends that the Town conduct a
comprehensive analysis using actual call and revenue data from CMTS, along with a detailed assessment
of financial and operational requirements for implementing ALS services through the Fire Department.
This analysis will help determine whether such a transition is both feasible and fiscally responsible.

Develop a Town and School Partnership Agreement
To promote greater equity and transparency in the budgeting process between the Town and School

departments, some Massachusetts communities have adopted School and Town Partnership Agreements.
These agreements establish clear parameters for revenue sharing and set expenditure targets based on
the proportional use of services. Under such frameworks, increases or decreases in available revenue are
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3.13

distributed between the Town and School at a mutually agreed upon rate. Expenditure responsibilities
are similarly allocated based on usage. For example, the Town may assume a larger share of pension-
related cost increases due to having more employees in the retirement system, while the School
Department may absorb a greater portion of rising health insurance costs, reflecting its higher number of
benefit-eligible employees.

A sample Partnership Agreement is included in Appendix D for reference. The project team recommends
that the Town and school leadership begin discussion to negotiate the terms of a similar agreement, which
would serve as the foundation for the upcoming budget cycle.

Address Valuation of Public Buildings
Through discussions with various Town and school officials, there is broad agreement among internal

stakeholders that most school buildings, and some Town buildings, are in significant disrepair. The recent
failure of a proposed override to fund a new school reflects the current political climate in Dedham and
highlights the challenges of securing support for major capital projects. Beyond the need for substantial
capital investment in school facilities, the project team believes that the Town may be undervaluing its
building assets. This undervaluation presents several challenges including inadequate planning for
ongoing maintenance and long-term capital improvements, potential gaps in insurance coverage, and
difficulty accessing state-level funding for renovations or replacements.

It is essential that the Town ensures all Town-owned exempt properties, including school buildings, are
accurately valued. This involves updating the annual replacement cost of each building (less
depreciation). This process is critical for several reasons:

1. Access to State funding: The majority of Dedham’s school buildings are very old, at least one of which
is over a century old. If their values are understated, the Town may not qualify for available state
funding to support necessary renovations or replacements.

2. Compliance with Accessibility Standards: Undervalued buildings can artificially lower the cost
thresholds that trigger Massachusetts Architectural Access Board (MAAB) requirements. As a result,
even smaller projects may be subject to costly accessibility upgrades, increasing both the scope and
expense of the work.

3. Insurance Coverage: Insurance policies are typically based on property valuations. If buildings are
undervalued, the Town may be underinsured, exposing it to financial risk in the event of damage or
loss.

Accurate and up to date valuations are essential to the responsible management of Dedham’s public assets

and to ensure the Town is well positioned to address both current and future infrastructure needs. While

these valuation updates may have an impact on the Town’s operating budget, they can significantly influence

capital planning and the Town’s ability to secure external funding. Although revising building valuations may

lead to higher insurance premiums, this should be viewed as a prudent investment. Proper coverage

protects the Town from greater financial risk and ensures that its assets are adequately safeguarded.
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3.14 Address Rental of Publicly Owned Buildings

3.15

The Town of Dedham holds a unique and valuable asset in the Endicott Estate. The project team
understands that the Estate is managed by a director in collaboration with the Endicott Estate
Commission. The mansion is regularly rented for events, with the resulting revenue directed to the Town’s
general fund. In addition to the mansion and the branch library (previously discussed in Section 2), the
property also includes a small residential cottage and a large operational greenhouse. The residential
cottage has reportedly been rented for many years to a private individual as a primary residence. The
project team suggests that the Town:

1. Establish a formal lease agreement with the current occupant.

2. Review and comply with any applicable Massachusetts procurement regulations governing the lase
or disposition of municipal property as outlined in MGL Ch. 30B.

3. Structure the lease as triple-net lease, where the tenant is responsible for taxes, insurance, and
maintenance.

4. If unable to structure as a triple-net lease, the Town should set the lease rate based on the taxable
income potential of the property, cost to maintain the property, and cost to insure the property.

The Town should consult legal counsel to ensure the lease complies with applicable laws and to determine
the appropriate procurement process.

The greenhouse, located on the Endicott Estate grounds, is currently part of a tax-exempt parcel.
However, the project team learned that a private organization may be using the greenhouse to operate a
business, while the associated energy costs for the facility are being borne by the Town. If this is the case,
the Town may consider:

Entering into a formal lease agreement with the organization.

Ensuring compliance with procurement and leasing regulations.

Evaluating whether the use of the greenhouse warrants removal from tax-exempt status, allowing the
Town to collect property taxes.

Formalizing these arrangements will help Dedham maximize the value of its assets, ensure legal
compliance, and potentially generate new revenue streams.

Prioritize Support for Legislative Changes that May Enhance Revenue Opportunities
While the FY2026 legislative session is still underway, the Healy-Driscoll Administration has introduced

the Municipal Empowerment Act, a bill designed to give cities and Towns greater flexibility in generating
local revenue. Among its key provisions are local option tax increases that could provide Dedham with
new ongoing funding sources to support municipal operations. In enacted, the legislation would allow
municipalities to increase the local lodging tax ceiling from 6% to 7%, raise the local meals tax from 0.75%
to 1%, and apply a local option surcharge of up to 5% on the motor vehicle excise tax, with the requirement
that these funds be directed to a stabilization fund (either general or capital).

Based on an analysis of Dedham’s prior-year collections, the project team estimates that an additional
$20,000 in annual revenue could be collected from increased hotel and meals taxes and up to $225,000
annually from a full 5% local excise tax surcharge, which could go directly to supporting capital projects in
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3.16

Dedham. For every 1% increase in the excise tax that is enacted, approximately $45,000 of new revenue
is generated for the Town. These changes would not only enhance the Town’s financial flexibility but also
reduce reliance on property taxes constrained by Proposition 2 %. The project team suggests that
Dedham’s executive and policymaking boards show public support for the Municipal Empowerment Act.
Its passage would provide the Town with valuable tools to strengthen its fiscal health and invest in long-
term priorities.

Develop a Comprehensive Economic Development Strategy

Economic development, particularly in the commercial and industrial sectors, is a powerful tool for
municipalities to reduce the residential tax burden and generate new revenue beyond the constraints of
Proposition 2 %. In Dedham, commercial activity is primarily concentrated along the Route 1 corridor.
The Town employs a split tax rate, with the maximum allowable shift of 175%, which helps to further ease
the tax burden on homeowners.

Currently, approximately 83% of Dedham’s properties are classified as residential, with the remaining 17%
categorized as commercial, industrial, or personal property. In general, communities with a higher
proportion of commercial and industrial properties benefit from a more balanced tax base, which can
result in lower residential taxes. Dedham’s residential tax burden is moderate compared to peer
communities. In FY2025, the average single family tax bill in Dedham is $9,616 ranking 13 out of 28
municipalities in Norfolk County, and 65 out of 351 cities and Towns statewide. While Dedham’s overall
tax burden may not be considered excessive, it's important to acknowledge that many residents,
particularly those on fixed incomes, are highly sensitive to even modest increases in their tax bills. This
underscores the need to carefully evaluate and improve the balance between residential and commercial
contributions to the tax base to help mitigate financial strain on households.

FY 2025 Single Family

Municipality 2023 Population Tax Bill
1 Brookline 62,962 24,729
2 Wellesley 30,733 19,792
3 Dover 5,864 18,563
4 Cohasset 8,392 16,241
5 Needham 32,157 15,523
6 Westwood 16,244 15,412
7 Sharon 18,442 13,759
8 Medfield 13,088 13,580
9 Milton 28,374 11,406
10 Norfolk 11,594 11,331
11 Walpole 25,964 10,061
12 Millis 9,018 9,925
13 Dedham 24,968 9,616
14 Medway 13,560 9,218
15 Foxborough 18,484 8,536
16 Canton 24,635 8,181
17 Wrentham 12,543 8,175
18 Franklin 33,125 7,895
19 Quincy 101,597 7,671
20 Norwood 31,230 7,084
21 Braintree 38,490 7,029
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22 Stoughton 28,962 6,818
23 Plainville 9,881 6,797
24 Avon 4,725 6,793
25 Holbrook 11,284 6,405
26 Randolph 34,487 6,172
27 Weymouth 59,114 5,957
28 Bellingham 17,556 5,773

Through discussions with stakeholders in planning and economic development, the project team
observed opportunities for greater alignment around a unified economic development strategy. Permit-
granting bodies appear to operate with differing priorities, which may be limiting Dedham’s ability to
attract new commercial investment or retain existing businesses. This misalignment could result in missed
opportunities for new growth and ongoing tax revenue, or the loss of commercial properties to residential
redevelopment pressures. To address these challenges, the project team suggests:

1. Developing a cohesive economic development strategy that aligns the goals of all permitting and
planning bodies.

2. Prioritize commercial and industrial development to further diversify the tax base and reduce reliance
on residential property taxes.

3. Support and retain existing commercial tenants, especially in the face of shifting market demands.
Advance the update of the Town’s Master Plan to guide long-term development.

5. Continue to work on the implementation of a District Improvement Finance District (DIF) to reinvest
in infrastructure and incentivize targeted growth.

By taking these steps, Dedham can strengthen its economic foundation, enhance fiscal sustainability, and
better position itself for future growth.

3.17 Consider Implementing a Residential Tax Exemption

Under Massachusetts General Laws Chapter 59, Section 5C, cities and towns have the ability to exercise a
local option designed to shift the property tax burden within the residential class. This exemption aims
to reduce property taxes for owner-occupied primary residences, particularly those of low/moderate
value. A municipality must vote to adopt the exemption on an annual basis at the time that they set the
tax rate. The maximum exemption allowed is 35% of the average assessed value of all residential
properties in the community. The total residential tax levy remains unchanged, but because the exemption
reduces the taxable value of some properties, the residential tax rate increases for some. This results in
a redistribution of the tax burden where lower-valued, owner-occupied homes pay less, and higher-valued
and non-owner-occupied properties pay more. Below is an example of how shifting the residential tax

burden in Dedham would affect the average tax bills of a variety of home values.

FY2025 Assessment Report
Total Assessed Average Value Approved Tax Levy by
Property Type Parcels Values Per Parcel Tax Rate Residential Class
Single Family 101 6,643 | $5,061,900,400.00 $761,990.12 $12.62 $63,881,183.05
Condominiums 102 693 $360,636,700.00 $520,399.28 $12.62 $4,551,235.15
Two Family 104 497 $387,218,100.00 $779,110.87 $12.62 $4,886,692.42
Three Family 105 44 $39,674,100.00 $901,684.09 $12.62 $500,687.14
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Apartment 111-125 53 $331,187,200.00 $6,248,815.09 $12.62 $4,179,582.46
Vacant/ Accessory Land
130-132,106 ¥ 284 $39,910,200.00 $140,528.87 $12.62 $503,666.72
Miscellaneous
Residential 103,109 30 $53,727,800.00 $1,790,926.67 $12.62 $678,044.84
Mixed Use 012-043 83 $97,549,525.00 $1,175,295.48 $12.62 $1,231,075.01
Total 8,327 | $6,371,804,025.00 $765,198.03 $80,412,166.79
Exemption Calculations
Residential Potential Value Estimated
Exemption Percent Exemption Redt.xctiorT in New Taxable I.\Iew _ 2025 Residential
Amount Re5|denflal Value Residential Levy
Properties Rate
10.00% $76,519.80 $549,756,503.10 | $5,822,047,521.90 $13.81 $80,412,167.00
Estimated Impact on Residential Tax Bill
Owner-Occupied Tax Bill Tax Bill Change in
Home Value With?Ut Wit,h Tax Bill*
Exemption Exemption
80,000.00 1,009.60 48.06 -961.54
230,000.00 2,902.60 2,119.56 -783.04
360,000.00 4,543.20 3,914.86 -628.34
490,000.00 6,183.80 5,710.16 -473.64
620,000.00 7,824.40 7,505.46 -318.94
750,000.00 9,465.00 9,300.76 -164.24
888,015.49 11,206.76 11,206.76 .00
1,020,000.00 12,872.40 13,029.46 157.06
1,150,000.00 14,513.00 14,824.76 311.76
1,280,000.00 16,153.60 16,620.06 466.46
1,410,000.00 17,794.20 18,415.36 621.16
1,540,000.00 19,434.80 20,210.66 775.86
1,670,000.00 21,075.40 22,005.96 930.56
1,800,000.00 22,716.00 23,801.26 1,085.26

3.18 Reduce Hours of Full-Time Hourly Employees and Reduce Hours of Buildings

Personnel costs consistently represent the largest share of any municipal budget, as local governments

are fundamentally service-driven and rely heavily on staff to deliver those services. To avoid layoffs or the

elimination of positions, the Town and School Department could consider evaluating cost-saving

opportunities through a reduction in work hours for non-exempt full-time employees. Currently, these

staff members work between 37.5 and 40 hours per week, depending on their department. A modest

reduction in scheduled hours could result in meaningful savings, while still preserving benefits eligibility

for employees working at least 20 hours per week. While this approach would reduce individual

compensation proportionally to hours worked, it offers a way to manage budget constraints without

resorting to job cuts. Implementing such a change would require detailed financial analysis to estimate

potential savings and would also necessitate negotiations with the affected unions to ensure compliance
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3.19

with collective bargaining provisions. Any reduction in hours worked will also likely result in less work
being done, which may impact the services that are provided by the affected staff. A similar analysis could
be completed for building hours of operation. This may yield energy cost savings as a result of closing a
building for one full day per week.

Establish a Recreation Enterprise Fund

The Town has established two special funds, The Recreation Fund and the Swimming Pool Fund, that
receive fees and expend revenue for services. In addition, the Town appropriates General Fund revenue
to support other portions of recreation service activity. The most commonly used model adopted by many
communities is to establish one enterprise fund in which all recreation activities, direct and indirect, are
supported. These funds adopt fees that support 100% of recreation activity. The establishment of a fully
supported Recreation enterprise Fund shifts the burden to the user rather than being supported by
taxpayers. This, in turn, creates flexibility in the overall budget.

Intentionally Left Blank
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Section 4: The Budget Process and Consensus Building

In conducting more than 25 interviews with both Town and school managers and policy makers, the Collins Center
has the strong impression that there is a severe lack of trust and communication between citizens and the
government. Socio-economic and territorial differences appear to be major factors. Attempts to reach consensus
have failed, leaving no coherent plan for addressing facility improvements. The only consensus appears to be that
residents across neighborhoods feel taxes are too burdensome and prefer that capital funds be prioritized for
improvements within their respective districts.

The citizens and taxpayers of Dedham have experienced property tax increases of over 7% in FY2024, over 7% in
FY2025, and a 3.5% increase in FY2026. In past years, Dedham has relied on non-recurring funds to support recurring
expenditures (American Rescue Plan Act Grant Funds, Overlay Surplus, and Free Cash). This has created a structural
deficit when these non-recurring revenues were no longer available to support the budget. The Town then had two
available options to resolve the budget deficit. Either services could be reduced or the Town could use unused
property tax levy. The Town chose the latter option. In addition, the Covid-19 Pandemic and subsequent recession
reduced commercial values and shifted the levy to the residential tax base. This caused resentment among taxpayers
and demands that service levels be continued but at a lower cost.

The traditional budget development and communication process used by the policy makers (Select Board, School
Committee, and Finance and Warrant Committee) has often failed to produce the consensus required to pass a
sustainable budget at Town Meeting. The process has lacked coordinated budget goal setting, sometimes leading
to major adjustments required late in the process. Further, the Select Board does not typically take a formal role in,
or public position on, the Town Manager’s budget. Improvements to the budget process could foster consensus
amongst diverse stakeholders and encourage a long-term perspective leading to a more sustainable financial plan.
Some progress was made towards the end of the FY2026 budget development process, when the Finance and
Warrant Committee, School Committee, and Select Board jointly communicated their support of the proposed
FY2026 budget to Town Meeting. This collaborative approach showed promising results, as the alignment among
the three committees was instrumental in securing support from elected Town Meeting members on the FY2026
budget.

This consensus building approach should be expanded. Many communities create a Financial Planning Committee
which includes representatives from the Select Board, School Committee, Finance and Warrant Committee, as well
as key school and Town leadership staff, to discuss strategies and reach consensus on the level of revenues available,
appropriation drivers, cost of living adjustments, and how to reach budgetary stability. This work is done after the
updated Long-Range Revenue and Expenditure Forecast is presented for public consumption. This would then give
departments guidelines for the development of departmental budgets. Once departments finalize their budgets,
the Town Manager consolidates the information to develop the Town Manager’s Proposed Budget. Both the Select
Board and the Warrant and Finance Committee should then formulate their respective recommendations for Town
Meeting. At this stage, the policy boards should prioritize building consensus through reconciliation to ensure a
unified proposal is presented. After efforts to reconcile differing recommendations, the Warrant and Finance
Committee Chairman will present an oral presentation regarding the budgetary challenges that the Town faces and
submit the Committee’s final budget recommendation to Town Meeting. The Collins Center recommends that
Dedham adopt this coordinated, consensus-driven approach to budget development.
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Reaching consensus among the three committees will go a long way in developing next year’s financial plan that
eliminates structural deficits and creates financial stability. A financial plan supported by the Select Board, School
Committee, and Finance and Warrant Committee has a greater chance of approval by the elected Town Meeting, as
evidenced by the outcome of the 2025 Spring Town Meeting. To strengthen support for the financial plan, the Select
Board, School Committee, and Finance and Warrant Committee should proactively engage with key community
groups and stakeholders, such as the Taxpayers Association, League of Women Voters, local boards and committees,
and elected Town Meeting members. By fostering an open dialogue and collaboration, this outreach can help bridge
divides among neighborhoods and build broader consensus among residents about future investments.

Conclusion

At this moment in time, the Town of Dedham is struggling to establish a direction amongst competing goals. The
Town'’s annual goals are to balance its annual budget and eliminate structural deficits that occur due to the use of
non-recurring revenue to support recurring services. At the same time, it has existing taxing capacity that would
immediately eliminate the structural deficit but decisionmakers have chosen not to use it due to the concern of
higher taxes. It has a great need to improve its capital infrastructure for both school and Town facilities, roads and
other capital repairs. Yet, existing general fund debt service is higher than the state average. Citizens wish to expand
services while there is little desire to increase existing fees or create new sources of revenue to support such
services. The Town has the opportunity to increase its tax base through new growth development but wants to
maintain the feel of a small-Town environment.

As a result of this indecision, the Town is approaching a point of budget instability and a weakened financial
condition. This report offers a menu of options, including revenue enhancements, expenditure reductions and long-
term actions that would resolve the issues confronting the Town.

The Collins Center extends its sincere appreciation to all individuals who contributed to this important project. We
are particularly grateful to the dedicated employees who, despite the demands of their schedules, offered their time
and perspectives to support the study. We also extend our thanks to the various board and committee
representatives whose thoughtful participation and insights were essential to the project’s success. Your
engagement and collaboration were invaluable, and we deeply appreciate your commitment to the process. It is
our hope that this initiative will serve as a catalyst for advancing the long-term financial sustainability of the Town
of Dedham.
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Appendix A — Financial Workbook (under separate cover)
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Appendix B — Building Permit Fee Comparison Chart
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Category Canton Brookline Needham Dedham Dover Franklin Milton Norfolk Norwood | Sharon Wellesley Westwood
Residential - $20 per $10 per $10 per $10 per $12 per $15 per $12 per $11/$1,0 | $15 per $15 per
New $11/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $10 per 00 (+$75 | $1,000 $1,000
Construction (Min $500) $50) (Min $150) | (Min $350) | (Min$100) | (Min $100) | (Min $100) | (Min $100) | $1,000 base fee) | (Min $100) | (Min $100)
$20 per $10 per $10 per $10 per $12 per $15 per $12 per $11/$1,0 | S15 per $15 per
Residential - $11/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $10 per 00 (+$75 | $1,000 $1,000
Additions (Min $75) $50) (Min $150) | (Min$75) | (Min $100) | (Min $100) | (Min$100) | (Min$100) | $1,000 base fee) | (Min $100) | (Min $100)
$20 per $10 per $10 per $10 per $12 per $15 per $12 per $11/$1,0 | S15 per $15 per
Residential - $11/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $10 per 00 (+$75 | $1,000 $1,000
Alterations (Min $50) $50) (Min $150) | (Min$75) | (Min $100) | (Min $100) | (Min $100) | (Min$100) | $1,000 base fee) | (Min $100) | (Min $100)
$20 per $10 per $10 per $10 per $12 per $15 per $12 per $11/$1,0 | $15 per $15 per
Residential - $11/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $10 per 00 (+$75 | $1,000 $1,000
Repairs (Min $30) $50) (Min $150) | (Min $50) (Min $100) | (Min $100) | (Min $100) | (Min $100) | $1,000 base fee) | (Min $100) | (Min $100)
$35 (<200 sq
Residential - ft), $20 per $10 per $10 per $10 per $12 per $15 per $12 per $11/$1,0 | S15 per $15 per
Accessory $11/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $10 per 00 (+$75 | $1,000 $1,000
Structures (>200 sq ft) $50) (Min $150) | (Min $50) | (Min $100) | (Min $100) | (Min $100) | (Min $100) | $1,000 base fee) | (Min $100) | (Min $100)
Commercial - $20 per $10 per $15 per $10 per $15 per $20 per $15 per $16/$1,0 | $20 per $20 per
New $14/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $15 per 00 (+$75 | $1,000 $1,000
Construction (Min $800) $50) (Min $200) | ($300 Min) | (Min $100) | (Min $150) | (Min $150) | (Min $150) | $1,000 base fee) | (Min $150) | (Min $150)
$20 per $10 per S15 per $10 per $15 per $20 per $15 per $16/$1,0 | S20 per $20 per
Commercial - $14/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $15 per 00 (+$75 | $1,000 $1,000
Additions (Min $200) $50) (Min $200) | ($150 Min) | (Min $100) | (Min $150) | (Min$150) | (Min$150) | $1,000 base fee) | (Min $150) | (Min $150)
$20 per $10 per S15 per $10 per $15 per $20 per $15 per $16/$1,0 | S20 per $20 per
Commercial - $14/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $15 per 00 (+$75 | $1,000 $1,000
Alterations (Min $100) $50) (Min $200) | ($150 Min) | (Min $100) | (Min $150) | (Min $150) | (Min $150) | $1,000 base fee) | (Min $150) | (Min $150)
$20 per $10 per $15 per $10 per $15 per $20 per $15 per $16/$1,0 | $20 per $20 per
Commercial - $14/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $15 per 00 (+$75 | $1,000 $1,000
Repairs (Min $50) $50) (Min $200) | ($100 Min) | (Min $100) | (Min $150) | (Min $150) | (Min $150) | $1,000 base fee) | (Min $150) | (Min $150)
Commercial - $20 per $10 per $15 per $10 per $15 per $20 per $15 per $16/$1,0 | $20 per $20 per
Accessory $14/$1,000 $1,000 (Min $1,000 $1,000 $1,000 $1,000 $1,000 $1,000 $15 per 00 (+$75 | $1,000 $1,000
Structures (Min $50) $50) (Min $200) | ($100 Min) | (Min $100) | (Min $150) | (Min $150) | (Min $150) | $1,000 base fee) | (Min $150) | (Min $150)
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Appendix C — Updated Building Department Fee Schedule

Current Proposed
Permit Type Detail Fee/Rate Minimum/Details Fee/Rate Proposed Minimum/Details
Residential Building New Construction (1-2 family) $10.00/$1,000 $350.00 | $15.00/$1,000 $400.00
Residential Building New Construction (3+ units) $18.00/$1,000 $350.00 | $25.00/$1,000 $400.00
Residential Building Accessory Buildings $10.00/$1,000 $50.00 | $15.00/$1,000 $75.00
Residential Building Additions/Alterations (1-2 family) $10.00/$1,000 $75.00 | $15.00/$1,000 $100.00
Residential Building Additions/Alterations (3+ units) $18.00/$1,000 $75.00 | $25.00/$1,000 $100.00
Residential Building Siding and Roofing $8.00/$1,000 $50.00 | $10.00/$1,000 $75.00
Repairs/Replacement Windows or

Residential Building Doors $10.00/$1,000 $50.00 | $15.00/$1,000 $75.00
Residential Building Replacement from fire damage $10.00/$1,000 $50.00 | $15.00/$1,000 $75.00
Residential Building Interior Demolition (1-2 family) $10.00/$1,000 $50.00 | $15.00/$1,000 $75.00
Residential Building Demolition of Building $100.00 $150.00

Residential Building Certificate of Occupancy $25.00 $50.00

Commercial Building New Construction $15.00/$1,000 $300.00 | $25.00/$1,000 $350.00
Commercial Building Alterations/Additions $15.00/$1,000 $150.00 | $25.00/$1,000 $200.00
Commercial Building Repairs/Interior Demolition $15.00/$1,000 $100.00 | $25.00/$1,000 $150.00
Commercial Building Replacement from fire damage $15.00/$1,000 $100.00 | $25.00/$1,000 $150.00
Commercial Building Replacement Windows/Doors $15.00/$1,000 $100.00 | $25.00/$1,000 $150.00

Commercial Building

Demolition of Building

$100.00

$150.00

Gas - Residential

Permit Fee

$50.00 minimum

$10.00 per additional fixture

$75.00 minimum

$15.00 per additional fixture

Gas - Commercial

Permit Fee

$75.00 minimum

$15.00 per additional fixture

$100.00 minimum

$20.00 per additional fixture

Plumbing/Gas - Misc Gas Water Heater Replacement $100.00 | *$75 flat fee covers both permits $150.00 | *$100 flat fee covers both permits
Plumbing/Gas - Misc Gas Test $50.00 $75.00

$8.00 per additional fixture, $125 $10.00 per additional fixture, $150
Mechanical - Residential Permit Fee $30.00 minimum | max $50.00 minimum max
Mechanical - Commercial | Permit Fee $15.00/$1,000 $100 minimum, $500 max $20.00/$1,000 $125 minimum, $600 max

Residential Building

Repairs/Replacement Windows or
Doors

$10.00/$1,000

$50.00

$15.00/$1,000

$75.00
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Current Proposed
Permit Type Fee/Rate Minimum/Details Fee/Rate Proposed Minimum/Details
Residential Building Siding and Roofing $8.00/$1,000 $50.00 | $10.00/$1,000 $75.00
Commercial Building Replacement Windows/Doors $15.00/$1,000 $100.00 | $20.00/$1,000 $150.00

$8.00 per additional system, $125

$15.00 per additional system, $200

Sheet Metal - Residential | Permit Fee $30.00 minimum | max 50 minimum max

Sheet Metal -

Commercial Permit Fee $15.00/$1,000 $100 minimum, $500 max $25.00/$1,000 $150 minimum, $800 max
Miscellaneous Certificate of Occupancy Permit $75.00 $125.00

Miscellaneous Annual Certificate of Inspection $125.00 | per certificate $200.00 | per certificate
Miscellaneous Certificate of Inspection - Churches $50.00 | per certificate $75.00 | per certificate

Plumbing - Residential Permit Fee 50 minimum $10.00 per additional fixture 60 Minimum $15.00 per additional fixture
Plumbing - Commercial Permit Fee $75.00 minimum | $15.00 per additional fixture $85.00 minimum $20.00 per additional fixture
Miscellaneous Tent Permits (1-6 days) $25.00/day/tent $30.00/day/tent

Miscellaneous Tent Permits (Seasonal) $150.00 $175.00

Trench Permit Permit Fee $25.00 $50.00
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Appendix D — Sample School and Town Partnership Agreement

SAMPLE

MEMORANDUM OF UNDERSTANDING TOWN/SCHOOL BUDGET PARTNERSHIP

The Town Administrator and Superintendent of Schools jointly recommend to the Board of
Selectmen and School Committee the adoption of revised guidelines for allocating budgetary
surpluses/deficits for FY97 and beyond. The revisions are the result of many meetings during the past
several weeks overseen by a Selectmen Committee of:

Thomas Hennessey, Chair of Board of Selectmen Isabella Hinds, Chair of the
School Committee John Hodgman, School Committee Member

Betsy DeWitt, Chair of the Advisory committee Sergio Modigliani, Advisory
Committee Member

John Deeley, Advisory Committee Member Harvey Beth, Director of

Finance

James Walsh, Superintendent of Schools

Peter Rowe, Asst. Supt, of Administration & Finance

Richard Kelliher, Town Administrator

Brian F. Sullivan, Deputy Town Administrator

The objectives of the Committee were to devise guidelines that are equitable, understandable and
based upon cost allocation to the fullest extent possible. As a result, guidelines for "splitting" future
surplus/deficits have been developed which accomplish the following:

Allocates surpluses or deficits 50%/ 50% between Town and Schools, after deducting
fixed costs from available revenues. Any future override funding is separate and distinct
from this agreement and shall not affect the amount of funding to be allocated under
this agreement.

Simplifies the definition of fixed costs by  reducing the number of fixed cost variables
to only seven categories: enterprise type operations e.g. water/ sewer, refuse; SPED
Tuition, plus one half all other SPED costs; student enrollments (based on formula) ;
reserve funds; programs generating new revenue ; debt and interest; and tax funded
capital. Items such as step adjustments, election costs, retirement administration will no
longer be characterized as "fixed costs", The above fixed cost items shall be as
customarily defined in the Financial Plan and as described on pages 1-9 through 1—15
of the FY96 Financial Plan.

Allocates other shared costs in proportion to actual experience each year, such allocated
costs shall include building, general services, information services, general insurance
and personnel benefits.

Requires the Schools and Town to be totally responsible for absorbing all respective
personnel costs. Collective bargaining agreements, steps , fringe benefits, etc. , will be
allocated and will no longer be considered "fixed costs" .

A few formulaic factors need to be defined in the upcoming weeks. For example, the method of
calculating cost due to student enrollment growth from year to year needs to be finalized. However, these
factors are expected to be resolved without much difficulty .
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The cumulative effects of the changes on the FY97 budget are minimal. Despite moving from a 2/3
1/3 formula to a 50% formula, there will be only a minor shift of resources from school to Town budgets.

We believe that a formula-based method of carrying out the Town/ School Budget Partnership is in
the best interests of the entire community. While it is recognized that this formula will need to be revisited
at intervals in the case of unanticipated state mandates or extraordinary circumstances, we believe that this
agreement provides year to year stability and facilitates long range planning.

We also believe that the Town/School Budget Partnership provides a collaborative planning
framework in which the Town Administrator, Superintendent of Schools, and representatives of the Board
of Selectmen and School Committee can jointly identify and develop planning agendas. By meeting
periodically throughout each year, the above-mentioned participants will both review progress toward
mutually agreed goals and try to anticipate and plan for changes that arise externally, such as Federal and
State legislation or demographics changes, technological advances, and economic downturns.

We have many challenges ahead. By working together, we believe we can best meet these
challenges.

Select Board/Town Manager School Committee/School Superintendent
Date: Date:
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