
		February 21, 2014
Memorandum
To:	Millinocket Town Council
From:	Peggy Daigle, Town Manager
Date:	2/21/2014
[bookmark: _GoBack]Re:	Town Manager’s Report
3rd Quarter Financial Report
Budgeted Revenues 2013:			$4,228,291.00
Municipal Revenues to Date:  		$3,604,420.14  
Calculated Year End Revenues:  		$4,623,799.00
Budgeted Expenditures 2013:		$8,023,843.00
Municipal Expenditures to Date:		$5,708,681.94
Calculated Year End Expenditures:		$7,077,877.00
The calculated year end balance is not an exact science and should simply be used to understand the trend that might result in overspent budgets or underspent budgets.  However it is a good indicator for management to use.  There are one time or intermittent expenses that are not booked until the final month of the fiscal year.  At this time, the Town is trending in a conservative manner.
Budgeted Wastewater Revenues		$645,950.00
Wastewater Revenues to Date:		$262,588.82
Calculated Wastewater Year End Rev:	$515,685.00
Budgeted Wastewater Expenditures:	$639,607.00
Wastewater Expenditures to Date:		$480,189.68
Calculated Wastewater Year End Exp.:	$633,364.25
The calculated revenue does not show any transfer from reserve to balance the expenditures.  This is typically done on the last month of the fiscal year.  However, the gap also is a strong indicator that the user fees for the wastewater is artificially deflated by the use of reserve monies.  The calculated year end will be close to the approved budget for the utility.  The I & I report done in 2007 by Olver Associates, Inc of Winterport, Maine has recommended capital projects that should continue.  The total cost of all remaining projects is $7,755,000.  For the Town to qualify for RLF grant and loan funding, the rates need to be in a range that helps the Town qualify.  Our ability to qualify for loans is jeopardized because of the Town’s low sewer rates. It will be my recommendation the Council to consider a rate increase for FY 2014.
Wastewater Superintendent Jim Charette and I have discussed the issue of the low sewer rates and we are recommending the following:
Quarterly Sewer Rate Increase from $42.50/quarter to $50.00/quarter for 1,500 cubic feet minimum.
New Town Website
I have reviewed several websites.  Prior to his departure, Gene Conologue had contracted a local vendor to design a new website.  That test web address is www.millinocket.org/millinocket_test.  We also received a price from this vendor to assist us in keeping the site updated with new material.  The Town staff will also be able to access the site to keep the information up to date.
We also got another written proposal from  a second vendor to develop a new site.  I will copy both proposals for you to review.  This will be brought before the Council for direction and approval .
In addition, Councilor John Raymond has researched some websites and prices to develop.
Tax Acquired Property Policy-Process and Disposition of Town Property
We have developed a policy-process to help us manage the tax acquired properties and sewer lien foreclosed properties in a consistent manner.  (Attached)


Tax Acquired and Sewer Foreclosed Property List
Attached to this report is a list of the properties that have been tax acquired and sewer lien foreclosed by the Town.  We have 39 Tax Acquired properties and 14 sewer lien foreclosed properties to deal with at this time.  In addition, we have new liens being placed on properties for unpaid taxes and sewer bills.

Purchasing Policy-Process
We have also developed a policy that outlines the process for municipal purchases.  Millnocket Town Code, section 3-21 through 3-23 deals with purchasing, but does not provide adequate details for da-to-day management. (Policy-Process Attached)
2012 Union Contracts	
Negotiations on the 2011 Police and Public Works will be in May with the Teamsters.  I will bring them to Council for ratification.  After that is complete, we will proceed to negotiate a multi-year contract for July 2012 to a mutually negotiated end date.
2011-2012 Fire Department Union Contract	
The Town management staff met with the Fire Department Union leadership to discuss the outstanding 2011 union contract and the issues related to why this remains outstanding.    Once I get the final written documents from the Union and Fire Chief, I will have this included onto the Council meeting agenda.
Fire Department Prohibitive Practices Complaint has been negotiated to an agreement contingent upon Council ratification.  The issue was that the pay step plan was altered without negotiating the change with the Union.  The pay steps will be restored and the increase in pay would follow the 2011 non-union pay raises of 1.5% upon ratification by the Council.
Freedom of Information Officer	
According to recent law changes, the Town Council needs to designate a Freedom of Information Officer to manage any FOIA requests. I am recommending the Town Manager or his/her designee be named  in that capacity.  In addition, I will have an in-house process defined that we can use for consistency in managing the requests.  That in-house process is included in your packet to read.  
MMA Workers Comp Insurance	
I have enclosed copies of the workers compensation loss experience for the past 5 years.  We can provide this to our local insurance firms for them to provide prices to provide this coverage. We will work with Councilor Bryant Davis to review the bids and to bring any recommended changes to the Council at a later date.

Other Issues to Discuss	
The following is a list of issues that we will handle in the upcoming weeks and months.
1. Abandoned Property
2. Other Policy or Process Implementation
3. Local planning of Municipal Services, Staffing, Facilities, Capital Investment
4. Regional Strategic Planning for Economic Development.
5. Tax Valuation Changes.
Municipal Financial Status Discussion	
At some time soon, the Town Council and School Board will need to workshop a strategic finance plan for the Town.  Since 2004, the Town’s taxable valuation has decreased from $417,750,429 to the current taxable value of $244,677,100.  In that same time period the mil rate has gone from $19.40/1,000 to $25.60/1,000.  
Fund Balance
From the same time period, the unencumbered fund balance has gone from $3,113,393 to $1,307,437.  The fund balance is a measure used by banks when a town seeks loans such as tax anticipation note monies for operations.  Typically the minimum fund balance desired by creditors is in the 20% of the total expenditures.  In 2004, the fund balance was 26.37% of the total Town and School Budget, but in 2012 that percentage dropped to 10.12%.  Implications is that it will be more difficult (or more expensive) to obtain TAN monies to operate the Town as has been done in the recent past years. 
Cash Flow
The fund balance typically covers a community from the beginning of the fiscal year (July 1) to the due date for tax payments.  Millinocket allows for a split payment by the taxpayers and revenues are not seen from taxes until late October or mid November.  This covers a time period of 4 to 4.5 months.  Millinocket spends on average $1,325,000 per month based on 2013’s gross budget of $15,877,367.  During this same time period of July 1st  to mid November, we would need to have a cash flow for $5,965,500.  Audit recommended amounts is between 2 to 3 months, which would be $2,650,000 to 3,975,000.  In addition, it will be important to commit taxes as early as possible and to have taxes due in the month of August or September.  This will help minimize negative impacts to operations.
Spending Restrictions
The current fund balance amount of $1,307,437 will make operating through July difficult.  In addition to this low number, some of that number includes some old receivables that have remained uncollected, so to some extent the fund balance is a bit overstated.  We will need to refrain from making major purchases until tax monies arrive.  That includes both the Town and School.  
Collection Rates-Collection Process
Another complicating factor is that in 2004 our collection rates for taxes was about 97%.  The trend for tax collection rates have been going down and the Town is now just below 95% on collections.  Implications include more properties being tax acquired through the tax foreclosure process. 
Public Office Hours 
Another consideration would be for the Council to consider closing the offices one day each week to the public to enable the staff to catch up on work and to improve its internal processes for collection of outstanding accounts.  If modified office hours does not help this collection rate, the Town may want to enlist billing collection assistance.
Budget Workshop Schedule 
I will get a schedule of meetings for the 2014 budgets to the Council.  We can plan a series of workshops over a one to two week process.  One of the dates below could also be set aside for the Town Council to meet with the School Board to discuss a financial strategy.
We could meet on the following dates until we finalize the budgets.  We should be able to review the entire budget in the first two to three dates.  The Department Heads and I can make whatever revisions will be necessary as a result of the presentations. We could take another date to review the changes then proceed to take steps to finalize the budgets for approval.
Monday, May 6;  Wednesday, May 8;  
Monday, May 13; Tuesday, May 14; Wednesday, May 15.
Council Meeting Dates
May 9th
May 16th  Elected Officials Workshop in East Millinocket  4 p.m. to 8:30 p.m.
May 23rd
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