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Supporting a Commonwealth of Communities
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Essential Concepts

High-Level Perspective
q Community-specific factors

q Resident priorities

q Long-term revenues

q Capacity for annual capital investment

Implementation 

q Capital planning process and procedures

q Clear budget responsibilities
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Essential Concepts
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Structure financial planning
q Identify stakeholders

q Define roles & responsibilities

Reduce uncertainty
q Funding priorities

q Revenue allocation

Financial Policies
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q Define capital project

q Assign responsibility

q Outline process

q Establish selection criteria

q Identify capital financing strategy

§ Debt vs cash 

§ Capital spending as % of annual revenue

q Debt Maturity

Capital Planning Policy
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q Project fiscal impact

§ Policies

§ Programs

§ Capital needs

q Establish as part of budget process

§ Assign responsibility

o Town Manager/Admin

o Finance Committee

o Board of Selectmen

o Mayor

o City Council

q Set Revenue Guidelines

§ Use: one-time, reserves

§ Data-driven

q Set Expenditure Guidelines

§ Level-funded vs level-

service

§ Community-specific 

priorities

Forecasting Policy
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Maintain community assets
q Provide optimal service

q Maintain and improve existing infrastructure

q Identify and invest in future needs

Organize capital spending
q Asset inventory

q Prioritize project submissions

q Five-year investment strategy

q Set spending parameters

§ Debt vs. cash

§ % annual revenue  

Capital Improvement Plan
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Executive Administration 
§ Town Administrator/Manager or Finance Director
§ Mayor/Chief of Staff
§ Board of Selectmen
§ Town Accountant
§ Finance Committee

Capital Planning Committee
§ MGL 41:106B allows for creation by bylaw/ordinance
§ Statute requirements

• Composition, appointment, and terms of membership
§ Bylaw best practice

• Define to whom CPC reports, when and how
• State where & how CPC’s recs are presented

Capital Improvement Plan: Implementation
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Capital Planning Committee: Role

Role is Determined by Purpose
§ Advisory: inform town meeting and provide analysis and recommendations
§ Receive capital requests and capital info from town staff

§ Hold public hearings
§ Develop and present report with recommendations

§ Executive: create CIP and develop annual capital budget
§ Issue capital submission materials to departments

§ Receive capital submissions directly from departments with authority to approve or deny
§ Determine which capital projects will be presented to town meeting

Bylaw and policy should empower committee to fulfill their purpose
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Capital Planning Committee: Benefits and Challenges

Benefits
§ Independent review of capital proposals
§ May develop report that Town Meeting finds helpful

§ Alleviate strain on administrative staff
§ Tap into resident expertise (if available)
§ Specifically tasked with monitoring capital needs
§ Public meetings and increased transparency

Challenges
§ May be difficult to find volunteer members
§ Additional administrative layer
§ Resident expertise not guaranteed
§ Unclear bylaw may lead to muddled process
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Capital Budget Process

FinCom 
presents to 

town meeting

Dept Heads 
submit budget 

and capital 
requests

Finance Committee 
(FinCom) issues 
directive (submit 
operating budget)

FinCom develops 
budget and holds 

departmental 
meetings

Set revenue 
estimates, financial 
targets, and FinCom 
and BOS priorities

Budget revisions 
and departmental 
meetings continue

Final FinCom budget 
recommendation 

prepared and articles 
voted

CIC presents 
to town 
meeting

Capital Improvement 
Committee (CIC) 

issues directive, forms, 
and instruction

CIC develops 
capital program 

and holds 
departmental 

meeetings

CIC and town 
accountant prepare 
funding projectsions 
and analyze targets

CIC and BOS make 
adjustments with 
dept and public 

input

Presents to FAC and 
prepares final capital 

program
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Capital Planning Components
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Schools and Town 
Buildings

VehiclesLarge Scale IT Infrastructure

Road and Utility Infrastructure
Heavy Equipment

Capital Assets
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ü Identifier
ü Construction/acquisition date

ü Useful life (in years)
ü Physical description
ü Purchase Price

ü Replacement cost
ü Condition

ü Use type
ü Area for comment

Asset Inventory

Sources of Asset Information
q Accountant’s Fixed Asset records

q Departmental Asset Records and expertise

q Insurance carrier’s building and asset records



10/29/19

8

15

ID# Facility Year Built 
or 

Acquired

 Sq Ft  Assessed 
Value 

 Replacement 
Cost (est.) 

Historic 
Building

Condition Use Type Last Major 
Imprvmt

Comments

B1 Town Hall 1850              5,336 $1,212,300 Good Heavy 2004
FY04: $360K renovation. FY14: $20k repair 

chimneys

B2 Town Barn 1993                 224 $293,900 Good Heavy FY13: In need of renovation/replacement

B3 Transfer Station 2003           65,000 $525,000 $1,975,000 Good Heavy
Built in 2003. Solid waste disposal center 

including drop-off center recyclables

B5 Police Station 1988              6,500 $650,000 $7,500,000 Poor Heavy
Needs assessment study to be scheduled 

in 2017

B6 Fire Station #1 - Center 1975              4,693 $918,800 Good Heavy 2000
2000: New roof and re-surface garage 

floor. Cost $85,000

B7 Fire Station #2 - West 1940              1,440 $160,900 Good Heavy 2011 2011: propane heaters, windows

Asset Inventory
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A capital project will either acquire, construct, enhance, 
maintain, or rehabilitate a capital asset.

City/Town should establish definition via policy
q Dollar threshold – ex: $25,000 or more

q Minimum useful life – ex: Ten or more years

q Include purchase of supporting services

§ Design/engineering

§ Feasibility studies

Capital Project
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Multi-year strategy for financing capital projects
q Incorporates policy priorities

q Complies with CIP financing policies

q Integrated into  financial forecast

q Ensures capital assets support base level of service

q Includes detail and summary of proposed projects:

ü Description of project

ü 5-year breakdown of prospective project costs

ü Funding source(s)

ü Operating budget impact

ü Stakeholders involved

ü Benefit to residents

Capital Improvement Plan
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Departmental Requests

Standardized Forms

q Essential info for all projects

q Aid analysis & comparison

q Project tracking

q General organization

Project Number: 321
Project Title: Department Priority:
Category: [Building - Equipment - Parks/Grounds - Land/Open Space]
Department: Contact:  Urgent/Legally Required

Project is: New            [   ]      Recurring   [   ]      Resubmission  [   ]  Maintain Service

Multiyear   [   ]      Phase ___ of ___  Enhancement

Description:

Benefits of Project and Impact if Not Completed:

 Discuss Operating Budget Impact:

Recommended Financing

Funding Source(s)
Check all that apply

FY2018 FY2019 FY2020 FY2021 FY2022
Study/Design $55,000 $55,000 $0 $0 $0 $0 X
Land Acquisition $0 $0 $0 $0 $0 $0
Construction $800,000 $0 $275,000 $200,000 $175,000 $150,000 X
Equipment/Furnishings $75,000 $0 $0 $75,000 $0 $0
Contingency $110,000 $10,000 $25,000 $25,000 $25,000 $25,000
Other $0 $0 $0 $0 $0 $0 X
TOTAL $1,040,000 $65,000 $300,000 $300,000 $200,000 $175,000 X

Grant Amount Requested $75,000 $15,000 $15,000 $15,000 $15,000 $15,000 CPA Purpose(s)
CPA Amount Requested $275,000 $0 $75,000 $75,000 $75,000 $50,000 Check all that apply
Net of CPA and Grants $690,000 $50,000 $210,000 $210,000 $110,000 $110,000 Open Space

Recreation
Operating Budget Impact X Historical
During Project $110,000 $10,000 $25,000 $25,000 $25,000 $25,000 Housing

Post-Project Annual $35,000
Post-Project One-time $0

[Project Title 1]

Funding Category Five-Year Total Estimated Project Costs by Fiscal Year
Tax Levy
Debt
Enterprise Receipts
Stabilization
Free Cash
Revolving Fund
CPA
Grant(s) or Other _______________

This space should be used to give a general, factual description of the project including an overview of the project timeline, relevant locations, 

stakeholders, cost drivers and supporting detail, as well as the project's expected useful life. 

This section should highlight the positive benefits of this project, including efficiencies created, enhancements to service, and cost savings. It should also 

describe the short and long term consequences of not funding the project.  

Often times, capital projects (especially construction) result in an increase in associated operating budget costs. This may be due to an increase in utility 

costs or the need to hire additional personnel to maintain the building.  It is important the consider the full costs to the City when evaluating new capital 

projects. Any impact on the operating budget should be identified and explained here, with the estimated annual impact and/or one time expenditure 

noted in the table below. 

Capital Improvement Program:   FY2018 - FY2022         

Provide project description, including an overview of its timeline, location(s), stakeholders, cost drivers, supporting detail, and expected useful life .

Highlight project benefits, including efficiencies created, service enhancements, and cost savings. Also describe any short - and long- term consequences of not

funding the project. 

Explain the project's short- and long-term impacts on the community's operating budget.

Date submitted: __________ Date of Last Edit: __________
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Project Number: 321
Project Title: Department Priority:
Category: [Building - Equipment - Parks/Grounds - Land/Open Space]
Department: Contact:  Urgent/Legally Required

Project is: New            [   ]      Recurring   [   ]      Resubmission  [   ]  Maintain Service

Multiyear   [   ]      Phase ___ of ___  Enhancement

Description:

Benefits of Project and Impact if Not Completed:

 Discuss Operating Budget Impact:

Recommended Financing

Funding Source(s)
Check all that apply

FY2018 FY2019 FY2020 FY2021 FY2022
Study/Design $55,000 $55,000 $0 $0 $0 $0 X
Land Acquisition $0 $0 $0 $0 $0 $0
Construction $800,000 $0 $275,000 $200,000 $175,000 $150,000 X
Equipment/Furnishings $75,000 $0 $0 $75,000 $0 $0
Contingency $110,000 $10,000 $25,000 $25,000 $25,000 $25,000
Other $0 $0 $0 $0 $0 $0 X
TOTAL $1,040,000 $65,000 $300,000 $300,000 $200,000 $175,000 X

Grant Amount Requested $75,000 $15,000 $15,000 $15,000 $15,000 $15,000 CPA Purpose(s)
CPA Amount Requested $275,000 $0 $75,000 $75,000 $75,000 $50,000 Check all that apply
Net of CPA and Grants $690,000 $50,000 $210,000 $210,000 $110,000 $110,000 Open Space

Recreation
Operating Budget Impact X Historical
During Project $110,000 $10,000 $25,000 $25,000 $25,000 $25,000 Housing

Post-Project Annual $35,000
Post-Project One-time $0

[Project Title 1]

Funding Category Five-Year Total Estimated Project Costs by Fiscal Year
Tax Levy
Debt
Enterprise Receipts
Stabilization
Free Cash
Revolving Fund
CPA
Grant(s) or Other _______________

This space should be used to give a general, factual description of the project including an overview of the project timeline, relevant locations, 

stakeholders, cost drivers and supporting detail, as well as the project's expected useful life. 

This section should highlight the positive benefits of this project, including efficiencies created, enhancements to service, and cost savings. It should also 

describe the short and long term consequences of not funding the project.  

Often times, capital projects (especially construction) result in an increase in associated operating budget costs. This may be due to an increase in utility 

costs or the need to hire additional personnel to maintain the building.  It is important the consider the full costs to the City when evaluating new capital 

projects. Any impact on the operating budget should be identified and explained here, with the estimated annual impact and/or one time expenditure 

noted in the table below. 

Capital Improvement Program:   FY2018 - FY2022         

Provide project description, including an overview of its timeline, location(s), stakeholders, cost drivers, supporting detail, and expected useful life .

Highlight project benefits, including efficiencies created, service enhancements, and cost savings. Also describe any short - and long- term consequences of not

funding the project. 

Explain the project's short- and long-term impacts on the community's operating budget.

Date submitted: __________ Date of Last Edit: __________
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Capital Improvement Plan Summary

22

Capital Budget
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1.Public safety issue

2.Required by law 

3.Outside financing available

4.Support plans, goals, policies 

5.Reduce operating costs 

6.Improve/replace obsolete facility 

7.Improve productivity / services 

8.Social, cultural, historic or aesthetic value 

Prioritize Requests

24

Sample Scorecards



10/29/19

13

25

Funding the Capital Plan
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q Debt service as percentage of revenue

q Take on new debt as old is retired

q Lack of reinvestment = lost capacity

q Codify in capital planning policy

Existing 
Debt

Debt Service at Current % of Revenue

Lost 
Investment 
Capacity

Maintaining a Steady Balance of Capital Investment
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Cash Capital
q Best for one-time, limited scope items

q Tax levy, enterprise receipts, CPA fund 

q Available Funds

§ free cash

§ stabilization funds

§ retained earnings

§ grants

§ Community Preservation Fund (if CPA adopted)

Debt
q Major, long-term construction projects with long useful life

q Debt exclusions for major single projects: school buildings

q Policy guidelines: debt as % of budget, project cost spending thresholds

q Replace maturing debt with new borrowings

Cash vs. Debt
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q MGL 40:5B enables special-purpose stabilization funds

q Allocates dedicated reserves to capital spending

q Especially useful for smaller communities w/out access to market

q Remains useful for community of any size to allocate cash capital

q May appropriate funds to offset debt service and reduce tax impact in a given FY

q Funding Mechanisms

§ Annual appropriation toward target balance

§ Dedicated revenue option, Ex: 50% of meals tax receipts for sidewalks

§ Stabilization fund “override”

Capital Stabilization Fund
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Evaluate Existing Capital Planning Processes
q Adoption of Relevant Policies

q Capital Budget Process

q Town Structure and Reporting Relationships

q Available revenue

Deliver Analysis and Planning Tools
q Templates

§ Asset Inventory

§ Capital Investment Targets

§ Departmental Requests

§ Forecast

What TAB Offers
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Financial Targets Worksheet

Annual Revenue Allocations
q Reserve set-asides

q Capital Spending
q Debt Service
q Specific Priorities

FINANCIAL TARGETS WORKSHEET

[I] Net Operating Revenues Policy Decisions
Enter fiscal year being budgeted 2020 Minimum Cost of item to borrow 25,000$          

Enter prior fiscal year 2019 Minimum Cost of item requiring debt exclusion 100,000$       

Enter most recent EQV 192,519,300$     

Enter FY2019 Total Assessed Valuation 192,142,525$     

Enter FY2019 Tax Levy 1,627,447$          Combined Reserves (i.e., FC/Stabil/Other) 30.00%

Budgetary Reserve Fund 0.60%

Enter FY2019 General Fund Gross Operating Revenue 2,044,368$          Capital Plan Funding-Direct debt 5.00%

Capital Plan Funding-Exempt debt 5.00%

Enter revenue offsets (as positive amounts): Capital Plan Funding-Other sources 7.50%

Debt service for: 2019 135,682$             Debt service-Direct debt 5.00%

-$                      Debt service-Exempt debt 5.00%

Other (enter description and reason) -$                      

Other (enter description and reason) -$                      Enter % of Total Assessed Valuation for:
Add rows as needed and adjust formula. Total 135,682$             Debt service as a % of assessed value 0.10%

Total Outstanding debt as a % of assessed value 1.00%

Net Operating Revenues 1,908,686$          

Targets as a % of Operating Budget

[II] Reserves Minimum TARGET Maximum

Free Cash 5.00% 95,434$               15.00% 286,303$      25.00% 477,172$             

(a)
Stabilization Fund 1.00% 19,087$               2.50% 47,717$        no limit

(a)
Road Reconstruction/Municipal Buildings 2.00% 38,174$               5.00% 95,434$        no limit

(a)
Capital Equipment 2.00% 38,174$               7.50% 143,151$      no limit

COMBINED TOTAL RESERVES Minimum TARGET Maximum
% of Net Operating Revenues 10.00% 190,869$             30.00% 572,606$      10% of EQV 19,251,930$       

COMBINED TOTAL RESERVES Net Monthly GFOA Recommendation
2 months Operating Revenues 2,044,368     159,057               2 Months 318,114$      

3 months Operating Revenues 2,044,368     159,057               3 Months 477,172$      

Targets as a % of Operating Budget
RESERVES - OTHER Minimum TARGET Maximum

(b)
Budgetary Reserve Fund 0.30% 5,726$                  0.60% 11,452$        

5% FY2019 Tax 

Levy
81,372$               

Targets as a % of Operating Budget

[III] Special Purpose Stabilization Funds Minimum TARGET Maximum
(a)

Road Reconstruction/Municipal Buildings 2.00% 38,174$               5.00% 95,434$        no limit

Capital Equipment 2.00% 38,174$               7.50% 143,151$      no limit

[Other]      

Targets as a % of Operating Budget

[IV] Capital Plan Minimum TARGET Maximum

Annual capital plan [w/o exempt debt] 2.00% 38,174$               5.00% 95,434$        10.00% 190,869$             

Annual capital plan [with exempt + non exempt debt] 5.00% 95,434$               10.00% 190,869$      12.00% 229,042$             

Free Cash/Stabilization Funds 2.50% 47,717$               7.50% 143,151$      12.50% 238,586$             

[V] DEBT SERVICE Minimum TARGET Maximum
(c) 

% of operating budget: non-exempt only 2.50% 47,717$               5.00% 95,434$        10.00% 190,869$             

% of operating budget: exempt+non-exempt 5.00% 95,434$               10.00% 190,869$      20.00% 381,737$             

As a % of total assessed valuation 0.10% 192,143$             0.10% 192,143$      1.50% 2,882,138$          

Min cost of item debt eligible 25,000$               

[VI] OUTSTANDING DEBT Minimum TARGET Maximum
(d)

As a % of assessed valuation 0.10% 192,143$             0.10% 192,143$      10% of EQV 19,251,930$       

(a)
May not exceed 5% of prior year's levy

(b)
May not exceed 10% of total EQV per M.G.L. c.44 §10

(C)
Total annual appropriation may not exceed 10% of prior year's tax levy

(d)
Credit agencies suggest less than 20% of net operating revenues

Enter % of Net Operating Revenues for:
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Financial Targets Worksheet

[I] Net Operating Revenues
Enter fiscal year being budgeted 2020

Enter prior fiscal year 2019

Enter most recent EQV 192,519,300$     

Enter FY2019 Total Assessed Valuation 192,142,525$     

Enter FY2019 Tax Levy 1,627,447$          

Enter FY2019 General Fund Gross Operating Revenue 2,044,368$          

Enter revenue offsets (as positive amounts):
Debt service for: 2019 135,682$             

-$                      

Other (enter description and reason) -$                      

Other (enter description and reason) -$                      

Add rows as needed and adjust formula. Total 135,682$             

Net Operating Revenues 1,908,686$          
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Financial Targets Worksheet

Policy Decisions
Minimum Cost of item to borrow 25,000$          
Minimum Cost of item requiring debt exclusion 100,000$       

Combined Reserves (i.e., FC/Stabil/Other) 30.00%
Budgetary Reserve Fund 0.60%
Capital Plan Funding-Direct debt 5.00%
Capital Plan Funding-Exempt debt 5.00%
Capital Plan Funding-Other sources 7.50%
Debt service-Direct debt 5.00%
Debt service-Exempt debt 5.00%

Enter % of Total Assessed Valuation for:
Debt service as a % of assessed value 0.10%
Total Outstanding debt as a % of assessed value 1.00%

Enter % of Net Operating Revenues for:
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Financial Targets Worksheet

Targets as a % of Operating Budget
[II] Reserves Minimum TARGET Maximum

Free Cash 5.00% 95,434$               15.00% 286,303$      25.00% 477,172$             
(a) Stabilization Fund 1.00% 19,087$               2.50% 47,717$        no limit
(a) Road Reconstruction/Municipal Buildings 2.00% 38,174$               5.00% 95,434$        no limit
(a) Capital Equipment 2.00% 38,174$               7.50% 143,151$      no limit

COMBINED TOTAL RESERVES Minimum TARGET Maximum
% of Net Operating Revenues 10.00% 190,869$             30.00% 572,606$      10% of EQV 19,251,930$       

COMBINED TOTAL RESERVES Net Monthly GFOA Recommendation
2 months Operating Revenues 2,044,368     159,057               2 Months 318,114$      
3 months Operating Revenues 2,044,368     159,057               3 Months 477,172$      

Targets as a % of Operating Budget
RESERVES - OTHER Minimum TARGET Maximum

(b) Budgetary Reserve Fund 0.30% 5,726$                  0.60% 11,452$        5% FY2019 Tax 
Levy 81,372$               
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Financial Targets Worksheet

Targets as a % of Operating Budget
[III] Special Purpose Stabilization Funds Minimum TARGET Maximum

(a) Road Reconstruction/Municipal Buildings 2.00% 38,174$               5.00% 95,434$        no limit
Capital Equipment 2.00% 38,174$               7.50% 143,151$      no limit
[Other]      

Targets as a % of Operating Budget
[IV] Capital Plan Minimum TARGET Maximum

Annual capital plan [w/o exempt debt] 2.00% 38,174$               5.00% 95,434$        10.00% 190,869$             
Annual capital plan [with exempt + non exempt debt] 5.00% 95,434$               10.00% 190,869$      12.00% 229,042$             
Free Cash/Stabilization Funds 2.50% 47,717$               7.50% 143,151$      12.50% 238,586$             

[V] DEBT SERVICE Minimum TARGET Maximum
(c) % of operating budget: non-exempt only 2.50% 47,717$               5.00% 95,434$        10.00% 190,869$             

% of operating budget: exempt+non-exempt 5.00% 95,434$               10.00% 190,869$      20.00% 381,737$             

As a % of total assessed valuation 0.10% 192,143$             0.10% 192,143$      1.50% 2,882,138$          
Min cost of item debt eligible 25,000$               

[VI] OUTSTANDING DEBT Minimum TARGET Maximum
(d) As a % of assessed valuation 0.10% 192,143$             0.10% 192,143$      10% of EQV 19,251,930$       
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Theo Kalivas
Project Manager

Technical Assistance Bureau
kalivast@dor.state.ma.us

On the web:

Division of Local Services

mass.gov/dls

Community Compact Cabinet

mass.gov/ccc

mailto:kalivast@dor.state.ma.us
https://www.mass.gov/dls

