TOWN OF CHEBEAGUE FINANCE COMMITTEE MEETING NOTES BY OTTER Al

Town of Chebeague Island — Finance Committee
Meeting Title: 251217 TOFC Meeting
Meeting Type: Regular Public Meeting

Date 12/17/25

1. Call to Order and Attendance

The meeting was called to order by Chair John R. Present: John R, Chip Emery, Jim H, Jay
C, Vika, Ben (Speaker 1), and others participating in discussion, including references
to Mark and Carol.

2. Capitalization Policy

John R reported that the capitalization policy recommendation has been completed and
emailed to Vika and Carol for Select Board review, discussion, and approval.

Vika confirmed it will be placed on an upcoming Select Board agenda. The committee’s work
on this policy is therefore complete, pending Board action.

3. Budget Presentation & Real Estate Tax Framework
The committee reviewed the plan for the January 14 public budget workshop/presentation.
e Ben’s slides: Ben has prepared:

o Written documentation on state property tax relief programs for the town
website.

o A PowerPoint that explains existing state programs and a potential local real
estate tax relief program.

o Presentation structure:

o John R emphasized the need to simplify the PowerPoint for public clarity,
reducing busy slides while preserving key data.

o Chip stressed retaining enough slide content to demonstrate the amount of
analysis and careinvested in the budgeting and tax-relief work; even if not all
slides are presented in full, they should be available to the Select Board and
public.
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Key themes identified for the presentation:
1. Revaluation Process

o Explain what revaluation is, why it is needed, and why the Finance Committee
supports the town moving forward.

2. Tax Comparisons

o Compare Chebeague’s real estate taxes vs. inflation and versus neighboring
communities, using the Maine Revenue Service’s “estimated full value tax
rate” table.

o Jim H noted this table provides effective full-value rates, which are more
meaningful for comparison than nominal mill rates.

3. Public Understanding & “Budget 101”

o Early slides should give a basic explanation of how the budget and capital
planning process works, aimed at residents who may not be familiar.

4. Messaging on Tax Increases

o Help residents understand why taxes are changing, including the effects of being
a small island community with higher per-capita costs for certain services (e.g.,
fire trucks, transportation-related infrastructure).

o Provide examples in real household dollars(e.g., what a 1% rate change means
for a $3,000 tax bill) instead of only percentages.

Additionally, John R mentioned recent information about Maine Housing and low-income
pre-qualification systems that might help the town administer a local relief program, by letting
another entity verify eligibility based on existing state program data.

4. Large Projects, Bonds, and Debt Strategy

The committee spent substantial time on capital projects (Stone Pier, Wharf Road, equipment,
etc.) and how to finance them.

e Project timing and costs:

o The current chart of large projects and timing will be updated by Vika and Carol,
with input from GEI (engineering consultants) once 30% design estimates for
the Stone Pier project are available.
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o The working assumption is that the Stone Pier will likely be built in phases over
multiple years.

o Bonding approach:

o Jay C outlined a framework in which the town could potentially borrow
around $10 million for capital needs while keeping the combined debt service
plus capital reserve contributions roughly flat over the next decade.

o This leverages the fact that current debt service is dropping off in a few years
(existing bond retirement), creating “painless capacity” for new borrowing.

o The committee agreed that the end message to the public should be that the
town can afford more bonding for critical projects, provided it is carefully
structured and timed.

« Bond Bank mechanics:
o Vika explained:

= Maine Bond Bank expects towns to use borrowed funds within roughly
a budget year, not to sit on cash long-term.

= Splitting a project into multiple separate bonds (as happened with
broadband) can increase total interest costs and complexity.

= It is generally better to get voter authorization for the total project
amount once, then work with Bond Bank on sequencing actual
borrowing (e.g., in $2M tranches).

o Bond anticipation notes (BANs):

= Discussed as a way to bridge between construction timing and full bond
issuance.

» Could be done with the town’s bank (Machias) or other lenders, then
rolled into a longer-term Bond Bank issue.

e Legal debt limit:

o Using an online source, Jim H noted that Maine’s municipal bond limit is 15%
of the tax base. With Chebeague’s current valuation, this translates to a
theoretical bond capacity much higher than what is being contemplated.

o The committee agreed they are far below this legal limit and that any local “debt
policy”would be a conservative internal cap, not pushed anywhere near 15%.
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5. Reserve Accounts, Policies, and Responsibilities

e Vika explained that reserve accounts and their purposes are defined through town
meeting warrant articles; the warrant itself serves as the formal description.

o John R suggested creating an internal table listing each reserve, its purpose, and which
board/department is responsible for recommending annual contributions (e.g., Fire for
ambulance, Select Board for land acquisition).

o The committee briefly discussed health insurance costs and the disparity between town
(Maine Municipal Association) and school (Anthem/teacher pool) coverage. A
member of the public has argued these benefits should be aligned, but any changes must
respect existing employee policy commitments.

6. Undesignated Fund Balance & Special Town Meeting Planning
e Vika reported on Mark’s reclassification and clean-up work:

o The general fund has been split into separate funds (municipal, school, FEMA,
grants, debt, etc.).

o Historic over-budgeting and the use of undesignated funds were clarified.

o Preliminary numbers show an undesigned fund balance around $900,000,
higher than previously estimated.

e Special Town Meeting items under consideration:
1. Cumberland County Assessment Correction
= The warrant appropriated $214,000, but the actual bill is ~$236,000.

= A warrant article is needed to authorize the difference, as it exceeds the
Select Board’s 10% over-expenditure authority.

2. Solar Reserve Reallocation

= About $90,000 accumulated for a solar project is no longer needed for that
specific purpose.

= Mark recommends eliminating this as a reserve and re-creating it as
an assigned general-fund line to pay for:
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= Engineering/general contracted services(e.g., GEI work on
capital projects).

= Mark’s ongoing accounting/consultingcosts.
=  The warrant article will:
= Dissolve the solar reserve.

= Assign the funds to a specific, restricted use within the general
fund.

= Explicitly authorize rollover of any unspent balance to the next
fiscal year (rather than reverting to undesignated).

Vika emphasized that spending from this assigned fund would still require Select Board
approval, similar to reserve usage, and that the language will preserve transparency and
restriction, not create a “slush fund.”

7. Nonprofit Budget Process
e The committee revisited the nonprofit budget request process.

o Consensus: move away from multiple in-person meetings and instead require nonprofits
to submit a standardized written form (already drafted), with questions on use of funds,
outcomes, and other support.

e John R and Chip confirmed they had reviewed the draft and were in agreement with this
approach.

8. Upcoming Calendar
e Select Board meeting later that evening:

o Vika will provide an update on the undesigned fund balance, special town
meeting warrant concepts, and related financial matters.

e Next Finance Committee meeting:

o Confirmed for January 6 at 1:00 PM (Tuesday), to continue preparation for
the January 14public session and to review updated capital and reserve figures.
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9. Motions

1. Approval of Minutes — December 5, 2025
o Motion: Approve minutes of the December Smeeting.
o Made by: John R
o Seconded by: Jim H (with Chip’s proxy allowing Jim to vote for him)
o Vote: Approved unanimously by voice vote.

2. Approval of Minutes — November 21, 2025
o Motion: Approve minutes of the November 21meeting as corrected and reposted.
o Made by: John R
o Seconded by: Jim H
o Vote: Approved unanimously by voice vote.

3. Adjournment
o Motion: Adjourn the meeting.
o Made by: Chip Emery
o Seconded by: John R

o Vote: Passed unanimously; meeting adjourned.

10. Action Item List
Presentation & Tax Analysis
e Chip Emery

o Boil down and redesign the key presentation slides into a clearer, more visual set
(approx. 10-20 core slides) and post draft slides within the next two weeks.

e JimH

o Obtain and provide the Maine Revenue Service “estimated full value tax rate”
table and prepare a slide that clearly shows Chebeague’s rate vs. peer
communities and county averages.
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o Ben (Speaker 1)
o Complete review of the tax commitment, share results with the committee.
o Coordinate with John R to simplify and refine the PowerPoint.

o From property assessment data, calculate average and median assessments, and
representative quartile values, to illustrate tax impacts and revaluation examples
in dollar terms.

e« JohnR

o Share contact information and background for Maine Housing / public advocate
pre-qualification processes related to low-income programs.

o Share his own comparative tax analysis and align it with Jim’s table and the
final slide deck.

Capital Planning & Bonding
e Vika
o Place the capitalization policy on an upcoming Select Board agenda.

o Work with Carol to update the large-project timing and cost chart, including
Stone Pier, Wharf Road, fire trucks, and other major bonded items, by early next
year.

o Distribute the Maine Bond Bank Excel debt-service calculator to Finance
Committee members.

o Serve as primary bond-application lead, preparing and submitting Maine Bond
Bank applications once project scopes, costs, and timing are established.

o Draft Special Town Meeting warrant articles, including:
= Correction of the Cumberland County assessment appropriation.

= Reallocation of the solar reserve into an assigned general fund line for
engineering/contracted services and Mark’s work, with rollover authority.

e Mark
o Attend the January 14 budget workshop to:

= Listen to the Finance Committee’s presentation.
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= Brief the public on his reclassification work, new fund structure, and
updated undesigned fund balance.

e Committee Members (general)

o Continue outreach to department heads and committees to update the asset list
and replacement plans, especially Fire, Public Works, and other
capital-intensive departments.
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