Special Town Meeting Minutes 10/15/22:

ARTICLE 1. To sce if the Town will vote to transfer the sum of $29,580 or any other
sum from Free Cash to the Highway Operations Storm Damage Account to clean up
storm damage at Bidwell Park, or take any other action relative thereto.

Motion, second, discussion

VOTE: MAJORITY YES VOTE

e #1: Why was this sum of $29,580 transferred into a “Special Article” account? Rather
than the line item Highway Operations (internal sub account Highway Operations Storm
Damage)?

Select Board Meeting Minutes 7/18/23:
“7. Town Administrator items:
a. Special article carry forwards

Justin said his only comment was regarding the storm damage account. He said he
thought the account was specifically for the storm damage at Bidwell Park. Justin said he
did not believe they should carry forward the $6,807. Melissa said she did not believe
Jim was done with the work, which was why the item was still listed. Justin inquired
about why items that were transferred to a specific operating budget line tied to a fiscal
year are ending up as though they were a special article in the accounting. Frank
discussed how the financials were listed independently on the warrants. Melissa said that
she will ask during her meeting tomorrow with the Accountant about why the items were
listed that way.”
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o #2: Why was this sum of $6,807.60 submitted as a Special Article Carryforward?

e The $29,580 should have been transferred into the line item Highway Operations
following the 10/15/22 STM. Even after this accounting, it should not have been carried
forward as a Special Article in July 2023.



Audit encumbrance:

Paperwork for audit encumbrance?
Why the audit encumbered if the understanding that we were to skip a year?

“Note: an encumbrance is an amount for goods or services that have been ordered, but
not received/performed by June 30th. Proof of all encumbrance obligations should
include proof of purchase, such as a purchase order or contract dated June 30th or
before.”

Reserve Fund transfers on ATM Warrant

The Reserve Fund is fundamentally different from the rest of the lines in the operating
budget. Its whole purpose is to be transferred out of. Whereas internal transfers and STM
revisions in the negative generally indicate that an account was overbudgeted/underspent,
the more that the reserve fund is transferred out of, more money transferred out of the
reserve fund indicates it may need more money, if anything.

A quick review of the last three ATM Warrants (including years in which we have been
using the same Accountant) show that the internal transfers and STM revisions of the
Reserve Fund account was $0 in each of these three years. This practice may well
continue back further into prior years.

Past practice does not necessarily indicate best practice, but when past practice with the
same accountant lines up with common sense, I just question why change this now?

Refusing to make reserve fund transfer

We were told at an SB meeting that the Accountant would not make a transfer out of the
Reserve Fund even if the FC voted for it. Where does the Accountant get this authority to
override the FC?



Susan Cooper February 6, 2024

Considerations for consistency in the town operations budget and the use of budget lines to fund
items at STM

Assuming that both transparency and clarity are always goals.

Operational Budget:

e To the extent possible, keep recurring items as line items (as opposed to special articles),
and endeavor to keep them fairly consistent to provide for the reasonable expectation that
the majority of cost increases are the result of inflation and COLA adjustments.

e This will help to buffer the town against swings in cost due to items intermittently on
warrants (eg. yearly audits that are not always yearly).

e It may also help to make new line items more apparent

STM

JM suggested that as a matter of policy, all articles at STM be funded only with free cash, rather
than from projected overruns in other line items. He expressed the belief that it was difficult for
voters to understand why monies were being transferred from disparate lines, and that this policy
would be simpler and more straightforward. He further explained that at the end of the year, all
lines which were not expended would be evaluated as free cash and available to the town for the
following fiscal year.

I agree that this would be simple, and that the funds would eventually be available. However, I
would suggest an alternative policy - that projected unexpended lines be used to fund STM
articles when possible. From a financial standpoint, this puts money currently in the town
coffers to work for the town in the current fiscal year to the maximum extent possible. It also
conserves free cash for use on special articles, including capital purchases, or for bolstering the
stabilization fund with a view to significant capital purchases in the future. While this does
require some explanation to voters at STM, there is significant past precedent to demonstrate that
they are quite able to understand the transfers.

It is unlikely that there will always be lines which can be confidently predicted to be unexpended
in the current fiscal year, especially early in the fiscal year. But, given the various restrictions
and challenges of municipal budgets, there is no reason not to use this just because we cannot
muster enough unexpended funds to cover al/ of the needs of an STM. Simple rules are easy to
make and easy to enforce, however they are rarely adequate to cope with the complexity of most
real-life situations, and therefore, more often than not, poor solutions to complex problems.

During my admittedly brief tenure on the SB, the majority of the overruns have not resulted from
poor budgetary planning by any department, but rather from unpredictable events such as the
exigencies of weather (salt and sand or winter overtime budgets) and sometimes intentional
cushions in budget lines to allow for mid-year staff changes (health insurance) and other such. I
see no reason not to reallocate monies during the fiscal year when it seems reasonable and
prudent to do so.



We have discussed the possibility of allocating more money to the reserve fund line rather than
putting cushions in individual lines, and that is certainly a strategy that is worthy of further
discussion. It would certainly allow for greater flexibility in mid-year spending on predictably
unpredictable events (eg. changes in health insurance). There is always a paper trail regarding
where the monies do get spent, so transparency still exists for those who wish to fully engage
with the budget. The only down side to this approach is that by putting cushions in individual
budget lines the intended use of the monies is made clear to budget planners, whereas the pooled
monies would not be as clearly designated.
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