2017 Public Works Study Committee Report

December 1, 2017



Executive Summary

The Public Works Study Committee has developed a preliminary five-year plan to transition
Brookline’s road maintenance function from one filled by a Road Agent to a Public Waorks
Department. This need was prompted by the current Road Agent advising the town he will no
longer be serving in the Road Agent role after March 2018.

The committee has:

Researched the spending and approach to road maintenance at 23 comparable NH
towns

Considered alternatives for providing road maintenance services

Developed a preliminary 5-year plan for transitioning to a Public Works Department

The committee found:

Brookline’s recent and current approach to road maintenance has been very cost
effective for taxpayers compared to other towns

On average, our peer towns’ public works departments have four full-time employees,
but it varies by town

Brookline’s current annual budget for roads ($721,500 in 2017) provides significant
funds that will allow the town to absorb some costs associated with new headcount and
equipment purchases without them being 100% additive costs to taxpayers.

The committee recommends:

Seeking town meeting approval in March 2018 for:

o A full-time Public Works Director {prorated cost in 2018 of $§71,500)

o Creation of a Public Warks Equipment Capital Reserve Fund to smooth the tax
impact of equipment purchases over the coming years (net tax impact of
$50,000 in 2018)

Viewing 2018 as a transitional year where the current Road Agent is available to assist
the Public Works Director with guidance and resources as needed

Locating an eventual public works garage at the Transfer Station; using office space in
the Town Hali and storage space at the Annex in the interim

Having the Public Works Director work with the Selectboard or an appointed committee
to develop a more comprehensive 5-year plan for equipment, staffing and a garage by
the end of 2018.
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Background

In May 2017, the Selectboard chartered a five-member commitiee to evaluate alternatives for
providing traditional “public works” services. The effort was precipitated by the Road Agent
advising the Board that he would not run again for Road Agent in March 2018, thereby raising
the need for an alternative approach.

The committee, which met a total of six times, was comprised of:

o Eric Pauer (Chair) — At-large resident

e John Carr — Selectboard representative

e Jerry Farwell — Road Agent

o Linda Chomiak — Finance Committee representative
o Tad Putney - Town Administrator

The committee’s work included:

¢ Researching public works-related information at 23 comparable peer towns

o |dentifying alternatives to address Brookline’s future road maintenance needs
o Recommending a preferred approach

e Preparing a preliminary 5-year plan for the recommended approach

Current Approach to Brookline Road Maintenance

For many years, Brookline's roads have been maintained by an annually elected Road Agent. A
substantial portion of the work on town roads was completed by individuals employed by the
road agent and equipment owned by him. The balance of the work was conducted by sub-
contractors selected and managed by the Road Agent.

On an annual basis, the Road Agent signed an agreement with the Selectboard, which included
pre-set costs per hour for labor and equipment. The town has had no public works employees
and owns no equipment, except for one snowblower. The Road Agent has been compensated
solely based on the hourly rate for labor and equipment; there is no stipend for the position.

In late 2016, the Road Agent advised the Selectboard that he may not run for Road Agent the
following year and that the Town should lock at alternatives. Specifically, he advised that the
town has grown, traffic has increased, the demands for town-related road work/maintenance
have outstripped his ability to fully deliver the needed services while maintaining a separate
business, and he does not want to continue being on call 24/7 for plowing/sanding/salting.

Each winter storm requires 10-12 trucks for plowing/sanding/salting. Eight are provided by the
current road agent’s company and the balance are provided by sub-contractors in pick-ups and
one-ton trucks. There are five plowing routes that cover the town and are completed in about
four hours. On average, plowing/sanding/salting trucks are called out 30-70 days per year.
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2007 Public Works Study Committee

Back in 2007, a predecessor committee studied the Town’s approach to public works. I found:

e

)

-]

Brookline’s annual spending on roads was reasonable compared to 23 peer towns
Brookline’s current Road Agent arrangement was in the best interest of taxpayers as no
capital expenses were required for town equipment - unlike most towns

if the current arrangement with the Road Agent ended, the hiring of a single full-time
employee to manage subcontractors to conduct much of the work would be better than
hiring multiple employees to do the work

The establishment of a Public Works Capital Reserve Fund was considered, but
ultimately deemed not needed, as there was a low probability of needing to establish a
Public Works Department in the near future.

Current Responsibilities of the Road Agent

The Brookline Road Agent’s responsibilities include:

Overseeing and managing all snow plowing/sanding/salting during the winter, including
directing four subcontractors who provide assistance

Coordinating school delays/closures with bus company and Superintendent as needed
Evaluating the condition of the towns 45-50 miles of paved roads and selecting
approximately 3 miles for resurfacing per year; coordinating resurfacing with paving
company

Cleaning out ditches and improving drainage along the Town’s roads; generally about 6-
8 miles per year

Graveling and grading the town’s approximate 7 miles of gravel roads as needed; can
vary between two and ten times a year, depending on weather and the road

Applying dust control on the town’s gravel roads as needed

Overseeing the mowing, trimming, weeding, mulching and other general maintenance
of the Town Hall, Library, Annex, Transfer Station and sidewalks

Providing other general maintenance on town roads including maintaining road and
street signs, patching pot holes, etc.

Upgrading gravel roads to paved roads as directed by town meeting

Addressing emergency needs related to roads (trees/branches down, flooding, etc.)
Subcontracting out street sweeping of town roads in mid-March to mid-April
Subcontracting out the annual brush cutting of both sides of each town road, uniess
deemed unnecessary

One of the town’s two reps to the Souhegan Regional Landfill District; attends meetings
Qversees Transfer Station employees and operations

Subcontracting out the annual cleaning of the town’s 70 catch basins

forl
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2017 Peer Town Research

The committee developed a list of 23 similar NH towns to compare our annual spending on
road maintenance, research the size of their public works departments and be aware of any
capital reserve funds they have accumulated for highway equipment/projects. The towns were
located south of Concord, with populations ranging from 4,000 to 6,700, plus Hollis.

Exhibit A provides the results of the spending analysis. Highlights include:

o Brookline’s spending an roads in 2016 and 2017 was well below the peer group average
o We spent just under 514,000 per mile of town road versus the peer group
average of about 518,500
o Only 2 of 23 towns have lower spending per mile of town road than Brookline
e On average, the peer towns have about $210,000 in Capital Reserve Funds set aside for
highway projects/equipment and some towns having significantly higher amounts set

aside
o Brookline has not established a Capital Reserve Fund for highway-related
eXpenses
s On average, the peer towns have four full-time public works employees, but the number
ranges widely by town

Exhibit B provides details on the public works departments for each of the 23 towns

e Only one town (Auburn) has an approach like Brookline with no public works employees
or town equipment and a traditiona! road agent

Exhibit C provides town-by-town details of their highway-related Capifal Reserve Funds (as of
the end of 2016)

e  Only 3 of the 23 towns have no highway-related Capital Reserve Funds
e Five of the 23 towns have Funds in excess of $450,000

Alternatives to Current Approach

The committee considered four alternatives for providing road maintenance services moving
forward:

e New road agent elected to the position in March 2018

e Reduce plowing and sanding demands on current road agent; he continues in position
e Pursue partnering with Mason/other town to provide road maintenance services

e Hire full-time Public Works Director; eliminate road agent position
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New Road Agent Elected

It is possible another individual could be elected road agent in March 2018. Given the level of
interest in the position over the past 15 years, this scenario is deemed unlikely and not one the
town can count on occurring. The individual would also need to own significant amounts of
equipment to provide the current arrangement the town has with its Road Agent.

Reduce Plowing and Sanding Demands on Current Road Agent

The current road agent has expressed a willingness to continue to serve in the role for up to
several years if the 24/7 winter maintenance responsibilities are taken over by another
individual. Despite outreach efforts, there has been no interest received by anyone to take
over such responsibilities. As a result, and given the increasing challenges towns have
experienced in seeking plow drivers, the committee has deemed this alternative an unlikely
fong-term solution.

Pursue Partnering with Mason/Other Town

The committee briefly considered this alternative, but concluded it was not practical. Fach of
Brookline’s abutting towns has established public works departments with full-time employees.
We would risk being a secondary priority for them and when storms occur each town needs
sufficient resources to address its own roadways.

Hire Full-Time Public Works Director; Eliminate Road Agent Position

The committee identified the hiring of a full-time director as the optimal alternative for
providing a long-term solution to providing road maintenance. It is an approach that is aligned
with the approach of 22 of our 23 peer towns. The director would then be charged with
developing a multi-year plan, with the Selectboard or an appointed committee, for equipment
purchases, subcontracting, department staffing, and a building.

Preliminary Five-Year Plan - Equipment

The committee, with primary guidance from the road agent, developed a preliminary list of
equipment priorities for a public works department. Estimated purchase costs were added to
assist in planning for a Capital Reserve Fund. The priorities and estimated 2017 costs were as
follows:

1} Pick-up with plow for department head’s use: $45,000 to purchase new

2) One-ton dump truck: $60,000 to purchase new

3) Backhoe: $100,000 to purchase new

4} Building: $300,000+ (metal, between 50’ x 60’ and 50’ x 100" — 3,000 to 5,000 sq. feet)
5} 8-yard dump truck fully equipped for plowing: $175,000 to purchase new

6) Sidewalk snowblower: $80,000-$120,000 to purchase new
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During the first five years, there would be significant reliance on sub-contractors given the
absence of town equipment, including, most notably plowing and sanding. The current Road
Agent has advised that he plans to provide a significant amount of plowing equipment and
fabor over the transitional years that the town is acquiring its own equipment.

The cost figures above assume purchases of the equipment. Annual costs would be significantly
lower if the town used a “lease-to-own” approach, however, leasing costs would be higher in
the long-term than outright purchases.

The following outlines recommended funding for a public works department:

Year Cap. Reserve Reduce Resurfacing® Building Net Tax Impact
2018 $100,000 550,000 SO $50,000
2019 $100,000 550,000 $10,000 $60,000
2020 $150,000 550,000 Bond (S0) $100,000
2021 $150,000 550,000 $50,000 $150,000
2022 $100,000 50 550,000 $150,000

* Resurfacing budget reduced from $250,000 to $200,000 in 2018-2021 to offset tax impact.

The table above raises $600,000 for equipment purchases over five years, which is intended to
allow for the purchase of the first five pieces of equipment noted above.

A comprehensive review in 2016 of the town’s roads by the Nashua Regional Pianning
Commission found that Brookline’s roads are in notably better condition than many other NH
towns. As a result, the committee is comfortable recommending a four-year reduction in
resurfacing spending to reduce the tax impact of establishing a public works department.

Preliminary Five Year Plan — Staffing

The capabilities of the public works department would be limited with only a single individual.
While the Public Works Director and Selectboard would develop a plan for additional
employees, the committee suggests the following staffing levels over the next five years to
grow the department’s ability to do road-related work “in house” presuming the cost-benefit
payoff is supportive. “Total annual cost” figures assume a 2.5% annual increase for 2019-2022.

Year | Position Added | Estimated Pay Est. Benefits Total Cost for | Total Annual
SF*E Given Year Cost for ail Ees
2018 Dept Head $50,000* 518,600* 568,600* $68,600
2019 F-T employee 540,000 524,300 564,300 $171,300
2020 None 5175,600
2021 F-T empioyee $45,000 $26,300 571,300 $251,300
2022 None $257,600

* Prorated for 8 months of the year.
** Includes “family” health insurance; figures notably less if “2-person” or “single” coverage provided.
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[t is important to note the projected costs above would not be fully additive to the town budget
as the personnel would be doing work that has recently been subcontracted out to others.

It is expected the addition of any new headcount would require town meeting approval.

Location of Public Works Department

The committee was unanimous in viewing the Transfer Station as the optimal location for a
future public works garage. The fand is already owned by the town, so there are no acquisition
costs, and co-locating the equipment there would be beneficial to transfer station operations.
A salt shed is already at the location. A well and septic, which are not at the location, wilf be
needed.

The committee recommends that a metal building to house an office and equipment would be
constructed in 2020. Until that time, the Public Works Director would have an office in the
lower level of the town hall (across for the Town Clerk/Tax Collector’s office} and use a portion
of the Annex for storage of equipment. Vehicles would be parked at the Town Hall, Annex,
and/or Transfer Station until the garage is built.

The committee reviewed a proposal from the owners of a garage at 73 Route 13 seeking
interest in the town purchasing the land and garage for a future public works facility. The
garage, constructed in 2006, is approximately 5,000 square feet and has a 9,000 pound lift and
30-foot repair pit. After discussions, the committee viewed the town’s transfer station as a
preferred, less costly location. Future consideration of the proposal, however, should not be
ruled out.

Other ltems

e A job description for the Public Works Director was drafted and is included in the
Appendix. Itis recommended the individual either live in town or be able to respond
within a short period of time.

e Given the critical importance of winter maintenance for town residents, it is
recommended that the Public Works Director’s pay include a lump-sum payment
around May 1st to provide a retention incentive through the winter season

e The current Road Agent intends to continue to serve as Sexton for the cemeteries

e |t was learned that Mason has four employees on their highway crew. Each crew
member has the department cell phone a week at a time for any “off” hour calls. The
employee is paid an additional hour each day of the week they have the phone (at time
and a half). If the individual is called in to address a need during off hours, the
employee receives at least two hours pay (at time and a half).
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Recommended Next Steps

The committee recommends the following:

@

March 2018: Propose a warrant article for a full-time Public Works Director, if approved
the article discontinues the Road Agent position

March 2018: Propose a warrant article to create a Public Works Equipment Capital
Reserve Fund and raise and appropriate $100,000

2018: Develop comprehensive 5-year plan for equipment purchases, staffing and garage
2018-2022 Town Meetings: Propose warrant articles to fund Public Works Equipment
Capital Reserve Fund

2019: Develop plan/design for public works garage

2020 Town Meeting: Seek bond approval for public works garage




PUBLIC WORKS DIRECTOR

Revision Date: December 4, 2017

JOB SUMMARY

Plans, directs, manages, and oversees the operations of the Public Works Department, incfuding all
street-related maintenance and construction. Also responsible for oversight of the Transfer Station and
maintenance of town buildings.

SUPERVISION RECEIVED

The Public Warks Director works under the broad supervision of the Selectboard. The Director exercises
a considerable degree of independent judgement and is evaluated through meetings, reports and
administrative procedures. Performs regular duties on own initiative, exercising judgment and tact.

SUPERVISION EXERCISED

Provides direct supervision to public works employees, including Transfer Station personnel. Oversees
the work of contractors and consultants.

EXAMPLES OF ESSENTIAL DUTIES
The duties below are illustrative and may not include alf duties found in the position:

s Manages the bidding process, selection, approval and oversight of all contractors in order to
carryout required Department maintenance, including winter plowing/sanding/salting;

e Works with contracted professional engineers in designing and implementing projects as
approved by the Selectboard;

» Assesses and monitors Town's infrastructure to provide adequate levels of public service and
maintenance;

¢ Monitors and addresses needs for drainage/ditching, brush cutting, catch basin cleaning,
graveling and grading, dust control, street sweeping, line striping, cold/hot patching and paving;

e Oversees mowing, trimming, weeding, mulching, snow removal, sanding and general
maintenance at town buildings;

e Researches and implements improvements to the operation of the Department;

e Selects, trains, and motivates Department employees;

e Coordinates calls for school day delays/cancellations with bus company/SAU an a timely basis;

e Coordinates personnel documentation {First Report of Injury, background checks, insurance
forms, etc.) with Town Administrator as needed;

¢ Attends monthly Department Head meetings and coordinates with other department heads as
needed;

s Addresses complaints from the public as received;

© Prepares Department budgets, tracks and controls expenses, and approves requisitions;

® Provides supervision for the repair and maintenance of all Department vehicles and equipment;

e Evaluates and selects roads for resurfacing on an annual basis;

e Responds after hours to address issues as needed;

o Follows Town policies and procedures;

o Recommends and administers policies and procedures for the Public Works Department; and

e Represents town on Souhegan Regional Landfill District; attends monthly meetings



KNOWLEDGE, SKILLS, AND ABILITIES REQUIRED

Extensive knowledge of construction and maintenance methods, materials and equipment as applied in
municipal public works. Considerable knowiedge of the modern principles and practices of municipal
public works administration, including budget preparation and supervision, training and performance
evaluation of staff as well as employee labor laws. Must possess ability to plan, organize, assign,
supervise and coordinate the work of others. Must be aware of pertinent Federal, State and focal laws,
codes and regulations.

MINIMUM QUALIFICATIONS REQUIRED

Associate’s degree, including course work in civil engineering, and at least five years’ experience in
construction and/or operational public works or any equivalent combination of education and
experience that demonstrates possession of the required knowledge, skills and abilities. Must have or
be able to abtain a DOT medical card. CDL license is preferred.

PHYSICAL EXERTION / ENVIRONMENTAL CONDITIONS

Requires maintaining physical condition necessary for sitting, standing, walking and working both inside
and outside for long periods of time, lifting items of varying weight, communicating with others by
talking and listening, operating motorized vehicles and equipment.



