February 16, 2021
Dear Members of the Board of Selectmen,
Our annual budget process is not just about numbers; it is a time each year when we take the opportunity
to identify on our community priorities and build a budget that reflects what we value. There are
parameters (LD1 is a State of Maine limit that we must respect), but when the budget is complete it should
raise what is needed financially to provide the services the people of Wells want most.
This is my first year preparing a budget for the Town of Wells, and COVID-19 precautions have prevented
me from engaging with the public as I would have liked prior to building this budget. I look forward to a
public process pre-budget preparation next year so that I can hear from the people we serve what services
our residents and business owners most benefit from, any areas they would like to see greater investment
in, and places where services may no longer be needed at current levels.
The table below provides an overview of the proposed FY22 budget. Please note that the figures for school
and county budgets represent an estimated 3% increase over FY21.
Column1
Town
County
School
Overlay
Total

FY21
$11,495,222
$1,771,180
$20,326,227
$739,239
$34,331,868

FY22
$12,046,288
$1,825,000
$20,936,000
$150,000
$34,957,288

$ Change
$551,066
$53,820
$609,773
($589,239)
$625,420

% Change
4.8%
3.0%
3.0%
-79.7%
1.8%

The most significant change shown above is in estimated overlay. While overlay is decided by the Assessor
each year, the Town of Wells has successfully used overlay monies in the past few years to rebuild a
diminished fund balance. Our current fund balance level is right where we want to be. If we allow it to
continue to grow, our policy directs us to redistribute the unrestricted balance to other funds or to return
the money to our taxpayers. This decrease in overlay keeps our fund balance stable and allows us to also
decrease the amount of money we have historically budgeted from our surplus.
This budget proposal provides funding for the priorities identified by the Board in our meeting last fall.
The paving budget has increased by $200,000, and we are continuing to place money into an emergency
infrastructure reserve account. There is funding for new audio and video equipment in the meeting room.
The tree removal budget has remained the same at $15,000, but there is a commitment by DPW to make
full use of the budget in FY22 and to explore in-house tree removal as well. This budget, as proposed,
comes in $490,319 below the LD1 limit.
Included in this budget are requests for approval of four new positions: two fire fighters, one public safety
dispatcher, and one shared position that will work in human resources and in communications. I look
forward to a thorough conversation with the Board and with the Budget Committee about the need for
these positions. As Wells continues to grow and as our community requires higher levels of service, we
will need to be thoughtful in adding staff. I believe these four positions meet our current needs and am
pleased that through reduction of staff costs in other areas, the increase for salaries and benefits is only
3.3%.
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Also included in this proposal, and another acknowledgment of our growing population and changing
service needs, is a technology infrastructure bundle. This request includes funding for upgrades to the
audio and video system in the meeting room, new software modules that will allow greater online service
access and improved internal efficiency, and new copiers for departments where the current machines
have reached the end of their serviceable life.
Two final budget drivers of note: an increase in estimated Maine State Revenue Sharing and an increase
in the amount of money raised towards a future revaluation. I have estimated our Maine State Revenue
Sharing at $425,000, a $225,000 increase over the FY21 budget. This is still a conservative estimate; this
year we have already collected $259,064 through December 31, 2020 and expect to collect close to
$500,000 by June 30, 2021. The increase in revaluation reserves is $160,000. This amount will bring us
closer to the anticipated $600,000 needed to complete a full measure and list revaluation in FY23 or FY24.
In closing, I want to thank the senior staff for their time and effort on this budget. This is the first year that
they have submitted their budgets through our financial software, Munis, and I am grateful to each of
them for being open to this new system and for their collaboration in developing the final proposal. A
special thank you goes to Finance Director Jodie Sanborn and my Executive Assistant Marianne Goodine
for their patience with my ideas and questions and their expertise in pulling this all together. Wells is
overflowing with great beaches, natural spaces, and wonderful businesses. We are equally fortunate to
have the talent, commitment, and integrity of the people leading our departments.
Sincerely,
Larissa L. Crockett
Town Manager
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An Introduction to Your Municipal Budget
The table below shows a snapshot of the total costs associated with providing services in the Town of Wells. The last two
columns compare FY22’s proposed budget with FY21’s approved budget.
Column1

FY21

$ Change

FY22

% Change

$11,495,222

$12,046,288

$551,066

4.8%

County*

$1,771,180

$1,825,000

$53,820

3.0%

School*

$20,326,227

$20,936,000

$609,773

3.0%

Overlay

$739,239

$150,000

($589,239)

-79.7%

$34,331,868

$34,957,288

$625,420

1.8%

Town

Total

*The school and county budgets shown for FY22 reflects an estimated 3.0% increase

Revenues
Estimated revenues are just that, estimates. Non-property tax revenue estimate totals are deducted from the proposed
budget expenditures to identify the amount of money needed to be raised through property taxation. In determining
the annual tax rate, also referred to as the mil rate, this net expenditure figure is used.
$(25,000), -0.3%

Estimated Non-property Tax
Revenues for FY22

$(1,826,489), -24.5%

Excise tax
$(2,900,000), -38.9%

Business licenses
and fees
State payments
User fees/permits

$(93,834), -1.3%

Interagency
payments
Rentals

$(469,000), -6.3%

$(824,900), -11.1%

$(63,400), -0.9%

Use of reserves
and surplus
Interest on
investments

$(1,245,000), -16.7%

Expenditures
The following graph shows how the municipal operating budget is divided among the municipal departments in FY22.
General Government includes the Executive, Finance, Planning, Code Enforcement, Assessing, and Human Resources
Departments. All legal fees and insurance payments are also included under General Government. Community Services
includes Parks & Recreation, the Wells Public Library, the Harbor, the Activity Center, the train station, the cable
channel, and grants to outside agencies. Public Safety includes fire, police, communications, EMA, and WEMS services.
Debt Service is the amount we pay in principal and interest on the total municipal debt held.
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$1,690,877, 10%
$4,142,074, 24%

Proposed Operations
Budget by Division
General
Government

$2,350,577, 14%

Community
Services
Public Safety
$1,670,421, 10%

Public Works

Debt Service
$7,088,473, 42%

Debt and Debt Service
Some expenditures are better shared with future users of the investment. A school building or a seawall are both very
expensive items that serve current and future residents of Wells. Financing expenditures allows the Town to share the
cost of an investment with all of the people who will benefit from it. When the Town borrows money to fund an
investment it only does so for a period of time equal to or less than the expected life of the investment. If we expect a
fire truck to serve the community for 15 years, the loan to pay for that truck may be for 10 years but never more than
15. Each year’s annual budget does include debt service. This is the amount of money that needs to be paid in interest
and principal payments each year.
Earlier this year the Town of Wells secured $4.5M in financing to support infrastructure projects around town. The Town
was awarded an improved credit rating from Moody’s Investors Service from an Aa1 to an Aa2. They cited our
“continued operating surpluses which have materially increased available fund balance. Additionally, the rating reflects a
growing tax base with a large presence of secondary and vacation homes, and very low long term liabilities including
debt, pension, and OPEB.” Our S&P rating remained the same - a still strong AA+.
The graph below shows the principal, interest, and total debt service for the past eight years. We will continue to track
this metric and make careful choices about when to finance purchases, when to save in reserve accounts, and when to
raise and appropriate funding for purchases.
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Capital Budget
Our CIP, or capital improvement program, budget is complicated. We raise monies through taxation to put into reserve
accounts for future purchases. We appropriate money from these reserves and from taxation to purchase in the current
year. We also use monies from surplus to fund some of our capital improvements. This budget reflects an effort to
reduce the amount we budget from surplus. While historically we have not often needed to access this surplus funding
because of unspent money in other lines being able to cover the amount needed, this year’s operations lines have been
better aligned with historical spending and we expect less money unspent. By shifting slowly away from budgeted
surplus we will, eventually, be able to budget for what is needed each year through appropriation of reserves and taxes.
This will reduce the exposure to surplus and will decrease the likelihood of lowering our fund balance.
The charts below show the source of money for proposed capital improvements and how much money will be spent in
each CIP category in FY22. The largest category, by far, is infrastructure. This includes all paving, bridge, and culvert
maintenance, a contribution to an emergency reserve for infrastructure needs, new floats at the harbor, and money set
aside for a future parking lot at the public safety building. The next largest category is vehicles which includes money set
in reserves for fire trucks, Public Works vehicles, and a new ambulance. It also includes the purchase of two new plow
trucks to continue meeting the goals of the Public Works vehicle replacement schedule. $276,000 is proposed to be
spent on technology. This money will purchase new software that will allow residents to access far more municipal
services online and will allow for greater internal efficiencies. The technology proposal also includes much needed
upgrades to the meeting room’s audio and video systems and new copiers to replace those that are at end of
serviceable life.
The remaining categories include the annual contribution to the conservation land bank, routine building maintenance
and improvement, minor equipment purchases, and other capital that is not easily categorized. The largest part of this
uncategorized group is money set aside towards a revaluation in FY23 or FY24. Recent estimates for the cost of a
revaluation are just over $600,000. We currently have $80,000 in reserve and will need to be aggressive in saving the
remaining balance prior to starting this important work.
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Sources of Proposed CIP Funding
Equipment

Infrastructure

Technology

Vehicles

Conservation

Buildings

Other
$0

$200,000
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$600,000
Taxes

$70,000 ,
3%

$112,000 , $48,000 ,
4%
2%

$800,000
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Monies Appropriated
for CIP by Category

$340,000 ,
14%

Buildings
Conservation
$276,000 ,
11%

Vehicles
Technology
Infrastructure
Equipment
Other

$1,630,000 ,
65%
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Bringing it All Together: Tax Rate Computation
The budgeted expenditures and anticipated revenues are entered into a formula that also includes the estimated town
assessed valuation to calculate a tax rate for the year. The table below shows an estimate range for the rate of valuation
increase using an average of the past 11 non-revaluation years. The range is this average minus one standard deviation
and plus one standard deviation. If the tax rate is calculated using the cautious estimate for town assessed value it will
be higher than if the tax rate is calculated using a more optimistic town assessed value.
For FY22

Cautious

Mid-Range

Estimated Rate of Valuation Increase
Estimated Town Assessed Value

Optimistic

1.08%

1.57%

2.05%

$3,311,358,895

$3,327,269,867

$3,343,180,838

$10.54

$10.49

$10.44

Estimated Tax Rate

Why would the Assessor, in the final commitment, choose to go with a lower estimate if it will result in a higher tax rate?
The tax rate is applied equally to all of the taxable properties in town. If the Assessor chooses a high assessed value the
resulting tax rate may be too low to generate enough revenue to cover the costs proposed in this budget.
What happens if the Assessor chooses an estimated town assessed value that results in more money than was needed
to cover the costs of providing services? All money left in the general fund at the end of the fiscal year is added to the
fund balance to provide greater fiscal stability or may be used, in part, to offset the amount needed to be raised by
taxation in a future year. The amount of fund balance is governed by Town of Wells policy and is important to bond
rating agencies when assessing the fiscal health and resiliency of the Town. The graph below shows the relationship
between unrestricted fund balance and operating expenditures. This relationship is one that bond agencies look at as
part of the bond rating assessment for the town.
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The Select Board has adopted a fund balance policy that states, “It is the intent of the Town of Wells to maintain a
minimum balance of one month, 8.33%, of operating expenditures. The targeted balance is 2 months or 16.66%, and the
maximum balance is not to exceed 25% of the operating expenditures[.]” (Town of Wells Fund Balance Policy, adopted
4/2/2013) This commitment to a stable fund balance is the major reason Moody’s improved the Town’s bond rating this
winter.

Next Steps in the Budget Process
After the Select Board accepts the proposed budget from the Town Manager, it is passed along to the Budget
Committee for their review. Weekly meetings will be held on Wednesday evenings at 5:30 beginning February 17. These
meetings will be streamed live on our Town of Wells Facebook page, facebook.com/townofwellsmaine, and will be
shown on our local cable access channel.
After the Budget Committee review is complete, the Committee meets with the Select Board to discuss the Budget
Committee recommendations. If the Select Board agrees with their recommendations, the budget moves forward to a
public hearing. If there are articles the Select Board wishes to review further, that review will take place during Select
Board meetings. The Select Board, with the Budget Committee, will then schedule and hold a public hearing on the
proposed budget prior to a final Board vote that moves the budget and its accompanying warrant articles to Town
Meeting.
Once the warrant book is printed, a copy will be mailed to every mailing address in the Town of Wells. Copies will also be
available online and at the Town Hall and Public Library for viewing. Town Meeting will take place on Tuesday, June 8,
2021 with voting taking place at the Junior High from 8:00 am to 8:00 pm.
All of the above information, as well as the complete budget proposal and a calendar of budget process meetings, can
be found on the Town of Wells website on our new Budget Hub page, wellstown.org/802/Budget.
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