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TOWN OF NEWMARKET, NEW HAMPSHIRE
TOWN COUNCIL WORKSHOP

APRIL 17, 2013

TOWN COUNCIL CHAMBERS

PRESENT:

Council Chairman Gary Levy, Councilor Dan Wright, Councilor Phil Nazzaro, Councilor Larry Pickering, Councilor Dale Pike, Councilor Ed Carmichael

Town Administrator Steve Fournier

EXCUSED:  Council Vice Chairman Bentley

PLEDGE OF ALLEGIANCE
Council Chairman Levy called the meeting to order at 7:00 p.m., followed by the Pledge of Allegiance.  He called for a moment of silence in regard to the victims of the Boston Marathon bombing.

HONORABLE SENATOR, MARTHA FULLER CLARK

Since redistricting, Senator Martha Fuller Clark represents Newmarket as a part of District 21 and she said she wanted to become familiar with the issues facing her new constituents. She felt this would be a good time to meet, as this was cross-over time, when House bills go to the Senate, and Senate bills go to the House. She gave an overview of her experience as a legislator and the various committees on which she now serves. Currently, she is working on sponsoring a farm to plate bill for New Hampshire. She stated the most critical item before the House and Senate was the budget bill.  Along with that the legislature will be considering Medicare expansion, an incremental increase in the gas tax, establishment of a casino, whether or not to repeal the voucher bill for education, the stand-your-ground bill, the use of marijuana for medical purposes and the de-criminalization of marijuana. 
She said she knew Newmarket had an issue with the high school, and the Governor’s budget included $7.2M for new construction, while the House budget had nothing. She said that, even though this was a lean time for the state, they had to fund promised monies that had been spent by communities for water/wastewater projects. The state retirement contribution will remain at zero and revenue sharing will remain at its present level.  The gas tax had not been increased since 1991, and she felt that raising it $.04 per year over a 3 year period would help pay for needed improvements to infrastructure within communities. 
Councilor Carmichael asked what Plan B for revenue of $80M would be if the casino bill did not pass.  The Senator said the House had passed an $11B budget without this revenue. She said the House budget allowed funding in this area of $2.7B, a 4% increase that would cover some of the areas she had spoken of earlier.  This was $52M less than the Governor’s budget.  They did include increased revenue from the gas tax, but that money goes to a dedicated fund for infrastructure.  She said the House had spoken of raising the gas tax by $.20, and also talked about raising the cigarette tax.  The Capital Budget includes funds for a new women’s prison, which they are legally required to upgrade. She felt the House had demonstrated that the state could get by without the casino money. They had cut $6M from each year that they would be restoring funds for UNH.
Town Administrator Fournier asked if Newmarket would be included in the bill to receive promised grant money for water projects, as the town had been owed about $150,000 since 2007.  The Senator said she believed the bill would cover funds owed to all communities. She distributed pamphlets about the NH retirement system, and said she would return in the fall to see if there were any legislative issues that she might bring forward for the town.  Councilor Wright asked what percentage the town would receive from the gas tax and the Senator replied she believed it would be an 80-20 split rather than 85-15 but will verify that. She said she and many legislators were working to prevent as much downshifting of expenses from the state to the communities as possible. 
Councilor Nazzaro said although he realized the need for infrastructure improvements, he was not in favor of raising the gas tax because the citizens with the lowest incomes would bear the brunt of the increase.   The Senator said she would be interested in other solutions he might have to fix roads and bridges.  Councilor Nazzaro said he felt Newmarket had run into many challenges because New Hampshire is not a home-ruled state and he believed it should be.  He gave as an example the state laws on the wording of warrant articles which were difficult to decipher.  The Senator agreed that communities have control, but only with state permission.  He also commented that he was in favor of the farm-to-plate bill.
Councilor Pickering asked how much the gas tax currently generates in revenue and how much an additional $.04 would bring in.  The Senator will get those figures, but thought the increase in the gas tax would bring in about $1B over a ten year period or an additional $1M each year.  He then asked what the proposed increase in the cigarette tax would be and how much increased revenue that would bring. The Senator said that every $.10 increase in the tax would generate about $1M.  Councilor Pickering was in favor of raising funds through the cigarette tax if the figures worked out.  He then asked what the deadline was for passing the state budget.  The Senator said the two-year budget has to be complete by July 1st, and the House and Senate will be acting on June 27th. She further stated that revenues were higher than expected in March and was hopeful they would be in April. She hoped the state would come in on target and not with a deficit.  Councilor Pickering asked if the state would begin funneling money back to the towns if revenue increases continued.  The Senator believed that could happen and they would at least look at the possibility.
Councilor Pike said the focus should be on improving roads, and while he would like to reduce the use of cigarettes, he also would like to reduce energy dependence.   The Senator said that when gas prices increase, more people use public transportation or chose ride sharing.  She encouraged people to read the 2012 report on economic challenges for New Hampshire.  Council Chairman Levy said that collecting a tax on internet sales was being discussed at the federal level which would affect New Hampshire. New Hampshire’s federal delegation is against the proposal.  He asked the Senator if she supported the gambling bill or the gas tax increase.  She thought she probably would support the gas tax but wanted to look at alternatives.  She did not support building a casino in New Hampshire in part because outside owners would take much of their profits out of the state.  Also, she said the entertainment centers require exclusive contracts and that would adversely affect existing recreational and tourist businesses along with performing arts centers.  She noted that the proliferation of slot machines in place of gaming tables does not encourage social interaction. Overall, she felt casinos were not an economic solution for New Hampshire and might affect the state adversely.  To Council Chairman Levy’s question, she stated it was too early to predict a surplus, but felt there probably would not be a deficit.
Councilor Nazzaro, personally and as a member of the Economic Development Committee, stated his support for the farm-to-plate bill as it encourages people to buy locally.  The Senator said the policy statement in the RSA contained certain principles to encourage farming, and they were considering ways of offer apprenticeship programs to assist farmers.  Council Chairman Levy asked if the Senator thought there might be a change in the formulas used to determine pensions, as the downshifting to towns was difficult to manage.  The Senator said they had looked at a 401 contribution plan, but because of certain contractual obligations, that would be more expensive.  She said the state is using today’s money to pay for those who have already retired.  The state had put in spiking controls, and eliminated special funds which were determined to be unconstitutional by the Supreme Court, meaning that more was going into the pension fund. She said this was a difficult problem for most states, as they had to balance commitments with affordability.  She said that some abuses of the system had been reported, but they were few and far between, and the system was not well balanced between age and length of service. She said she appreciated the difficult position the towns were now in, and Council Chairman Levy said he felt the longer the problem existed the larger it would become. 
Councilor Pickering asked if any money had been removed from the retirement fund for other purposes.  The Senator said that other than moving some money to a health special fund, which had been declared unconstitutional, no other money had been removed. Town Administrator Fournier said that part of the problem is that the state requires municipal police, fire and teachers to be in their retirement system and it is difficult for other municipal employees to withdraw from the fund. Those employees were originally encouraged to join the plan by the state contributing part of the costs.  Now that the contributions have stopped, municipalities are still tied to the plan and have to cover all the costs.  He said one of the questions municipalities face is whether they can start their own plan for new employees.  The Senator said that if new employees stop paying into the plan, it would affect its solvency and the ability to meet pensions for those in retirement.  Council Chairman Levy thanked the Senator and she said she would get back to them with specific answers to some of their questions.
PUBLIC FORUM / PUBLIC HEARING

As there were no citizens in attendance, Council Chairman Levy opened and closed the Public Forum and Public Hearing at 7:47 p.m.
TOWN COUNCIL TO CONSIDER ACCEPTANCE OF MINUTES
1. April 3, 2013 Business Meeting

Councilor Nazzaro moved to approve the minutes of the April 3, 2013 Business Meeting as written.  Councilor Carmichael seconded.

Discussion:  Council Chairman Levy asked that the spelling of Shandlay Park be changed to Schanda Park on page 5 of the packet, and that the amount of the electric contract on page 8 be corrected, from $100,000 to $150,000.  Also, on page 15 of the packet, under Councilor Pickering’s discussion of the Sky Bridge, the town’s and developer’s obligations should read approximately $65,000 rather than $15,000.  The Council voted with the understanding that the corrections would be made.

Town Administrator Fournier polled the Council. Motion carried unanimously, 6 – 0.

2. April 3, 2013 Non-Public Session
Councilor Nazzaro moved to approve the minutes of the April 3, 2013 Non-Public Session as written.  Councilor Pike seconded. There was no discussion.  Town Administrator Fournier polled the Council.  Motion passed unanimously, 6 – 0.

REVIEW OF DEPARTMENT REPORTS
Town Administrator Fournier reported that at the end of March, the town had expended 73% of the budget compared to 77% last year.  He said the road and sidewalks were over budget by 104% or $12,000 because of the amount of snow this year, but he would be applying for $40,000 in FEMA aid for the blizzard and hoped to get some of the money reimbursed.  He said there was a discrepancy in the police and finance budget reports as the column for encumbered funds was not included so they had more money than was reported.  Revenues from motor vehicle registrations and building permits were higher than originally projected. He and the finance department are working with the department heads on standardizing the chart of accounts.  In the future, he felt this would give more accurate information and would be noticeable during budget season. The Board of Southern New Hampshire Head Start has decided to close its facility in Newmarket’s recreation center at the end of August.  The program accounts for about $1,000 per month in recreation revenue so the Recreation Director is looking for other ways to fill the space.  The Town Clerk/Tax Collector has received proposals for the codification of ordinances to be done in FY 2014.  Town Administrator Fournier has applied for a grant through the Municipal Managers Association for a Masters level UNH student to help with this as well as other projects.  The intern’s salary would be paid 1/3 from the Municipal Association, 1/3 from the Managers Association and 1/3 from the town.  The town’s share would be about $2,000. He asked if the Council would consider changing the July 3rd Business Meeting to either July 2nd or July 10th.  The Council will make the decision at the next meeting.
Discussion and questions:  Councilor Pickering, in reference to the Great Bay Half Marathon, asked if race sponsors pay for police, fire and public works personnel assisting with the event.  Town Administrator Fournier said he understood they do pay the police for extra hours worked including for benefits and cruiser use.  He said he would check to see if any public works employees worked that day and what was done.  Councilor Pickering asked what the problem was with the electric power to Great Hill, stating that he knew it was a temporary service going through the woods.  Town Administrator Fournier said the wires were sagging and this was a safety issue.  PSNH did not feel comfortable in doing the repair work in the woods. He said one of the suggestions would be to come in from the front and have the wiring underground, but he would be discussing a plan with PSNH in the near future. Councilor Pickering asked what happens if people don’t pay for fire and rescue billing.  Town Administrator Fournier said the billing agency continues to try to collect the money, but eventually may have to write off the bill. Notification of non-payment is received immediately and is first reviewed by the finance department before he is notified. He added that the majority of the bills are paid because insurance covers them.
Councilor Pickering than asked if the office personnel at the Fire Department were full time or part time and how many hours they worked.  Town Administrator Fournier said these were part time positions and would find out the number of hours they worked per week.  Councilor Pickering asked what to what towns the Newmarket Fire Department provided mutual aid.  Town Administrator Fournier said usually it was to surrounding towns, and providing mutual aid was governed by state law.  He said there was an agreement among communities to assist each other. Councilor Pickering asked if the town owned power washing equipment that could be used to clean public works vehicles more thoroughly after the winter.  Town Administrator Fournier said he assumed they did, but would find out.  Councilor Pickering asked about a comment stating that the Building Inspector/Code Enforcer was spending time evaluating policies, procedures and reorganizing the offices.  Town Administrator Fournier said he was not sure what reorganizing meant, but assumed that files, etc. were being moved to make the office more efficient.  Councilor Pickering asked what the Senior Community Service Program was at the high school with which the Code Enforcer was assisting.  Town Administrator Fournier will find out. Councilor Pickering said the report mentioned that the Tax Collector’s office was responding to increasing requests for motor vehicle registration and tax receipts for IRS tax filing purposes.  He asked if the town charges as these appeared to be duplicate services and Town Administrator Fournier said they charge for the copies.
Councilor Nazzaro said he assumed that the number of calls made by the Fire Department was reported for the calendar year, while the budget figures were for the fiscal year, and asked that this be noted in the report. Referring to the Planning Department report that said the report on the proposed zoning change was expected at the end of April and the decision in May, he asked at which meeting in May this would be on the agenda. Town Administrator Fournier said he did not think the report would be complete by the end of April, but he will find out.  The report also mentioned landscaping regulations as part of the site review process, and Councilor Nazzaro asked if this would be an ordinance that the Council would have to pass or would this be under the jurisdiction of the Planning Board. Town Administrator Fournier said he thought this would stay with the Planning Board, but he would find out.  The Finance Department Report, in reference to the Recreation Department, said that there was considerable effort made in determining year-end performance, and Councilor Nazzaro asked what was meant by “considerable effort” as he hoped they were not spending too much time on this.  Town Administrator Fournier said he did not believe they were spending too much time on this. Councilor Nazzaro asked if there were challenges of which they should be aware, and Town Administrator Fournier said that the Recreation Department was in the process of reviewing programs to see what revenue they brought in. In addition, the department is receiving competition from the schools which have some grant-funded programs they can offer at no charge and some of those programs duplicate those of the Recreation Department. 
Council Chairman Levy said he had asked for some clarification on multi-family housing and numbers in the report Bruce Mayberry is preparing to answer questions about the proposed zoning change. He wanted to make sure that the entire town was looked at and other areas such as New Village were included in the information, not just the areas that were mentioned in the presentation to the Council. He asked when the Recreation Department would convert to an enterprise fund, as currently they tie up taxpayer money because they have to fully budget for programs in anticipation of revenue.  If a program does not have enough participants, the department does not run the program or hire staff even though the money has been raised.  Town Administrator Fournier said that by analyzing programs they were getting closer to being more self sufficient, and he hoped to make this a revolving fund at budget time.  He said that revolving funds have strict criteria, and probably the only other expense they could convert would be cable. Council Chairman Levy asked him to look into any possibilities so that they were not taxing people on funds that would ultimately go into the General Fund or be returned to the taxpayers.

 Council Chairman Levy asked if communities receive any money for hosting a road race, and Town Administrator said this is not usual, but with such events there sometimes is a donation. He said he would look into this. Council Chairman Levy commented on the Police Department’s current surplus of 7%, stating that it would be helpful to know where the department stood at the same time last year.  He said it seemed that the department was operating very efficiently, but he didn’t know if this was because of timing.  He noted that Fire and Rescue and street lighting were also under budget as were most departments, and thought this would be the time to look at areas that could shift funds to cover shortages. He had read that the Water Department was at 84% of budget, but later in the report the figures were related to the previous year and were shown to be consistent for the time of year. 
Councilor Wright said that every year the race organizers make a donation to the Conservation Committee for the use of Schanda Park.  He asked for how long the internship would be and whether they would be able to do this every year. Town Administrator Fournier said the internship would last for 9 months and he knew of towns that had been able to have interns every year.  He said that a lot would depend on the response to the intern’s experience in Newmarket.  Councilor Pickering asked if old documents were stored only in the old water works building, and Town Administrator Fournier was not aware of any other place. Councilor Pickering asked for a list of all town-owned properties, which the Town Administrator will supply.  He felt more could be done to reduce street lighting costs.  He knew some bulbs had been replaced as they were either over or undersized for the area, but he knew there were some that had not been changed.  He said they needed a minimum of 50 watts at intersections, but in other areas they could pare down.
Councilor Pike, referring to pages 35 – 36 of the packet, asked about the schedule for updates to the Master Plan.  Town Administrator Fournier said that the Planning Board now does a chapter a year with the help of the Strafford Regional Planning Commission, rather than trying to tackle the entire plan once every 10 years. They completed the Existing Land Use chapter this year. Council Chairman Levy said he noted in page 38 of the packet that it seemed there would be a recommendation to hire the law firm of Plodsnik and Sanderson. He said the town had used the firm in the mid 90’s, and after that time the town ran into some problems. He thought it would be warranted for someone to look into their past history with the town.  Town Administrator Fournier said that both he and the Finance Director were aware that the town had used the firm in the past, but that they were not the one with which they had issues.  He said the town had a good experience with the firm and from his reading of the audits he found them to be thorough and consistent.
TOWN COUNCIL TO CONSIDER REPORTS FROM COUNCIL REP COMMITTEES

1. Advisory Heritage: Councilor Carmichael - no meeting.  The Committee needs one more member to have a quorum, and Council Chairman Levy asked for a volunteer from the community.
2. Budget Committee: Councilor Pickering said the Budget Committee had met on March 25, 2013 and elected Ellen Snyder as Chair, Amy Thompson as Vice Chair and Judy Ryan as representative to the CIP Committee.  At the time of the meeting there were 2 vacancies on the Committee, but his understanding was that Cliff Chase would be representing the School Board.  The deadline for at-large members was April 5th, and Rose-Anne Kwaks and Mike Lang had filed for the remaining position.  The Budget Committee will next meet on April 29th.
3. CIP:  Councilor Nazzaro - no meeting

4. Conservation Commission: Councilor Pike had not been able to attend the meeting. Council Chairman Levy asked if the Council could get copies of the minutes.
5. Economic Development: Council Chairman Levy said most of the Committee members had met on April 3, 2013 and discussed a consultant. They sent the re-write of Chapter 6 of the Master Plan to Peter Kraus, who will aggregate it together and re-submit the scope of recommendations of businesses Newmarket can attract, wants to attract and are compatible with the town. He said that once they receive the report, they will meet and then submit the information to the Council. Then the Committee would look at tracts of land in Newmarket that could be consistent with the types of businesses that the Council, Committee, Planning Board and citizens would like to see in Newmarket.  Councilor Nazzaro added that he didn’t think looking at available tracts of land for recommended types of businesses was the duty of the Committee, but would be part of the consultant’s report. 
Council Chairman Levy said he encouraged community input and hoped that in a year or so Newmarket would have a focus on a plan which it could then implement to find out what interest there was.  Councilor Wright asked when they expected the report from Peter.  Council Chairman Levy said he felt that the part concerning Newmarket’s place in the area and the types of businesses Newmarket can attract and wants to attract should be complete in about 4 months. After that phase, he thought it would take another 45 – 60 days for outreach to find tracts of land for development consistent with what the community wants and assess issues such as access to appropriate tracts.  He felt overall the process should take 6 months but not more than 8.  Councilor Nazzaro felt it might not take that long as Peter’s original proposal seemed to be in 3 phases, and the first 2 were essentially done. He felt they were looking at months rather than years.  Council Chairman Levy said he felt that by fall they would have a workable plan that they could implement. He stressed that they first had to have funding for the Committee and the consultant, and he hoped there would be a proposal in a week to take to the Committee and then to the Council. 
6.  Safety Committee: Council Vice Chairman Bentley was not in attendance at this meeting to report on the Committee.
7. Planning Board: Councilor Wright said the Board had been presented with 3 plans, 2 of which were from the Newmarket Mills, LLC.  The first was for a restaurant on the site of a former gas station and the second was for development behind the library.  The Board had tabled discussion of Walter Cheney’s plan due to on-going litigation.  The Board was nearly finished with revisions to Chapter 3 of the Master Plan, Land Use. To emphasize the importance of updating the plan, he noted the changes in the 2001 land use from strip, scattered and sprawl, to the current combination of residential, open space conservation, growth management and infill development.  He said in citing chapters of the Master Plan for argument’s sake, people had to realize that some of the chapters were 10 years old and the focus had changed. The Board has not yet made a decision as to what chapter it will work on this year.
DISCUSSIONS/PRESENTATIONS: Town Council Goals

Council Chairman Levy gave a brief overview of last year’s goals:  do the basics right, improve finances, improve communication and economic development, stating that he could see they had made progress and moved forward on each goal.  He said the focus of this agenda item would be to get individual input on goals for the present year.

Councilor Pickering handed out his list of goals for 2013/2014.  He said that since the Council changes every year he wanted to work on yearly goals rather than a 5 year vision. He said none of his suggestions were to be taken personally, but were in the spirit of saving money for the taxpayers. His #1 goal was to lower the tax rate and spend less to in part compensate for reduced state revenue.  He wanted to reactivate the Efficiencies Committee to help find savings for the town and cooperative efforts for the school and town.  In line with this goal he felt they should consider and discuss contracting some services, such as snowplowing; making the Recreation Department 100% paid for through user fees; combining preparation of school and town payroll; regionalizing police services; joining a regional dispatch service or adding other communities to the existing dispatch service; purchasing some vehicles and equipment with other communities; meeting annually with surrounding towns to discuss joint purchases and services, and having a part-time Planner or contracting for those services.
Council Chairman Levy asked if Councilor Pickering meant to contract all snowplowing services. He replied he thought this should be looked into to which Council Chairman Levy agreed. The towns that he had contacted did not use just their own departments or just outside contractors.  Rather they used a combination of the two for snow removal and seemed to think this worked well..  This can reduce staff and the number of vehicles, but sometimes the service is not as efficient or as timely.  Councilor Pickering said this was not a reflection on personnel or their high level of work.  Town Administrator Fournier said he hoped the Council would prioritize the goals because he had the goals for his position and the town has 3 large projects to deal with this year. Council Chairman Levy said he thought the Town Administrator could have the Department Heads do their due diligence on the proposed goals and report back to him so he could assess the practicality of the suggestions.  He understood that some of the department heads might be averse to the suggestions.  Town Administrator Fournier wanted to first ascertain that this would be the goal of the Council as a whole. 
Councilor Pickering said it was his understanding that this was the only time of year that the Council had the opportunity to come together to discuss their goals.  He said he was not familiar with the other goals geared specifically to the Town Administrator, and thought Councilor Pike would not be either.  He asked that they each receive a copy of those goals.  Council Chairman Levy said that procedurally, this was the time to put everything on the table, get input from each Councilor and have a discussion before setting priorities. He said he would like to finish with the goals Councilor Pickering had set forward. He asked Councilor Pickering if his concept for the Recreation Department was basically pay-to-play. Councilor Pickering said the department’s books showed a negative between revenues and expenditures and he felt a plan should be developed to equalize them.  He said this was not a complaint about personnel as he felt they did a fine job, but with all the expenses people had, he wondered how much more they could absorb. He said that a recreation department was a wonderful thing for the town to have, but thought it should pay for itself.  Councilor Carmichael asked Councilor Pickering what he meant by “100% user pay through fee.”  Councilor Pickering replied that currently the budget was not balanced as the revenues received did not equal the expenses and they were subsidizing the department or losing money. Town Administrator Fournier said they were subsidizing the department’s staffing and some programs t through taxes, not losing money. He said they could reduce the number of programs to equalize the fees or raise the fees to such a point as no one could pay.  He said they would study this and come up with a recommendation.  Councilor Pickering said when the department was first started, they were told it would eventually be self-sufficient, which had never quite happened. Councilor Pike asked what other towns do, and Town Administrator Fournier said all towns subsidize.
Councilor Nazzaro said he did feel a 5 year vision was important even though the goals were for one year as it focused the Council on the direction it should be taking.  He had 3 goals.  His first was to establish a target tax rate and the means to reach it by looking at the revenue and expense side. He said they could only about the town side or try to work cooperatively with the school.  His second goal was to establish or amend zoning ordinances which would help them achieve the targeted tax rate, requiring concerted cooperation between the Council and the Planning Board.  His third goal would be for Newmarket to be a community and look at what can be offered, constructing finances to realize what the community wants to be. He said the town owned many properties that were not conservation land, and they should look at putting them back on the tax rolls. His final goal would be for the town to look at what happens within its geographic boundaries holistically, whether it be town or school, and act as a community. 
Councilor Carmichael said his goals were to have the plans for the well and wastewater treatment facility implemented and hiring the correct engineering firm through RFP’s.  He thought a committee consisting of the Water Superintendent, Town Administrator and a Council member could be established.  His second goal would be to hire the appropriate Finance Director to prevent trouble in the future.  His third goal would be to maintain a stable budget with the same or a lower tax rate, and this fourth goal would be to allow no rubber stamping of the water and sewer projects. 
Councilor Pike said he felt it was important for the Council to have a vision of more than one year for the future of the town.  In terms of economic development, zoning and the master plan, he wanted to see how they would be able to arrive at a plan that showed consideration of where the town foresaw its future. He stressed the importance of attention to correctly implementing the big money projects of water and wastewater.  With the town’s share of the tax rate at about 25%, he felt it important that all the governing bodies in Newmarket unify and cooperate to help the whole town. Council Chairman Levy noted that he thought Councilor Pike’s goals were well thought out, and although some points were not within the purview of the Council, he felt this was a good time to discuss them. 
Councilor Wright said one of the important things was the tax rate.  He would like to see more commercial development in town and an expansion of the downtown, targeting businesses with 6 – 8 employees.  He said they have to fund the Economic Development Committee so that it may continue its work. He suggested that a business section be added to the town’s web-site to show an overview of what the town has to offer and also thought the town could advertise Newmarket’s advantages in trade magazines to help bring in more businesses and increase revenue. As to Councilor Pickering’s suggestion about reducing expenses and restarting the Efficiency Committee, he said he would also like to see Department Heads reporting on their ideas and recommendations to decrease their costs. In addition, he thought they should investigate ways to share resources with other towns, try to reduce healthcare costs and complete financing arrangements for the MacIntosh Well and wastewater treatment plant. 
Council Chairman Levy, in reference to Councilor Nazzaro’s question about setting priorities, said he felt this could be done on a timing basis: what could have been done yesterday and what they can do tomorrow and next month. He said his goals were given in no particular order.  His first goal was to expedite the hiring of new legal counsel for the town, stating that he and Council Vice Chairman Bentley had done the background checks and had narrowed the candidates to three. He felt they should meet with them within the next 30 – 45 days and make a decision. His second goal was to hire a consultant, whether it was Peter or another person, to work with the Economic Development Committee, and make decisions that would allow the town to have businesses that it wants and which the town can accommodate. He was assuming that Peter would bring them a good quote and scope of work.  He stressed the importance of the Town Council, Planning Board and Economic Development Committee working together with the consultant to finally get a plan in place.  He estimated the cost of a consultant to be between $25,000 and $30,000. His third goal concerned the implementation of the water and wastewater projects and he wanted them to do their due diligence in the RFP process.  He said these three goals should all be done quickly.
Council Chairman Levy, in reference to Councilor Carmichael’s suggestion, said he thought Water Superintendent Greig, Town Administrator Fournier, a finance director and one or two Councilors should form a committee to look into financing and engineering firms who submit bids. He felt that some of what Councilor Pickering suggested was currently being work on. Town Administrator Fournier said they were looking at all options for regionalization at this time. Council Chairman Levy said that last year’s goals, while being important, were fairly general, and he felt they could be more specific this year.
Councilor Nazzaro said the importance of setting a vision was to help prioritize goals as to what would help them reach their future.  He said he did not particularly like the term goals as it was rather general.  He said to those should be added action items or strategies to implement their ideas.  He said that the suggestions given by Councilor Pickering were a part of these.  He felt there was overlap and nesting of ideas with many of the Councilors’ suggestions and he suggested that the Town Administrator prepare an aggregate list.  He said it would help them focus on decisions if they could see how suggestions fit together.  He also said he thought this should be done before any decisions were made. Town Administrator Fournier said he would first type up each Councilor’s ideas before preparing the list. Then he would take the goals common to all, such as reducing or stabilizing the tax rate, and consolidate action items that could be investigated to realize the goal.  He would then distribute a copy to the Councilors for their recommendations and decisions. He pointed out that they had not had a chance to hear Council Vice Chairman Bentley’s ideas.  
Council Chairman Levy said under a tax rate/finance heading there could be a list of specific actions that would help realize the goal as there could be for the water/wastewater mandates and hiring of a legal firm. He said this would be a way to circle back and investigate some of the suggestions that had been brought up during the year, especially at budget time. He said, and Town Administrator Fournier agreed that he expected there would be 2 – 3 broad categories for headings. He said they could have a check list, and get a monthly update from the Town Administrator on progress on items, the pros and cons of each, which would help them make a decision.  He added that he felt many of Councilor Pickering’s ideas had merit.  He said that very few towns the size of Newmarket had recreation departments that didn’t run in the red. He said running the payroll for the school and town would require cooperation and that Councilor Pike was correct that the town’s share of the tax rate was about 25%.  He said the Chair of the School Board had reached out to him and he would be meeting with her in the near future.  He said the Council had no control over the school, but he would try to work on things that could be done cooperatively. He said the goals and action items would become clearer once they were put into categories, and he thought they could be prioritized and set in a time frame.  
Town Administrator Fournier said the search for new legal counsel was essentially done.  He felt there were 3 – 4 categories that he saw. He would make a list under each heading as to what he could do for each. He could present reasons why or why not each could be done.  He said that under financials, much of what could be done would be implemented during budgeting time for the next fiscal year.  He said their handling of the water and sewer projects was a top priority. He saw stabilizing the tax rate and economic development as two other goals that were important to all Councilors. Council Chairman Levy said that many of the suggestions brought up by Councilor Pickering had been discussed in the past, but there had been no action taken.  He said the Council needed a final report on each as to practicality and the amount of savings that could be realized.  He said they had done some out-sourcing on vehicle maintenance and saved some money.  This year, with things moving in a more positive direction for the town, he thought they could stay on focus for many of the suggestions.
Councilor Nazzaro said that many of the ideas that Council Chairman Levy and Councilor Pickering had brought up were discussed at budget meetings, not at the Council level because the Council was having discussions on getting the basics right.  He felt the Council should now be having discussions not so much on the specifics, but having larger discussions about where the town should go and what possible mix of services can be offered alone or regionalized to set the town up for success in the future.  Council Chairman Levy said they could establish a Council sub-committee to work on action items with the Town Administrator and Department Heads and report back monthly on progress.  He felt that Council agendas were full of other items and this might be a more efficient way to handle this. Councilor Nazzaro said he thought they should first determine the goals before considering setting up a sub-committee.  Councilor Carmichael said he thought the Town Administrator could do this, rather than a sub-committee. Councilor Nazzaro agreed that the agendas were full, but thought if the Council got the focus right, the agenda should be driven by the goals.  They should ask, when other things get in the way, how those issues are putting them closer to their goals. If an agenda is full, items could be pulled off if they do not meet the criteria.  Councilor Pickering said the meeting was going the way he thought it should for a first discussion, and that having the Town Administrator put everything together for them was heading in the right direction for a second meeting.
Council Chairman Levy said he was all for not having a sub-committee, but for all the actions on the list to reduce or stabilize the tax rate, a cost analysis would have to be done. He said they could have an action item on each agenda, but did not feel that would be productive.  He thought that each item could be analyzed either by a sub-committee or by the Town Administrator and Department Heads, and then be brought to the Council for feedback.  He didn’t want to end the year leaving things undone. He thought the initiatives for tax savings should be looked at from all sides as there would be issues, including personnel, for many.  Town Administrator Fournier said the Council was setting annual goals on policy for the Town Administrator and Department Heads to implement. If they had to report monthly, they would find items, such as those relating to the budget, would not be done because of the timing. He said also they would be spending a lot of time with the water and wastewater projects.  He said the first thing they needed to do was arrive at a list for him to put into categories. He has a white board in his office that he uses to check off completed items within goals and he said there were a lot of checkmarks within the year.  When he first arrived he had gone to the Council with a list of action items that he saw as helping to accomplish the broad goals. He said he knew what the Council wanted him to look at, but he felt they needed to balance the two sides.
Council Chairman Levy said when the list was done, he felt it should be on a schematic, with dates associated with some of the items. He wanted to ensure that work was on-going and that someone was accountable for completing the items. He said some of the items would have to be completed before budget time so they would have the answers before beginning the budget process. Town Administrator Fournier said the Council had to hold him accountable for ways to meet  the goals or presenting reasons why they could not be met.  He said these were annual goals, so they could ask at the end of the year why they had or had not been met. Councilor Nazzaro said first they should see the goals before discussing how to organize their accomplishment. He said he did agree that a time line could be set, so they were not bothering the Town Administrator at every meeting.  He said in general, summer was the time to set policy, fall the time to work on the budget and winter the time to work on warrant articles.  He said this was the time to set the large policy decisions so that the work could be completed by budget time. 
Council Chairman Levy said, to his point, that about the same time last year Council Vice Chairman Bentley had said the town had too much property and they should  decide what to do with it, but nothing had been done. Councilor Nazzaro said that had been a goal 2 years ago. Town Administrator Fournier said they would find out at the next meeting that they might not have the authority to sell land. Councilor Pike asked if  work on goals or projects was documented in written form. Council Chairman Levy said that had been a problem up to this point, as work and progress had not been communicated.  Town Administrator Fournier said when he first arrived, he had 4 goals and there was too much discussion on the details of how the goals should be implemented.  He said the goal was to accomplish the goal. He said the reporting had not been quarterly, but as he looks back to the past nine months most of the goals had been accomplished. He said he keeps track of progress on his white board. He said there were still a lot of basics that the town is still not doing correctly, and that is why there are so many policies, procedures and ordinances at every meeting. He said the next policy he would be completing was the personnel policy handbook.
Council Chairman Levy said this was not negative, but an account of what was. He had suggested at one of his earliest meetings that the handbook should be sent off and updated.  Instead, it was still being updated.  He said there should be more structure and the goals should have a time line and the action items should be reviewed on a quarterly basis.  He said he felt this would prevent items from becoming lost, and would help them focus when other issues took their attention. He wanted health insurance looked at for savings, perhaps with choices for good/better/best plans. Town Administrator Fournier said this would be part of his general budgeting process, and this year he would have more time to look into it. He would look at all insurances and do annual RFP’s which he said should have been done in the past. Councilor Pickering asked the Town Administrator to let the Council know if he needed assistance, as it was their job to work with him.
NEW BUSINESS
Councilor Nazzaro said there had been 3,600 people who had attended the race and most of them were from out of town.  This was good for business in the town, and he thought they should thank the organization.  He reminded people of the May 18th Golf Tournament at the Rockingham Country Club to raise money for the Veterans Memorial.  Entry fee is $85 per person and  those wishing to join can sign up on line or contact Dave Wade of the Committee.  There will be fund raisers and a raffle.
Councilor Pickering asked if the town or state was responsible for the faulty catch basis at the end of Ash Swamp Road and Route 108.  Whichever is responsible he asked that it be looked at.  He asked whether there would be spring cleanup this year.  Town Administrator Fournier said it had been eliminated a few years ago and not been re-instated.  This will be addressed at the next budget cycle.
Council Chairman Levy said the road race had gone smoothly and an excellent job was done cleaning up.  He asked about the electric contract and if it could be revised.  Town Administrator Fournier said that Interim Finance Director Angell would have a proposal for the town and the school at the next meeting. The company they were going to propose went out of business.  Council Chairman Levy said he uses the same company, and he understood that they had stopped charging monthly, but he continued with them on a fixed price annual basis.  He did not know if they would sell to municipalities,
Council Carmichael asked if the Downtown Business Association had figures on the volume of business done the day of the road race and if so, they would be interesting to see.
ADJOURNMENT

Councilor Nazzaro moved to adjourn.  Councilor Carmichael seconded.  Motion carried unanimously and the meeting adjourned at 9:45.

Next meeting: May 1, 2013, Business meeting

Respectfully submitted,

Ellen Adlington, Recording Secretary
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