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Capital Improvement Program 

 

December 6, 2023



Agenda
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• FY2025 Preliminary Budget Assumptions
• Preliminary Tax Projections  
• Capital Improvement Program 
• Debt Service 
• On the Horizon 



Budget Model
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FY2025 Preliminary Budget Assumptions



FY2025 Revenue Assumptions
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Revenue Source FY2025 Projection Difference over FY2024 Assumption 

Prior Year Levy Limit $175,282,980 +$6,159,165
3.64%

Prior Year Levy Limit 

2.5% Increase $4,382,075 +$153,979
3.64%

Prior Year Levy Limit plus 2.5%

New Growth $1,931,422 -
-

Adjusted Ten Year Average

Unused Excess Levy Capacity ($300,000) +1,009,065
(77.08%)

Select Board Policy to tax to the 
levy limit less $300,000

Reserved Unused Excess Levy Capacity ($2,551,253) +$224,854
9.67%

Per the Pension Obligation Bond 
Exempt Schedule 

Exempt Debt Service Revenue* $13,097,652 +1,784,189
15.77%

Exempt Debt Schedule 

State Aid $17,087,545 +289,499
1.72%

2% Increase for Ch. 70
2% increase for UGGA

Local Receipts $11,946,158 +166,790
1.42%

Trend analysis on individual 
accounts

*Estimate – may vary depending on bond sale related to West Elementary/Shawsheen Preschool Project



FY2025 Expense Assumptions
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Expense FY2024 Approved FY2025 Recommended $ Change % Change 

School Department $99,600,924 $103,335,959 $3,735,035 3.75%

Town Departments $47,705,193 $48,482,789 $1,297,593 2.75%

Health Insurance $23,835,094 $25,181,797 $1,346,706 5.65%

Debt Service $25,503,634 $29,101,234 $3,597,600 14.10%

Retirement $7,124,644 $7,481,089 $356,445 5.00%

Water and Sewer $16,352,513 $19,323,237 $2,970,724 18.16%

Capital Projects Fund $4,190,000 $2,400,000 ($1,790,000) (42.72%)



Preliminary Tax Projections 



Projecting the Average Single Family Tax Bill
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FY2024
Projected Tax Bill

(Based on Uniform Increases)

FY2023 Average Single Family Tax Bill $11,733

Increase to Tax Bill – Excluding New Exempt Debt $367

FY2024 Tax Bill – Excluding New Exempt Debt $12,101

Percentage Increase – Excluding New Exempt Debt 3.13%

New Exempt Debt (West Elementary Issue #2) $243

FY2024 Average Single Family Tax Bill $12,344

Total FY2024 Projected Tax Bill Increase 
(Based on Uniform Increases) 5.2%

FY2025
Projected Tax Bill

(Retaining FY2024 Levy Shares)

FY2024 Average Single Family Tax Bill $12,344

Increase to Tax Bill – Excluding New Exempt Debt $451

FY2025 Tax Bill – Excluding New Exempt Debt $12,795

Percentage Increase – Excluding New Exempt Debt 3.65%

New Exempt Debt (West Elementary Issue #3)* $180

FY2025 Average Single Family Tax Bill $12,975

Total FY2025 Projected Tax Bill Increase 
(Based on Uniform Increases) 5.1%



What factors impact projecting the tax bill?
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• Disproportional value growth across tax classifications
• In FY2022, residential values increased, while the value of commercial property and personal 

property decreased; this increased the share of the levy paid by residential taxpayers. In this 
scenario, the average residential tax bill is generally higher than the 10-year average. 

• In FY2020, personal property values increased by 27%, while residential, commercial, and 
industrial values increased 4-5%; this increased the share of the levy paid by personal property 
taxpayers. In this scenario, the average residential tax bill is generally lower than the 10-year 
average. 

• Changes to the shift 
• Votes to set the residential factor determines how much of the tax burden is borne by each class of 

property.

• Actual results of West Elementary Debt Issuance 
• Interest costs and debt repayment structure may impact debt service costs



FY2025-FY2029 
Recommended Capital Improvement Program



Establishing a Target
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Prior Non-
Exempt Debt 

Service

+

New Non-
Exempt Debt 

Service

+

General Fund 
Revenue

=

Total Non-
Exempt Plan

• Non-exempt target has been set at 5.72% of revenue

• The FY 2024 CIP is slightly less than target at 5.53% of revenue 



FY2025 Capital Improvement Program

12

Funding Source Total

General Fund Revenue $2,400,000

General Fund Borrowing $4,980,000

Use of Free Cash $2,035,000

Special Dedicated Funds $1,395,126

Water and Sewer Enterprise Funds $7,294,000

Total $18,104,126



General Fund Revenue
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Project # Description Amount

TC-1 High-Speed Ballot Tabulator $25,000

FIN-2 Participatory Capital Budgeting $35,000

POL-2 Firearms Replacement $65,000

DPW-7a Public Works Vehicles - Small $60,000

DPW-28 Spring Grove Cemetery Maintenance $20,000

FAC-1 Town Projects - Building Division $475,000

FAC-2 Town Projects - Mechanical Electrical Division $420,000

FAC-4 Town Vehicles $90,000

SCH-1 School-Wide Maintenance Programs $930,000

SCH-2 School - Projects by Building $280,000

Total 

$2,400,000



General Fund Revenue 
Appropriation History

14

2,450,000

3,440,000

3,740,000

3,270,000

3,960,000

1,910,000

3,010,000

2,756,500

4,190,000

2,400,000

0

500,000

1,000,000

1,500,000

2,000,000

2,500,000

3,000,000

3,500,000

4,000,000

4,500,000

FY2016 FY2017 FY2018 FY2019 FY2020 FY2021 FY2022 FY2023 FY2024 FY2025
(Rec.)



Free Cash
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Project # Description Amount

TM-1 Facility Master Plan Update $50,000

TM-2 Traffic and Intersection Safety Studies $25,000

TM-3 Hazardous Tree Removal $150,000

IT-1 Annual Staff Device Refresh $340,000

IT-2 Annual Student Device Refresh $250,000

POL-1 Police Vehicle Replacement $205,000

DPW-2 Minor Sidewalk Repairs $200,000

DPW-4 Town Sidewalk Program $775,000

DPW-6 Storm Water Management $40,000

Total 

$2,035,000



Free Cash
Appropriation History
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General Fund Borrowing
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Project # Description Amount

IT-3 IT Infrastructure $350,000

FR-2 Radio Box Repeater System $130,000

FR-4 Thermal Imaging Camera Replacement $45,000

DPW-7b Public Works Vehicles - Large $560,000

DPW-8 Minor Storm Drainage Improvements $650,000

DPW-9 Town Bridge Evaluation & Maintenance $200,000

FAC-3 Town and School Security Projects $130,000

FAC-5 Town Parks and Playground Improvements $600,000

FAC-6 Major Town Projects $900,000

FAC-7 Town / School Energy Initiatives $115,000

SCH-5 Major School Projects $1,300,000

Total 

$4,980,000



General Fund Borrowing
Appropriation History
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Special Dedicated Funds 
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Project # Description Amount

DPW-1 Annual Road Maintenance $1,395,126

Total 

$1,395,126



Water & Sewer Enterprise Funds
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Project # Description Amount

DPW-14 Major Water Main Replacement/ Dist. Improvements Project (WEB) $6,000,000

DPW-18 Water Treatment GAC Replacement (WEB) $294,000

DPW-24 Sanitary Sewer Collection System Improvements (SER) $250,000

DPW-25 Shawsheen River Sewer Interceptor Improvements (SEB) $500,000

DPW-30 Inflow/Infiltration (I/I) Removal Program (SER) $250,000

Total 

$7,924,000



Water & Sewer Enterprise Funds
Appropriation History
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Debt Service Overview 



Exempt Debt Service 

• Exempt Debt is debt that has been excluded from the limits 
of Proposition 2 ½ by a referendum vote.  Exempt debt has a 
dedicated funding source from property taxes.  This 
dedicated funding source expires when the debt is fully 
amortized. 

• Debt Exclusions require the approval of Town Meeting and at 
the Ballot Box

• Debt Exclusions are typically used for larger projects or 
initiatives that cannot be funded through the Capital 
Improvement Program or other funding sources

• West Elementary School
• Pension Obligation Bond (50%)
• Bancroft Elementary
• Wood Hill/High Plain
• Public Safety Center



Exempt Debt Service Schedule 

FY24-FY29
Wood Hill/High Plain
Public Safety Center
Bancroft Elementary

West Elementary
Pension Obligation

FY30-FY37
Bancroft Elementary

West Elementary
Pension Obligation

FY38-FY40
West 

Elementary
Pension 

Obligation

FY40-FY55
West Elementary

 -
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Exempt Debt Service – Average Single Family Tax Bill 
7
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Non-Exempt Debt Service

• Non-Exempt Debt is debt service paid within the limits of Proposition 2 ½ and is funded through 
general fund revenues

• Non-Exempt debt is composed of Pension Obligation Bond debt service (50%) and debt service 
associated with the Capital Improvement Program.  

• The Capital Improvement Program is built based on a target funding model – this provides 
for managed and predictable debt service as well as a stable funding source for capital 
improvements 

CIP Funding Model



Non-Exempt Debt Service Schedule 
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Non-Exempt Debt Service Schedule – Average Single Family Tax Bill 
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Projecting Non-Exempt Debt – CIP 
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On the Horizon 



On the Horizon 

General Fund Operating Budget 
• Contractual obligations 
• Funding the elimination of bus fees
• Costs of goods and services 

Enterprise & Revolving Funds 
• Regular evaluation of water rate plan and manage short and long term operating and capital 

costs 
• Align water capital budget to best leverage agreement with North Reading
• Evaluate sewer rates and long term needs
• Continue to explore opportunities to expand programs and capital capacity by utilizing revenues 

generated by the Department of Community Services 

Capital Improvement Program 
• Update the Facility Master Plan
• Study the potential benefits of establishing a Stormwater Utility 
• Andover High School “Interim Approach”
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