
FY2009 Capital Budget Committee 
Report to Belmont 2008 Annual Town Meeting

The Capital Budget Committee is established by Article 13 of the Town by-laws.  There are seven members, of whom three are appointed by the Moderator for terms of three years, and the other four are the chairman (or a member appointed by the chairman) of the Board of Selectmen, the Warrant Committee, the Planning Board and the School Committee, all of whom serve at the pleasure of the appointing authority.  The members of the Committee who acted on the FY09 Capital Budget recommendation are Diane Stafford (School Committee), M. Patricia Brusch (Warrant Committee), Mark F. Clark (Moderator, term expires 6/30/08), John Conte (Moderator, term expires 6/30/09), Jennifer M. Fallon (Planning Board), Daniel Leclerc (Board of Selectmen) and Anne Marie Mahoney (Moderator, term expires 6/30/10).  Mrs. Brusch serves as the Committee’s chairman and Mark Clark serves as its secretary.  Barbara Hagg, Town Accountant, serves as staff liaison to the Committee and Thomas Younger, Town Administrator, usually attends Committee meetings. 

According to Article 13 of the Town’s by-laws, “It shall be the duty of the Committee annually to prepare a capital report showing, for each six years hence following a list of those public improvements and non-recurring major equipment needs which, in its opinion, represent the most necessary enhancement projects or purchases to be undertaken by the Town during each such year.  The report shall include the probable cost of each such improvement or purchase and the Committee’s recommendations as to the method of financing them.”  


This duty is addressed in several ways in this report.  Following a section of more general remarks, we make a specific recommendation for a Capital Budget for FY2009.  Finally, we provide a chart that sets forth the capital requests for fiscal years 2010 through 2013 or 2014 that have been forecast by administrators of various Town departments.  

The Committee has spent its time this spring particularly on the second item, the recommended Capital Budget for FY2009.  The Committee continues, however, to be part of two more general planning groups that have met this year.  The Blueprint for Belmont Group (consisting of the Board of Selectmen, the School Committee, the Warrant Committee and the Capital Budget Committee) has met to consider ways to cope with the Town’s shortage of funds.  The Capital Planning Group (informally known as the “mega-group” and consisting of the Board of Selectmen, the Warrant Committee, the Permanent Building Committee and the Capital Budget Committee) has met to consider the many large building projects facing the Town, which are summarized below.
General Remarks Concerning Belmont’s Capital Budgeting Process
The general areas to which the Committee wishes to draw the attention of the Town Meeting are:  
· Envelope Study
· Coordinated Approach

· Small Capital Expenditures 

· Preservation of Town’s Capital Investment (Maintenance)

· Funding for Capital Budget
In 1994, the Town commissioned a study of the roofs of major municipally owned buildings and embarked on a program to ensure that its buildings are weather-tight above.  (The roof program is further discussed below.)  Recently, the School Department completed an envelope study of its buildings with the same objective.
  Although many other Town facilities have been or are being addressed individually, the Committee is pressing the Town to complete a comprehensive survey of building envelopes that were not part of the School Department survey.  It will not, however, do any good just to know the condition of buildings; the problems that are defined by the survey must be addressed.  
The Committee feels that the Town should take a coordinated approach to its capital needs and budgeting for those capital needs.  The Committee has urged that the Town present the Committee with a proposed capital budget in the same manner as it presents the Warrant Committee with a proposed operating budget.  This year the Town Administrator did provide the Committee his recommendations for a Capital Budget which provided guidance for the Committee in its deliberations.   
Coordination, however, is not easily achieved when several of the departments proposing capital expenditures report to different, independently elected boards and officials.  Frequently the Town Meeting, and this Committee as an agent of the Town Meeting, are the point at which authority merges.  This Committee tries to stay alert to coordination issues but continues to urge coordination in awareness of the issue at all levels of Town government.  
Issues of coordination include acquisition and reuse of replaced equipment.  This year, as last, this Committee noted examples involving vehicles and emergency generators.  Issues also arise regarding programs that have application to more than one Town operation.  Current examples include the proposals for building security and a “reverse 911.”  
The issue of coordination is particularly important when it involves the major capital expenditures that the Town is facing (enumerated below).  A year ago, the Board of Selectmen appointed a “Capital Project Overview Committee” with the mandate to examine all future capital projects to determine “the most efficient use of land and buildings, including the possibility of combining two or more projects.”  That committee is scheduled to report to the Selectmen on April 7 (in the midst of the time that this report is in preparation).  In the meantime, the Police Station feasibility study has recommended re-use of the current Library building for a police station.  The School Department has proposed a number of capital expenditures on the north side of Concord Avenue.  These proposals in themselves may be worthwhile but in a context of limited funds and uncertain plans for that area may not be wise.  The Committee looks forward to the report of the Capital Project Overview Committee.

As explained more fully below, the items within the purview of this Committee and the common definition of capital expenditures are not the same.  This Committee diligently seeks to keep its recommendations within its mandate.  That means it must reject requests for smaller capital items.  As noted in previous years, that does not mean that the requests falling outside the purview of this Committee are not worthy or that the expenditures should not be made.  That only means that they should be dealt with outside the allocation of funds to this Committee.
  This same problem arises when an item that was initially a capital expenditure becomes a routine item.  Both aspects of this issue are dealt with in greater detail below.

Preservation of the Town’s capital assets (maintenance) is a continual struggle.  There is a great temptation and tendency in difficult times to preserve current operations at the expense of preservation of capital items.  The result is the seeming transmutation of a operating expense (maintenance) into a capital expense (replacement of the capital asset that has been so neglected that it must be replaced).  The situation with regard to the Town’s roads has become so desperate that one of the recommendations of the Pavement Management Committee, appointed by the Selectmen, is that funds be set aside for pavement management in such a way that they cannot be reached for other purposes.
  The Building Envelope Study, mentioned earlier, is another example of an effort to raise the profile of capital asset maintenance to the point where it can survive the tendency to neglect capital asset maintenance in favor of current items.
Recently, however, the Committee has realized a risk created by efforts to single out specific types of capital asset programs.  This risk is similar to the situation of “orphans” mentioned earlier that might result from efforts by this Committee to ensure that its budget is allocated to major capital items.  The risk differs, however, from “orphans” in that the problem is one of definition rather than size.  Some of the building envelope studies that have been conducted to date have included paving and general landscaping that are integral parts of a building site.  Some members of this Committee have observed that such paving and landscaping hardly meet the definition of building envelope.  Others of the Committee, on the other hand, point out that timely action is needed to maintain the value of a capital asset that is intimately associated with the building.  There are a number of examples that might be cited in this regard but one that will be familiar to most readers is the driveway associated with the High School.  That stretch of roadway is not (for a number of reasons not appropriate to go into now) within the Pavement Management Committee’s proposal yet, arguably, it is not part of the High School building envelope.  The downside of efforts to raise the profile of urgent capital needs is that some needs may fall between definitions.  

The obvious implication of these observations is that more money is needed.  That is a conclusion that this Committee has come to.  Both within the operating budget and in the allocation set aside for this Committee, more should be budgeted to maintain and improve the Town’s capital assets.  


The definition of capital expenditure for which the Committee is responsible is not the common understanding of a capital asset -- it is a more exclusive definition.  The common understanding of a capital asset is some asset that can be used and enjoyed for an extended period of time, often taken as more than one year, or can be used to produce another product.  It is often thought of as anything that is not for immediate consumption.  This is not the definition with which the Capital Budget Committee works.  

Note the key words in the by-law responsibility quoted previously:  “public improvements and non-recurring major equipment needs.”  An example of the differences between the two concepts that is very relevant to the Town’s budgeting process is police cruisers.  In common understanding, an automobile is a capital item but a police cruiser is a “recurring” item.  (The average front-line cruiser is driven 25,000 - 30,000 miles in its first year.  Cruisers must be replaced on a regular cycle.)  In the view of the Capital Budget Committee, replacement of police cruisers belongs in the regular operating budget.  As mentioned below, there are other items that should be considered part of the operating budget that have a tendency to find their way into the capital budget process.  


In an effort to draw a “bright line” between what it would consider and not, more than twenty-five years ago a previous Capital Budget Committee established a $10,000-per-item requirement for requests addressed to it.  In 1985, it was the intent of the then Capital Budget Committee to raise that amount to $12,500 but that did not happen.  

Meanwhile, increasing pressure on the Town’s operating budget resulted in the virtual elimination of a line item (“Capital Outlay”) in departmental budgets under which the small or recurring capital items had been purchased.  (This line item has now been restored.)  An even more insidious thing began to happen.  Maintenance was not pursued.  As noted earlier, the inevitable result of wear, tear, and simple weathering plus maintenance neglect is the seeming transmutation of a current expense item (maintenance) into a seeming capital expenditure (starting all over again).  The current dismaying condition of the Town’s streets, some of which have deteriorated so badly that they can not be repaired but must be rebuilt -- literally from the ground up, has (as noted above) resulted in a targeted, separate funding proposal.  

Confronted by increasing pressure from smaller or recurring requests, previous Capital Budget Committees, loathe to see necessary expenditures unmet, tried to accommodate small items and recurring items within previous Capital Budgets -- often by turning a blind eye to the practice of aggregating separate items in order to meet the $10,000 threshold.  As noted above, the current Capital Budget Committee is making a vigorous effort to confine the Capital Budget to items that are truly “public improvements and non-recurring major equipment needs.”  As also noted above, members of the Committee do not feel that small capital items and recurring capital items are inappropriate expenditures for the Town; indeed, members of the Committee feel that the smaller capital expenditures, recurring expenditures and maintenance of capital assets are very important and should be funded annually under their own explicit headings in each department’s operating budget.  The members of the Committee feel, however, that the Capital Budget should be available to meet the needs of the Town that are truly “public improvements and non-recurring major equipment.”

An important example of the process of distinguishing between items that are appropriate for the Capital Budget and those that are appropriate for the current operating budget is provided by computer technology.  When computer technology was novel, the then Capital Budget Committee was easily convinced that acquisition of the Town’s (including the School Department’s) first computer capability was a capital item within the by-law definition.  

Now, as we noted last year, computers are the current era’s “textbooks.”  Textbooks, though they are used for more than one annual cycle, are an item for the current operating budget.  In like manner, much of the Town’s computer capability should be accommodated within the current operating budget.  The importance to the Town of making a success of its transition to computer-based operations is of great concern to the Committee.  The Committee has recommended that a special fund be set aside in each Departments’ operating budget to be spent each year on the constant and continual maintenance and improvement of its computer capability.  (The Committee remains ready to address requests for expenditures for the Town’s technology infrastructure that supports its computer capability.)  

Although the maintenance of the network of streets is (or should be) a recurring item, the funds for providing the Town with its streets have traditionally been included in the Capital Budget.  As this Committee observed in last year’s report, since much of the work on the Town’s streets must be planned and contracted for in advance, the pavement management program of the Town would greatly benefit from a stable and predictable budgeting atmosphere.  

As noted earlier, a Belmont Pavement Management Committee, appointed by the Selectmen, has made a proposal for meeting the Town’s needs in this regard.  In the meantime, the Community Development Department is prepared to make good use of the amount we can recommend from the Committee’s allocation ($401,161 from so-called chapter 90 funds, plus $1,051,000 recommended for appropriation from the general tax) but clearly a funding mechanism such as that recommended by the Pavement Management Committee is needed.  As noted in the third footnote, above, steps are under way to implement the Pavement Management Committee’s recommendation.  
In recent practice, each department (whether it reports to the selectmen or some other elected body) makes its own request to the capital Budget Committee, and establishes its own set of internal priorities.  It is then left to this Committee to sort out priorities among departments.  It is also left to this Committee to notice that departments are making similar requests or that the needs being addressed by one department can be addressed without a capital expense, or with a better capital expense, by another department.  As noted earlier, for FY2009 the Town Administrator provided the Committee with a list of recommended expenditures.  

In efforts to address problems such as these for future years, last year the Committee recommended that a preliminary or draft capital budget be formulated through the Town Administrator and then presented to the Capital Budget Committee in the same manner as the current operating budget is formulated each year by the Town Administrator and then presented to the Warrant Committee.  Recently, a sub-committee of the Blueprint Project (see discussion, above) has recommended a reorganization of the Town’s administration of IT matters.  This proposal, which would result in the formal consolidation of School and non-school operations, has been accepted in principle but its implementation is awaiting the availability of funding for an additional position.  
Here is a summary of some of the large capital projects the Town is pursuing or faces -- projects that cannot be undertaken within this Committee’s annual allocations.  


Ground was broken recently for a new Senior Center.  The budget for that project ($6,328,456 for design and construction) was authorized by a favorable debt exclusion vote by the Town’s electorate in April of 2005.  At least $1.1 million has been pledged from private donations (of which $450,000 is in hand) and a grant of $151,000 was awarded by the Commonwealth.  These funds, with funds from the sale of the Harvard Lawn firehouse, proposed under Article 14 of the Warrant for the 2008 Annual Town Meeting to be transferred for that purpose, will be used to reduce the impact on the taxpayer.  The projected completion date is January of 2009.  
At the April 24, 2006, session of the Annual Town Meeting, the Town Meeting approved letters of interest for both the Wellington School and the High School.  These are first steps in obtaining reimbursements from the Commonwealth for work that is being planned for both sites.  In March of 2006, the Capital Project Planning Group held a meeting at which a presentation was made concerning a schematic design that had been produced for the replacement of the current Wellington School.  (The cost of this project is currently estimated at about $55 million in 2009 dollars.)  At that same meeting, the Group was given a report of a feasibility study that had been conducted concerning the Town Yard, particularly the headquarters of the Water and Public Works Departments.  (The estimated cost of consolidating and replacing the buildings on site at the Town Yard is nearly $20,000,000.  This figure is in 2006 dollars and it is necessary to add an escalation factor of 5 to 8% for each year that the project waits.)  (The Municipal Light Department is also headquartered at the Town Yard, but its building is not involved in the proposal.)  


In the fall of 2003, Town Meeting authorized funding for the development of a master plan for the comprehensive renovation of Belmont High School, now 37 years old. The resulting plan, accepted by the School Committee in the fall of 2004 and reported to Town Meeting in April 2005, consists of a conceptual design and proposed schedule which presents one possible solution to the identified needs of the building and the educational program.  The total estimated cost of the project before any state aid was $62.3M.  (Assuming 40% state aid, the Town's contribution would be $37.4M.)  This estimate, developed in 2004, was meant to represent the cost in FY2008 dollars, FY2008 being at that time the first year the Superintendent’s Advisory Committee on the Future Building Needs of Belmont High School felt the project might feasibly be begun.  An updated estimate, developed a year ago, is $70M, assuming the project starts in 2008.  

 

During the spring of 2007 there was a re-evaluation of the proposed High School project.  Given the backlog of school projects waiting to be put on the state’s School Building Assistance list and the relative urgency of some of the needs of the High School Building, especially the science classrooms, and the HVAC, electrical and fire protection infrastructure, there is a proposal to move ahead with a first phase of the renovation.  This would mean putting off the balance of the project for at least ten years after the start of phase one, given state rules about separation of distinct reimbursable projects for one building.  This first phase would include the construction of a new science wing, some renovation of current science classrooms and would address some of the most pressing infrastructure needs for an estimated cost of $22.0  million.  The Superintendent’s Advisory Committee has recommended this proposal for a phase one project, if it can be funded within two years.  If starting the project takes longer than that, the recommendation is to pursue the whole project, so that the balance of the renovation does not get pushed too far into the future.

The Memorial Library (the main library building on Concord Avenue) is also on the list to be replaced.  A feasibility study was completed in 2005.  The current estimate for rebuilding a main library building on the site of the current Memorial Library is $25,786,471 in 2008 dollars (total project costs).  It appears that the Town’s application for state library building assistance will be acted upon sooner than planned.  As a result, a proposal was made at the April session of last year’s Annual Town Meeting to authorize the Moderator to appoint a building committee and to authorize that committee to expend funds to obtain a schematic plan.  The article under which that proposal was made was dismissed from the warrant by the Town Meeting.  This Committee expects that the matter will be revisited at a later town meeting after more information is available -- perhaps influenced by the report of the police station feasibility study. 

Last year (FY2008), pursuant to this Committee’s recommendation, the Town Meeting funded a feasibility study concerning the current Police Station and the needs of the Police Department.  That feasibility study is now completed and has reported that the police function (including allowance for future development) can be accommodated within the existing footprint -- indeed, within the walls -- of the current main library building.   The cost to renovate the library for use as a police station is estimated to be approximately $13.0 million (2008 dollars).  This includes all work, bringing the building to meet the seismic code and using “green building” features.  Although no change in the current building footprint is contemplated, there would be need to raise the roof in the rear to accommodate full use of the attic areas.  Movement of the Police Department into a renovated library building is the recommendation of the feasibility study committee.

There are other, less well-defined, projects that have received some consideration by this or other committees of the Town.  As reported earlier, the School Department has on several occasions made recommendations for renovations of restrooms at the Virgilo Skating Rink and repairs of external stairs at the White Field House.  Although the Committee has thus far declined to recommend those projects, they are carried in the chart below.  The Town has increased its ownership of land on the north side of Concord Avenue and further work regarding Town facilities on the north side of Concord Avenue is undoubtedly in the offing.  Finally, some work has been done in recent years concerning the Underwood Pool.  This Committee would not be surprised if proposals concerning the Pool arose in the future.  And, as noted earlier, the results of the Police Station Feasibility Study may influence all of the foregoing.  
FY2009 Recommendation
In preparing to recommend an annual Capital Budget, the Committee collects requests from Town departments (including the School Department) for capital expenditures from enterprise funds, from state reimbursements and general tax.  With respect to items to be paid from general tax, the Board of Selectmen proposes to the Warrant Committee and the Capital Budget Committee an amount to be spent in the Capital Budget.
  After receiving requests from Town departments and a proposed general tax budget allocation from the Board of Selectmen, the Committee, at its meetings, interviews department representatives from those departments that have made requests.  This year -- as for the last two years -- the process began with the individual members of this Committee reviewing copies of the departmental requests and developing individual questions regarding those requests.  Those individual questions were then pooled and submitted to the departments in writing.  The departments responded to the questions in writing and those responses were distributed to the entire Committee before it interviewed each department.

The Capital Budget Committee then proceeds to assemble a recommended budget for the next fiscal year (in this case, FY2009).  The Committee considers each item that has been requested and votes whether that item should be included in its recommended budget.  The item is included if it receives a majority vote; unanimity is not required.  (In the current year, however, most items that are recommended received a unanimous vote.)  The requests for capital funds from various departments are, at the request of the Committee, presented by each department in a priority order.  This is particularly helpful when the Committee is confronted with requests that are technical and have implications only for the department making the request.  When, however, the request is less technical and/or has implications for others outside the department, the Committee often exercises its own sense of priority.
For FY2009, the Committee initially received requests for $10,667,142 in capital expenditures (according to a mid-January reconciliation of a previous summary).  Of this amount, an estimated $403,500 (later it became known that $401,161 was in fact available) was to be funded by the so-called Chapter 90 funds, $1,150,442 was to be funded by the enterprise funds, leaving $9,113,200 to be funded from general tax (this figure includes a request of $3.8 million for the full Pavement Management program for FY09).  As one can see from our experience with the FY2007 and FY2008 budgets and continued with FY09 (and as one can confirm by consulting both the forecast at the end of this report and the experiences of the Capital Budget Committee in previous years), the allocation that the Committee receives each year from general tax (about $1.1 million, not counting road moneys) allows the Committee to address only the most pressing requests each year.  The Committee believes that the Town’s allocation to the Capital Budget each year should be at least $3.0 million (exclusive of money devoted to roads) and that, that amount should increase each year by the same 2½% allowed to other aspects of the Town’s general tax budget.  Although the 2½% annual growth has been put into practice for FY2009, the base figure is no where near the $3.0 million recommendation.  In addition, the Committee wishes to go on record as strongly supporting the efforts of the Warrant Committee to establish a system whereby the condition of the Town’s large capital assets can be assessed, indexed and tracked from year to year.  
The Committee’s recommendations for FY2009 are set forth below in two charts, the first corresponding to Article 10 in the warrant for 2008 Annual Town Meeting and the second corresponding to Article 11.  (The Article 10 information is presented in the form of the motion that will be made under that article.  Our recommendation for expenditures under Article 11 assumes that water and sewer rates are set appropriately to finance those expenditures.)
Note that this Committee’s recommendation includes $150,000 in debt service.  That amount appears, however, in the current budget appropriation under Article 4 rather than in Article 10.  As explained in the fourth footnote, above, that amount represents the debt service on borrowing that will be incurred to fund our recommendation last year that the Town borrow funds for a High School HVAC project which we had deferred in past years.  
ARTICLE 10

MOVED:
That the sum of $2,174,000 be, and hereby is appropriated to purchase Public Safety Equipment,  Site improvements,  Public Works Equipment and Furnishings and Equipment for Town Facilities, and consulting services, to construct public ways, and for Building and Facility and Public Works Construction; and for Major Maintenance and Alterations (including design work) as follows:

Public Safety Equipment

   Digital Portable Radios Police- phase 2
    38,000

   Antenna Site Generator             
    
    18,000

   Radio System Upgrade Fire – phase 2
    75,000



Subtotal

$131,000

Computer Equipment

   Infrastructure add/update foreign 

Language lab


                28,000

   Data Integration & Recovery  

Phase 2 – town  


    80,000

   Virtualized Backend Service


Phase 2 – town


    30,000
               $138,000

Departmental Equipment

   Backup Generators Library/Homer

$  47,000

   Cemetery-Replace riding lawnmower 
    12,000

   Cemetery-Replace dump truck

    56,000

   Highway-Replace dump truck

    56,000

   Fire-Replace Utility Truck
                              9,500

   Fire-Replace staff vehicle


    44,000
   


Subtotal

$224,500

Building and Facility and Public Works Construction

   5th year of a 5-year replacement program


Translucent Panels


  100,000

   Building Security –Homer Bldg

    50,000

   Building Security – Elementary Schools       150,000

   HVAC work – Police Station                          35,000
   School Building Envelop

      Burbank front entrance flagstone & steps    55,000

      Multiple school masonry wall patching       55,000
      High School Repointing


    81,000



Subtotal
         $   526,000

Site Improvements

  Resurface & restripe running track                103,500



Subtotal
            $103,500

Infrastructure and Construction
Pavement and sidewalk management


Program


           1,051,000




Subtotal
         $1,051,000

Grand Total
         $2,174,000
Said sums to be expended under the direction of the Board of Selectmen, the Library Trustees and the School Committee as appropriate and that said sums be hereby raised as follows:  $2,074,000 by General Tax, and by transfer of $100,000 from the Capital Endowment Fund; and that the Town Accountant be and hereby is authorized to make the transfers on the books of the Town.  

*
*
*
*
*
*
ARTICLE 11

As this report goes to the printer, there are still pending some proposals for projects on behalf of the water and sewer operations.  These proposed projects would be funded by a borrowing plan that has not yet been presented to this Committee.  Moreover, Article 11, as it is finally proposed to Town Meeting, may include funds for current operations as well as capital items.  This Committee will report orally on Article 11 at Town Meeting.  In the meantime, the water and sewer budgets will include the following projects/equipment (paid for from fees & charges) that this Committee has already considered and recommends.
	 Sewer 
	Front end loader to replace 1993 front end loader
	
	116,600                

	
	Vactor lease/purchase, coordinated with water (over six years)
	
	                25,000 

	
	GIS System - ongoing project coordinated with Town IT department
	
	               20,000 

	
	Total Sewer Enterprise
	
	       161,600 

	
	
	
	

	Water
	F-450 Pick-up truck to replace 1999 pickup
	         
	42,500                 

	
	Water meters
	        
	10,000                 

	
	GIS System- ongoing project coordinated with Town IT department
	
	               20,000 

	
	Vactor Lease/Purchase, coordinated with sewer (over six years)
	
	                25,000 

	
	Water main replacement program
	
	595,342            

	
	Water Building HVAC Repair/Replacement
	
	191,000               

	
	Water Roof Repair & Replacement
	
	105,000              

	
	Total - Water Enterprise
	
	     988,842 


*
*
*
*
*
*

Belmont Capital Budget 5-Year Plan
It is the responsibility of the Capital Budget Committee to present to the Town Meeting, in addition to the items to be funded in the upcoming fiscal year, a list of the expected projects for the following five years.  (The only available data, however, is through FY2013 in many instances.)  In the past, it has been the practice of the Capital Budget Committee to compile this list from requests from department heads and to present it unaltered (except as required for editorial consistency).  For this year, we will continue with this practice.  In particular, we have not deleted items that are to us not within the by-law definition of “capital”.  The appearance of an item in the below chart should not be taken as a decision on our part that an item is properly within our budget.  We might later screen out some items as more appropriate for the current budget.  This chart is provided as a raw document for planning purposes only.  The items in the chart have not been “vetted” either by the Town Administrator or the Capital Budget Committee.  

We would like to create a balance of large-ticket items and the smaller ones.  This will require some discipline on the part of future Capital Budget Committees and the Town to stick with a plan once one is created.  If, for example, funding for a vehicle replacement is postponed, usually that does not eliminate the need for the vehicle and thus pushes the request to a future year when there is probably something else requested.  This is exactly what happened several years ago when some items were postponed and the “old” practice of replacing a major piece of fire equipment every four years was stopped.  Once we were able to begin to catch up with the replacement, we found that several vehicles were stacked in succeeding years, making it difficult to also fund another major piece of equipment.  

One will note in the chart that there are items requested for the Wellington School, the Memorial Library, and the Police Station.  While it is expected that these buildings will receive major renovation or replacement in the future, we are uncertain of the timing of any of these projects, and so have included repairs that will be needed in the year that it appears such a need will occur.  It is expected that any expenditures of a capital nature will be carefully thought out in terms of the expected future of the facility.  However, the buildings do have to function, and be safe and comfortable, for as long as they are being used.

The future of the Roof Replacement Program (mentioned earlier) should be mentioned again.  This is a program that was begun about eleven years ago.  The purpose was to set aside an amount of money each year to take care of the neediest roofs.  The sum of $300,000 was decided upon and Town engaged a consultant to determine the condition of the roofs and create a replacement/major repair program.  The original program has been completed, but recent experience at the Police Station has reminded us that it is necessary to take a further look at roofs that were in good condition when the initial study was done and determine the quality of roofs that were deemed in good shape eleven years ago.  We expect to develop better information about this potential need; not only did we recommend a police station feasibility study (mentioned earlier) but the Town is now engaged in a building envelope study (also mentioned earlier) and the Warrant Committee is working to establish a system whereby the condition of the Town’s large capital assets can be assessed, indexed and tracked from year to year.  
BELMONT CAPITAL BUDGET 5-YEAR PLAN
	Department
	Year
	Item
	Cost


	
	
	
	

	Fire
	2010
	SCBA fill station
	$60,000

	
	
	Spill response trailer
	$25,000

	
	
	Staff vehicle
	$39,000

	
	
	ALS Equipment
	$75,000

	
	
	Shift commander's response vehicle
	$45,000

	
	2011
	Ladder truck
	$825,000

	
	
	Portable radios
	$50,000

	
	2012
	SCBA replacement
	$180,000

	
	
	Ambulance
	$200,000

	
	2013
	Engine replacement (1988)
	$410,000

	
	2014
	Shift commander's response vehicle
	$45,000

	
	
	
	

	
	
	
	

	Police
	2010
	Software Upgrades
	40,000

	
	
	Primary and secondary controller servers - replacement
	15,200

	
	
	4 police department radio receivers
	22,000

	
	2011
	Van
	35,000

	
	2012
	Acuity GIS Mapping / Realtime software
	15,000

	
	2013
	Replace QED & internal computer file servers
	20,000

	
	
	Replace 4 Motorola mobile radios ($5,000 ea)
	20,000

	
	
	Electronic sign / information board trailer
	16,000

	
	
	
	

	
	
	
	

	Community
	2010
	Pavement management
	$3,500,000

	Development
	
	         Trapelo Rd design & construction
	$35,000

	
	
	         Wellington Brook sewer & drain remediation
	$1,000,000

	
	
	         I/I Analysis & SSES - Construction (McLean funds)
	$1,000,000

	
	
	        GIS licensing
	$7,000

	
	
	        GIS database development
	$5,000

	
	
	MWRA loan repayment
	$20,690

	
	
	        Sewer & drain CCTV
	$70,000

	
	
	        Sewer & drain design
	$60,000

	
	
	        Sewer & drain relining
	$467,500

	
	
	        Sewer & drain point repairs
	$150,000

	
	2011
	Pavement management
	$3,500,000

	
	
	        Trapelo Rd design & construction
	$35,000

	
	
	        Wellington Brook sewer & drain remediation
	$500,000

	
	
	        I/I Analysis & SSES - Construction (McLean funds)
	$1,000,000

	
	
	       GIS licensing
	$7,000

	
	
	       GIS database development
	$5,000

	
	
	MWRA loan repayment
	$20,690

	
	
	       Sewer & drain CCTV
	$70,000

	
	
	       Sewer & drain design
	$60,000

	
	
	       Sewer & drain relining
	$467,500

	
	
	       Sewer & drain point repairs
	$150,000

	
	
	Director's vehicle
	$30,000

	
	2012
	Pavement management
	$3,500,000

	
	
	       Trapelo Rd design & construction
	$135,000

	
	
	       Wellington Brook sewer & drain follow-up sampling
	$30,000

	
	
	        I/I Analysis & SSES - Construction (McLean funds)
	$1,000,000

	
	
	       Sewer & drain asset management - planning
	$150,000

	
	
	       GIS licensing
	$7,000

	
	
	       GIS database development
	$5,000

	
	
	MWRA loan repayment
	$6,940

	
	
	       Sewer & drain CCTV
	$70,000

	
	
	       Sewer & drain design
	$60,000

	
	
	       Sewer & drain relining
	$467,500

	
	
	       Sewer & drain point repairs
	$150,000

	
	
	Engineering vehicle
	$30,000

	
	2013
	Pavement management
	$3,500,000

	
	
	       Sewer & drain asset management - implementation
	$1,500,000

	
	
	       GIS licensing
	$7,000

	
	
	       GIS database development
	$5,000

	
	
	MWRA loan repayment
	$6,940

	
	
	       Sewer & drain CCTV
	$70,000

	
	
	       Sewer & drain design
	$60,000

	
	
	       Sewer & drain relining
	$467,500

	
	
	       Sewer & drain point repairs
	$150,000

	
	
	
	

	
	
	
	

	Schools
	2010
	Butler burner & boiler replacement (1964)
	$150,000

	
	
	BHS translucent panels - phase 5
	$100,000

	
	
	Burbank carpet / flooring replacement
	$125,000

	
	
	Feasibility Study for BHS Science Labs
	$20,000

	
	
	BHS Pool ceiling tiles
	$50,000

	
	
	BHS burner replacement (1970) (FY08 request)
	$60,000

	
	
	BHS driveway - repave (FY08 request)
	$100,000

	
	
	Maintenance Facility (FY08 request)
	$990,000

	
	
	Athletic complex - renovate restrooms at rink (FY08 request)
	$90,000

	
	
	White Field House - exterior stairs replacement (FY08 request)
	$85,000

	
	
	White Field House burner replacement (1934) (FY08 request)
	$25,000

	
	
	Chenery Energy Management System (FY08 request)
	$200,000

	
	
	BHS oil burners (3) (1970) Can be phased.
	$60,000

	
	
	BHS hot water boiler for pool
	$50,000

	
	
	Wellington - heat exchanger replacement
	$30,000

	
	
	Wellington - PA system & master clock replacement
	$150,000

	
	
	Wellington - steam pipe replacement
	$20,000

	
	
	System wide pointing & masonry repairs
	$300,000

	
	2011
	Winn Brook carpet / flooring replacement
	$125,000

	
	
	Wellington - upgrade student bathrooms
	$42,000

	
	
	Wellington - exterior windows (Orchard St wing)
	$500,000

	
	
	Wellington - replace gym & classroom wing roofs
	$250,000

	
	
	Wellington - replace single-wall chimney
	$50,000

	
	
	Wellington - replace univents
	$100,000

	
	
	Wellington - replace carpeting and flooring
	$60,000

	
	
	Wellington - upgrade fire alarm
	$150,000

	
	
	Wellington - install sprinkler system
	$200,000

	
	
	Wellington - ADA-compliant elevator and other ADA issues
	$200,000

	
	2012+
	Items not funded in previous years
	

	
	
	
	

	
	
	
	

	Schools - from
	2010
	Multiple schools - Patch masonry walls
	$55,000

	Envelope Study
	
	BHS - repointing
	$119,000

	
	
	BHS - exterior wall cleaning
	$100,000

	
	
	Butler - repointing
	$300,000

	
	
	Butler - exterior walls
	$250,000

	
	
	Butler - exterior door hardware
	$45,000

	
	
	Burbank - exterior door hardware
	$45,000

	
	
	BHS - exterior door hardware
	$110,000

	
	
	Burbank - access road & walkways
	$55,000

	
	
	Winn Brook - access road & walkways
	$35,000

	
	
	BHS - parking lot &  walkways
	$100,000

	
	
	BHS - sidewalks, ramps, stairs
	$55,000

	
	
	Wellington - exterior door hardware
	$55,000

	
	
	
	

	
	
	
	

	DPW
	2010
	Dump truck 37,000 GVW
	$91,000

	
	
	Replace tennis courts
	$147,700

	
	
	Replace skating rink ceiling
	$120,000

	
	
	Snowfighter conversion
	$35,000

	
	
	9-foot material spreader
	$15,100

	
	
	Material spreader / truck rehab
	$20,000

	
	
	One-ton 4WD pickup (cemetery)
	$33,200

	
	
	Replace lights, Concord Ave field
	$200,000

	
	
	Insulate sides of skating rink
	$100,000

	
	
	Power Angle snow plows
	$14,000

	
	
	Replace riding lawn mower
	$12,000

	
	
	Chain Link replacement program
	$27,000

	
	
	One ton 4WD pickup truck (parks)
	$33,200

	
	
	Dump truck 37,000 GVW
	$94,900

	
	
	Skid Steer Loader
	$43,000

	
	
	Cab and Chassis
	$28,800

	
	
	Dump truck 37,000 GVW
	$94,900

	
	
	Air compressor
	$14,100

	
	
	GIS hardware & software (sewer)
	$20,000

	
	
	Vactor Lease/purchase (sewer)
	$25,000

	
	
	Dump truck 37,000 GVW
	$94,900

	
	
	Water meters
	$10,300

	
	
	GIS hardware & software (water)
	$20,600

	
	
	Vactor Lease/purchase (water)
	$25,000

	
	
	F-150 Pickup replacement
	$36,800

	
	
	HVAC repair replacement
	$25,000

	
	2011
	Fleet maint vehicle 15,000 GVW
	$56,300

	
	
	Street sweeper
	$142,200

	
	
	Snowfighter conversion
	$35,000

	
	
	Replace tennis courts
	$155,100

	
	
	One-ton 4WD pickup
	$33,200

	
	
	Chain Link replacement program
	$27,000

	
	
	Replace fibar for playgrounds
	$10,000

	
	
	Dump truck 37,000 GVW
	$94,900

	
	
	Dump truck 37,000 GVW
	$94,900

	
	
	Woodbine Rd pumping station
	$450,000

	
	
	GIS hardware & software (sewer)
	$20,000

	
	
	Vactor Lease/purchase (sewer)
	$25,000

	
	
	Water meters
	$10,600

	
	
	F-150 pickup
	$36,800

	
	
	GIS hardware & software (water)
	$21,218

	
	
	Vactor Lease/purchase (water)
	$25,000

	
	
	Water Building roof repairs
	$120,000

	
	2012
	Dump truck 35,000 GVW
	$94,900

	
	
	Material 9' spreader
	$12,100

	
	
	Groundmaster 6' Toro lawnmower
	$30,000

	
	
	Replace turf / Harris Field
	$800,000

	
	
	Resurface tennis courts
	$10,000

	
	
	Chain Link replacement program
	$27,000

	
	
	Sewer rodder
	$32,100

	
	
	Sewer flushing machine
	$145,500

	
	
	GIS hardware & software (sewer)
	$20,000

	
	
	Vactor Lease/purchase (sewer)
	$25,000

	
	
	Water meters
	$10,900

	
	
	Replacement windows
	$35,000

	
	
	GIS hardware & software (water)
	$21,854

	
	
	Vactor Lease/purchase (water)
	$25,000

	
	
	Backhoe replacement
	$105,531

	
	2013
	One-ton 4WD pickup
	$33,200

	
	
	One-ton 4WD pickup
	$33,200

	
	
	Snowfighter conversion
	$35,000

	
	
	Chain Link replacement program
	$27,000

	
	
	Dump truck 15,000 GVW
	$56,300

	
	
	Replace fibar for playgrounds
	$10,000

	
	
	Front end loader
	$128,600

	
	
	Dump truck 35,000 GVW
	$94,900

	
	
	GIS hardware & software (sewer)
	$20,000

	
	
	Vactor Lease/purchase (sewer)
	$25,000

	
	
	Water meters
	$135,100

	
	
	F-150 pickup
	$36,800

	
	
	GIS hardware & software (water)
	$22,510

	
	
	Vactor Lease/purchase (water)
	$25,000

	
	
	Water Yard repaving
	$100,000

	
	2014
	Brush Chipper
	$24,850

	
	
	Material spreader/truck rehab
	$20,000

	
	
	1.5 ton sidewalk roller
	$11,000

	
	
	One-ton 4WD pickup
	$33,200

	
	
	John Deere Gator machine
	$11,000

	
	
	Chiller Barrel@ skating rink
	$20,000

	
	
	One ton pickup truck
	$33,200

	
	
	1/2 ton Admin Pickup truck
	$26,100

	
	
	Vactor Lease/purchase (sewer)
	$25,000

	
	
	Water meters
	$139,100

	
	
	GIS hardware & software (water)
	$23,184

	
	
	Vactor Lease/purchase (water)
	$25,000

	
	
	F-450 Utility Truck and Hydraulic system
	$65,000

	
	
	New garage doors
	$40,000

	
	
	
	

	
	
	
	

	Technology
	2010
	Student Info System Core Data & Reporting System
	$65,000

	
	
	Document Management System
	$80,000

	
	
	Infrastructure: Chenery music computer lab
	$18,000

	
	
	Infrastructure: Burbank - move computer lab
	$12,000

	
	
	Core network switch upgrade - phase 1
	$65,000

	
	
	BHS server room remodel
	$18,000

	
	
	Fiber re-route - old BMLD building
	$70,000

	
	
	Core network switch upgrade
	$85,000

	
	
	Security System
	$153,700

	
	
	Document Management System
	$40,000

	
	
	Wireless network expansion
	$35,000

	
	2011
	Core network switch upgrade
	$35,000

	
	
	Fiber re-route - old BMLD building
	$70,000

	
	
	Security System
	$100,100

	
	2012
	Multisite consolidated data storage
	$25,000

	
	
	Fiber re-route - old BMLD building
	$70,000

	
	
	Wireless network expansion
	$40,000

	
	2013
	Multisite consolidated data storage
	$25,000

	
	
	
	

	
	
	
	

	Buildings
	2010
	Security - Town Hall
	$44,000

	
	
	Floor & wall repair - Town Hall
	$25,000

	
	
	Auditorium stained glass repair - Town Hall
	$35,000

	
	
	Main doors - Town Hall
	$25,000

	
	
	Heating system conversion to hot water - Town Hall
	$100,000

	
	
	Edwards & Kelly suggested repairs - police
	$20,000

	
	
	Interior wall repair - police
	$20,000

	
	
	New bathroom - police
	$30,000

	
	
	Pickup truck
	$32,000

	
	
	Slate roof replacement
	$300,000

	
	2011
	Security - Water Dept
	$28,000

	
	
	Interior wall repair - police
	$20,000

	
	
	Edwards & Kelly suggested exterior repairs - police
	$20,000

	
	
	Edwards & Kelly suggested repairs - police
	$20,000

	
	
	Auditorium stained glass repair - Town Hall
	$65,000

	
	
	Heating system conversion to hot water - Town Hall
	$100,000

	
	
	Slate roof replacement
	$250,000

	
	2012
	Edwards & Kelly suggested exterior repairs - police
	$20,000

	
	
	Edwards & Kelly suggested repairs - police
	$20,000

	
	
	Carpeting - Town Hall
	$25,000

	
	
	Remove & replace granite pavers - Town Hall
	$25,000

	
	
	Snow guards, Concord Ave side
	$38,000

	
	2013
	Edwards & Kelly suggested exterior repairs - police
	$20,000

	
	
	Edwards & Kelly suggested repairs - police
	$20,000

	
	2014
	Edwards & Kelly suggested exterior repairs - police
	$20,000

	
	
	Edwards & Kelly suggested repairs - police
	$20,000


Diane Stafford
M. Patricia Brusch, Chairman

Mark F. Clark, Secretary

John Conte

Jennifer M. Fallon

Daniel Leclerc
Anne Marie Mahoney

� The total estimate for work identified by the School Department envelope study is $6.8 million to be phased over five years.  Many of the needs identified by the study might be classified for the operating budget rather than for the allocation to this Committee under the criteria discussed later in this report.  Nevertheless, the figure indicates the magnitude of the task faced by the Town to protect its investment in capital assets.


� If they are not, they risk becoming the “orphans” we spoke of last year.


� Article 25 of the Warrant for the 2008 Annual Town Meeting would establish a special stabilization fund for the benefit of the Pavement Management Program and the Selectmen have set June 9 as the date for a special override election for the benefit of the Pavement Management Program.  These initiatives assume that funds (about $1.05 million, escalated by 2½% annually) will continue to be allocated through this Committee each year from the annual budget.  


�   This year (for FY2009), the proposal (not quite all of which is from general tax) was $2,174,000 of which $1,051,000 was expected to be allocated to Pavement Management, leaving $1,123,000 for other capital projects.  This represents a 2½% increase over the prior year for Pavement Management and 4% for other capital projects.  (The amount allocated to this Committee [$2,174,000] was $150,000 less than it otherwise might have been.  That sum [$150,000] appears instead in the Article 4 appropriation pursuant to a recommendation by this Committee last year that funds be borrowed for a HVAC project and that the debt service thus incurred be charged to the capital budget.  In fact, debt for the project was not issued last year and the entire $150,000 will be allocated to principal.)  The amount allocated to this Committee includes $100,000 to be transferred from the Capital Endowment Fund.  The interest earned on the Fund fluctuates but exceeded $100,000 last year.  The Committee also receives proposals from the Director of Public Works regarding proposed capital expenditures from water and sewer enterprise funds (financed by rates on water).  They are dealt with below.


� This Committee asked that departments submit values estimated for the year matching the effective date of the request, thus requiring an escalation for inflation in future years.  Some departments tried to comply with this request; others did not.  Moreover, unmet capital requests from the past which we have tried to carry forward are shown at the values originally submitted (without escalation).  Finally, most all capital items are subject to a bidding process before they are actually purchased.  Therefore, these values should be treated as only roughly comparable orders of magnitude.





B3482235.1
B3482235.1
- 2 -

