TOWN OF YARMOUTH
1146 ROUTE 28, SOUTH YARMOUTH, MASSACHUSETTS 02664-24451
Telephone (508) 398-2231, ext. 1271, Fax (508) 398-2365

CAPITAL
BUDGET
COMMITTEE

Notice of Meeting
Name of committee, board, etc.:

Capital Budget Committee

Date:

September 26, 2022

Time:

5:00 PM

Place:

Yarmouth Town Hall 1146 Route 28,
South Yarmouth, MA
Room A

Agenda (Topics to be discussed):
1.
2.
3.
4.
5.

Open Meeting
Review Guidance Document
Review Training Online System
Assistant Town Administrator – Overview Current CIP Proposals
Adjournment

Per M.G.L.: All town and school boards, committees, commissions, and authorities shall post a notice of every
meeting at least 48 hours prior to such meeting, excluding Saturdays, Sundays, and legal holidays. Notice shall
contain a listing of topics/agenda that the chair reasonably anticipates will be discussed at the meeting.
This is to formally advise that, as required by G.L. Chapter 30A, §§ 18-25, and pursuant to Chapter 20 of the Acts of 2021, An Act
Relative to Extending Certain COVID-19 Measures Adopted During the State of Emergency, signed into law on June 16, 2021,
the Yarmouth Capital Budget Committee will hold a public meeting on Monday, September 26, 2022, at 5:00 p.m. in Conference
Room A, Yarmouth Town Hall, 1146 Route 28, South Yarmouth, MA 02664. The public is welcome to attend either in person or
via the alternative public access provided below.

Zoom Meeting information for alternative public access
Please click the link below to join the webinar:
https://us02web.zoom.us/j/83823167381?pwd=ZEtzRkNWU0FOYi9udExTU0MwZ1FTQT09
Passcode: 645385
Or One tap mobile :
US: +19292056099,,83823167381#,,,,*645385# or +13017158592,,83823167381#,,,,*645385#
Or Telephone:
Dial(for higher quality, dial a number based on your current location):
US: +1 929 205 6099 or +1 301 715 8592 or +1 309 205 3325 or +1 312 626 6799 or +1 646 931 3860
or +1 669 900 6833 or +1 719 359 4580 or +1 253 215 8782 or +1 346 248 7799 or +1 386 347 5053
or +1 564 217 2000 or +1 669 444 9171
Webinar ID: 838 2316 7381
Passcode: 645385

Capital Budget Committee Guidance
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Guidance
Capital Budget Committee
Yarmouth Massachusetts
A.

PURPOSE:

The Capital Budget Committee represents a diverse mix of, volunteers, approaches, and jurisdictions that
form the basis for the Capital Improvements Program, which provides direction towards improving the
quality of life in the Town of Yarmouth. The Capital Improvements Program represents the guiding
document for the public sector re‐investment in the community. The importance for a planned program
can be found in a contrary “no action” approach. The lack of action only causes escalating costs, missed
coordination opportunities, and poor services associated with failing infrastructure. Action is required to
ensure the most optimum facilities and infrastructure for the community. Action within the context of a
sequenced Capital Program is a cost‐effective approach over a reactionary response to deteriorating assets.
Therefore while “action” is important high level documentation, planning, and project management is the
foundation for that action.

A.1

Chapter 16 Capital Budget Committee Ordinance

This Guidance describes the duties and methods of operation of the Yarmouth Capital Budget Committee,
hereafter referred to as CBC. The CBC is hereby established within the context of the Town of Yarmouth
ordinances, Chapter 16 CAPITAL BUDGET COMMITTEE [HISTORY: Adopted by the Annual Town Meeting
of the Town of Yarmouth 4‐7‐1981 by Art. 16.1 Amendments noted where applicable.] § 16‐1.
Appointment; membership; terms. [Amended 4‐11‐1984 by Art. 40, approved 6‐1‐1984]
A committee of seven persons shall be appointed by the Finance Committee, to be known as the "Capital
Budget Committee," composed of one member from the Finance Committee, appointed annually, one
member from the Planning Board, appointed annually, and five members at large, appointed for one‐, two‐,
three‐, four‐ and five‐year terms. On the expiration of the original terms of members at large, each member
at large shall be appointed for a five‐year term.
§ 16‐2. Filling of vacancies.
Vacancies shall be filled in the manner of original appointments.
§ 16‐3. Annual program and report.
The Committee shall prepare annually a capital budget program for use by the Finance Committee, the
voters and Town boards and officials and shall prepare an annual report and deposit the original with the
Town Clerk.

A.2

Charter and Capital Plan

The Yarmouth Town Charter outlines the submittal of the Capital Improvements Plan as follows:
Section 7‐4 – Capital Improvements Plan.
7‐4‐1

7‐4‐2

The town administrator shall prepare a 5‐year capital improvements plan which shall be designed to
deal with unmet long‐range needs and to implement the goals and objectives of the official town
plan.
The capital improvements plan shall include all town activities and departments and the Dennis –
Yarmouth regional school district.
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7‐4‐3 The capital improvements plan shall include:
a) a clear summary of its contents;
b) a list of all capital improvements proposed to be undertaken during the next 5 years, together with
supporting data;
c) cost estimates, methods of financing and recommended time schedules; and
d) the estimated annual cost of operating and maintaining the facilities or equipment to be
constructed or acquired.
e) The information required by this section may be revised by the town administrator and shall apply
each year to pending capital improvements and capital improvements in the process of
construction or acquisition.
7‐4‐4

Each year, not later than October 1, the town administrator shall submit the capital improvements
plan to the capital budget committee and the finance committee. The capital budget committee
shall act thereon and submit its recommendations to the finance committee and the board of
selectmen not later than December 1. The board of selectmen may, in its discretion, insert warrant
articles seeking appropriations for proposed capital expenditures and adopt the capital
improvement plan, with or without amendment.

Section 7‐5 – Notice of Public Hearing on Capital Improvements Plan.
7‐5‐1

The board of selectmen shall publish the capital improvements plan on the official
town website and shall publish, in a local newspaper, a notice stating:
(a) the times and places where copies of the capital improvements plan shall be available
for inspection; and
(b) the date, time and place when the board of selectmen and the finance committee shall
conduct a joint public hearing on such plan.

Section 7‐6 – Capital Improvements Planning.
7‐6‐1

A committee of 7 voters shall be appointed by the finance committee to be known as
the capital budget committee, in accordance with article 16 of the annual town meeting
held on April 7, 1981.

7‐6‐2

The requirements of section 7‐6‐1 may be waived by a two‐thirds vote of the annual
meeting.
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MGLA and Capital Planning

Section 106B: Capital planning committee; establishment; duties
Section 106B. A town at its annual town meeting may by by‐law establish a capital planning committee. Said
by‐law shall prescribe the composition, mode of appointment or election and terms of the members of said
capital planning committee. Said committee shall annually review the capital improvement program, if any,
and proposals for the construction of municipal buildings, acquisition of land or personal property and make
recommendations to the appropriate officer, board, agency or department. Such recommendations may be
included within the annual budget or the annual report required by section sixty‐one if authorized by a by‐
law of the town. Other duties and responsibilities of said capital planning committee may be specified by
by‐law. Any vacancy occurring shall be filled for the unexpired term in the same manner as the original
appointment.
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B.

ORGANIZATION:
1.

Responsibilities of Members:
All members shall make every effort to attend each scheduled meeting.
Members of the CBC have authority only when acting as a CBC legally in session. The CBC
shall not be bound by any action or statement of any individual CBC member except when
such statement or action is pursuant to instructions from the CBC.

2.

Officers:

3.

C.

Adopted _____

(a)

Election ‐ A Chairman, Vice‐Chairman shall be elected at the first regularly
scheduled meeting of each year. Election shall be by a majority vote of those
present. Vacancies in membership created during the year shall be filled by the
Finance Committee pursuant to municipal ordinances and policies.

(b)

Duties ‐ The Chairman shall preside at all meetings of the CBC and perform all
duties required. In the absence of the Chairman, the Vice‐Chairman shall preside
and assume all duties and responsibilities of the Chair. The Vice‐Chair is the
custodian of the official minutes and shall sign them as revised and approved and
shall forward them to the Town Clerk.

Committees:
The Chairman may delegate members of the CBC to investigate matters pertinent to the
Capital improvements Committee, to serve on committees, and to perform other duties.

OPERATION:

The CIP process is intended to be focused and within the constraints of the proposed scheduling and
direction for the program year. Every effort by the CBC members and staff shall be made to prepare for
meetings to maintain the schedule and program for the production of a high‐quality CIP to the benefit of
the Town of Yarmouth. Extraneous dialogue, discussions, reports, which raise matters that are not within
a reasonable interpretation of the relevant topics, and jurisdiction of the CIP, shall be considered as not
meeting the intent of a focused and productive process.
1.

Meetings:
Meetings shall be organized within the context of the Commonwealth of Massachusetts
Open Meeting Law Guide and Educational Materials, January 2018, Office of the Attorney
General, hereafter referred to as Meeting Guidance.
(a)

Organizational Meetings ‐ An organizational meeting to elect officers shall be held
in August of each year. The CBC may adopt the previous policies and procedures,
subject to amendment as provided in these by‐laws. The CBC shall establish a
schedule for meetings.

(b)

Program Meetings – The CBC shall develop formalized sequential meeting
agendas for the entire CIP period. Business shall generally be conducted in
accordance with the order of the approved agendas, a sample of which is
contained herein.
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(c)

Workshop Meetings ‐ Less formalized meetings generally conducted for the
purpose of providing CBC members with a more detailed understanding of a
limited number of issues or to permit discussion of issues in greater depth. These
meetings may be conducted offsite as site visits.

(d)

Non‐Public Meetings ‐ Meetings of the CBC held for town legal issues in
accordance with the Massachusetts General Laws as described in the above
Meeting Guidance.

(e)

Special Meetings ‐ May be called by the Chairman upon demand of three (3)
members of the Board; or at the request of the Town Administrator through the
Chair. The Chairman shall notify each member.

(f)

Sub‐Committee Meetings ‐ Meetings shall be called by the Chairman of the CBC
committee under the rules governing special meetings.

2.

Schedule of Meetings:
The schedule shall be published after the first organizational meeting for the entire year.
Each meeting shall be posted in accordance with the Commonwealth Guidance. The
posting of such schedule shall not limit the ability of the CBC to post and hold additional
meetings, amend, and post meeting dates, or cancel meetings. The annual CBC schedule
is a general guide created to ensure the orderly annual production of a ten‐year Capital
Improvements Program.

3.

Reports of Committees:
Written/Oral reports from committees received by the CBC shall be filed with and
distributed with the minutes of the CBC.

4.

Review of Reports, Projects, Submittals:
The CBC shall review reports, projects, submittals, and other relevant materials in the
course of developing the Capital Improvements Programs for the particular year. Such
review shall be in accordance with applicable criteria and policies as contained herein and
as may be amended.

RULES OF ORDER:
1.

Quorum ‐ A quorum shall consist of four (4) members of the CBC.

2.

Agenda – The template agendas shall be established at the first meeting of each year held
in August. As the CBC is established to produce a document, the agendas represent a
sequential series of meetings toward the completion of the final document. Such may be
amended from time to time to address the unique aspects of any given CIP annual
production cycle.

3.
(a)
(b)

Agendas shall be posted in accordance with the above referenced Meeting
Guidance.
Persons, including CBC members, wishing to place an item on the agenda must
notify the Assistant Town Administrator or his secretary one week prior to the
meeting date. If the person is going to make a presentation s/he must provide
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a copy of all presentation material and documentation to be included in each CBC
"packet" to be delivered prior to the scheduled meeting. The Chair shall
determine the validity of the item as it relates to the current business and review
the item for inclusion in the agenda.
(c)

4.

Adjournment ‐ A motion for adjournment will usually not be in order until after
the completion of the order of business unless a motion has been made at the
start of the meeting to adjourn at a specified time.

Role of the Chairman:
The Chairman's duties are as follows:













To open the session at the time at which the CBC is to meet by calling the members
to order; to announce the business before the CBC in the order in which it is to be
acted upon;
to recognize members entitled to the floor;
to state and put to vote all the questions which are regularly called or necessarily
arise in the course of the proceedings and to announce the result of the vote;
to assist in expediting all business in every way compatible with the rights of the
members, as by allowing brief remarks when motions are pending or by calling a
brief recess to permit restoration of order or clarification of an obscure point if
she/he thinks it advisable;
to manage the members when engaged in debate within the rules or order;
to enforce on all occasions the observance of order and decorum among the
members, deciding all questions of order (subject to an appeal by any two (2)
members) unless he prefers to submit the question for the decision of the Board;
to inform the CBC on a point of order or practice pertinent to pending business;
to authenticate by his signature, when necessary, all acts, orders and proceedings as
directed by vote of the CBC.
The Chairman shall vote as a member of the CBC.
Discussions which are not addressing the business before the CBC, or which are
conducted in a disorderly or disrespectful manner, shall be ruled out of order. The
chairman shall take whatever action is necessary to achieve and maintain order,
including ordering the removal of any person who continues disorderly conduct.

5.

Conduct of Meetings:
Meetings shall be conducted in accordance with generally accepted practices of order and
decorum. In the event of dispute regarding procedural matters Roberts Rules of Order
shall serve as a guideline with a vote of the CBC being the final deciding authority.

6.

Recording of Votes:
Votes shall be by a show of hands or by a roll call. The vote of each member present shall
be recorded. No action shall be reconsidered at a subsequent meeting except by majority
vote of the members present and voting.
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Requests for Information:
Should it become apparent to the Chairman or an individual CBC member, in the interim
between meetings, that additional information relative to a specific item may be needed
for CBC use at the next regularly scheduled meeting, a request for this information shall
be submitted to the Assistant Town Administrator before the agenda is set. Any
information provided to any individual CBC member shall be provided to all other
members of the CBC.

Amendment Procedure:

E.

An amendment to this Guidance may be moved at one CBC meeting but shall not be voted upon until the
next regularly scheduled meeting, not less than seven (7) days later. A copy of any amendment shall then
be certified and submitted to the Town Clerks Office for inclusion in the Town Records.

Capital Improvement Program

F.

Excerpted from the August 2016 Capital Improvement Planning Guide Division of Local Services MA
Department of Revenue.

A capital improvement program provides a blueprint for planning a community's capital expenditures and is
one of the most important responsibilities of local government officials. It coordinates community planning,
financial capacity, and physical development. A CIP is composed of two parts—a capital program and a
capital budget. The capital program is a community planning and fiscal management tool that spans five to
ten years. The capital program identifies capital items, which are typically defined as tangible assets or
projects that cost more than a certain threshold (e.g., $20,000) and that have a minimal useful life span
(such as five years), provides a planning schedule, and offers financing options. The capital budget is the
upcoming year's spending plan for capital items that is presented to the legislative body for approval.
Developing a CIP that will ensure sound fiscal and capital planning requires effective leadership and the
cooperation of municipal departments. For this reason, responsibility for overseeing the CIP process should
rest with a community's chief executive, the board of selectmen. If a town employs a town administrator or
a similarly empowered administrative officer, that person could be assigned the duty to coordinate the CIP,
in conjunction with a CIP committee as a local option. The role of a CIP committee is to objectively analyze
capital proposals and make recommendations to the selectmen on the annual capital budget and the
ongoing capital program.
A complete, properly developed CIP has the following benefits:











Facilitates coordination between capital needs and operating budgets
Enhances the community's credit rating and control of its tax rate
Deters sudden changes in debt service requirements
Identifies the most economical means to finance capital projects
Increases opportunities for obtaining federal and state aid
Relates public facilities to public and private development plans
Focuses attention on community objectives and fiscal capacity
Keeps the public informed about future needs and projects
Reduces costs by identifying and consolidating duplicative expenditures across municipal
departments
Encourages careful project planning and design to avoid costly mistakes and to help a community
reach desired goals
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Inventory of Assets
Critical to implementing an effective CIP is the assembly of a complete inventory of all town and school
properties, assets, and fleet. In creating this inventory, the CIP committee should include, at minimum,
all buildings, fleet, and equipment, but it is desirable to include utilities, roads, and sewers as well. For
each asset, the inventory should detail (as applicable): the dates built, acquired or last improved,
original cost, current condition, expected useful life, depreciated value, extent of use, and any
scheduled replacement or expansion dates.
As a starting point, the CIP committee can refer to the schedule of fixed assets that the town
accountant is required to maintain per Statement 34 of the Governmental Accounting Standards
Board. www.gasb.org/st/summary/gstsm34.html. A list of insured assets from the town’s insurance
carrier may also provide useful data. Finally, the CIP committee should solicit asset information from
each department head and board chair.
Status of Previously Approved Projects
The next step is to review projects already underway, determine if additional funds are needed, and
ascertain the amount of unspent funds available from completed or discontinued projects. This
verification process is a prerequisite to conducting a full analysis of fiscal capacity, and the summary
reporting of it helps keep officials involved in the budget process informed of the progress of
projects approved in prior years.

Assess the Town’s Financial Capacity
With the assistance of the accountant and treasurer, the town administrator should analyze the town's
ability to afford major expenditures by examining recent and anticipated trends in revenues and
expenditures, including debt and other liabilities. This analysis helps the CIP committee to propose a
funding source schedule designed to:
• Keep the tax rate stable
• Balance debt service and operating expenditures
• Determine available debt capacity and acceptable debt service levels
• Maximize intergovernmental aid for capital expenditures

Solicit, Compile, and Evaluate Project Requests
The CIP committee next solicits departmental requests for capital projects. Using forms like those in the
Capital Improvement Planning Manual, each department submits requests, which should include clear
details of each project’s justification, cost, net effect on the operating budget, and implementation
schedule.
Once the project proposals are compiled, the CIP committee evaluates each based on criteria related to
policy objectives, including:
• Preserve or enhance town assets – Will the project maintain or improve an existing facility? What is its
anticipated useful life? Does it replace a piece of equipment needed to provide public services? Is the
current asset beyond its reasonable life? Is the acquisition part of a scheduled replacement plan to keep
vehicles or equipment operational and preclude major repair costs?
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• Increase government efficiency and effectiveness – Does the project reduce operating costs
(e.g., eliminate costly repairs) or increase effectiveness? Does it reduce potential legal
liability (e.g., repair a broken sidewalk) or threats to service continuity (e.g., replace an old
street sweeper before it breaks down completely)? Does it improve customer service or
provide a new, needed service?
• Be a good steward of public resources – Does the project increase revenues? Are grant funds available to
cover a portion or all of the cost?
• Consider impacts on the operating budget – What types of ongoing savings might be
realized from the project? Does it increase operating costs?
In addition, the team evaluates each project for its influence on the following policy areas:
• Public health and safety
• Education
• Economic growth
• Aesthetics / historic preservation
• Cultural and recreational opportunities
• Environmental sustainability

Establish Project Priority
In this step, the CIP committee ranks capital proposals as objectively as possible. This is perhaps the
committee's most difficult task, although the select board’s adoption of capital improvement and
debt policies can provide helpful guidance. In addition to formal policies, use of a rating sheet can
facilitate objectivity. Committee members should review project proposals using consistent criteria
and evaluating each in relation to the others to determine their relative importance. This will enable
the committee to prioritize projects based on objective analysis in context with community goals.
Established criteria help differentiate between the merits of each project proposal, but they need
not be used rigidly in developing a CIP plan. For example, projects receiving modest scores because
they do not contribute to policy areas but are critically needed (such as replacing very aged
equipment) can be elevated for consideration in the plan based on need and resource availability.

Develop a CIP Financing Plan
Based on adopted policies and an assessment of the town's financial capacity, the CIP committee
must recommend a method to finance each project. There are various ways to finance capital
improvement projects. The broad range of options include bonding for municipal debt, strategically
managing local financial resources and taking advantage of state and federal grant programs.

Municipal Debt
For very costly capital projects, general obligation bonds represent the most common funding
method. Typically, these are issued for time periods ranging from five to 30 years, over the course
of which the community pays off the debt principal and interest. Paying the debt over time has the
advantage of allowing capital expenditures to be amortized over the life of the project. We advise
communities to consult with their financial advisor when contemplating issuing debt.
Funding sources to pay back the debt can include:
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• Bonds funded within Proposition 2½ tax limits: In choosing this option, a community must
carefully plan the funds used to pay the debt service to avoid impacting the annual
operating budget and remain within the tax levy limitations of Proposition 2½ (Levy Limits:
A Primer on Proposition 2½).
• Bonds funded outside Proposition 2½ tax limits: This option is known as a debt exclusion, or
exempt debt, because it involves a temporary exemption from the tax limit imposed by
Proposition 2½. To pay this debt service, a community increases the annual property tax
rate for a range of fiscal years until the bond is paid off. This funding requires a two‐thirds
approval vote of town meeting and a subsequent majority approval of voters participating
in a ballot vote. Prior to the voting, local officials must determine and present the debt
exclusion’s impact on the tax rate so that voters can understand the financial implications
(Proposition 2½ Ballot Questions ‐ Requirements and Procedures).
• Bonds funded with enterprise funds: When a capital project relates to an enterprise fund
(M.G.L. c. 44, §53F½) operation, such as a sewer department, user fees are used to pay the
debt service. The state often subsidizes interest costs, and grant funds may also be available
at times. A community must analyze the cost of an enterprise capital project for its impact
on user rates. Enterprise fund debt service does not affect the general operating budget
unless the community needs to use general funds to subsidize user fee revenues.

Local Funding Strategies
For some smaller purchases or projects, communities can choose to use funds available in a given
year. To help ensure consistent capital funding levels year to year, there are also a variety of long‐range
fiscal planning strategies.
• Free Cash: Free cash is defined as the remaining, unrestricted funds from operations of the
previous fiscal year, as certified by DLS. After certification, a community may appropriate
free cash for any municipal purpose.
• Enterprise Retained Earnings: Enterprise fund operations, like water and sewer, may
accumulate an operating surplus to fund future capital expenses. This surplus, known as
retained earnings, is similar to free cash and must be certified by DLS before it can be used,
but the use of the retained earnings of an enterprise is restricted to enterprise‐related
expenditures.
• Capital Outlay / Pay‐As‐You‐Go: A pay‐as‐you‐go capital project is one that can be funded
with current revenues and paid off within one year. If the community has the financial
capacity to pay for the project in a year, the taxpayers’ cost is lower than bonding because
no interest is involved. This method takes careful planning to avoid impacting the annual
operating budget.
• Capital Outlay Expenditure Exclusion: This funding mechanism allows the community to
raise the total dollar cost of a capital purchase or project through a one‐year increase in the
tax levy. This also avoids the long‐term interest costs associated with borrowing funds. As
with a debt exclusion, it requires a two‐thirds vote of town meeting and a majority vote in a
community‐wide referendum (Proposition 2½ Ballot Questions ‐ Requirements and
Procedures). Note that a capital exclusion can only be used to fund municipal purposes for
which the town is authorized to borrow money as defined in state statutes.
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• Capital Stabilization Funds: Local officials can create and set aside money in multiple
stabilization funds (M.G.L. c. 40, §5B and Informational Guideline Release (IGR) 04‐201),
outside of the general fund, for different purposes, including paying for all or portions of
future capital projects. A two‐thirds vote of town meeting is required to create a special
stabilization fund as well as to appropriate money into and out of the fund. This type of fund
can also be set up in conjunction with an enterprise fund.
Two things should be noted regarding an enterprise fund stabilization fund. First, any
special stabilization fund is maintained within the community’s trust funds and not in the
enterprise fund. Second, while the purpose of a special stabilization fund may be changed
by town meeting, it is our legal opinion that when money is transferred from an enterprise
fund it is restricted to the enterprise fund purpose. This restriction would not apply to
general fund revenues appropriated to a special stabilization fund.
• Special Purpose Funds: State statues permit communities to establish various special
purpose accounts, which set aside money for a restricted, specific purpose, some of which
may be investment in departmental facilities and equipment. Individual statutes govern the
establishment and use of these accounts. Examples include the sale of cemetery lots and
off‐street parking fee accounts.
• Revolving Funds: With a revolving fund, a community can set aside revenues received
through fees and charges for a specific service. These must be annual authorized by town
meeting with the max amount to be spent, receipts credited, and the purpose for which
funds may be spent, including capital costs (M.G.L. c. 44, §53E½).
• Overlay Surplus: Overlay reserve is an annual account to cover anticipated property tax
abatements and exemptions for that fiscal year. Any balance in the overlay accounts in
excess of the remaining amounts to be collected, abated, or to satisfy an Appellate Tax
Board case in that year may be transferred by the assessors’ initiative or within ten days of
request by the chief executive (IGR 11‐101). These (overlay surplus) funds may be
appropriated by town meeting for any purpose for which a town may expend funds or close
to fund balance at year end.
• Surplus Bond Proceeds: After completion or abandonment of a project, the legislative body
may appropriate any balance of remaining bond proceeds to a purpose which debt may be
authorized for an equal or longer period of time than the original issue (M.G.L. c. 44, §20).
• Sale of Surplus Real Property: Pursuant to state statute, when real estate is sold, the
proceeds must first be used to pay any debt incurred in purchasing the property. If no debt
is outstanding, the funds “may be used for any purpose or purposes for which the city, town
or district is authorized to incur debt for a period of five years or more…except that the
proceeds of a sale in excess of five hundred dollars of any park land by a city, town, or
district shall be used only by said city, town, or district for acquisition of land for park
purposes or for capital improvements to park land” (M.G.L. c. 44, § 63).
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• Community Preservation Act (CPA): Through this program, a community raises funds for a range of
projects designed to acquire or preserve historic, conservation, recreational, and affordable housing assets
defined under M.G.L. c. 44B. Revenues are raised through a surcharge of up to three percent on real
property tax bills and matching dollars from the state. Acceptance requires a town meeting approval or a
citizen petition, together with a referendum approval by majority vote. Pursuant to the acceptance of
M.G.L. c. 44B, the town also creates a community preservation fund to receive all the monies collected to
support a CPA program, including but not limited to, tax surcharge receipts, proceeds from borrowings,
funds received from the state, and proceeds from the sale of certain real estate. A town’s community
preservation committee, established in accordance with the statute, analyzes the potential for full or partial
CPA funding and makes its own town meeting recommendations. It is good practice to coordinate the work
of the CIP committee and the community preservation committee to present a cohesive package rather
than following a piecemeal approach.
State and Federal Funding Sources
Communities can seek capital funding from any of several funds and grants offered by the state and
federal governments. Av few examples include:
• Chapter 90 Roadway Funds: These are funds that the state’s Department of Transportation
allocates to municipalities each year for road maintenance, construction, and equipment.
• Massachusetts Department of Environmental Protection’s State Revolving Loan Funds:
These include the Clean Water State Revolving Loan Fund and the Drinking Water State
Revolving Loan Fund. Both typically offer a mix of grant funds and low interest loans.
Repayment does not begin until two years after the monies have been borrowed.
• Massachusetts School Building Authority (MSBA): MSBA provides funding for school design
and construction projects. For an eligible community, MSBA determines a reimbursement
amount based on community need, with a minimum base rate of 31% that may be
increased depending on the community’s income, property wealth, and poverty rate.
• Massachusetts Water Resources Authority (MWRA) Loan and Grant Programs: Predominant
among these are the Inflow and Infiltration Program and Local Pipeline Assistance Program.
• Community Development Block Grant: This federal program administered by the
Department of Housing and Urban Development offers grant money for local development
projects.
• The Parkland Acquisitions and Renovations for Communities (PARC), Green Communities,
and MassWorks Infrastructure Program are some other examples of state funding sources.
Annually Present the Capital Program and Capital Budget sequence reconcile steps
The CIP committee should present an annual capital report to the board of selectmen for review
and adoption. The report should provide the committee’s analysis of the town's fiscal capacity and
summarize its recommendations for the upcoming year's capital budget and for the multiyear CIP
program as well.
The board of selectmen may hold a public hearing to present the CIP and solicit citizen comment. If
the board typically holds a hearing on the annual operating budget, it can incorporate the CIP
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hearing into it also. The board of selectmen considers (and may amend) the proposed capital
budget and program and subsequently forwards these to the finance committee.
The finance committee reviews and recommends action on the capital budget in context with the
overall capital program. A finance committee recommendation to amend the capital budget would
suggest disagreement with portions of the capital program, and these differences should be
resolved with the selectmen prior to town meeting.
In preparing the town meeting warrant, it is good practice to set capital budget items apart in their
own warrant article(s), separate from the main, operating budget article. However, the town could
also incorporate capital items as part of the omnibus budget but list them separately as specific
appropriations. A CIP bylaw might also dictate that no capital expenditure appropriation may be
voted that has not been considered in the CIP committee's report to the selectmen (unless the CIP
committee explains the omission in writing). The sample CIP bylaw in the appendix contains a
version of this language.
A presentation by the town administrator or selectmen of the entire capital improvement program
at annual town meeting demonstrates to the community that the capital budget is part of a longrange plan
to maintain and upgrade the town's infrastructure. This practice thereby informs those
present of the ongoing need for large capital expenditures and provides them with the opportunity
to look into the future and consider the quality of services that will be provided. Town meeting's
adoption of the capital budget informs the rest of the community of the commitment to plan for
and fund the acquisition and/or development of capital facilities.

Step Nine Monitor Approved Projects
Once town meeting adopts the capital budget and the fiscal year begins, departments are
authorized to begin implementing projects. Before purchasing authorized items departments
should communicate with the treasurer to make sure the timing is right given the community’s cash
flow. The board of selectmen, through the town administrator and/or CIP committee, should
monitor department progress. Periodic reports by the CIP committee to the selectmen should
indicate changes in the targeted completion dates, identify serious problems, and document the
financial status of each project. Those reports may be based on project updates provided by the
responsible departments on a quarterly or other regular basis.
Step Ten Update the Capital Program
Annual updating of the capital program involves repeating the above steps to reflect new
information, policies, and proposed projects. The CIP committee should review and revise the
entire program as necessary to reflect its most recent determinations of the need for new
equipment, the maintenance of existing equipment, the town's social and environmental
conditions, the development or revision of financial policies, and the community's financial
resources. After the first year has been budgeted, the CIP committee adds one year to the capital
program and updates the remainder of the plan.
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CIP Process and Criteria
1. Parameters for a CIP Submittal:
A CIP classifies projects according to the urgency and need and recommends a time sequence for
their implementation. Like projects shall be grouped to create an aggregate of submittals. Projects
which require payments over multiple years are considered “like” and therefore require submittal
as one project. Projects shall not be split into separate submittals to achieve separate projects that
would remain under the Capital Assets Policy limits. Phasing of one project over multiple years will
require the aggregation of the entire project. Placing projects in both the operating budget and CIP
will constitute a reason for removal from both by the Assistant Town Administrator. The failure to
submit a proposal within the context of the CIP and project timeframe shall not serve to facilitate
an expedited review, an avoidance of the CIP process, or the inclusion of the project within the
operating budget where CIP was required.
Needs updated definition CIP
2. CIP Process:
The Capital Improvements Program Committee (CBC) process is generally conducted over eight
meetings covering nearly a four‐month period. Prior to the CBC process, municipal department
heads develop project submittals prior to this year’s process. The meetings are held in the locations
and at general times indicated in the below table.

Action

Time

Date

Meeting 1

5 to 6 pm

4th week of August

Meeting 2

5 to 7:00 pm

Meeting 3

5 to 7:00 pm

Meeting 5
Meeting 4
Meeting 5

6 to 8:30 pm
6 to 8:30 pm
7:00 pm to 9 pm

Meeting 6

6:00 to 8:00

Topic

Vision Meeting, Organizational meeting.
Review process, criteria, and project
scheduling.
4th week of
Review final submittals to Town
September
Administrator
nd
2 week of October Town Administrator Capital Plan
Overview ‐ Presentations
3rd Week in October Presentations
4th Week in October Presentations
2nd week of
Rating meeting
November
3rd Week in
Complete Report
November
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a. Rating the Proposals:
The below criteria are utilized to create a uniform method to equally rate projects. The criterion
favors issues such as benefit to the public, readiness to proceed, addressing mandates, funding
opportunities and validity of project planning. The below criteria combined with a numeric/alpha
scoring system allows the CBC the opportunity to develop a score for the project based on the
average of the CBC members voting. To explain the CBC reasons for the score, a recommendation
is provided for each project. Projects can be rated high in the first year but are not rated in
subsequent years due to the lack of information for subsequent years. Each project will be rated
as new information is submitted in each year. The rating criteria (see below table) measures
whether the project is Significant, and related to an overall plan, and that it is Ready to proceed,
within the context of that plan.

Category
Essential

Desirable

Rating Criteria
Significance
4: (highest priority) Projects, which are required
to complete or renovate a major public
improvement; projects, which will remedy a
condition dangerous to the health, safety, and
welfare of the public; or projects which will
provide facilities for a critically needed
community program; are in response to a State
or Federal mandate; have available other
sources of funding which will not be available at
a future date.
3: (second priority) Projects which will benefit
the community; whose validity of planning and
timing have been established; where other
limited sources of funding are available; in
response to a pending State or Federal
mandate that is within the five years of the CIP.

Acceptable

2: (third priority) Projects which are adequately
planned, but which can be postponed if budget
reductions are necessary.

Deferrable

1: (fourth priority) Projects which are not
entirely ready; have no pending mandate; will
not pose a threat to the health and safety of the
public if deferred.

Readiness
A: The project clearly and specifically depicts
by virtue of plans, studies, cost estimates and
other sufficiently detailed documentation
that it is ready to proceed given its scheduled
placement in the plan. The project is an
integral part of a larger long‐range
program/plan whereby this project and
other related projects are clearly and
specifically integrated, coordinated, and
prioritized.
B: The project by virtue of plans, studies, cost
estimates and other documentation
demonstrates a readiness to proceed given
its scheduled placement in the plan. The
project is part of a larger long‐range
program/plan whereby this project and
other related projects are integrated,
coordinated, and prioritized.
C: The project by virtue of plans, studies, cost
estimates and other documentation provides
a conceptual overview of a readiness to
proceed given its scheduled placement in the
plan. The project is presented as generally
related to a concept of a larger long‐range
program/plan whereby this project and
other related projects are conceptually
integrated, coordinated, and prioritized.
D: The project lacks; plans, studies, cost
estimates and other documentation that
provides even a basic overview of a readiness
to proceed given its scheduled placement in
the plan. The project has little or no relation
to a larger long‐range program/plan and this
project and other possibly related projects
are not integrated, coordinated, and
prioritized.
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Given that circumstances cannot account for every contingency the following language provides a means
to have urgency of project override readiness to proceed:
Where the CIP Committee finds that a project has clear evidence of urgency, as determined by the applicable
department and the Board of Selectmen, for reasons of public health, welfare, and safety, or for fiscal
reasons presented by substantial grants, that could not be anticipated within the CIP timeline, then the CIP
committee may apply the urgency or U rating which overrides and is greater than the rating for integration
and readiness to proceed. Because a primary intent of the first rating number is related to issues of urgency,
no project which cannot receive a 4 rating can be considered for a U. The rating that would address the
Integration shall be included in the rating to allow further reviewers an understanding of the level of
integration and readiness. Projects that receive the “U” and a low Integration “Readiness” score will be
required to submit additional materials to enhance the lower score.
3. Capital Program Approach:
To create a long‐term comprehensive program that effectively allocates the costs over the ten
years to minimize fiscal spikes the CBC shall include in the CIP a spreadsheet developed with the
Town staff that lists the applicable projects and their relevant costs. The spreadsheet will provide
the basis to determine how to allocate projects within the context of a ten‐year period. The CIP
will employ data methods to facilitate a more rapid creation of options over the ten years. The
Town will use appropriate technologies to facilitate the effective and efficient processing of the
narrative, and numerical information and data. Further those methods will corporate the
generation of multiple outputs to facilitate an efficient informed dialogue. The contents of output
will be in the form of profile sheets for each project and spreadsheets as indicated below:
Charter Minimum Requirements
a)
b)
c)
d)
e)

a clear summary of its contents;
a list of all capital improvements proposed to be undertaken during the next 5 years,
together with supporting data;
cost estimates, methods of financing and recommended time schedules; and
the estimated annual cost of operating and maintaining the facilities or equipment to be
constructed or acquired.
The information required by this section may be revised by the town administrator and
shall apply each year to pending capital improvements and capital improvements in the
process of construction or acquisition.
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Key Deliverable Objectives
First establish a more comprehensive definition of a capital items that does not place items such as;
painting, door replacement, and replacement of regular occurring minimal cost equipment within the
Capital budget. We are willing to provide a definition for consideration by the Board and
Administration.
Second determine within those definitions a policy regarding the preferred funding/ financing method
for certain types of requests. We understand that budgets shift, however if we understood the preferred
funding method, the cap would be managed by the Administration and Board of Selectmen which could
address the annual fluctuations. How much money is available is an issue after our review. Where we
should apply a cost is something we would need to know to create a capital plan.
Third, establish policies that require departments to exhaust all efforts to determine means of funding
outside the tax levy. As we move through the process the questions of “can’t you use that fund”, or “is
there a grant for this”, often arises. Departments need to come to the process with evidence that
everything has been exhausted as to other funding sources. While we can make this a submittal
requirement, we believe a Town‐wide policy would be more effective.
Fourth, projects should be sufficiently vetted and understood with applicable studies and reports before
submitting for approvals that involve extensive acquisitions, or construction. We will consider accepting
requests for preliminary studies be funded through the Capital Program to allow for a better
understanding of the readiness to proceed and costs.
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