M.O.R.E.

Municipal Efficiencies Subcommittee

July 21st Room 1D of the LOB

MEETING MINUTES

Sub-Committee Convened at 10:05am

Rep. Ryan: Starts the meeting by introducing CCM’s new member to the committee, Mike Muszynski. Rep Ryan then addresses the committee for approval of the minutes from the last meeting. 
Gayle Weinstein: provided a correction for the minutes stating that her comment was not about CCM was meeting to discuss the exemptions to the spending cap.  Instead she meant that her town board was meeting the next day to discuss the issues with the spending cap and CCM was concerned about some of the exemptions to that were included or excluded. 
Rep Ryan: Seeks approval from the committee for the minutes. After receiving approval from the committee Rep Ryan introduces Matt Hart and Peter Sousa to present on Public-Private Partnerships.
Peter Sousa (Town Manager, Windsor): Starts of his presentation by noting how Windsor has used Public-Private partnerships to promote industrial development, mixed use development, and redevelopment within Windsor’s town center. He continues that to help commercial development Windsor has used a strategy that they call the home grown tax increment financing program. This financing concept works by using an incremental increase in revenue from a particular project to pay for either the public or private investment/reinvestment in infrastructure needed to facilitate the development. 

For example if an industrial development project had a commercial development that needed a turn lane, a traffic signal or some other public improvement, with the emphasis being that it is a public improvement, then the town would take a portion of the incremental revenue increase and tax revenue and issue a general obligation bond. This bond would then be used to pay for all or a portion of the public improvement necessary for that development. Mr. Sousa continues that this is traditionally how Windsor handled these improvements for the last 15-20 years, but in the last 7 or 8 years this process has changed. 


Mr. Sousa continues that during the renovation of an old industrial building into a residential building in the Windsor Town Center they found that there was going to be around $1 Million in environmental cleanup fees. There was an effort to try and get partial or full funding for these cleanup costs from the CT Development Authority, but at the time the CT Development Authority was only looking to finance mixed use developments at the time. In order to be able to help fund this clean up the town of Windsor formed a re-development district persistent to chapter 130 of the CT general statutes. This allowed the Town of Windsor to provide direct public funds into the project for the environmental cleanup. 
The re-development district was created in a process that took about two months and was down through local town ordinance. Mr. Sousa added that the toughest aspect of the re-development district is keeping it staffed with qualified volunteers. The final outcome of the project saw the old industrial building turned into about 50 condominium units. The $1.5 million used for the environmental cleanup has since been repaid through tax revenue. 
Mr. Sousa continues that another large scale project that has yet to break ground required Windsor to create Special Improvement District (SID) in Windsor. The reason this was done is because a special improvement district grants municipal powers and authority to own and operate properties, as well as to issue debt. This is important because the debt that is issued is an obligation to the SID and not the town. The SID is required to have a board of directors comprised of the business owners within the SID, with one appointment from the Town Council. It was explained that the reason Windsor went with this complex arrangement due to the complexities of the state tax incremental financing laws. 
Mr. Sousa concludes by stating that this last session saw a public act instated that should make utilizing state tax incremental financing laws easier to understand and use. 

Matt Hart: (Town Manager Mansfield) His presentation on the creation of UCONN downtown can be found either on the MORE website (http://www.housedems.ct.gov/, select “MORE”, then navigate to Municipal Efficiencies, then to “meeting”) or by following the link below

http://www.housedems.ct.gov/MORE/MunEff/pubs/15-0709_Storrs_Overview.pdf
Kevin Ryan: Asks about a grocery store that he had remembered was in the area and whether they were asked to relocate or if Price Chopper was brought in instead.  
Matt Hart: Answers that the store in question had actually been out of business prior to the creation of Storrs Center. He adds that Store 24 (a Tedesco chain) was invited to relocate, but they declined so instead they went with a 7/11.
Kevin Ryan: asks if there has been any turnover in the commercial spaces so far within Storrs Center. 
Matt Hart: answers that leasing is at 100% and has been since before the apartment opened. One small retail store closed and it is also surprisingly hard to attract retail stores in general given the market they are in. However they are still able to keep Storrs Center at 90-95% capacity for the commercial side. 
Gayle Weinstein: follows up of Rep Ryan’s question asking if there was any concern from existing mom and pop business about being put out of business? 
Matt Hart: there was concern, so to deal with this they implemented a relocation plan that saw 13 of 18-20 business relocated. Those that did not relocate decided to sell and close as most were near retirement age anyways, however they did their best to accommodate anyone who wanted to stay in business. Storrs automotive is one business that relocated that had already been in town for 30 plus years, which was successfully relocated and now attached to the Center. 
Weinstein: did Mansfield sell the land to the developer? 
Matt Hart: yes they did, developer bought it at market value.
Weinstein: was a villager design district considered at all over a special design district? 
Matt Hart: not in any significant way. 
Lyle Wray: asks what the next plan is.
Matt Hart: phase 3, which is the residential component of Storrs Center, that has a planned completion date of the end of 2016 or midway through 2017. There is also some ideas to build up around the edges or in other target areas (like the intersection of routes 44 and 1-95), but Mansfield is making an effort to avoid using eminent domain at all. Mansfield resident’s values its small town feel so this is one of the major determining factors when it comes to any expansion.
John Filchak: it’s a town center, but also a regional destination, how do we get other towns to be investors/ partners for these projects instead of competing? 
Matt Hart: good question, have to look at revenue sharing, made some progress this past session. Economic gain in CT most times is a zero sum game, which is Windsor's gain has been Hartford's loss. Also there is a need to be able to leverage local and regional planning and zoning boards along with trying to attract national chains as a compliment. Mansfield is fortunate to have the university because it helps with attracting national chains.  
Peter Sousa: Windsor has the Bradley Development League (which includes the towns of Windsor, Windsor Locks, Suffield, and East Granby), which is organized as a legal entity that has private businesses involved. This group works together in marketing the towns that touch the airport and meets every other month to discuss various economic development leads. 
Mike Maniscalco: directs a question to Matt Hart about the tax abatement structure and how currently it does not allow for publically regulated utilities to abate their taxes through local municipalities and specifically if they had run into any trouble  with that in Mansfield.
Matt Hart: one primary statute deals with this, but depending on the value of a project a municipality, through a legislative body, can offer abatements of three, five, and seven years. However that is only for certain uses so you would have to give incentive to make this a viable option.

Peter Sousa: Points out that it is Public Act 15-57 that Matt was thinking of, and this Act helps streamline the abatement process. 
Lisa Heavner: makes a comment that Simsbury has been looking into tax abatements, but has found that there are a couple problems. One being that while a great draw to businesses once the abatement runs out there is an expectation to pay lower taxes from that business, another issue being that already stablished businesses in the area may feel it is not fair that they are not getting an abatement, and if they had to deal with giving abatements given those possible scenarios. 
Matt Hart: there is no formal program for tax abatements and Mansfield has only given out one tax abatement. They can be controversial, and research is somewhat mixed, but it is up to the towns to try and make sure it stays a fair playing field. 
Sousa: Windsor has done seven tax abatements, or fixed assessment agreement as they refer to them. Due to the legislation being quite broad as to what you can use tax abatements for the Windsor Town Council limited the types of projects they would use it for in 2001/2002. It was first limited to just Manufacturing, Office space, and Biotech, but was later broadened to include market rate residential properties within the Town Center. 

The abatements are set up into two tiers, one being of new businesses, the other for existing corporations or businesses, with the level of abatement dependent on the size of the investment. In an effort to promote existing businesses their set at a lower threshold in terms of investment needed for the abatement. Only one of six abatements has been for seven years, with a majority being in the three to five year range.

Each deal is negotiated individually. One example of a deal is a new housing unit that was built in the Town Center. Their abatement was a 4 year 40% abatement, which started out at 60% in the first year and decreases over the four years to average to 40% abatement. 
Steinberg: asks why Windsor only built market rate housing and not affordable housing in the town center. 
Sousa: already have a sizeable amount of affordable units in and around the town center. The goal of the new housing is to attract people who work in the corporate corridor that is about two to three miles down the road from the town center. 
Ryan: thanks Matt Hart and Peter Sousa and then has Matt begin his next presentation.

 
Matt Hart: Integrating School-town operations. This can be found on the MORE website (http://www.housedems.ct.gov/, select “MORE”, then navigate to Municipal Efficiencies, then “meeting”) or by following the link below

http://www.housedems.ct.gov/MORE/MunEff/pubs/MORE-SharedServices_2015-07-15.pdf
Fillmore McPherson(Town Manager, Madison): Madison is a town of about 18,000 with 3,000+ students and a total budget of $78 million ($24million for the town, $54 million for the school). The school offices and the town government have been in the same building since 1994, which has been helpful. The Finance Department employs 6 full time staffers and that cost is split 50-50 between the town and the Board of Education. The director of the Finance Department works for both the town and BOE and both the town and BOE. They town and BOE also share an IT department, which staffs 5 employees. The BOE picks up most of the IT costs, due to usage, but the town helps pay half the salary of the IT director assistant director, and one IT staffer. Facilities are another shared department, which as of last year was split into a Facilities department and a Building department. The town pays 25% of the Building directors salary and three custodians, while maintenance staffers are paid by the BOE.

One thing that was done was Madison set up a Capitol Maintenance and Capitol Improvement fund to assure that money appropriated for those purposes is spent there and not on other projects. The money in this program is separate than the money appropriated in the budget. 


Most town workers (excluding teachers) are on the same pension program, as well as the town being fully self-funded for health insurance. If there is left over money in the BOE budget at the end of the year it goes back to the town, as well as into a special education reserve fund that is used only for that purpose.


Part of the reason that this system works so well for Madison is because all of the administrators are in the same building. Being in the same building has helped the working relationship between the first selectman and the superintendent as they not only have the formal meeting once a month, but also talk informally fairly frequently which is only possible because they are in the same building. This makes it so that there is a trust between the superintendent and the first selectman, which is needed to make this whole system work. 
Robert Lee(Town manager, Plainville):  This presentation is more about the transition process as Plainville just combined their financial functions two years ago and have since been through three budget cycles. The idea is a simple premise that there is no need to have redundancy with two departments handling payroll, accounts payable, budget monitoring, etc. About seven years ago Plainville started the process with Shared Services Committee to diagnose where money could be saved. The consolidation of the financial departments was one of the first ideas discussed, but at the time the BOE and superintendent were no on board because they feared they would lose their autonomy. This was largely due to the mistrust between the BOE and town at the time that stemmed from issues over the BOE budget and continual increase being requested without back up information being provided. 

In 2011 the Republican Party in Plainville won on a platform of consolidating the financial departments in the town and began the process of consolidation. In July 2013 the town and BOE officially combined their financial duties with the new consolidated financial department doing all of the duties for both the town and BOE. Also a Town Charter was passed to control the town and BOE financials as one entity. The benefits of this include one shared software platform, better use of personnel, ease of joint purchasing, ease of access to information from the governing body, increased communication between the town and school administrators, and confidence from the public that things are being run smoothly.

Keeping all of the town officials, BOE administrators, and financial department in close proximity, if not in the same building, makes everything a lot easier. It helps build a better working relationship, which in turn makes it easier to work together and overcome any obstacles. Shared services were also expanded to the IT and they are currently working of consolidation building maintenance. 


This process has helped eliminate the “us” vs “them” mentality that was hindering the relationship between the town and BOE along with helping end the mad spending at the end of the year by the BOE to maintain the same budget. One example that this is working is that Plainville was able to implement full day kindergarten with minimal impact to the budget along with funding a technology plan. 


Overall the transition has been a positive one. The budgeting process has been made much easier by the consolidation. All in all it helped ease the tensions between the town and BOE and they now have a great working relationship that was once a strained and complicated one. 
Rep Ryan: asks about the budget preparation process, and how the business manager(or finance director) deals with creating two different budgets? 
Robert Lee: finance director works with both the superintendent and town manager, but the finance director works with the superintendent to put together the BOE budget. Since the finance director I hands on with both budgets it is as easy as simply combining the school budget with the town budget to craft the overall budget.   

Fillmore McPherson: adds that the finance director is only crafting the budget, not making the big decisions (like all day kindergarten). 
Matt Hart: adds that Mansfield is very similar to Plainville in this process, and that there is constant communication over this so it makes it easy.  
Edward Mone: what type of software providers would be the best for both the BOE and town to operate with and potential costs?  
Fillmore McPherson: use the Phoenix software, don't know the cost 
Robert Lee: use Admins and that works for Plainville. 
Matt Hart: also use Admins, Unis is another one that is used across the state.
Dale Martin: asks what the highest level employee has the state 085 business manager credentials? 

Robert Lee: For Plainville it is the Finance Director and school business manager. 
Fillmore McPherson: Madison does not use the term business manager so he does not know. 
Matt Hart: For Mansfield it is the finance director. 
Gayle Weinstein: glad to hear that it works. Asks about how one person can effectively create two budgets in such a narrow window of time and how that one person can attend all meetings to defend the budgets they created.  
Matt Hart: it is a challenge and you need to be careful about spreading people to thin. Mansfield is working on bringing the accounting manager to take over one of the budgets (currently finance director crafts all three).
Fillmore McPherson: it’s a tough job. What helps in Madison is that they stagger the beginning of each budget, so the BOE budget process begins in November, with the towns beginning in January. 
Lee: the financial director doesn’t defend the budget in Plainville, just provides clarification and explanations of budget items. The town manager and superintendent defend their respective budgets so they are both knowledgeable the entire time.

Fillmore McPherson: adds that for Madison the first selectman and superintendent also defend their respective budgets.
Lisa Heavner: did you have to let go of any employees when departments were consolidated and how were personnel changes handled. 
Robert Lee: went through the transition with the premise that they weren’t going to lay anyone off, as they were already thin on personnel beforehand.  
Matt Hart:  is unaware of any layoffs as it was some time ago, but when they added the IT department it added several positions.
Dale Martin: how do you blend agencies into one bargaining unit? 
Robert Lee: there are still separate bargaining units, their job descriptions allow us to work in the same manner in negotiations. 
Shelia McKay: thank you, it does take political will to work together, especially with retirement, have not heard a lot from the board of Ed. side superintendent side.  
Rep. Ryan: we can certainly hear from the other side if we need to, couple more things on agenda.  The retirement working group will expand on the issue that they have run into. 
Rep. Zoni: MERS subcommittee met before end the session, obvious issues discussed with MERS and the issues the town managers and employee unions were having.   We wanted to meet with a member of the Comptroller’s office however they are currently in litigation with the current issues we are discussing.
Rep. Ryan: any suggestions on elements or angles? 
Gayle Weinstein: I have invited our town manager, Tom Landry, to update the committee what it is he's been working on and what we've been asking the legislature to consider. 
Tom Landry: I have some familiarity with the Comptroller’s litigation on the State side.  If you need to speak with their office they can comment on specific issues.  The retirement commission is very inactive and the Comptroller’s office doesn’t follow up with them, so any initiative would have to be legislative.  Defined contribution or benefit plan initiatives have always been to make sure that no changes are made.

Gayle Weinstein: Tom, can you talk about this year’s recommendations in terms of how the state deals with the unions.
Tom Landry: Vesting periods are different in those systems; the percentage of salary earned per year per service is different. In the state system they have a different contribution rate for what would be the municipal version of police or prison guards. It’s a more expensive system with higher benefits and disability expenses.  It’s about contribution rate, vesting periods and benefit levels.  Is often reflective to what state employees are provided in the higher tiers.  
Rep. Zoni: We will reach out again to the Comptroller’s office.  
Rep. Ryan: These were all great examples of economic development with public/private partnership.  I’m looking to see if there any other examples that can lend to speakers for future sub-committee meetings.  At this point there is no scheduled meeting. I ask that working groups meet in the mean time to prepare for our future meetings.  

Rep. Ryan Adjourns the meeting at 11:53am.
