TOWN OF CHEBEAGUE FINANCE COMMITTEE MEETING NOTES BY OTTER Al

Finance Committee Meeting Minutes

Meeting Title: Finance Com 1-30-26
Date: January 30, 2026
Time: ~1:00 pm - 3:17 pm

Attendees (mentioned):
o Finance Committee: John R {(Chair), Chip Emery, JimH, Jay C

+ Select Board/Town Staff: Carol White, Mark Dyer, Herb, Vika (Town Administrator),
Andrew (by reference)

1. Call to Order & Scheduling
Meeting called to order by JohnR.
» Regular meeting day will generally be Friday.
+ Upcoming dates:
o Select Board budget meeting: early February (first full draft).
o Capital workshop (Select Board): Saturday, Feb 7, 9:00 am.

o Next Finance Committee meeting: Friday, Feb 27, 10:00 am.

2. School Warrant Article & Workshop Feedback

« Workshop recap: Carol White said the Finance Committee presentation to the
community was “ideal”; future presenters should have clearer topic limits and time
guidance.

« School warrant article:

o Select Board asked Finance to review anarticle that appears to give the School
broad spending discretion.

o John consulted Aaron, who is conferring with the town attorney.

o Carol cited statute that transfers of >5%between cost centers require voter
approval, and she is wary of "blanket” authority.

3. Major Capital Projects (Wharf & Roads)
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Stone Wharf & Wharf Road
¢ Working schedule (subject to permitting and funding):
o WharfRoad: winter FY27, one season.
o Stone Wharf (pier): two construction seasons, likely FY28 & FY29,
» Funding concept:
o Combine existing reserves, federal earmark (CDS/Pingree /USDA),and a bond.

o Rough debt-service placeholder: about $70k/year per $1M (rates to be
confirmed with Maine Bond Bank).

South Shore Drive (FEMA)
+ FEMA/State support around $840-878k; GEl engineering ~$125k.
« Construction estimate for chosen option ~$1.1-1.5M - town must fund the gap.
+« Work window Nov-Apr; town aims for winter FY26.

East Shore Drive & Bennett's Cove

« EastShoreDrive: about $120k in FEMA funds; no additional FY27 town appropriation
expected unless major damage occurs.

+ Bennett's Cove: DEP rejected a large subsurface design; focus will shift to interim
access and drainage only, using FEMA and easement/drainage reserves,

4, Fire Department Capital Needs

« Historicplanto save $50k/year for six yearstoward a tanker has beenundermined by
other draws from the fire reserve (~$90-120k this year).

¢ Andrew’s model produces very high annual reserve needs for fire trucks; committee
view is that first trucks will likely be bonded, not fully prepaid from reserves,

« Ambulance replacement: previously modeled as 2033; new Fire Department request
form shows 2028. John will clarify with Ralph.

« Firecapital requestsinclude air compressor, SCBAair tanks, stretcher, and fire boat.
Vika requested a memo clarifying costs, timing (this year vs FY27), and priorities.

5. Reserve Accounts, Assets, and Structure
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+ Reservereconciliation:

o Interesthashistorically been posted off bank balances instead of intended GL
balances.

o Mark and Andrew will correct postings once January Machias
statements arrive; goal is to have as current numbers as possible for the Feb

7 workshop.
s Asset/capital model:

o Andrew’s dashboard uses department-supplied asset lives and current
replacement costs and implies ideal contributions near $1.0M/year, driven by
fire, facility, paving, and marine needs.

+ Reserve structure:

o Committee discussed consolidating multiple small reserve accounts into
breader categories (e.g., Existing Town Infrastructure, Marine
Infrastructure, New Infrastructure).

o Any consolidation requires town meeting and updated descriptions.

o Theseparate Broadband Reserve maybe folded into a general infrastructure
reserve while keeping a cushion against Axiom payment risk.

6. Capital Requests & Prioritization Process
Process (agreed conceptually):
1. Department/committee submits Capital Request Form.

2. Finance Committee reviews amounts, timing, tax impact, and bond vs reserve
options.

3. Town Administrator (Vika) reviews feasibility, staffing, and grant interactions.
4. Select Board sets final priorities and warrant language.

Coastal Waters:
s Three prioritized projects total about $136k, with ~$40k already in reserve.

« Planning assumption: spread about $140k over two years, while keeping a $50k
emergency buffer. One float (~$15Kk) is already covered by a grant.
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7. Undesignated Fund Balance Policy
¢ Current policy lets the Select Board use excess undesignated fund balance broadly.

« Committee favorsrevising policy so that excessabove the target range is transferred
into capital reserves, rather than used to temporarily cut the tax rate.

« JayCurgedthatbalancesremain near the upperend oftherange given large projects
ahead.

o Action: John will draft a policy revision for Finance Committee review.

8. Motions

1. Minutes Approval
o MOTION: Approve prior Finance Committee minutes.
o VOTE: Unanimous.

2. Next Meeting
o Consensus: Friday, Feb 27, 2026, 10:00 am.

3. Adjournment
o MOTION: To adjourn.

e VOTE: Unanimous; adjourned ~3:17 pm.

9, Key Action Items & Dates
1. Update FEMA/costfigures for South Shore, East Shore, Bennett's; share before Feb 7.
o Assignee: Vika (with GEI; Chip assists).

2. Reconcile reserves (Machias statements + GL corrections) and prepare updated
capital sheet for Feb 7 workshop.

o Assignees: Mark & Andrew; Vika to obtain statements.

3. Clarify ambulance replacement timing (2028 vs 2033) and update capital model
by Feb 27.

o Assignee: JohnR.
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4. Fire Department memo clarifying current-year vs FY27 requests and priorities, for
early-February Select Board agenda.

o Assignee: Vika / Fire Department.

5. Draft undesignated fund policy revision (tie excess to capital reserves) before Feb
27 meeting.

o Assignee: JohnR.
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