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TONIGHT’S TAKEAWAYS

 The Town’s infrastructure needs considerable investment now.
 It can be done with one debt exclusion for the schools and firm budgets

for all projects.
 Moving forward will impact future operating and capital budgets.
 The Town’s finances are strong.

TOPICS TO COVER
 Town Manager Goal/Task
 Stakeholder Engagement Plan
 Guiding Principles
 Working Prerequisites

 Financial Model
 Other Factors
 Cautionary Considerations
 Key Decisions
 Next Steps

TOWN MANAGER GOAL

To provide the Council with a plan for the funding of the renovation/expansion or replacement of an
elementary school in accordance with Fort River MSBA Grant application, the repair or
renovation/expansion of the Jones Library, the replacement of the Central Fire Station, and the

replacement of the Department of Public Works headquarters, consistent with the October 21, 2019
Council vote that it is the sense of the Council that the Council is committed to a plan that will address all
four buildings in some fashion.
From: Town Council Performance Goals for the Town Manager adopted by the Town Council on September 14, 2020

TASK
Provide an updated version of the financial model necessary to determine options for how we move
forward regarding each of these projects by the end of February 2021.
From: Town Council Vote, December 21, 2020

• The model has been updated and revised.
• A plan has been developed using the model based on advice from the Town’s
Financial Advisor.
• There are nuances to the financing of these projects that require more than the
modeling tool.
• The goal is to provide the Town Council with guidance to make an informed
decision.
• We are presenting this plan today and at future meetings to gather feedback and
adjust as necessary to meet the needs of the Town Council and the public.

STAKEHOLDER ENGAGEMENT PLAN
Activity

Date

Presentation & discussion at multiple public meetings (Town Council
and Finance Committee)

Kick off
2/16/21

Project page to engage stakeholders
Financial Overview
Q&A
Story map for each project
Posting of Planning Tool

2/19/21

Social media/press release/community outreach

2/19/21

Two workshops that include staff to demonstrate the tool and respond
to residents’ questions

2/24/21 &
3/6/21

Two full day Q & A / feedback sessions multiple platforms (e.g. Reddit,
Facebook, Twitter, website)

2/25/21 &
3/8/21

District Council Meetings, Other Groups (e.g. Staff, LWV, Rotary,
BID/Chamber)

March April

Refine

Share

Analyze
Feedback

Engage

GUIDING PRINCIPLES
 Affordable
 Use dependable revenues sources, reserves, and debt exclusion to cover debt payments.

 Minimize impact on taxpayers
 Use debt exclusions sparingly and utilize reserves to smooth out peaks in debt payments.

 Complete projects expeditiously
 These projects are ready to move forward and delays could result in higher borrowing costs and/or sunk

maintenance costs. Consider long term needs of the Town including other building replacements.
 Maintain focus on asset maintenance
 Continue funding ongoing capital at a required level to prevent other spikes in capital costs.

 Stay flexible
 Be prepared to respond to changing market conditions and unanticipated expenses.

WORKING PREREQUISITES
 Taxpayer approval of at least one debt exclusion, and one must be the school.
 Funding of capital at 10.5% of the levy for the next decade.
 Establishing funding caps as presented for the projects.
 Using $4.6m of reserves.

 Impact on future operating and capital budgets.
 Impact on the debt load of the Town.

FINANCIAL MODEL (2.16.21)
Building
Jones Library
New School
Department Public Works
Central Fire Station
Building

Cost to Town
$15.8m ($36.3m total)
$40.0m ($80.0m total)
$20.0m

Appx. Project
End Date
July 2024
June 2026
June 2023

Debt Payments Begin
FY 24
FY 25
FY 23

$15.0m

June 2025

FY 25

Borrowing Term

Interest Rate

Debt Exclusion

Jones Library

20 years

2.8 %

No

New School

30 years

3.0 % - 4.0 %

Yes

Department Public Works

30 years

3.0 %

No

Central Fire Station

30 years

3.5 %

No

FINANCIAL MODEL (2.16.21)
 Assumes the percentage of the levy allocated to capital will be 10% in FY 23, 10.5% in

FY 24 and beyond until FY31.
 Total reserves used is projected at about $4.6 mil (over 7 years). FY 22 reserve usage is

planned from the FY 21 budgeted capital reserve. Remaining reserves would be
15.84% of the FY21 budget
 Assumes a minimum of $2.8 million in cash capital for new projects (above and

beyond amount required for actual and projected debt). This keeps at least 6% of the
levy for ongoing capital.

FINANCIAL MODEL (2.16.21)

FINANCIAL MODEL (2.16.21)
Property Value

Max Annual Increase

$250,000

Average Annual Increase to
Property Taxes
$181.76

$350,000
$450,000
$550,000
$650,000

$254.47
$327.18
$399.88
$472.59

$341.84
$439.50
$537.17
$634.84

$244.17

OTHER FACTORS
Debt Financing


Interest rates



Debt schedules

Reserves


Maintaining a safety net for operating budgets

Operating vs. Capital


Sticking to the plan but being adaptable

Flexibility


Understanding we can not predict all variables but leaving room to shift (interest rates, reserve usage, debt schedules, cash capital)

New revenues/Cost reductions


Revenue potential from one school site and the central fire station



Reductions to operating expenses from energy savings



Reductions to operating expenses from shifting from three schools to two schools

CAUTIONARY CONSIDERATIONS:
CONTINGENCY PLANNING
What if the Town cannot maintain 10.5% funding for capital?
 At 10% of the levy for capital, the model would be appx $2.3m short through FY30.

 At 9% the model would be appx $7.5m short through FY30.

Strategies to address could include one or more of the following:
 Allocate less to ongoing capital
 Allocate less to operating budgets
 Use more reserves
 Request a second debt exclusion

CAUTIONARY CONSIDERATIONS:
FINANCIAL IMPACTS ON OPERATING BUDGETS
Using the FY23 budget as an example:
 A 3% increase in the FY22 budget would equal appx. $2.5 million in new funds.
 The model assumes the percentage of the levy allocated to capital rises from 8.5% in

FY22 to 10% in FY23. This changes equates to an increase of appx. $1.1 million.
 The result would be another year of holding operating budgets to a 1.0% or 1.5%

increase.

CAUTIONARY CONSIDERATIONS:
FINANCIAL IMPACTS ON DEBT
General Fund Debt Service % of General Fund Budget
 Currently around 2%
 This model increases that percentage to 7% - 8% in FY 26 to FY 29 (estimated)

Total Outstanding Debt % of EQV
 Currently less than 1%
 This model increases that percentage to over 3% in FY 24 to FY 28 (estimated)

KEY DECISIONS
1. Authorize all four building projects leveraging State funding (yes/no)

6. Project timing (debt)

2. Establish project caps (Town share)

 Department of Public Works – FY23



$20.0m Department of Public Works



$15.0m Central Fire



$15.8m Jones Library



$40.0m School(s)

3. Debt exclusions


One or two

4. Use of reserves


$4.6m

5. Commitment to capital funding


10.5% of the levy

 Central Fire – FY25

 Jones Library – FY24 (FY21 approval)
 School – FY25

NEXT STEPS

Stakeholder Engagement Activated
 (2/19/21)

Jones Library Presentation to Town Council
 (2/22/21)

Options for Siting Fire/EMS and Public Works
Facilities
 (2/26/21)

THANK YOU

 Questions

