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Town Manager’s Transmital Leter & FY2023-FY2027 Proposed Capital Budget 
 

 

Michael Duton 
Town Manager  
  
 
May 8, 2023 
 
Town Council and Residents 
 
It is my pleasure to submit the FY2023- 2027 Capital Improvement Program (CIP).  As per the Town Charter, the Town Council reviews the 
Proposed Capital Improvement Program, adopts it, and appropriates funds for each recommended capital project as funding becomes available. 
 
The careful coordina�on between the planned acquisi�on of capital and the annual budget appropria�on is a key component of the Town’s 
capital Program. 
 
The ability of the Town to fund capital projects rests largely on the shoulders of our “free cash.” Very basically, free cash is the amount of funds 
remaining a�er the Town expends the fiscal year budget. It represents the difference between general fund actual revenues and general fund 
actual expenses. In future years, the CIP will be incorporated in its en�rety as a separate and dis�nct sec�on of the annual opera�ng budget 
package.  While the physical document con�nues to be improved, the focus again in FY2023 is on the financing of the projects themselves, as the 
Town seeks to fund more projects using available funds and other funding mechanisms such as borrowing, grants, ARPA, Community 
Preserva�on Act funds, tax incen�ve financing, and district infrastructure financing.  
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CIP Funding 
 
The process of preparing the CIP and the FY2023 Capital Budget has remained essen�ally the same as in the past.  Pursuant to the Council policy, 
Free Cash provides a recurring funding source for many capital projects. The most common alterna�ve funding source, other than free cash, is 
generally municipal borrowing. 
 
The following are explicitly authorized uses of Free Cash under the Council-adopted Free Cash Policy guidelines: 
1. Meet Stabiliza�on Fund Balance Goals 
2. Meet Re�rement Separa�on Benefit Objec�ves 
3. Fund Projects in the Capital Improvement Program 
4. Meet One Time/Unforeseen Expenditures & Emergency Appropria�on Objec�ves 
5. Meet Current Special Use Objec�ves: OPEB Funding 
 
Under these guidelines, one appropriate use of free cash is to fund the Capital Stabiliza�on Fund and thus capital projects. The financing of small 
capital projects or equipment through debt is not considered a best prac�ce for a community our size.  Bond ra�ng agencies prefer to see ci�es 
and towns use a pay-as-you-go approach for smaller capital projects.  The one-�me nature of the funding source makes it an excellent match for 
one-�me capital expenditures.  If for some reason sufficient reserves do not exist for a given year, the Town may choose other funding 
mechanisms, or delay the project, without having an immediate impact on the opera�ng budget and related services. 
 
The FY 2023 Capital Program - Free Cash Context 
 
The Free Cash Policy represents the Town’s agreed upon and principled approach to how this unpredictable or non-recurring revenue source will 
be used. The policy guides our decision-making process based upon sound financial planning prac�ces and sets realis�c and sustainable goals. 
 
At the conclusion of FY2022, Free Cash was cer�fied at $3.08 million. Of the total Free Cash, $1,800,000 was used to fund the Capital Stabiliza�on 
Fund. The FY2023 Capital Budget will require the use of $2,441,986.36 million out of the Capital Stabiliza�on Fund, as follows: 
 

• O-FY23-008 – FY23 Capital Lease/Payment Obliga�ons  $ 523,808.32 
• O-FY23-050 – FY24 Capital Lease/Payment Obliga�ons   $ 512,496.95 
• O-FY23-056 – FY23 Town Capital                                        $1,405,681.09 
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As a backdrop to this year’s Program the following schedule shows the use of the Free Cash cer�fied on July 1, 2022. 
 

FY 2023 Adopted Free Cash Order 

Free Cash Cer�fica�on as of 7/1/2022 3,084,814 100.00% 

FY2022 Stabiliza�on Fund - 500,000 -16.2% 

FY2022 Capital Stabiliza�on -1,800,000 -58.4% 

FY2022 Other One�me/Unforeseen -25,000 -.8% 

FY2022 Employee Liability -659,814 -21.4% 

FY2022 OPEB -100,000 -3.2% 

Available Free Cash 0 0% 

 
The FY 2023 Capital Program - Stabiliza�on Fund Context 
 
The Town currently maintains a Stabiliza�on Fund which is the Town’s equivalent of a rainy-day fund. As a best prac�ce, the Town will endeavor 
to maintain a Stabiliza�on Fund large enough to buffer the General Fund from the impact of two to five years of reduced state aid, declining local 
receipts, and/or a decline in new growth.  As demonstrated during the recent COVID-19 pandemic, the importance of keeping the Town’s 
Stabiliza�on Fund well-funded cannot be overstated.  As of May 2023, the balance in the Town’s Stabiliza�on Fund is $6.68 million. 
 
Bridgewater’s financial policy calls for reserves of between 5% and 10% of the Town’s opera�ng budget. Currently the Town’s stabiliza�on 
reserves are just slightly over 10% of the FY23 opera�ng budget. As the opera�ng budget con�nues to grow at a rate of 3+% annually the rela�ve 
level of reserves will decline without addi�onal and consistent contribu�ons. The planned annual contribu�on therefore will be an amount which 
will maintain a fund reserve balance equal to 10% of our opera�ng budget. 
 
FY2023 Proposed Capital Budget 
In terms of the FY2023 Proposed Capital budget, the tables on the following page reflect the capital projects for the General Fund being brought 
forward for approval by the Town Council. 
The proposed FY2023 Capital Budget totals $2.9 million, funded by Alterna�ve Funding Sources, Capital Stabiliza�on Fund, CPC, Chapter 90, and 
School Debt Exclusion. 
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FY2023 Capital Funding Sources 
 

 
 
 
 
 
 
 
 
 
 
 
 
Proposed Capital Program Budget Items for 2022-2023 
  



6 
 

It should be clearly noted that projects listed in the Capital Improvement Program for years other than FY2023 will not be authorized at this �me. 
Projects in these “out years” serve mainly as a guide for future planning and are subject to re-analysis and further review before incorpora�on 
into a future capital budget.  Both the Capital Improvement Program (CIP) and the Capital Budget are developed annually in accordance with 
Sec�on 6 of the Bridgewater Home Rule Charter.  One of the long-term goals of the Town Manager has been to move toward funding small 
capital items with available funds, such as Free Cash, and avoid the expense associated with incurring debt for smaller capital items.  FY2023 is 
the fourth year that such an approach is being considered. 
 
Part of this CIP document contains the Finance Team’s evalua�on and recommenda�on of the proposed capital projects.  The report is a 
reference for ci�zens reviewing the CIP and provides addi�onal detail regarding how projects are priori�zed.  Interested readers are strongly 
encouraged to review the report. 
 
Closing Comments 
 
In closing, it is obvious that the Town con�nues to make tremendous strides in iden�fying capital needs throughout the Town and improving its 
capital improvement planning process.  The atached Capital Improvement Program and FY2023 Capital Budget con�nue to recognize the Town’s 
ongoing responsibility to maintain its capital facili�es, equipment, and infrastructure, and to make the capital investments necessary to meet the 
service demands of our community.  The Capital Improvement Program also recognizes the Town’s responsibility to limit such undertakings to a 
sustainable level that will preserve the fiscal integrity of the Town. 
 
I wish to extend my sincere thanks to the Finance Team, Department Team Leaders, and our hard-working staff for their assistance in the 
prepara�on of this document.   
 
 
Respec�ully submited, 
 
 
 
Michael Duton 
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Introduc�on of Frequently Asked Ques�ons & Capital Flow Charts 
 

INTRODUCTION 
 
In a con�nuing effort to provide clear documents to our ci�zens, the Town has endeavored to provide a straigh�orward introductory sec�on that 
answers the most commonly asked ques�ons regarding capital planning in Bridgewater. The following ques�ons and answers define terms, 
describe processes, and detail the needs and benefits of Bridgewater’s capital planning ac�vi�es. 
 

I. What is the Capital Improvement Program  
 
The Capital Improvement Program (CIP) is a mul�-year plan used to coordinate the financing and �ming of major public improvements for the 
Town of Bridgewater. It contains a list of capital projects proposed for the Town within the next five-seven years and reflects the 
recommenda�ons of ci�zens, boards, commissions, and staff from each of the Town departments. The CIP iden�fies each proposed project and 
presents a summary descrip�on, es�mate of cost, method of financing, and a schedule of implementa�on. The Capital Improvement Program 
cons�tutes a ra�onal plan for preserving, as well as adding to the capital assets of the Town. 
 

II. What are Capital Assets and Capital Projects? 
 
A capital asset is a new or rehabilitated physical asset that is of a non-recurring nature, has a useful life of at least five years, and is of significant 
value. Capital projects are undertaken to acquire capital assets and are differen�ated from ordinary repairs or maintenance of a recurring nature. 
Examples of capital projects include land acquisi�ons, construc�on or major improvements to public buildings, road construc�on, and the 
acquisi�on of large equipment. For our purposes, projects submited must exceed $25,000 in (aggregate) value currently to qualify for inclusion 
in the Town of Bridgewater’s Capital Improvement Program. 
 
III. What is the difference between the Capital Improvement Program and the Capital Budget? 

 
The first year of the Capital Improvement Program is a comprehensive long-term look at the capital needs throughout the Town and the Regional 
School District. The Capital Budget consists of those capital projects which, through the priori�za�on process and in accordance with the Town 
Charter, are annually approved and funded by the Town Council. Projects listed for subsequent years in the CIP are listed for planning purposes 
only, and do not receive ul�mate go ahead un�l they are incorporated into a capital budget and approved by the Town Council. 
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IV. How is the Opera�ng Budget Related to the Capital Improvement Program? 
 
The Town of Bridgewater prepares a Capital Budget separate from the Opera�ng Budget, yet the two are closely linked. The annual Opera�ng 
Budget provides for general municipal service delivery, including personnel service costs, supplies and other contractual services, and certain 
capital equipment. Revenues for the Opera�ng Budget are derived primarily from recurring taxes, intergovernmental sources, and user fees. 
Appropria�ons to the annual Opera�ng Budget are for a single fiscal year. 
 
In contrast, the Capital Improvement Program is a mul�-year projec�on designed to propose expenditures which add to the physical assets of the 
Town. Capital projects typically require expenditures which take place beyond a single fiscal year; funding with debt because of significant costs 
to be shared by current and future beneficiaries; systema�c acquisi�on over an extended period of �me in order to implement major opera�ng 
systems or programs; and scheduled replacement or maintenance of specific elements of physical assets.  Revenues for capital projects are most 
o�en derived from the sale of municipal bonds (borrowing), State & Federal Grants (when available) or can be supported by one-�me funding 
sources, such as dona�ons and the capital stabiliza�on account. 
 
Notwithstanding the differences between the two, the Opera�ng Budget and Capital Improvement Program are closely interwoven inasmuch as 
opera�ng costs related to capital projects need to be es�mated and provided for in the Opera�ng Budget. Many capital projects, such new 
schools, or new municipal buildings, have an impact on the opera�ng costs of those facili�es once opened.  The Town’s prac�ce is to atempt to 
project the net effect a capital project will have on the opera�ng budget. Maintenance and repair costs may be lower in a new facility, but it may 
cost more to staff and run the larger facility as well.  In addi�on, since most large capital projects are financed through municipal debt, 
repayment of that debt becomes part of the opera�ng budget and affects the  Town’s fiscal forecas�ng models. The necessity to incur some 
degree of debt in order to finance the Capital Improvement Program carries with it the burden of effec�vely managing that debt within the 
Town’s financial resources. 
 

V. Why do we need a CIP? 
 
The CIP provides a means of coordina�ng and centralizing the capital project requests of various departments and agencies, thus elimina�ng 
wasteful overlap, duplica�on, and delay. It focuses aten�on on Bridgewater’s goals and financial capability by comprehensively considering not 
only what capital projects Bridgewater needs, but equally importantly, what it can afford. Addi�onally, the formalized process allows for a 
predictable �meline to study the projects, encourages public discussion of proposed undertakings, and allows Town ci�zens the opportunity to 
provide input, advice, and recommenda�ons with respect to proposed projects and expenditures. 
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VI. How does Capital Programming save the Town money? 
 
Investors and bond ra�ng agencies stress the value of a CIP for a municipality seeking to borrow funds. In fact, the five-seven year capital 
program is referenced in every Offering Statement for Town of Bridgewater bonds. The absence of a ra�onal, long-term planning instrument 
would weigh against the bond ra�ng assigned to Bridgewater by ra�ng agencies and the result would be higher interest rates on bond issues and 
more tax dollars going to pay for the interest on loans.  Bridgewater currently enjoys a good credit ra�ng of Aa3 by Moody’s Investor Service. 
Thus, very real, and tangible cost savings result from the use of our Capital Improvement Program. 
 
Another financial benefit from the capital programming process is the avoidance of poorly �med projects.  Good planning can ensure that capital 
improvement efforts are coordinated, and costly duplica�on is avoided. In addi�on, significant savings can accrue to taxpayers when major 
capital financing is coordinated so that bond issues are sold infrequently, but at good �mes during the economic cycle to take advantage of low 
interest rates. The development of a Capital Improvement Program ensures sound fiscal and capital planning. 
 
VII. How are Capital Projects financed? 
 
An annual appropria�on is not typically included in the Opera�ng Budget for capital expenditures as a funding source to finance select capital 
projects. Other financing sources for Bridgewater’s capital projects include state and federal grants, free cash, other available funds, and debt. 
The single largest source of financing for major capital projects is borrowing through the issuance of general obliga�on bonds.  Much like 
mortgaging a house, borrowing allows the Town of Bridgewater to purchase expensive capital assets and spread the costs over the useful life of 
the asset, thus elimina�ng the need to temporarily raise taxes every �me a large capital asset is acquired. In addi�on, debt allows current and 
future beneficiaries to share the cost of long-term capital improvements such as new schools, libraries, or roads. All borrowing is done strictly in 
accordance with the Town Charter and Massachusets General Laws (MGLs).  
 
VIII. How is the CIP developed? 
 
The process for preparing the FY2023-2027 Capital Improvement Program and its associated FY2023 Capital Budget is essen�ally the same as in 
past years. It involves ac�ve par�cipa�on by Department Heads working in conjunc�on with the Finance Team. The Capital Budget is prepared in 
the context of a six-to-ten-year determina�on of need by Departments, in conjunc�on with the Town’s overall financial capacity to affordably 
accommodate the required debt service payments. Projected debt service payments and budgetary impacts are forecast annually to help ensure 
affordability and sustainability of the Capital Improvement Program. 
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Proposed projects are reviewed and priori�zed based upon commonly used criteria such as health and safety factors, legal obliga�ons and 
mandates, fiscal impact, environmental impact, community economic effects, and aesthe�c and social effects on the quality of life experienced 
by Bridgewater residents.  Projects are also examined in terms of their rela�onship to other projects, the Master Plan of Development, and their 
compa�bility with Town-wide goals and objec�ves. 
 
The process can be described as an itera�ve cycle with several dis�nct procedural steps. These steps and the approximate �me frame in which 
they typically occur are described below. The process is also graphically illustrated in the Capital Projects Flow Chart following this introduc�on. 
 

• Late Summer—Following the adop�on of the Town Budget Departments are provided with their previously submited mul�-year 
requests for review, update, and the addi�on of addi�onal years’ items. While requests generally remain the same as in the ini�al 
request, there are occasionally changed circumstances which necessitate altera�ons to the requests. This informa�on is returned to the 
Town Manager and Finance Director for General Government & Enterprise Fund projects. 

• Late Autumn / Early Winter —The Finance Team meets to review the compiled informa�on and begin scheduled mee�ngs with the 
various Departments to evaluate the projects. The Finance Team meets to review the requests of specific Departments and the needs of 
the overall Town organiza�on. The preliminary debt schedules are updated, and various financial forecasts completed in order to provide 
context to the Capital Budget as well as the mul�ple year Capital Improvement Program. 

• January/February —The Capital Budget is finalized within the parameters of the established funding target plus any available funds such 
as free cash or previously approved but unexpended bond proceeds.  Projects not approved for funding are typically deferred into the 
next budget year. In making final decisions, the process includes a determina�on of actual needs and the priori�za�on of need based 
upon:  

o legal mandate,  
o strategic alignment, 
o value to residents, 
o public safety,  
o the effect of deferral.  
o March – Any recurring capital lease obliga�ons, such as lease/purchase payments, are placed on an Order for Council vote. 
o March - The Proposed Capital Improvement Program and Capital Budget is presented to the Town Council for considera�on. 
o Late Autumn / Early Winter – Once Free Cash is cer�fied and alloca�ons are made pursuant to the Council’s Free Cash Policy, the 

Bridgewater-Raynham Regional District por�on of the Capital Budget is presented to the Council as an Order. 
 
Throughout the ensuing fiscal year, Town staff monitors all the approved projects and the following fall the Finance Team reconvenes to update 
the CIP all over again. 
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IX. Why must the CIP be con�nually updated? 

 
The CIP must be reviewed annually by Town departments and others to ensure its effec�veness as a flexible, mid-range strategic plan that links 
the annual budget with our mul�-year financial forecasts and the more sta�c long-range Master Plan of Development. Each year, Town Council 
reviews the capital projects recommended by the Finance Team and the Town Manger through the CIP development process and approves a 
Capital Budget. Unfunded projects and those slated for subsequent years in the plan are acknowledged on a planning basis only and are not 
funded un�l they are incorporated into a Capital Budget and approved by the Town Council. In this respect, the CIP can be thought of as a 
“rolling” process because unfunded projects and those farther out in years typically move up a�er each year of review. However, it is important 
to note that each project contained in the CIP must be recommended every subsequent year and as priori�es and monetary constraints change, 
projects may be moved up, moved back, or even eliminated from the plan. This comprehensive annual review is cri�cal to maintaining fiscal 
responsibility as well as ensuring the future educa�on, safety, and welfare of Bridgewater residents. 
 
  



12 
 

Finance Team Comments 
 

The major role of the Finance Team is to review all submited projects included in the Capital Improvement Program, comment upon their 
viability and make its final recommenda�ons, which includes considera�on for the use of Town Debt. These guidelines below are used to assist 
the Town in determining how much debt can safely be incurred, and are consistent with those recommended by the Massachusets Department 
of Revenue, namely: 

• Determine debt that can be incurred without jeopardizing credit standing and causing financial hardship; 
• Incorporate affordability guidelines for expenditures; 
• Include review of the Capital Improvement Program; and 
• Indicate appropriate uses for and acceptable amounts of debt. 

The Finance Team has reviewed the projects included in the five-year Capital Program at mee�ngs held with the various departments proposing 
these projects. At these mee�ngs, department heads presented informa�on and data to jus�fy the need, cost, and implementa�on �meframe 
for the projects. It is the strong opinion of the Finance Team that for the Capital Improvement Program to be an effec�ve tool for managing the 
Town’s capital investment, department heads must have confidence that their submited projects will be implemented within the �meframe 
planned in the Program. The Finance Team recognizes that the municipal administra�on has worked hard to an�cipate capital needs, submit 
projects into the Plan, and distribute those projects over the five-year planning period. 

At this wri�ng, debt service projec�ons and metrics were not yet finalized but conserva�ve preliminary es�mates prepared by the Town Manager 
indicate that the Program will be well within the guidelines set forth for Credit Standing and Affordability. 

Subject to analysis and compliance with Debt guidelines, and to comments and recommenda�ons made herein for specific capital projects 
proposed for the upcoming fiscal year, we are pleased to recommend this Capital Improvement Program as an effec�ve tool for managing the 
Town’s finances with respect to Capital Projects for the next seven years. 
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Capital Projects Flow Chart 
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Overview – Sources & Uses Cash Projects – Funding Requirements 

 
  

Funding Source 2023 2024 2025 2026 2027 Grand Total

CSF - Capital Stabilization Fund 1,405,681     2,532,274     1,541,192     942,744           679,269         7,101,160      

Other Cash Contibutions
AFS - Alternative Funding Sources 327,273         11,255,569   1,108,288     1,000,000        -                       13,691,130    
ARPA - American Rescue Plan Act (Waterline Projects) -                      -                      5,685,647     -                         -                       5,685,647      
ARRA - Ambulance Receipts Reserved for Appropriation -                      70,000           140,000        140,000           140,000         490,000          
CH 90 - Municiple State Grant fo Improving  Public Ways 718,864         718,487         718,487        718,487           718,487         3,592,811      
CPC - Community Preservation Commision (Act) 169,000         604,910         -                      -                         -                       773,910          
MSBA - Massachusetts School Building Authority -                      -                      3,000,000     3,500,000        -                       6,500,000      
OAF -  Other Available Funds -                      27,114           -                      -                         -                       27,114            

Total Other Cash Contibutions 1,215,137     12,676,080   10,652,422  5,358,487        858,487         30,760,612    

WD - Water Debt (Debt Serviced by Incresed Water Rates) -                      -                      -                      -                         2,145,564      2,145,564      

DE - Debt Exclusion (Debt Serviced by Tax Rate) 309,911         1,063,738     23,309,590  1,483,637        19,341,734   45,508,608    

Total Source Requirement 2,930,729     16,272,091   35,503,203  7,784,867        23,025,054   85,515,944    
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Funding Use 2023 2024 2025 2026 2027 Grand Total
IT 130,500         10,000           68,000           225,000           50,000            483,500          
Finance 40,000           -                      -                      -                         -                       40,000            
Public Buildings & Property Maintenance 433,530         4,170,024     2,389,000     1,115,000        470,000         8,577,554      
Police 225,000         315,318         90,318           90,318              -                       720,954          
Fire 508,200         1,250,014     235,522        498,202           407,158         2,899,095      
Bridgewater Middle School -                      470,000         3,270,000     -                         200,000         3,940,000      
District Wide - % Bridgewater Varies Based on School Enrollment -                      155,831         270,106        -                         -                       425,937          
High School -   % Bridgewater Varies Based on School Enrollment -                      247,496         2,471,594     415,548           92,887            3,227,525      
Williams Intermediate School -                      212,200         435,000        3,500,000        275,000         4,422,200      
Bristol Plymouth 309,911         888,738         888,625        1,023,089        1,193,568      4,303,929      
DPW Hwy 144,124         246,188         199,224        199,224           199,224         987,984          
Roadways Construction and Maintenance (Roads/Drainage/Waterline 718,864         7,893,487     25,126,527  718,487           20,137,217   54,594,582    
Engineering 60,000           -                      -                      -                         -                       60,000            
Library 247,828         307,842         59,288           -                         -                       614,958          
P & R 112,772         104,956         -                      -                         -                       217,727          
Total Use Requirement 2,930,729     16,272,091   35,503,203  7,784,867        23,025,054   85,515,944    
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Overview – Debt Programs – Debt Finance Plan 
Items by Asset Group – Projected Debt Requirement FY2023-FY2027 
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