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Pam Nolan, Town Administrator
Town of Truro

P. O. Box 2030

Truro, MA 02666-2030

Re:  Organizational Review
Dear Ms. Nolan:
Enclosed, please find our Organizational Review.

We wish to thank you and all of the other town of Truro officials and staff members for
the support and assistance they have provided to us as we endeavored to prepare this final
report. We acknowledge that we have been provided with unfettered access to any and
all data and information that we required in order to properly accomplish our charge.

The town as an entity must perform a single function annually. A tax bill must be
prepared and mailed twice each year. We have organized this report in a format that we
hope enables readers of all levels to understand the management issues that challenge
smaller municipal organizations such as Truro. The town’s leaders can anticipate that
their resources will continue to compress and the service demands will continue to
expand. As a result, managers must constantly work to achieve system improvements.

Accurate and equitable values must be established every year. The state regulators must
approve the values. The approved values must then be used to establish a legal tax levy
and tax rate. That process also requires a second review and approval by the state
regulators.

The effort required to achieve that single task must be managed across two governmental
organizations. The process must also be managed across multiple divisions within both
governments. The town uses both internal and external resources to accomplish this
effort. All of those parties must also be managed in harmony.



In this case, we found the system of governance presently in place within Truro has
proven itself both functional and worthwhile. In this case, over an extended period of
time a local system displayed the symptoms of operational distress that regularly occur
within local governmental organizations. Just as it took time to diminish, improvements
should be expected in annual increments.

This slow deterioration of this local system went unaddressed internally for a span of
time that eventually required intervention from the existing oversight system. We found
that the present oversight system works. We think it has room for improvement. Elected
leaders can help with improvements. Improvements cannot be demanded and must be
realistic. We stress the premise that leaders should praise in public and punish in private.

We are confident that the members of Truro’s professional staff are fully committed and
dedicated to their present effort. We found that they are fully committed to the
achievement of total compliance with all of the requirements placed upon Truro by the
laws and regulations of the Commonwealth.

We find the staff looking forward to the system improvement work that remains ahead.
We are confident that the town will soon see a newly invigorated process. We believe
that this year the staff members are better prepared to meet any operational challenges
presented to them in the pursuit of their mission.

Our exuberance is further derived from the understanding that this process has enabled
the town to not only address their present issues. We believe that the staff and elected
leaders will take advantage of this difficult process and as a result, they will establish a
forward-looking legacy of cooperative effort that is quite contrary to the one that they
were formerly defining. We are grateful for the opportunity to participate in this
improvement effort.

Sincerely yours,

FINANCIAL ADVISORY ASSOCIATES, INC.

Michael Daley
President
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Town of Truro Organizational Review

Introduction

The town of Truro, acting through its board of selectmen, has embraced the
recommended practices and timelines suggested by the Massachusetts Department of
Revenue (DOR) Division of Local Services (DLS) for municipal finance operations.

As such, the board of selectmen through their town administrator has engaged Financial
Advisory Associates, Inc. to perform a review and to provide a report relative to the town
of Truro’s ability to maintain compliance with the existing local policy. The leadership is
particularly interested in the town’s ability to issue its FY 2007 tax bills according to the
DLS’s recommended issuance date of October 1, 2006.

Our review is intended to determine if the current FY 2006 resources allocated across the
various Truro financial departments, along with the estimated FY 2007 resources
available as of July 1, 2006, are sufficient enough to achieve the financial operations’
deliverable goals as established under Truro’s existing policy statement.

Given any findings that indicate to us that the allocated resources are insufficient and
could cause Truro to miss these self-imposed deliverable objectives, we are to provide an
estimate of the resources required to achieve the deliverable within the existing policy
guidelines. We are also required to provide the leadership with an understanding of the
resulting impact(s) given that the town’s current policy is not achieved.

General Departmental Review
The town of Truro is similar to many Massachusetts communities. Truro has drafted and
adopted a Home Rule Charter. The Truro Charter was adopted in 1992 and has been
amended via six (6) special acts of the state legislature. The last amendment took effect

in FY 2001.

Board of Selectmen

The Truro Charter defines the executive branch within Chapter 4. The board of
selectmen serves as the executive leadership within the Truro charter. Given the state’s
General Laws, the Code of Massachusetts Regulations (CMR) and the Truro Charter, the
board of selectmen is required to actively participate in the community’s tax rate setting
process.

The role that this board plays in the tax rate setting process comes at the end of each
annual cycle, and this board has little control over the process until it gets to the end of
the cycle.
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Town Administrator

The Truro Charter establishes the community’s administrative leadership within
Chapter 5. The town administrator is charged with the oversight of Truro’s day-to-day
operations. This officer also has staff level appointive powers and supervision duties.

Given the requirements of the Truro Charter, the administrator has oversight of the

annual tax billing and other financial processes. This office also bears the responsibility
for compliance with the existing financial policies established by the board of selectmen.

Assessing Department

This department bears the highest level of responsibility relative to the tax billing
process. Both the multi-member board appointed by the selectmen and the professional
staff appointed by the town administrator share the responsibility of carefully completing,
signing and submitting the DLS forms required to set the town’s annual tax rate.

The Truro Board of Assessors possesses the final signature responsibility when setting
the annual tax rate. These individuals must acquire a minimum level of training from the
DLS in order to sign these documents.

The professional staffers annually are accountable for the actual real estate and personal
property data collection. The staff also has direct responsibility for the accurate annual
collection, management and input of that raw data into a computer assisted mass
appraisal (CAMA\) software system. The staff bears the burden of completing the array
of state forms known as the Recapitulation or “Recap” Sheet. During this process DLS
staff from both the Bureau of Local Assessments (BLA) and the Bureau of Accounts
(BOA) interacts with and finally approves the local assessing staffers’ work.

In addition to the real estate and personal property tax assessment role, this department
collects and manages motor vehicle data for the purpose of excise taxation. They are also
responsible for collection and management of boat data for excise tax purposes.

In addition to the annual real estate and personal property tax assessment requirements,
the DLS through the BLA recertifies the Town’s CAMA values once every three years.
The DLS has established multiple assessing milestones that are required from this
department in three three-year intervals over each nine-year period.

These three-year recertification cycles are designed to spread the recertification workload
across three annual tax-billing cycles. Normally the third or recertification year is a more
difficult tax rate setting process locally due to slippage of the plan during the prior two
years.
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The Commissioner of Revenue last recertified property values in Truro in FY 2005. The
assessing side of the tax billing process was deemed to be very timely that year given the
recertification year status. It is at this time that the DLS approves and signs off on the
“Recap” sheet. It is also at this point that the assessing department changes roles in the
taxation process.

It is at this time of responsibility transition that the board of assessors sends the tax
collector a real estate and personal property tax commitment to collect. This commitment
is for fifty percent (50%) of the annual tax levy. The second commitment for the other
fifty percent (50%) of the annual tax levy is committed by the board of assessors and
billed by the collector on April 1 due May 1.

During the 30-day period immediately after the tax bill date, the assessing department
begins their annual reconciliation of the values developed via the department’s CAMA
system with the fee appraisal values developed by the individual property owners and
their experts. This process provides for a 30-day abatement application period.

Upon the close of the abatement application period, the assessing staff along with the
board of assessors reviews, adjusts, negotiates, approves and perhaps litigates their final
adjustments to property values. These adjustments may result in abatements of taxes and
in many cases refunds to tax payers.

The parcels with undisputed property values and the adjusted disputed values become the
basis for the next tax assessment cycle. This beginning database is then annually updated
with new information relative to all changes in properties during the prior calendar year.

The assessing department reviews the deeds from every real property conveyance of the
prior year. Ata minimum, they inspect every one of the properties that sold during the
prior year under an arms length transaction. They also review and inspect every property
for which a building permit was issued during the prior year. The department annually
solicits and collects income and expense statements from all the town’s commercial
property owners. The department also solicits and collects data from all of the town’s
personal property owners. These are annual requirements of the DOR.

In addition to the annual tasks required of this department there are activities required of

them over both three year and nine-year timelines. These activities are required by the
DOR as part of their recertification procedures.

Town Accountant

The Truro Town Accountant is generally intimately involved in the tax rate setting
process. This department is second only to the assessing department relative to the
workload required during the town’s tax rate setting process.
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In addition, this office is required to meet multiple milestones on the DLS recommended
financial procedures time line. Thus, this department has several required deliverables
contained within the select board’s goals and objectives.

Town Clerk

The Truro Town Clerk is required to complete, sign and submit a portion of the DLS’s
annual tax rate setting document. The clerk’s role is limited. However, the town clerk’s
certification forms must be completed accurately and signed before the Commissioner of
Revenue will allow a local tax rate to be set.

Treasurer/Collector

The Truro Town Collector is required to prepare and bill all real estate and personal
property owners. The commitment delivered to the town collector by the board of
assessors is billed using software located on the town’s information system. The physical
bills are prepared and mailed externally by a private sector vendor using the assessors’
data extracted from the town’s server.

The town collector bills property taxes twice each year. The first bill is issued upon the
state’s approval of the annual tax rate. The target date for the first mailing is October 1
of each year with the payment due on or before November 1. The second bill is mailed
on or before April 1 with that payment due on or before May 1 of each year.

Management Information Systems Department

The Truro Information Systems Department is also involved in the tax billing process.
This department supports the assessing department’s computer assisted mass appraisal
system. This department also supports the collection department’s billing and accounts
receivable software.
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Findings and Recommendations

Communications

This area is a category wherein many local governments have the most difficulty. We
found this to be true in Truro.

While the town charter gives a good definition to the organizational structure, we found
several areas wherein communications improvements will benefit the organization both
within the functional areas of our review and well beyond.

The Truro Charter requires the town administrator to serve as the chief executive officer.
Yet, we found one former member of the board of selectmen overstepping boundaries
and exercising direct control into the area of staff function. This issue may resolve itself
given the recent town elections.

In addition to the intrusion into the staff’s area of activity, we observed as one elected
board member created unnecessary internal conflict via poor inter-board communications
and even poorer inter-staff communications.

We have found Truro’s professional staff to be capable and dedicated. We have also
found some evidence of lowered moral. We have observed these feelings within the
ranks of the professional staff and appointed policy makers. We actually observed some
town policy-makers engaged in unnecessary conflict instigated by an elected official. We
have also observed staff members treated with considerable disrespect by an elected
official. Several staffers made reference to the repeated practice of disparaging
comments alleged to come from the elected side of the house. One particular offensive
remark regularly mentioned is, “The inmates are running the asylum.”

This type of behavior is the best method to use when seeking to debilitate an
organization’s forward progress. It also becomes a self-fulfilling prophecy when any
failure occurs. It simply allows the accuser to say, “I told you so.” We believe that
inappropriate inter-personal communications is actually damaging the specific process it
is intended to improve.

The imposition of delivery dates without consultation with the delivering parties is not a
good management practice. Yet, we found a prior Truro Board of Selectmen has already
voted a deliverable date for the complicated tax rate setting process with little or no input
from the appointed board of assessors or the various staffers required to meet the
deliverable date.

Of utmost importance to the success of any organization’s work processes and the final
delivery of that work product is the establishment and mutual respect for the boundaries
and lines of authority. In this case, a clarification of the roles and mutual respect for
those established roles is required between the board of selectmen, the board of assessors,
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the town administrator, the deputy assessor, the town accountant, the MIS director and
the town clerk/treasurer/collector.

We recommend that the newly constituted Truro Board of Selectmen work with
their board of assessors and their town administrator to firmly clarify the roles and
responsibilities of each individual staff member and the various multi-member
bodies’ during the upcoming FY 2007 tax rate setting process.

FY 2007 Tax Rate/Bill Issuance

The annual staff driven procedure holding the highest rank in the scale of most important
financial deliverable dates is the tax rate setting and tax bill issuance process. This is the
most visible of the processes performed each year by the town’s financial team.

The target date for issuing the first of two annual real estate and personal property tax
bills is October 1 with a due date of November 1.

We have carefully reviewed the document issued by the Truro assessors office in April of
2006. This document provides a narrative of the tax rate setting and tax bill issuance
process during the prior several fiscal years.

Of more importance is the FY 2007 work schedule. The April 2006 document also sets
forth a preliminary schedule for meeting the Classification Hearing date already
established by the prior board of selectmen.

As is the case with all professional processes and plans, uncontrollable events will occur
that will impact the progress of the current plan. Uncontrolled events will add both drag
and propulsion as the process moves forward. Each week small victories and defeats will
occur. Gains and losses are expected across the time line of any management plan.
Uncontrolled events review and management of these events is part of any team’s success
at achieving their overall goals.

The town of Truro must attack the annual process of setting a tax rate and issuing timely
tax bills as a team. Truro also must approach the annual process of setting a tax rate and
issuing timely tax bills as a continuously improving process over a number of cycles. A
review of the assessing department’s narrative will reveal that previously a long period of
time was required to achieve any substantial level of improvement.

Actually, the assessors’ portion was completed and the tax rate was set on a date that
could have enabled a timely Truro tax bill issuance in FY 2005. The town’s assessing
portion of the team performed fairly well in setting the FY 2005 tax rate. Ultimately
external and internal complications impacted some other members of the team. As a
result, the tax bill issuance process fell off schedule. The impact of that schedule change
after a handoff then came back around and placed new pressures upon the teammate that
had previously been on schedule.
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Given the town’s schedule loss in FY 2005, the lead department started behind schedule
coming into FY 2006. The effort during FY 2006 never recovered and the bills were
issued later in 2006 than in 2005. The cycle has lost ground now for two years in a row.

The Truro team captain is the town administrator. Team members include the deputy
assessor, the town accountant, the town clerk, the MIS director, the town collector, the
board of assessors and the board of selectmen. Other officials such as the town treasurer,
the town CPA Committee, and others may also be required to participate in the process
and thus can become members of the team.

As the current process continues through the back end of FY 2006 and into early FY
2007, the entire process must be monitored and managed. Impediments to progress are
common and our previous municipal management experience has proven to us that group
solutions to the challenges offered by impediments to the process are far superior to any
individual efforts. Every member of the team has talent. Sharing successes and problems
together will improve the town’s ability to correct problems impacting the overall effort.

We recommend that the town administrator and staff members involved in this
process hold regular meetings to exchange information and jointly steer the process
through the various opportunities and challenges that occur between now and the
completion of the process. Open and frank communications amongst the various
departmental managers involved will allow the group to maximize the considerable
collective wealth of Truro’s municipal management talent and experience.

We further recommend that the town administrator and deputy assessor provide
their respective multi-member boards with a written project status report on a very
regular basis.

We strongly recommend that the team maintain a log and document the process.
The deputy assessor has already developed an initial tracking document for this
cycle. Documenting the effort during this cycle will establish a benchmark. As the
team flows through the cycle during the following fiscal year (2007 — 2008), the
benchmarks of the prior process become the basis for planning and managing the
upcoming and following cycles.

The goal of the team is to improve the process over a period of time using the
experiences of prior cycles. This documented and defined team process will enable
the organization to maintain a steady pace into the future as various team members
cycle through the organization.
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Finally, we recommend that the two policy-making bodies (board of assessors and
board of selectmen) jointly monitor the progress of the town’s staff. Consideration
and support from the elected and appointed leaders will enable the staff to share
their successes and disappointments openly and honestly. This improved level of
understanding gained through enhanced communications will allow the town to
achieve a considerable number of modest improvements over an extended period of
time. If the already established goal is not achieved this year, the town is not
permanently harmed. Over time, management’s efforts toward continuous
improvements will allow Truro’s financial team to achieve their goal of timely tax
rates and tax bills.

2006 Schedule A

The town accountant is required to provide the Department of Revenue with an annual
accounting report known as “Schedule A.” This document contains considerable
information that is vital to the Commonwealth’s annual budget cycle. As such, there are
penalties for untimely delivery.

The report is due by October 31 each year. The Governor’s budget (House #1) is
generally presented to the state legislature in early January. Many of the funding
formulas in that budget are driven by the data presented in the recently provided Schedule
A’s. Lack of timely Schedule A deliveries impacts the Governor’s ability to prepare an
accurate budget document.

Local boards of selectmen will receive a dunning letter in early January from the DOR’s
Division of Local Services if the town’s Schedule A is not filed before the end of the
calendar year. If the document is not filed by the middle of March, the town will not
receive its the third quarter state aid payment.

We have reviewed the annual Schedule A process with the town accountant. The town
accountant is capable and understands the implications of late filings. The timely filing
of Schedule A is within the department’s future operational plan.

We recommend that the town administrator establish a work plan with both the
town accountant and the town’s external auditor to establish a master plan for the
upcoming fiscal year-end.

This plan should provide adequate time for completion of the work and the delivery
of reports presenting the results of the recently completed fiscal period. The plan
should be reviewed and monitored for successes and challenges.

The town administrator should provide written progress reports to the board of
selectmen outlining the staff’s progress relative to financial reporting for the prior
fiscal period.
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Other Considerations

Quarterly Tax Bills -- MGL C. 59, 857C

During 1989 the Commonwealth of Massachusetts enacted legislation that allows cities
and towns to use a quarterly tax billing system. This change of taxation systems requires
a town meeting vote.

Presently Truro uses a semi-annual taxation process. The use of this traditional process
places stress upon the town’s assessing function. Generally, the state will not allow a
town using the semi-annual approach to issue a tax bill until the annual valuation process
is totally completed. To achieve the required October 1 mailing date, the assessors must
generally complete their work and submit their recap sheet late in August.

Under the quarterly tax billing system, the assessors do not need to finish their work and
submit the annual recap sheet until late in November. This change allows the assessors
an additional 90 days to complete their work. Thus, the assessing component of the
municipal billing and collection process can obtain some time relief via acceptance of the
quarterly billing process.

The acceptance of the quarterly billing system offers the assessing function with a
favorable impact. A community accepting the quarterly tax billing system must
understand that the gains offered to the assessing side of the equation is immediately
offset with increased demands upon the town collector’s office. In exchange for
obtaining more valuation time for the assessors, the town’s collection function
experiences a doubling of the work associated with the annual real estate and personal
property tax bill collections.

Using a quarterly tax billing system, the town would issue almost 3,200 bills four times
each year instead of issuing 3,200 bills twice each year. This would effectively add 6,400
more payments and postings into the collection side of the organization.

The town may wish to seriously review and consider the use of a quarterly tax billing

system. In addition to redistributed departmental work loads, other impacts include
revised cash flows, improved investment income and increased operating expenses.

Assessment of New Construction -- MGL C. 59, §2A(a)

Section 40, Chapter 653 of the Acts of 1989 enabled a local assessment option. This
option allows local governments to assess new construction as of June 30 for annual
taxation purposes.

This option works well with the quarterly tax billing system. It does not work well with
the semi-annual tax billing system. Of note is the fact that Truro’s Town Meeting has
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previously accepted this section of the General Laws in 1991. It was subsequently
rescinded by Truro in 1997.

Should the town take up consideration of the quarterly tax billing system, this topic
should also be reconsidered.
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APPENDIX
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Massachusetts Department of Revenue Division of Local Services
Alan LeBovidge, Commissioner  Gerard D. Perry, Deputy Commissioner
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The Division of Local Services has compiled this Municipal Calendar to help guide local
officials through the fiscal year and to reinforce the financial team approach. The Calen-
dar is a quick reference tool for new and experienced finance officials alike, providing in-
formation for key dates in the municipal fiscal cycle. The Calendar is intended to be used
for several years. It will be reissued when date changes, additions or deletions necessi-
tate a new publication. By highlighting the activities requiring interaction and coordination
among different finance officials, this calendar is intended to assist the finance team in
effective financial management.

We have also included the Cherry Sheet Payments Schedule at the end of the booklet.
Please compare it with the annual publication of the Informational Guideline Release
entitled “Payment Schedule for Cherry Sheet Programs” to note any changes that have
occurred. This schedule describes the local action required, if any, to receive the various
Cherry Sheet funds, along with information detailing when assessments will be deducted
from local aid distributions.

We hope you find this Municipal Calendar useful and welcome your comments and
suggestions.

For more information please call the Division of Local Services (DLS) at (617) 626-2300.
Our Internet address is www.mass.gov/dls.
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Publication Notes

Exception to Due Dates

Massachusetts General Laws Chapter 4, Sec. 9 states that if the date for any statutory
action or payment falls on a Sunday or legal holiday, that action may be performed or pay-
ment made on the next succeeding business day. This rule also applies to actions required
by or payments due on a Saturday in those communities where public offices are permitted
by city council or town meeting vote to remain closed on that date. M.G.L. Ch. 41, Sec. 110A.

Abbreviations

Below is a list of the abbreviations used in this Calendar and their corresponding
definitions:

ATB Appellate Tax Board

DOE Department of Education

DOR Department of Revenue

DOR/BLA Bureau of Local Assessment

DOR/BOA Bureau of Accounts

DOR/MDM-TAB Municipal Data Management/Technical Assistance Bureau
EQV Equalized Valuation Determined (even numbered years only)
SOL State Owned Land Determined (every 4th year from 2005)

Finally, please refer to the Appendix in the back of this Calendar for the following
information:

* Cherry Sheet Programs Payment Schedule

* Cherry Sheet Assessments Schedule
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15

15

15
20
20
31

Collector

Accountant

Accountant

School
Business
Officials

Assessors
DOR/BLA
DOR/BLA

Treasurer

Mail Annual Preliminary Tax Bills
For communities issuing annual preliminary tax bills, the preliminary quarterly or semi-
annual bills should be mailed by this date.

Certification Date for Free Cash: Anytime after Books are Closed

Two weeks after the close of a fiscal year, all accounts are closed out and the resulting
balance sheet and supplemental documentation submitted to DOR. Free cash is certified
any time after this date.

Report Community Preservation Fund Balance: Anytime after Books are Closed
After the close of a fiscal year, the fund balance is submitted to DOR (Form CP-2) and
notice given to the Community Preservation Committee and other financial officers. The
fund balance may be appropriated anytime after that report.

Certification Date for Excess and Deficiency (E&D) Fund

Two weeks after the close of a fiscal year, all accounts are closed and the resulting
balance sheet (a pre-closing trial balance or audited financial statements will not be
accepted unless requested by the Director of Accounts) and supplemental documenta-
tion are submitted to DOR. E&D Fund is certified any time after this date.

Deadline for Appealing Commissioner’s Pipeline Valuations to ATB
Notification of Changes in Proposed EQVs (even numbered years only)
Notification of Changes in Proposed SOL Valuations (every 4th year after 2005)

File IRS Form 5500 (Report of Employee Benefit Plan)
This is required if you provide a Fringe Benefit Plan giving Pre-Tax Insurance and/or
Cafeteria Plan Benefits to employees and if that plan annually ends on December 31.

10

10

Taxpayer

Taxpayer

Accountant

Assessors

Assessors

Quarterly Tax Bills — Deadline for Paying 1st Quarterly Tax Bill Without Interest
According to M.G.L. Ch. 59, Sec. 57C, this is the deadline for receipt of the 1st Quarter
preliminary tax payment without interest, unless the preliminary bills were mailed after
July 1. If mailed by August 1, the 1st Quarterly payment is due August 1, or 30 days after
the bills were mailed, whichever is later, and the 2nd Quarterly payment is due Novem-
ber 1. If mailed after August 1, the preliminary tax is due as a single installment on
November 1, or 30 days after the bills were mailed, whichever is later.

Annual Boat Excise Return Due

Notification of Total Receipts of Preceding Year

The total actual local receipts (e.g., motor vehicle excise, fines, fees, water/sewer
charges) of the previous fiscal year must be included on Schedule A of the Tax Rate
Recapitulation Sheet (Recap) which is submitted by the Assessors to DOR. On the
Recap, the Accountant certifies the previous fiscal year’s actual revenues, and the
Assessors use this information to project the next fiscal year’s revenues. Any estimates
of local receipts on the Recap that differ significantly from the previous year’s actual
receipts must be accompanied by documentation justifying the change in order to be
approved by the Commissioner of Revenue.

Deadline for Appealing EQVs to ATB (even numbered years only)
Deadline for Appealing SOL Valuations to ATB (every 4th year after 2005)
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Assessors

Taxpayer
DOR/BOA
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Deadline to Vote to Seek Approval for Authorization to Issue Optional Preliminary
Tax Bills

For semi-annual communities issuing optional preliminary property tax bills, the Assessors
must vote to seek authorization to issue the bills from DOR by this date. After receiving
approval, Assessors must submit a Pro-forma Tax Rate Recap Sheet to DOR for review
and issue the tax bills by October 1.

Last Filing Day for Classified Forest Land, M.G.L. Ch. 61

Issue Instructions for Determining Local and District Tax Rates
A copy of the Tax Rate Recap Sheet and its instructions are forwarded to the town.

Begin Work on Tax Rate Recapitulation Sheet (to set tax rate for semi-annual bills)
Until the Tax Rate Recap Sheet is completed and certified by the Commissioner of
Revenue, the community may not set a tax rate nor send out its property tax bills (unless
it issues preliminary quarterly tax bills or requests from DOR the authority to send out pre-
liminary tax notices if DOR requirements are met). Communities should begin gathering
the information in enough time for the tax rate to be set and tax bills mailed by October
1. The Tax Rate Recap Sheet provides Mayors or Selectmen with a ready-made finan-
cial management tool because the town’s most important financial management infor-
mation is summarized on this form. The Mayor or Selectmen should review the Recap
Sheet in preliminary form in order to understand the following financial information:

Page 1 (Tax Rate Summary) — The proposed tax levy should be compared to the levy
limit. If a town does not levy to its limit, the remaining levy is referred to as excess levy
capacity. Excess levy capacity is lost to the community for the current fiscal year although
it will always remain in the levy limit calculation.

Page 2 (Amount To Be Raised) — This section includes appropriations and other local
expenditures not appropriated. These include overlay deficits, revenue deficits, state
and county charges, Cherry Sheet offset items, and the allowance for abatements and
exemptions. By comparing this information to the prior year(s), any significant changes
can be determined.

Page 2 (Estimated Receipts & Revenues From Other Sources) — In particular, Sec-
tion C shows the amount appropriated from free cash and other available funds. By com-
paring the amounts appropriated to the balances in these accounts (available from the
Accountant/Auditor), the Mayor or Selectmen can get a sense of how their non-property
tax revenues are being used.

Page 3, Schedule A (Local Receipts Not Allocated) — By comparing these figures
to prior year(s), the Mayor or Selectmen can determine any changes in these revenues.

Page 4, Schedule B (Certification of Appropriations and Source of Funding) —
This section includes financial votes of City/ Town Council or Town Meeting not previously
reported on last year’s recap.

m 15 Accountant/

Assessors

Jointly Submit Community Preservation Surcharge Report
This report (CP-1) is a statement of the prior year's net Community Preservation Sur-
charge levy, and is used to distribute state matching funds on October 15.
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Compensating Balance Report
If compensating balance accounts were maintained during the prior fiscal year, a report
and account analysis schedules are required.

Jointly Submit End of Year Report to the DOE

Schedule 1 — determines compliance with prior year Net School Spending requirement.
Schedule 19 — determines compliance with current year Net School Spending
requirement.

Submit Snow and Ice Report
This report is a statement of snow and ice expenditures and financing sources.

4th Quarter Reconciliation of Cash for the Previous Fiscal Year (due 45 days

after end of quarter or upon submission of a balance sheet for free cash/excess
and deficiency certification, whichever is earlier)

A reconciliation is the process of comparing the Treasurer’s accounts to the Accountant’s/
Auditor’s or Schools Business Manager’s ledger balance to determine if they are consis-
tent, and for the officials to make any necessary corrections. When the reconciliation is
complete, the Accountant/Auditor/School Business Manager should indicate agreement
with the Treasurer’s balances. Reconciliations are required every quarter by DOR, but
communities and school districts should reconcile monthly for their own purposes. The
fourth quarterly report as of June 30 must be completed and returned to DOR. The first
three quarterly reports of the fiscal year should be completed timely and filed in both the
Treasurer’s and Accountant’s/Auditor’s or School Business Manager’s offices for possible
BOA inspection or audit. Municipalities and school districts may also use these reports to
monitor cash practices of the Treasurer’s office. If the Accountant/Auditor/School Business
Manager and Treasurer are not consistently reconciling cash accounts, or if the reconcilia-
tions indicate variances, the Mayor, Selectmen or School Committee should inquire as to
the reasons.

Statement of Indebtedness

Massachusetts General Laws Ch. 44, Sec. 28 requires the Director of Accounts to main-
tain complete and accurate records of indebtedness by cities, towns and districts. This
statute also requires Treasurers to furnish any other information requested by the Direc-
tor in respect to the authorization and issuance of loans. This Statement is the annual
report required from Treasurers to accomplish this purpose. Treasurers should reconcile
their debt records with the Accountant/Auditor before filing the Statement of Indebtedness
to ensure that the Statement and balance sheet are in agreement.

Notification of Quarterly Local Aid Payments on or Before September 30

When local aid payments are transmitted to communities, the cover letter indicates what
funds (e.g., Ch. 70, Lottery) will be made available, less quarterly assessments (see
Cherry Sheet attachment for details).

m 1 Collector

Mail Semi-Annual Tax Bills
For communities using the regular semi-annual payment system, actual tax bills or optional
preliminary tax bills should be mailed by this date.



Taxpayer

Taxpayer
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Semi-Annual Preliminary Tax Bill — Deadline for Paying Without Interest
According to M.G.L. Ch. 59, Sec. 57C, this is the deadline for receipt of the preliminary
tax payment without interest in communities using the annual preliminary tax billing sys-
tem, unless the bills were mailed after August 1. If mailed after August 1, the payment is
due November 1, or 30 days after the bills were mailed, whichever is later.

Last Date to File Application to Have Land Valued and Taxed as Agricultural/
Horticultural Land or Recreational Land, M.G.L. Ch. 61A and Ch. 61B

15 Superintendent Submit School Foundation Enroliment Report to DOE

31  Accountant Submit Schedule A for Prior Fiscal Year
This report is a statement of the revenues received, expenditures made and all other
transactions related to the town’s finances during the previous fiscal year.
The Schedule A classifies revenues and expenditures into detailed categories that will
provide information essential for an analysis of revenues and expenditures generated
by various departments. This data, like other financial information reported to DOR, is en-
tered into DOR’s Municipal Data Bank; as such, the Department may provide time series,
comparative and other types of analyses at the request of a city or town. This information
is also sent to the US Census Bureau and eliminates a prior federal report-
ing requirement. Failure to file by October 31 may result in withholding major distributions
of state aid until the Schedule A is accepted by BOA.

31 Selectmen Begin Establishing Next Fiscal Year Budget Guidelines and Request
Department Budgets

31 Assessors Begin Work on Tax Rate Recapitulation Sheet (to set tax rate for annual preliminary
tax bill communities)
A community that uses the annual preliminary tax bill system (on a quarterly or semi-
annual basis) should begin gathering tax recap information in order to have enough time
for the tax rate to be set and tax bills mailed by December 31. See August’s Complete
Tax Rate Recapitulation Sheet.

m 1 Taxpayer Semi-Annual Tax Bill — Deadline for First Payment

According to M.G.L. Ch. 59, Sec. 57, this is the deadline for receipt of the first half semi-
annual tax bills or the optional preliminary tax bills without interest, unless bills were
mailed after October 1, in which case they are due 30 days after mailing.

1 Taxpayer Semi-Annual Tax Bills — Application Deadline for Property Tax Abatement
According to M.G.L. Ch. 59, Sec. 59, applications for abatements are due on the same
date as the first actual tax installment for the year.

1 Taxpayer Quarterly Tax Bills — Deadline for Paying 2nd Quarterly Tax Bill Without Interest

1 Treasurer Deadline for Payment of First Half of County Tax

15 Treasurer First Quarter Reconciliation of Cash
15 DOE Notify Communities/Districts of Any Prior Year School Spending Deficiencies
By this date, or within 30 days of a complete End of Year Report (see September 30), DOE
notifies communities/districts in writing of any additional school spending requirements.
30 Selectmen Review Budgets Submitted by Department Heads

This date will vary depending on dates of town meeting.
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Taxpayer Deadline for Applying for Property Tax Exemptions for Persons
If tax bills are mailed after September 15, taxpayers have 3 months from the mailing date
to file applications for exemptions.
15 Accountant/ Submit Amendments to End of School Year Report to DOE
Superintendent/ Last filing date to impact next year’s Chapter 70 State Aid.
School
Committee
31 State Treasurer Notification of Quarterly Local Aid Payments on or Before December 31
31  Water/Sewer Deadline for Betterments to be Included on Next Year’s Tax Bill (M.G.L. Ch. 80,
Commissioners Sec. 13; Ch. 40, Sec. 42l and Ch. 83, Sec. 27)
31 Selectmen Begin to Finalize Budget Recommendation for Review by Finance Committee
31 Assessors Mail 3-ABC Forms to All Eligible Non-Profit Organizations
31 Collector Deadline for Mailing Actual Tax Bills
For communities using the annual preliminary billing system on a quarterly or semi-
annual basis, the actual tax bills should be mailed by this date.
m 1 Assessors Property Tax Assessment Date
This is the effective date (not for exemption purposes) for statewide assessed value for
all property for the following fiscal year.
31  Treasurer File IRS Form 5500 (Report of Employee Benefit Plan)
This is required if you provide a Fringe Benefit Plan giving Pre-Tax Insurance and/or
Cafeteria Plan Benefits to employees and if that plan annually ends on June 30.
31 DOE Notify Communities/Districts of Estimated Net School Spending Requirements
for the Next Year
As soon as the Governor releases the ensuing year’s budget, DOE notifies communi-
ties/districts of the estimated NSS requirements. These figures are subject to change
based on the final approved state budget.
m 1 Taxpayer Deadline for Payment of 3rd Quarterly Tax Bill Without Interest
According to M.G.L. Ch. 59, Sec. 57C, this is the deadline for receipt of the 3rd Quarter
actual tax payment without interest, unless the actual tax bills were mailed after Decem-
ber 31. If mailed after December 31, the actual tax is due as a single installment on May
1, or 30 days after the bills were mailed, whichever is later.
1 Taxpayer Quarterly Tax Bills — Application Deadline for Property Tax Abatement
According to M.G.L. Ch. 59, Sec. 59, applications for abatements are due on Feb. 1 unless
actual tax bills were mailed after December 31. In that case they are due May 1, or 30
days after mailing, whichever is later.
15 Treasurer 2nd Quarter Reconciliation of Cash
28 Finance Continue Budget Review and Develop Recommendations
Committee This date will vary depending on dates of town meeting.
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m 1 DOR/MDM-TAB Notification of Cherry Sheet Estimates for the Following Year

31

Personal
Property Owner

Non-Profit
Organization

State Treasurer

(pending action taken by the Legislature)

The Cherry Sheet is an estimate of: 1) Receipts — local reimbursement and assistance
programs as authorized by law and appropriated by the General Court; and 2) Assess-
ments — state and county assessments and charges to local governments. All amounts
listed on the Cherry Sheet are estimates. Actual receipts and charges are determined
based on detailed formulas or guidelines for each program. Cherry Sheets are posted on
the DLS website and updated at each juncture of the state budget process.

Submit Form of List
This is a listing of all personal property filed by the owner with the Assessors each year
for the purpose of determining taxes in the next fiscal year.

Final Filing Date for 3-ABC Forms

These must be filed on or before March 1 (this deadline may be extended by the Asses-
sors). In no event may the extension granted be later than 30 days after the tax bill is
mailed.

Notification of Quarterly Local Aid Payment on or Before March 31

Collector

Taxpayer

Mail 2nd Half Semi-Annual Tax Bills
In communities using a regular semi-annual payment system, the 2nd half actual tax bill,
or the actual tax if an optional preliminary bill was issued, should be mailed by this date.

Deadline for Payment of Semi-Annual Bill Without Interest

According to M.G.L. Ch. 59, Sec. 57C, this is the deadline for receipt of the actual tax
payment in communities using the annual preliminary tax billing system on a semi-annual
basis, unless the bills were mailed after December 31. If mailed after December 31, pay-
ment is due May 1, or 30 days after the bills were mailed, whichever is later.

Taxpayer

Treasurer

Accountant/
Treasurer

Deadline for Payment of Semi-Annual and 4th Quarterly Tax Bill Without Interest
According to M.G.L. Ch. 59, Sec. 57, this is the deadline for receipt of the 2nd half actual
tax payment, or the actual tax payment if an optional preliminary bill was issued. Accord-
ing to M.G.L. Ch. 59, Sec. 57C, this is the deadline for the 4th Quarter tax payment.

Deadline for Payment of 2nd Half of County Tax

Notification of Amount of Debt Due in Next Fiscal Year

As required by M.G.L. Ch. 44, Sec. 28, the Accountant or Treasurer must notify the
Assessors of all debt due in the next fiscal year because the municipality is required to
pay its debts, appropriated or not.

Since all debt service must be paid, any debt service not covered by appropriations is
added to the “Other Local Expenditures” category, found on page 2 of the Tax Recapit-
ulation Sheet. It is important that the Assessors have this information in order to avoid
setting a tax rate lower than required and raising insufficient revenue to cover the
municipality’s expenditures.
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3rd Quarterly Reconciliation of Cash

Commissioner Determines and Certifies Telephone and Telegraph Company
Valuations

10
10
15
15
15

20

30
30

30

Clerk

Assessors

DOR/BLA
DOR/BLA
DOR/BLA
DOR/BLA
DOR
Assessors

Assessors

Assessors

State Treasurer

Assessors

Assessors

Certification of Appropriations
This is done after City/Town Council or Town Meeting so the Accountant may set up
accounts for each department in the municipality.

Determine Valuation of Other Municipal or District Land

In certain communities where land is owned by another community or district, the value
of the land is determined by the Assessors in the year following a revaluation year, for
in-lieu-of-tax payments.

Notification of Proposed EQVs (even numbered years only)

Notification of SOL Valuations (every 4th year after 2005)

Public Hearing on Proposed EQVs (even numbered years only)

Public Hearing on Proposed SOL Valuations (every 4th year after 2005)
Commissioner Determines and Certifies Pipeline Valuations

Deadline for Appealing Commissioner’s Telephone & Telegraph Valuations

Make Annual Preliminary Tax Commitment

The preliminary tax commitment must be based on the prior year’s net tax on the prop-
erty and may not exceed, with limited exceptions, 50% of that amount. This should be
done early enough for the annual preliminary quarterly or semi-annual bills to be mailed
by July 1.

Final Date to Make Omitted or Revised Assessments

As required by M.G.L. Ch. 59, Sections 75 and 76, if a property is inadvertently excluded
or mistakenly under-assessed on the warrant for property taxes, it is the Assessors’ role
to correct the mistake and assess the property correctly. Such an assessment may not
be made later than June 20 of the taxable year or 90 days after the date the tax bills are
mailed, whichever is later.

Notification of Quarterly Local Aid Payments Before June 30

Overlay Surplus Closes to Surplus Revenue

Each year, any balance in the overlay reserve accounts in excess of the remaining amount
of the warrant to be collected or abated in that year, is certified by the Assessors. The
transfer from overlay reserves to the overlay surplus is done on the Assessors’ initiative
or within 10 days of a written request by the chief executive officer. Once in overlay sur-
plus, these funds may be appropriated for any lawful purpose. Any balance in the over-
lay surplus at the end of the fiscal year shall be closed to surplus revenue and,
eventually, free cash.

Physical Inventory of all Parcels for Communities that Accepted
M.G.L. Ch. 59, Sec. 2A(a)
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Submit Annual Report of Omitted or Revised Assessments

Last Day to Submit Requests for Current Fiscal Year Reimbursements of Exemptions
Granted Under the Various Clauses of Ch. 59, Sec. 5

If an exemption is granted to a residential property owner, the property tax is lowered,
and the city or town collects fewer tax revenues than anticipated. These exemptions

are partially reimbursed by the state as indicated under “Payment for Loss of Taxes,”
section B of the Cherry Sheet.

It is the responsibility of the Assessors to submit all exemptions to DOR so that the com-
munity may be reimbursed for statutory exemptions. If the Assessors fail to submit a
request, the town’s loss of tax revenues will not be offset by exemption reimbursements
from the state. These reimbursements may not be filed retroactively for any year.

If tax bills are mailed late, assessors may submit requests for reimbursements until
August 20. B

11
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TOWN OF TRURO

P.O. Box 2030, Truro MA 02666
Tel: (508) 349-7004 Fax: (508) 349-5505

Fiscal Year 2005 Goals and Objectives

FINAL REPORT

The Truro Board of Selectmen agreed to pursue the following goals and objectives for fiscal year 2005, July 1, 2004
through June 30, 2005. The goals and objectives were divided into broad categories of primary responsibility,
including: Finance, Personnel, Capital Projects, Long-range Planning, Public Safety, and Community Relations and
Communication.

In establishing for themselves these goals and objectives, the selectmen intended to provide guidance and direction
to the Town’s boards, committees, and commissions, and to the town administrator and his or her appointees, in
establishing their own goals and objectives to assist in the achievement of the overall goals and objectives. The
level of achievement of these goals and objectives is detailed below:

Finance

The Board of Selectmen will work to ensure the Town’s compliance with all municipal finance
reporting and filing target dates, as established by state law and/or regulation. These deadlines are
outlined in the Municipal Calendar; Monthly Guide for Local Officials, published by the
Massachusetts Department of Revenue, Division of Local Services.

Fully Achieved: Truro was one of the first 7 towns in Massachusetts to have its tax rate certified for
fiscal year 2005, a considerable achievement by staff, especially during a revaluation year.

The FYO05 tax bills were mailed December 21, 2004. The delay between the setting of the tax rate
and the issuance of the bills was due to changes in the IT department, changes which the selectmen
believe will well-serve the Town in the long term. For the first time, the mailing of the tax bills was
outsourced to a private billing service. The second-half billing was mailed timely on April 5, 2005
utilizing the same billing service.

The Town has achieved compliance with all other municipal reporting and filing target dates by
May 11, 2005 with its submission of the Municipal Schedule A.

The Board of Selectmen, with the Finance Committee and other appropriate multi-member bodies
and town employees, will review the Town’s fee schedule for potential revision as may be decided
upon. This review will be conducted during the fourth quarter of calendar year 2004, and any fee
revisions resulting from this process will become effective in fiscal year 2006, or, in the event of a
seasonal operation, at the advent of the next season.

Substantially Achieved: A comprehensive review of the fee schedule has not been undertaken.
However, the golf, beach, and harbor fees were reviewed in concert with the respective multi-
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Personnel

member bodies, and, in some cases, revised in preparation for the 2005 season.

The Board of Selectmen will work to ensure the Town’s compliance with all standards issued by the
General Accounting Standards Board as they apply to municipal government.

Partially Achieved: Additional monies were allocated to this fiscal year’s audit to ensure
compliance with GASB34.

The Board of Selectmen will review all of the Town’s unfunded liabilities, e.g., unfunded sick
leave/vacation leave accrual.

Partially Achieved: The selectmen have begun to compile information regarding the actuarial
studies necessary to properly perform such a review.

The Board of Selectmen will work to ensure an orderly and timely annual budget process in order
that the requisite level of budget reviews is executed in time to make informed recommendations to
the April 2005 Annual Town Meeting.

Fully Achieved: The Board established the Fiscal Policy Work Group, the mission of which is to
bring the policy makers from the town and the school together with the town’s appointed financial
officials in establishing budget timelines and parameters. The Group had two meetings, and the
budget timeline was presented (and approved) by the Board of Selectmen on October 13, 2004. The
acting town administrator held two meetings with budget managers.

Many, but not all, budgets were submitted in accordance with published deadlines. The Finance
Committee was presented with budget materials as they were received by the administration. The
budget was finalized in time for the town moderator’s Pre-Town Meeting and for the Finance
Committee’s charter-mandated budget hearing. The budget was passed at Town Meeting on April
26, 2005 and all override and capital exclusion questions were approved at the annual election on
May 10, 2005.

The comments of the Finance Committee at Town Meeting were overall very positive with respect to
the budget process and the final budget itself.

The Board of Selectmen will oversee the work of the Charter and Bylaw Review Committee in
updating the personnel bylaw in order that it may be presented to the October 2004 Special Town
Meeting.

Fully Achieved: The revisions to the personnel bylaw were presented to and approved by the Board
of Selectmen on August 26, 2004, and the updated personnel bylaw was approved at the October
2004 Special Town Meeting. Additional technical amendments were approved at the April 2005
Annual Town Meeting.
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e The Board of Selectmen will review the Town’s overall organizational chart to clarify the
relationships between the Board of Selectmen, the multi-member bodies it appoints, the town
departments or employees under the policy direction of such bodies, and the town administrator.

Fully Achieved: An analysis was undertaken of the multi-member bodies, which included a list of
all the multi-member bodies, the identification of the authorization to create each body (i.e.,
statutory, Town Meeting, or Board of Selectmen); their appointing authority, and the identification
of staff positions that have a direct relationship to the multi-member body. The Board reviewed and
discussed the analysis, and a policy memorandum was developed and approved.

e The Board of Selectmen will cause a review of the Town’s departmental organizational chart for
possible reorganization of town employees. Any reorganization deemed advisable will be presented
to the Board of Selectmen at the earliest possible date so that any fiscal impact can be included in the
formulation of the fiscal year 2006 budget.

Fully Achieved: The Board included articles on the October Special Town Meeting warrant to
create a full-time position of Health/Conservation Agent, and to reorganize the administrative
support staff of the health and building departments. The articles were approved by Special Town
Meeting. The new health/conservation agent began employment with the town in April, and the
clerical position was filled with employment beginning in May.

The Board of Selectmen, together with the Finance Committee and other respective multi-member
bodies, recommended, and Annual Town Meeting approved, the creation of three new staff positions,
including clerical staff in the DPW and assessors’ office, and a new full-time librarian . All of these
positions, while technically not departmental reorganizations, will effectively reallocate personnel
resources so that clerical tasks formerly the responsibility of higher level employees will be
performed by employees at a more appropriate level.

e The Board of Selectmen will cause a review of the possible implementation of a merit pay system.
Not Achieved

e The Board of Selectmen will develop and implement an effective performance evaluation tool for
the Town Administrator and the Chief of Police. The evaluation tool will be available for use by the
Board of Selectmen to conduct such performance evaluations in conformance with the Charter and
Selectmen’s Policy Memorandum #5.

Not Achieved

Capital Projects

. The Board of Selectmen will assure proper oversight of ongoing capital projects so that they stay on
course, on time, and on budget. All projects currently underway or commencing during fiscal year
2005 will be planned, charted, and executed with the full knowledge, oversight, and approval of the
Board of Selectmen.



Board of Selectmen Town of Truro Organizational Review
26

Final Report

FY05 Goals and Objectives

Page 4

Substantially Achieved: The funding of the Community Center project is a matter of ongoing
concern. After a long series of bids & re-bids, all of which exceeded projected estimates, Town
Meeting voted to not provide additional borrowing authorization.

The Board of Selectmen voted on May 11, 2005 to remand the project, with more executive oversight
by the selectmen, to the Building Committee. The Board also reconfigured and revised the charges
of the Building Committee and any Expanded Building Committee, including the Community Center
Expanded Building Committee. All positions on the various Building Committees were deemed to be
available for appointment, and advertisements have been published to seek candidates. The Board
will seek specific expertise in building design and/or construction when filling these positions. The
Board’s goal is to have a design and plan for additional funding, should that prove to be necessary,
by 2006 Annual Town Meeting. To that end, meetings involving the existing Building Committee,
the Board of Selectmen, administrative officials, and the architect are ongoing, and several
community meetings/events are planned to gather and disseminate information. The first such event,
a ““pizza party’ gathering, will be held on Monday, July 11, 2005 at the Truro Central School.

The garage reconstruction project at the Truro Central School property, which was approved by
Special Town Meeting in the amount of $80,000 is proceeding on schedule, with much of the work
being performed by employees of the DPW department.

The Town will pursue affordable housing goals pursuant to Executive Order 418, to preserve the
Town’s continuing certification, perhaps on a regional basis, in order to maintain the Town’s
eligibility to apply for and receive state and federal grant monies for said purpose.

Substantially Achieved: The Board is working with the Housing Authority on several projects. The
proposed construction of housing units on ““Sally’s Way”” at the former Saada property continues to
be under review. Annual Town Meeting on April 16, 2005, approved changes to the overlay zoning
district to allow for the number of buildings that are proposed.

The Town received the donation a single-family home, and the Housing Authority, working with
town officials and private contractors, are in the process of obtaining the permits necessary to move
the dwelling to a Housing Authority owned site on Snow’s Road.

Demolition of the former North Truro fire station has been accomplished, but no plans have been
made for the development of the site.

Long-Range Planning

The Board of Selectmen will oversee the work of the Local Comprehensive Plan Committee and its
contracted professional consultant to complete the update of the Town’s Local Comprehensive Plan
for presentation to the October 2004 Special Town Meeting.

Fully Achieved: The Local Comprehensive Plan Committee completed its work, and the LCP was
approved at the April An