Topsfield Finance Committee
Minutes to the Meetings
Meeting was held remotely via a posted Zoom link
November 8, 2021

Pursuant to Chapter 20 of the Acts of 2021, this meeting will be conducted via remote means.
This means that members of the public body as well as members of the public may access
this meeting via virtual means. The meeting may also be accessed remotely via contact
provided below. When required by law or allowed by the Chair, persons wishing to provide
public comment or otherwise participate in the meeting, may do so by accessing the meeting
remotely, as noted above. Additionally, the meeting may be broadcast at a later date via the
town YouTube channel and Boxford Cable Television.

I. Call to Order: Chair Che Elwell called the meeting to order at 6:00 PM with Karen
Dow, Karen Duval, Jon Guido, Mike Hartmann, Tim 0’Malley and David Larson present.
Also present: Catherine Gabriel, Town Accountant; Kevin Harutunian, Town
Administrator; and Beth Willis, Town Clerk. Members of the public present: none. All
votes at the meeting were taken by roll call due to the remote nature of the meeting.

Il. Review meeting minutes:
» 11/1/21 minutes: motion to approve by M. Hartmann, seconded by T.
O0’Malley. Voted in favor by roll call 7-0.

I1I. Discuss guidance letter: C. Elwell provided an updated draft of the FY23 FinCom
guidance letter. Discussion ensued.

o Articulate why school budgets grow: unfunded mandates, SPED
costs/# of students?

K. Duvall looked at enrollment and budget numbers as reported to MA
DESE; the cost per student has certainly increased. What are metrics
for school performance, and how do these connect to cost per
student? This is a question for the school committees.

» K. Dow showed a graph of historical budgets back to FY99 for various
departments, normalized by appropriate population (town census for
most departments; school enrollments for the two school systems)
and by the consumer price index. The largest growth rates are for
insurance, pensions, and the two school systems.

e Catherine reports that of the ~$4.2M in the Town budget for pensions,
insurance and benefits, about 45% is tied to the elementary school
employees. The majority of this is insurance and benefits, as teachers’
pensions are with the MTA, not through the town.



 Kevin reports that in preliminary budget preparation discussions with
the elementary school administration, they understand the issues.

 Decide to set Elementary budget guideline at 3% as the elementary
enrollment is steady.

e Masconomet enrollment has decreased, leading to decision to set the
Masco guideline at 2.5%, inclusive of any changes in their insurance
and pension costs. C. Elwell to share this information with Boxford
and Middleton FinCom chairs.

e M. Hartmann reported that a first draft of the model with the usual
conservative assumptions (Elementary and Masconomet at 3%
increase, Police and Fire at 2%, Insurance at 8%) shows us at about
$600k over the levy limit.

e Kevin reports v1 of the FY23 Capital Plan will be available 11/9; will
assume $300k from free cash, plus use of one-time ARPA funds and
revolving funds. K. Dow suggests showing us the full list in priority
order, in case more than $300k in free cash is available.

J. Guido moves to approve draft v0.4 with tonight’s numbers, allowing C.
Elwell to edit for clarity and grammar. Seconded by D. Larson, voted in favor
7-0 by roll.

IV. Fall meeting schedule: Next meeting is 12/6 if any updates are available
(possible uses of ARPA funds, historical budgets, etc.), and then 1/3/22 to begin
examination of FY23 proposed budgets, as well as any other updates.

V. Topics not reasonably anticipated by the Chair 48 hours in advance of
the meeting: C. Elwell reports Masco teachers and the school committee are
going to mediation.

VI. Adjourn: A motion was made by Karen Dow to adjourn at 7:11 PM,
seconded by David Larson and voted in favor 7-0.

Respectfully submitted,

Karen Dow

Attachments: Draft v0.4 of FY23 FinCom guidance letter
Graph of normalized historical budgets for some departments



Town of Topsfield Finance Committee

As we move into our third annual budget process with-the-ureertaintiesin the shadow of
COVID-1%evid, remaining-we are heartened by the community that we all help to create
and bvie the amazing employees of our town and schools. While we hopefully are
moving in a positive direction tFhere continues to be uncertainty around the long~term

financial |mpI|cat|ons of COVID Wd—wh#e—we%ave—beneﬁ%ed—#em—ygnmeantétate

budget—wrthem—these—adél%mra#ﬁ*némg—sewees—These factors have Ied the Flnance

Committee to recommend a conservative approach to our FY2023 budget plans.

It has also been a year in which we have clearly seen how important local government
and services are to the community. The Town of Topsfield should be proud of the
dedicated employees who have worked so hard to provide critical services to Topsfield
residents. -The Town of Topsfield Finance Committee wishes—te-thanks the town and
school employees for all they have done over the past year to keep our town and schools

previding the-eritical-serndees-we-rely-enoperating as close to normal as possible under

difficult circumstances.

Purpose of Guidelines

The Finance Committee Guidelines initiate the annual Town Budget process in a
consistent and reasonable manner. The Guidelines consider the economic environment
and our commitment to fiscal policies, with the goal of a balanced budget without
overrides. This year the Finance Committee is also taking into consideration the possible
need to rapidly adjust budgets as more aid may be provided by the state and federal
governments and as that information becomes available approaching the May 2022
Annual Town Meeting. These Guidelines are not a guarantee of Finance Committee
recommendation of funding at any specific level (including Capital Items), as a balanced
budget must be brought to Town Meeting.

Character of Budget
Balancing the needs of the Town with affordability, the Finance Committee is targeting

the maintenance of essential Town services. We ask that departments look for



opportunities to reduce long—term expenses. Any programs or approaches that reduce
future liabilities or expenses will be evaluated and preferential treatment will be provided
to those that offer a long—term return (either through savings or the avoidance of future
spending)._

As the Town begins the FY2023 budget process, the Finance Committee weuld-like-te
continues to highlight a Fundamental Disconnect in our Town Budget, and request that it
be further addressed by the elected boards that oversee the different departments and
schools. We have seen the elected boards begin the difficult discussions regarding how
we can continue to recognize and reward our town and school employees while staying
within the budget capacity of the taxpayers. We ask that the community and their
representative boards continue to respectfully engage in this important dialogue.

Fundamental Disconnect

The vast majority of our Annual Budget is Personnel-related (salary, wages, healthcare,

pensions, etc.). Even in the theoretical situation where the Town-wide headcount and
personnel are identical between two consecutive years, Topsfield’s people-related costs
would grow roughly 4-6%, which is twice2¥ the rate of the 2.5% increase permitted by
Proposition 2 % with no new growth and without an override-by-Prepesider—=2-34. This
disconnect is caused by three main drivers:

1. A large majority of employees jhave been receiving increases_in_compensation
based on longevity (steps) and Cost of Living Adjustments over the past 7 years

2. Topsfield needs to offer compensation in order to attract and retain the people
that serve our town

3. The costs of both healthcare and pensions have been growing at a rate higher than

2.5% per yvear over the [ast 5+ years.

It is the Finance Committee’s perspective that this is unsustainable, unless the Town:

1--3}is open to an override every few years to account for this disconnect; and/or-
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reduces services delivered to the Town to account for this disconnect; and/or

Given our primary responsibility to review and advise on the development of an annual
budget we want to re-emphasize this disconnect to the negotiating boards. While
limited progress has been made, this problem will continue to compound until
aggressively addressed. As such, the Finance Committee asks the Select Board members,
Town Administrator, Town Department Heads, Town Boards, and Topsfield and
Masconomet School Committees to work together to put in place a long-term solution as
they work through future planning as well as the FY2023 budget.

Methodology
This Town Budget will be constructed using a similar method as the past few years. Each

epartment is expected to identify their needs and model out the anticipated costs of
the upcoming fFiscal v¥ear, rather than simply adding to the dBepartment’s budget for
the prior year. We are—requesting that each epartment bBudget be formed in
accordance with its respective gGuidelines. Please be prepared to explain the essential
nature of the budgeted services. Should essential services of that dBepartment remain
unfunded, they should then be listed and described on the attached Schedule.

Due to the many additional unknowns associated with the overall economy and revenue
and aid from local, state and federal levels, we are asking ihe-departments to be
prepared to discuss with your liaison how you would manage the impact of a level dollars
budget on your operations. This will not be the draft budget we work from, but is simply
a planning exercise to allow us to react quickly_to a worst-case scenario. We do not want
to alarm anyone or make more work than is necessary to understand and build our
FY2023 budget; however, we do anticipate future challenges and we all need to be
prepared to react.

ALL CAPITAL REQUESTS SHOULD BE INCLUDED IN THE TOWN-WIDE PLANNING

PROCESS. EVENTUAL PLACEMENT AS A SEPARATE WARRANT ARTICLE DOES NOT
SUPERSEDE THIS REQUIREMENT.
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but the costs will continue. With the likelihood of significant state and federai aid we ask

that departments highlight any areas where one time funds are being used for expenses

that will likely outlast the associated aid. |

Questions

Please address budget questions to your Finance Committee liaison(s).

As always, the Finance Committee appreciates your participation in this annual process.

Thank you,

Che R Elwell, Chair

FY 2023 Department Budget Guidelines
November 1?2, 2021

ESSENTIAL SERVICES BUDGET

General Government:

A. Total of Salary & Wages: As per collective bargaining, other contractual
obligations and the recommendation of the Town Administrator, as applicable.

B. Other: No more than 0.0% increase. This increase is on the total of “Other”;
distribute among line items in the department as appropriate.

C. Ongoing Financial Programs, such as automobile leasing, to be reviewed on a
case-by-case basis.

D. Fuel and Electricity: Budget requests to be based on review of FY 2021 actual
and FY 2022 projection of year to date actual, using anticipated rates.

Capital Items (Equipment, Rolling Stock & Facilities):
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A. Not to exceed $300,000 Town-wide including Schools.
B. Larger projects may also be funded by borrowing.

Il.  Elementary Schools: Recogrizingthetthe-tewn-managesand-funds-the-pensions
ard-funds-2.75% increase over the ATM—{pleaca-rnote-Topsfield-tewn-budgetfunds-

schoekinsurance-and-pensions-cests}-approved operating budget inereaseplus __ - | Formatted: Font color: Black

extraordinary special education costs; these should not be added to the base operating ™ { Formatted: Font color Black

us

budget for calculation of future fiscal year increases._Please note: the Topsfield town
budget funds elementary school insurance and pension costs.

IV. Masconomet {please note: Masconomet budget funds school insurance and
pension costs): 3.00% :
pension<cests) increase to overall ATM-approved Communlty Contributions to the
operating budget (“M&O budget”). It should be noted that Masconomet enroliment
figures continue to trend downward, and we ask that the overall budget be evaluated
against that lower enrollment, and incremental and variable savings realized.

V. No New Programs.



ATTACH SCHEDULE OF UNFUNDED ESSENTIAL SERVICES

l Attach Schedule: Detail all essential services items (salary & wages and/or other)
not included in submitted essential services budget within Finance Committee
Guidelines. Include the “Budget line” for each item.

L. Attach Narrative: Describe the programmatic impact of those essential services
items that were not included in the submitted Guideline budget.
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