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Town of Hebron Capital Improvements Program

1. Overview

This sub-committee of the Planning Board is the successor to the committee formed at
the request of the Selectmen in 2005, after the town’s acceptance of the Master Plan. That
prior committee published the 2007-2013 Capital Improvements Program (CIP). We
updated that plan for capital expenditures by the Town and carried it forward to 2019.
This allows the Town to anticipate major expenditures through budgetary forecasting,
thus aiding in a more stable cost of town government. Another benefit of a CIP, when
coupled with a master plan, is that it allows the Town to monitor the impact of future
development. This plan is a living document, being revised and re-evaluated on an annual
basis. As the Town’s needs change, so will the document.

After a two year lapse in operations, we have resumed the effort initiated with the 2007
cycle and intend to start the next cycle this summer, with a public hearing to precede the
plan’s presentation to the Board of Selectmen in October, prior to the beginning of the
2011 budget season. As we learned in our February public hearing, residents appreciate
the opportunity to comment on the CIP as it impacts the budget and express their
opinions on the town’s capital priorities. This should help town officials plan the Town
Meeting warrants and expand upon their already excellent performance in developing a
fiscally sound and responsible financial plan for the future of Hebron’s residents.

Undertaking a CIP can be done only after authorization to do so is granted by the local
legislative body. This was done by a vote of the residents of Hebron at Town Meeting in
March 2004.

2. Introduction

Hebron’s town officials, like their counterparts in other communities in New Hampshire,
expend a great deal of effort each year establishing a municipal budget. This budget must
realistically balance the ever-increasing needs and costs of delivering services to Town
residents with the financial constraints mandated by available revenues.

In an acknowledgment of the precariousness of the annual budgetary process, state law
authorized the use of a Capital Improvements Program (CIP) to aid town officials in
scheduling capital outlays. New Hampshire RSA 674:5-8 provides the legislative
authorization, purpose, description, and preparation of the CIP. See Exhibit 3 for the
details of that law.

Although the local legislative body must authorize formation of a CIP Committee
(CIPC), the Committee’s report is entirely advisory. We have structured this document to
provide a recommended ten-year program of major capital projects and expenditures. It is
intended as a fluid working document, adaptable to the changing needs and development
of the Town. Indeed, its ten-year horizon requires annual updating: the out-years’ data are
somewhat imprecise in the current year.
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3. Questions about the Capital Improvements Program

Q. Why is a CIP recommended?

Each town in New Hampshire is encouraged by the State of New Hampshire to develop a
CIP because the CIP process forces each town to identify and prioritize future needs of
the municipality that are likely to have a significant impact on annual budgets. The plan
then spreads out the annual costs of significant expenditures in order to minimize or
reduce significant tax fluctuations.

Q. What are the purposes of the Hebron CIP?

The Hebron CIP is an advisory document. It is intended to serve a number of purposes,
including an attempt to plan all anticipated major Town expenditures for a period of ten
years. In addition, it:

I.  Provides the Town of Hebron with a guide to be used by the Board of Selectmen for
their annual budgeting process pursuant to RSA 674:5-8.

II.  Provides a forward-looking planning tool for the purpose of contributing to the
creation of a stable property tax rate.

III. Aids the Town’s elected officials, appointed committees, department heads, and
voters in the prioritization, coordination, and planning for future Town growth and
in sequencing of various municipal expenses.

IV. Informs residents, seasonal homeowners, potential residents, business owners,
potential business owners, and developers of needed and planned improvements.

One of the main goals of the CIP is to even out the periods of underexpenditure and
overexpenditure on capital improvements—and thus protect Hebron taxpayers from large
swings in their tax rate due to these spending divergences. This is done as we have in the
past by planning for, scheduling, and setting aside public funds for projects that are
needed and desired, now and in the future.

For the purposes of this document, a capital improvement is an item or project for the
public use that costs more than $5,000, has a useful life of five years or more and is
considered to be beyond the scope of normal annual operating expenses. Examples of
capital improvements include:

I.  Land acquisition for a public purpose.

II.  Vehicles.

III. Buildings.
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IV.

V.

VL

VIL

Equipment and machinery with a useful life of greater than five years.
Major building or facility renovations and repairs.

Road renovations, bridge renovations or bridge replacement resulting in long-term
improvement in road capacity or condition.

Special studies, such as resource assessments, facility studies, or master plans.

Q: What are the benefits of a CIP for Hebron?

A CIP attempts to assist the Selectmen in stabilizing the tax rate by linking the planning
for major expenditures to the Town budget. For Hebron, specific benefits of a CIP
include:

L

II.

I1I.

IV.

V.

VL

VIL

VIIL

IX.

XI.

Establishing a method for departments to anticipate and communicate future needs.
Providing a process for identified needs to be discussed and prioritized.
Encouraging evaluation of timing and financing options.

Stabilizing annual expenditures for capital outlays to minimize tax impact.

Making preemptive acquisitions (for example, land acquired for Town use such as
municipal space, land preservation and recreation) more feasible and defensible.

Reducing interest payments (through using capital reserve funds).
Supporting planned growth.

Facilitating implementation of the Master Plan through scheduling projects over a
period of time and eliminating multiple expenses in any one fiscal year.

Furnishing a total picture of the Town’s major needs, discouraging piecemeal
expenditures, and coordinating the activities of various departments.

Establishing priorities for projects on the basis of needs and costs, and permitting
anticipation of revenues and expenditures.

Serving as an information resource for Hebron residents by describing the Town’s
plans for major expenditures.

Page 3



Town of Hebron Capital Improvements Program

Q. Who were the members of the 2009 CIP Committee?

The committee embodied a wide range of experience and viewpoints. Chairperson was
Mitch Manseau. The other members were David Wall, Lee Alexander, Dian West and
Dan Merritt. Juli Pruden and Bill York also participated as they were able.

Q. What process did the Hebron CIP Committee use?

Since July of last year, the Committee met on several occasions to discuss the approach
to preparing the CIP and to meet with Selectmen and department and commission heads
to discuss their capital expenditure plans. The Committee’s work was organized as
follows:

I. Education and Planning

The group reviewed the prior CIP, decided to follow the same process to build upon
townspeople’s familiarity with it, including the criteria Hebron should use to define
“capital improvement:” it must cost at least $5,000 and have a useful lifetime of at least
five years.

To give each department a method for collecting required information, and to help ensure
consistency across departments, the Committee used a submittal form for anticipated
future needs (including desired acquisition date, anticipated lifetime, method(s) of
financing, cost, and priority of need).

II. Meetings with Departments

The Committee sent instructions to each town department head and commissioner to
refresh the process and asked them to submit their capital expenditures requests using the
forms. (Copies of the completed forms are available in the Selectmen’s office.)

1. Analysis

To facilitate analysis, we entered all of the information into a computer spreadsheet,
which allowed us to assess the impact of different acquisition dates and financing
approaches for all projects.

IV. Plan Development and Recommendations

During the course of several meetings, the Committee followed up with each department
to clarify needs and discuss Town priorities, alternative approaches, and acquisition
timing. The Committee then developed relatively flat annual expense projections across
the entire ten-year period in order to avoid a significant impact on the tax rate in any one
year and forwarded them to the department heads for their concurrence.
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Q. What are Hebron’s options for financing major capital needs?

The project summaries in Exhibit 1 refer to a number of different local financing
methods. All of these methods require appropriations, either as part of the Town’s annual
operating budget or as independent warrant articles for Town Meeting vote.

Following are summaries of the different ways the Town has financed, and could
continue to finance, major capital expenses. (More than one approach can be used at one
time.)

I.  The one-year appropriation is most common. Proposed projects are funded by real
property tax revenues within a single fiscal year, i.e., expense in one year and pay
cash, concentrating the tax impact on that year.

II.  The capital reserve (savings) method requires appropriations over multiple years.
The capital reserve approach spreads the tax impact across several fiscal years in
advance of the actual expenditure. Historically, Hebron has used this approach for
purchasing heavy equipment. We have used it extensively in this 2010-2019 plan to
achieve level funding and to avoid borrowing.

III. Bonds, issued by the New Hampshire Municipal Bond Bank, are generally used
only for the most expensive capital projects, such as: major building renovations
and additions, new construction of buildings or infrastructure, or purchase of land.
Bonds permit major capital requests to be met immediately while spreading out the
cost—and the impact on the tax rate—over many years in the future. Hebron will be
paying off Town Beach expansion and Town Forest bonds for years to come, so we
have not projected to use bonding for a New Town Hall. We have, however,
projected continued additions to that capital reserve account pending the town’s
decision on a new facility.

Q. What are the financial projections resulting from Hebron’s CIP process?

The details are included in Exhibit 2, which summarizes the anticipated capital expenses
and their impact upon the Town’s budget for the 2010 to 2019 periods. The 2010
numbers

Q. What happens next to the CIP Plan?

The CIPC has presented this proposed plan to the Board of Selectmen in draft form
during their budget deliberations, and we intend present next season’s published 2011-
2020 CIP to them in October. This Plan will be posted on the Hebron website
(http://www.hebronnh.org) in a PDF format and is here printed for distribution to
residents at Town Meeting.
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Every year, the Committee will review the CIP Plan and modify it based on changing
needs and priorities, then present it to the Board of Selectmen prior to budget
deliberations. Each annual update will add an additional year to the schedule so that a
ten-year program period is maintained. For example, the 2011 CIPC will further assess
long-term projects proposed by the various departments, including a new Town hall, and
new highway and fire department vehicles. The committee will also assess the Town’s
roads and existing buildings.

In the process of evaluating the plans submitted by the department and commission
heads, the Committee found a number of proposed projects included in the Master Plan
that were not addressed by the department or commission heads. Several of those projects
follow:

I.  Addition of hiking and walking trails throughout Town-owned preserves.

II.  Beautification of the Town common with improved landscaping and sprinkler
system.

III. Development of walking and biking trails along North Shore Road.

We will also take note of the next Master Plan as its provisions become apparent.

6. Conclusions

The CIP Plan is intended as a guide for assisting with budgeting and development in
Hebron. Each town resident, and each department, still has the option of ignoring the
advice contained in the Plan and presenting their request directly to the voters at Town
Meeting.

The CIP Committee is striving to improve the effectiveness of capital expenditure
planning for Hebron, and are eager to work with Town department heads, boards, and
committee chairs on how to present requests for capital projects for inclusion in the CIP,
and how to evaluate capital requests.

The CIP planning process can provide a forum for encouraging the development of
capital asset inventories that account for the value of the assets and track the useful life
and depreciation of municipal equipment and infrastructure. As a minimum, the CIP
recommends that all Town assets be tracked for life expectancy so that future capital
needs can be better anticipated and planned for.
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Exhibit 1. Capital Improvement Project Requests Submitted in 2009

Estimated [ Starting| Recommended
Department/Project [Cost in 2009| Year Financing Priority Description
Selectmen
New Town Hall/ Building to house all town offices with
Senior Center $1,000,000{ 2011 bond high |large meeting room that can be used as
a Senior Center
. o
George Rd Relocation $300,000; 2018 capital reserves | medium Relocate soth e'nd to e"m'”ate 18%
grade and blind intersection
. Survey a new cemetery behind Public
New Cemetery $30,000{ 2019 taxes medium Safety Building
Highway
Cooper Road $45,000 2010 taxes necessary|Surface breaking up: rebuild
Cooper Rd $75,000] 2011 taxes necessary Replace breaking-up culvert just before
Stoneybrook
Backhoe $75,000 2011 | CRand taxes Replace 1994 model using $50K in CR
and $25K in taxes
Indian Point Rd $30,000( 2011 taxes Replace culverts and resurface
Beachwood Rd $30,000( 2011 taxes necessary|Resurface 1,500' from W Shore Rd
Bear Mtn Rd/ Apply finish coat. $50K in taxes and
Panorama Ln $125,000 2012 CR and taxes  |necessary need to create $75K in CR
Cross Rd $45,000( 2013 taxes necessary|Pave dirt road
Note: The CIPC stretched the Highway program to 8 years to ease the tax impact.
Fire
Hydraulic Rescue Tool $20,000( 2011 taxes medium Current Woburn donated tool can't cut
new alloys
New Protective . Only one set meets current NFPA
Clothing $25,000{ 2012 taxes high standards
Replace obsolete 1978 Ford and retired
New Pumper-Tanker $230,000{ 2012 CR and taxes high {1969 Mack, bring total capacity to 4,250
gallons
New defibrillator $25,000] 2015 taxes high | oF ambulance. Current unit will be 8
years old.
Buy & equip Suburban-type to
Command Vehicle $40,000( 2015 taxes high |transport/control future mix of part-and
full-time personnel
New Ambulance $180,000{ 2018 CR (from billing) | medium |Eight-ten year replacement cycle
N . Install equipment to evacuate/filter
Exhaust Mitigation $20,000( 2018 taxes/grants medium diesel exhaust
. Replace then-substandard Self
New SCBA $75,000 2018 taxes high Contained Breathing Apparatus
Police
New Cruiser SUV $25,000[ 2013 taxes Cost is net, after sale of old unit
New Cruiser Sedan $25,000{ 2017 taxes Cost is net, after sale of old unit
Historical Society
To be located in building vacated when
. new Town Hall. Hist Society would staff
Heritage Museum $16,000 taxes and donate $8K to $24 K cost. No date;
not in CIP for now.
Beach
Erosion Control $6,000 taxes No date specified. Not included in CIP
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