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INTRODUCTION.

Purpose: The purpose of this document is to express the mission, vision, and values of the gov-
ernment of the Town of Windham, Maine, to identify strategic issues and factors affecting the
town and its government’s ability to meet its mission. This document is intended to provide
guidance for policy decisions, budgeting, and operational planning for the period October 1,
2015 through June 30, 2018.

Timeline: An updated comprehensive master plan is expected to be complete in the first half of
2017. This interim, or “stub,” strategic plan will be updated in late 2017 to incorporate goals
and objectives of the updated comprehensive master plan. It also will include other strategic
goals, identified in the planning process, for the fiscal 2019 (July 1, 2018 through June 30, 2019)
budget that will begin in early 2018. The strategic plan adopted at that time is expected to ex-
tend for a period of at least three but no more than five years.

Implementation of goals and accomplishment of objectives in the new comprehensive master
plan will begin with that plan’s adoption, but they will then be incorporated into the strategic
plan, which will, in turn, guide other policy decisions, budgeting, and operational planning.
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MISSION, VISION, & VALUES.

Mission: The mission of the Town of Windham, Maine’s government is to provide governance,
services, and pursue policies responsive to the needs of its citizens and the public in order to
maintain, support, and improve the quality of life in the community.

Vision: The government of the Town of Windham, Maine will be an example of progressive,
prudent, goal-focused, and cost-effective public service, flexible in its response to the changing
needs of a growing community. It will be an example of conscientious stewardship of public fi-
nances, assets, infrastructure, and the public process. The town’s government will foster an en-
vironment that encourages civic engagement, openness, transparency, and accountability, to
contribute to enriching, enlivening, and valuing every community member.

Values: In its conduct of public business, the public process, the provision of public services,
and the care and stewardship of community assets entrusted to its care, the government of the
Town of Windham, Maine will demonstrate and exemplify honesty and integrity, professional-
ism, respect, civility, thoughtfulness, and compassion in its engagement with all constituents,
partners, employees, and stakeholders; and openness, transparency, accessibility, equity, and
accountability in its stewardship of the town’s finances, assets, infrastructure, processes, and
reputation.

Definitions: Where a particular term is used in expressing the town’s mission, vision, and val-
ues, the following simple definitions are provided as a guide for clarity and understanding:

e Honesty — being truthful

e |ntegrity — being trustworthy

e Equity — being fair and just

e Accountability — willing to accept responsibility

e Professionalism — being efficient and capable

e Effectiveness —accomplishing the stated goal or purpose
e Respect — valuing others and others’ viewpoints

e Civility — being polite and courteous

e Thoughtfulness — being considerate of others

e Compassion — being concerned with the well-being of others
e Openness — being sincere and direct

e Transparency — being clear and easily understood

e Accessibility — making things easier for others to use
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STRATEGIC ISSUES.
Organization-Wide Impact:
Growth.

Windham is growing, continuing a trend unbroken since the 1930s, though the modern era of
growth for Windham can be thought of as really going back to the 1960s. Still, this represents
fifty years of consistent growth in population and all that growth brings with it.
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Source: US Census Bureau (Note: population figures were not available for 1800, 1810, 1830, or 1840 decennial censuses.
The 2020 and 2030 population figures are projections by the State of Maine Office of Policy and Management.

Aging.
Like the state of Maine as a whole, Windham is also aging.

The growing population, and the growing population of older people in the community has ef-
fects that show up in different ways across the departments of the town and the services they
provide, and in the policies the Town Council and the town pursue.
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Population by Age in Windham, 2000-2010
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Diversity.

On an even larger scale, the United States is becoming more diverse. Though the changes in
Maine and in Windham have been relatively small, they likely are coming, and will need to be
addressed as part of the town'’s overall strategic consideration in coming years.

Technology.

Technological changes help bring about changes in the way people interact with each other,
their community (or communities), and their government, and shape their expectations about
those interactions, shortening the timeframe for response and results.

Funding Sources (Revenues).

Meeting the needs of a growing, changing, and aging population increasingly will be done with-
out help from the federal or state governments. Fiscal pressures on decision-makers in Wash-
ington and Augusta have resulted in significant reductions in funding available to meet local
needs. This makes identifying issues, setting priorities, and developing alternatives for address-
ing those issues that much more important.
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Economy.

Windham is affected by factors in the larger regional, national, and global economy, both in the
demand for services and the ability (or willingness) to pay for them. The limitations of the
town’s budget cycle make it difficult to respond to an economic upswing or downturn. During
an economic downturn, as we saw during the Great Recession, reductions and lost capacity are
hard to get back. When the economy improves, it often takes time to rebuild the capacity that
was lost, resulting in a perpetual lag that can create operational problems and inefficiencies.

Regulation (Mandates).

Increasing regulations at the state and federal level — labor, environmental, financial, to name a
few —add to the administrative, and sometimes operational, burden of the community, placing
a strain on existing resources. Ensuring compliance with these regulations not only adds to the
burden, but where staffing and other resources are fixed, more of those resources end up being
devoted to regulatory compliance and less to providing service to the community.

Energy.

Another significant external factor is fluctuating energy prices. These can impact operating
budgets in the short term and the overall budget in the longer term by crowding out other ex-
penses, potentially compromising the town’s ability to deliver on programs, services, or pro-
jects. Non-energy petroleum costs also show up in the cost of fluids, tires, and paving.

The town has created an “energy and weather emergency fund” as a component of contingen-
cy to guard against short-term (i.e. within the current fiscal year) spikes. Addressing its overall
energy usage and mix, reducing its exposure to these fluctuations, could help stabilize the
budget over the long term.

Individual Department or Agency Impact: The larger-scale, more global changes occurring will
affect departments, offices, and services in different ways depending on the nature of the pub-
lic with which they interact. Though different, they will all have at their roots the growing and
aging population.

Within each department’s or office’s area of involvement, there are other issues — some com-
mon, some not — that need to be taken into account when establishing a direction for policy,
program, service, and spending over the next few years.
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Administrative Services.

Community Engagement. These are at least two aspects to this issue, the need to inform
the public about the issues and choices, and the need to engage the public to help deci-
sion-makers make better decisions. Especially when it comes to addressing issues, set-

ting priorities, and making choices, getting information to the public in an accessible and
timely way is critical. No less important is finding ways to engage the public, to gather
input about values and preferences, to inform the decisions made by local officials.
Technology would seem to make this easier than ever, but the proliferation of apps,
platforms, and outlets make the number of “channels” over which a message has to be
sent to reach people, along with more traditional media, has made it even more chal-
lenging. In addition, though communicating with and engaging the public is both in-
creasingly important, and increasingly challenging, and some additional tools have been
put in place to help, there is still a need to actually develop the content to be communi-
cated and develop the tools or take the time to gather the input.

Customer Service & Support Staffing. Customer service and support staff reductions fol-
lowing the recession have not been restored, creating scheduling and office coverage is-

sues as well as affecting productivity.

Aging Workforce. More retirements, need for leadership development and capacity

building, workplace wellness and workers’ compensation issues.
Public Works.

Infrastructure Maintenance. In 2001 the town had an eight person highway mainte-
nance crew. By 2006 that number was eleven, the same as for fiscal 2016. As outlined in

the budget for 2016, the department is not keeping up with maintenance of the various
infrastructure assets — roads, sidewalks, ditches and drainage structures (and buildings,
too, since buildings and grounds is in the same basic situation) — entrusted to its care.

Solid Waste Management. The town’s pay-as-you-throw trash and curbside recycling

program accomplished the initial goals of controlling the waste stream and delivering it
to Regional Waste Systems (now ecomaine), increasing recycling rates by creating a di-
rect incentive and equity by ensuring that those who use more pay more. From its in-
ception, however, the system has been hampered by diversion, only moderate levels of
compliance and participation, the sometimes poor quality of the bags used to generate
revenue and meter the amount of waste delivered, improper dumping at recycling loca-
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Police.

tions, and a lack of clear, consistent messaging about alternatives for dealing with other
types of waste (e-waste, household hazardous waste, bulky waste, etc.).

Storm Water Compliance. More of the town is subject to federal storm water manage-
ment rules. The town participates in the Interlocal Storm Water Management Group,

but is still responsible for many aspects of compliance with the general permit and its
required measures.

Engineering Review, Project Management, and Implementation. As development activi-
ty has increased and decreased along with the economic cycle, and as regulations have
continued to evolve, there has been a growing need for engineering services, particular-
ly civil engineering. This appears both here, in public works, and in planning, with the

need to develop plans for projects the town is doing, review plans going through the de-
velopment review process, review the work of consulting engineers doing work for the
town, providing project inspection (internal and external) and management (internal),
and plan implementation.

Time-Consuming Calls. In fiscal 2006 the Windham Police Department had a sworn law
enforcement office complement of twenty-six. Today, it is twenty-seven. The depart-

ment has made progress in developing the capacity to meet its need for specialized ser-
vices, but doing so can take away from routine patrol services and maintaining a pres-
ence in the community. In addition to the Community Services Officer and K-9 unit, the
department has added other disciplines and special assignments, such as School Re-
source Officer, accident reconstruction, and participation in regional drug task forces.
But the department’s resources are diverted when there are calls that require more of
an officer’s time, reducing visibility, deterrence, and promoting safety and security in
the community.

Records. The department’s only records clerk has assumed additional responsibilities
due to training from her prior position as dispatch supervisor. These include compiling
monthly Uniform Crime Reporting (UCR) statistical data required by federal law, comply-
ing with public information requests, maintaining standards and training for Criminal
Justice Information Systems (CJIS) compliance required by federal law, conducting crim-
inal records check for concealed firearms applications, serving as in-house advisor for
the Spillman dispatch/incident database, and liaison with the IT department, building
maintenance, and the Cumberland County Regional Communications Center (CCRCC).
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These services are vital to the operation of the police department, and free up sworn
personnel to concentrate on other police work.

Prior to fiscal 2014-2015, for several years the department had 3 records/administrative
assistant positions. Restoring the third position would allow for a more prompt and effi-
cient completion of responsibilities, would allow the current records clerk to concen-
trate on the unique tasks she is specially trained for, and allow for a shifting of some of
the report data entry which now consumes police officers’ time. The department would
be able to extend the lobby hours at the police station, such as later into the evening, or
during some weekend hours, allowing for the opportunity for the public to access rec-
ords’ services beyond regular business hours.

Fire-Rescue.

Staffing and Response Capacity. Both in terms of staffing and equipment the depart-

ment has been increasingly challenged to deliver a consistent level of response to calls,
mainly emergency medical calls, which represent more than two-thirds of all calls. Hav-
ing staff in stations ready to respond is one challenge. Trying to provide that response
with per diem staff presents another.

Given the volume of calls, and the number of times more than two calls will come in at
once, or more than one when either of the town’s two rescue units is down for mainte-
nance or repair, the town has had to rely on a spare unit from a neighboring town. In ei-
ther case, without both the staff and the equipment the town’s response capacity is
quickly depleted, causing the town to rely on mutual aid and significantly reducing the
level of service (due to the time involved, if nothing else).

In addition to having the staffing and equipment providing the direct service “at street
level” the growing demand for emergency medical services comes with the need to
properly oversee this critical public safety function. Staff certification, adherence to pa-
tient care protocols, liaison with other healthcare partners, and an effective quality as-
sessment/quality improvement program require consistent focus in this area.

Non-Emergency Emergency Calls. From the June issue of PM Magazine, a publication of

the International City/County Management Association, “Despite a tremendous diver-
sity in how emergency medical services (EMS) are provided in communities around
the country, most U.S. EMS systems remain focused on responding quickly to serious
accidents and critical emergencies, even though patients increasingly call 911 for less
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severe or chronic health problems.” Combined with staffing and equipment concerns,
keeping resources available in the community for true emergencies is an issue that is
likely to grow in significance as the community’s population grows and ages.

Aging Housing and Building Stock. While Windham has seen, and continues to see, sub-
stantial growth in its housing and building stock, it also has a significant number of build-

ings near, at, or beyond their economic useful lives. It is not unusual for buildings at this
point in their life cycle to have gone through several changes in occupancy or renova-
tions, and many are not well maintained. This creates potential life safety and other
code issues that place additional demands on code enforcement resources, as well as
potentially putting occupants, and the town, at risk for catastrophic events if there is no
clearly defined policy and response by the town.

Parks & Recreation.

Facilities Needs. Over the years the town has been fortunate to acquire property to
manage as preserves and sanctuaries, such as the Claman and Mud Pond Sanctuaries,

and the Lowell Preserve. It also has several parks and playgrounds, but lacks sufficient
ball fields and multi-use fields to accommodate the growth in organized sports, particu-
larly youth sports. Dundee Park has the town’s only beach.

Lippman Park, a state boat launch on Little Sebago Lake, and public recreational sites
created by Sappi through the federal dam relicensing process provide the only other
public access to water. The town offices are housed in the town’s old high school, which
was renovated in the mid-1970s with federal funds as a community center, but does not
provide for many of the community’s needs for such a center.

Facilities Maintenance. As the town continues to develop Lippman Park and makes plans

for other parks, playgrounds, and facilities, maintaining existing facilities for safety, utili-
ty, and asset preservation will be a challenge.

Community Programming. Most of the programming provided by the department is fee-

based, contributing to a divide between those in the community who can afford to pay
the cost of participation, and those who cannot. The only program that currently in-
cludes a mechanism for including some who cannot afford its cost is summer day camp.
As the community continues to change, efforts should be made to assess the needs of
its residents with respect to recreation programming to help fulfill the department’s
part of the town’s mission.
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Library.

Hours and Staffing. With the decreases in public hours, from 54 hours per week to 42

hours during fiscal 2015, attendance and circulation numbers declined by about 9%.
Funding was increased to restore some hours for fiscal 2016, but the library will contin-
ue to need to assess the demand for library services in the community.

Programming. Along with hours and staffing, the library needs to identify constituencies
who are not being served or are underserved. There are existing program deficiencies
for teens and tweens; there may be others.

Code Enforcement.

Staffing to Volume. Responding the cyclical ups and downs of construction, housing, and

real estate markets, maintaining capacity to provide effective review of permit applica-
tions, conduct required inspections in a timely manner, and respond to complaints
promptly.

Code Changes. Since the adopted of the Maine Uniform Building and Energy Code (MU-
BEC), codes have been on a cycle of regular updates every three years. Updates in codes
require training of staff, informing and assisting the public, and have generally increased
the number of inspections as well as the standards for all types of building construction.

Aging Housing and Building Stock. While Windham has seen, and continues to see, sub-

stantial growth in its housing and building stock, it also has a significant number of build-
ings near, at, or beyond their economic useful lives. It is not unusual for buildings at this
point in their life cycle to have gone through several changes in occupancy or renova-
tions, and many are not well maintained. This creates potential life safety and other
code issues that place additional demands on code enforcement resources, as well as
potentially putting occupants, and the town, at risk for catastrophic events if there is no
clearly defined policy and response by the town.

Planning.

Balancing Planning and Plan Review Capacity. Residential and commercial development

activity rises and falls with the larger economy. Maintaining capacity and balancing the
work of the department between actual plan development, assisting with implementa-
tion and oversight, ordinance development and revision, involvement in other organiza-

9/21/2015 2:26 PM
LB



Town of Windham, Maine
Strategic Plan — Interim Planning Document for October 1, 2015 through June 30, 2018
Page 12 of 23

tional priorities, and subdivision and site plan review is a challenge due to the long lead
time in building — or rebuilding — it.

Engineering Review, Project Management, and Implementation. As development activi-

ty has increased and decreased along with the economic cycle, and as regulations have
continued to evolve, there has been a growing need for engineering services, particular-
ly civil engineering. This appears both here, in planning, and in public works, with the
need to develop plans for projects the town is doing, review plans going through the de-
velopment review process, review the work of consulting engineers doing work for the
town, providing project inspection (internal and external) and management (internal),
and plan implementation.

Assessing.

Maintaining Equitable Values. One of the hallmarks of Windham’s assessing office has
been the ability to monitor real estate values, identify classes or geographic locations of

property that need values adjusted, and making those adjustments proactively. The of-
fice also has been able to conduct complete revaluations in a low-cost, highly-effective
manner. This has resulted in consistently high quality as demonstrated through assess-
ment ratios and coefficient of dispersion (i.e., “quality”) ratings, as well as few com-
plaints. Maintaining this posture and capability will be important to minimizing the
shock of major adjustments, both in terms of big shifts in value from one group of tax-
payers to another — and the resultant turmoil — and the cost of having complete revalua-
tions done by an outside company.

Town Clerk.

Shared Staffing to Meet Demand. Combined with tax collection and, to a lesser degree,

the town manager’s office, offices have to be staffed to meet minimum safety and ser-
vice goals. The challenge is to have staff available when the public needs them there and
to keep them fully engaged and productive between peak customer demand times.

Social Services.

Maximizing Community Resources. Windham social services provides general assistance

administration and operates the town’s food pantry and clothes closet for community
members in need. It also connects these community members with resources in Wind-
ham and beyond to help meet their needs, even when they may not qualify for direct fi-
nancial assistance. Social services has benefited — as a result, so have Windham resi-
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dents — from the generosity of other community residents, businesses, and organiza-
tions in meeting the need, something the town will continue to need to cultivate and
leverage as the town grows, becomes more diverse, and addresses the emergency and
basic needs of residents in distress.

Capital.

Other.

Mission-Based Needs vs. Financial Capacity. Like many communities Windham has often

put off maintenance and needed investment in infrastructure — roads, buildings, equip-
ment — to help balance budgets and minimize taxes in the short run. The costs of post-
poning maintenance infrastructure investment also are largely invisible in the short run,
but they stack up. Over the last few years the town has systematically worked to identi-
fy and plan for meeting those capital needs. They are considerable; combined with the
challenges presented by the overall strategic issues and those affecting individual de-
partments, as outlined above, the town has many years of hard work ahead to catch up.
The good news is that the planning is being done, and results are beginning to show.

Compliance and Reporting. With additions to and changes in regulation the town is in-

creasingly being required to document compliance. Software and other tools may help,
but the demands of record-keeping, tracking, and reporting displace other work.

Transit and Transportation. With a growing older population, the desire to “age in

place” and the mobility challenges that can present, growing interest in pedestrian and
bicycle mobility, and awareness of the importance of fitness and the environmental
costs of transportation choices, the need for some form of transit and the infrastructure
to support it and alternative modes of transportation is also likely to grow.

New Infrastructure. Transportation, water, sewer, information, and energy infrastruc-

ture are all part of a community that is growing and changing, like Windham. Some
types of infrastructure have been left mainly to the private sector to provide, such as in-
formation and energy, but are becoming more frequently part of the conversation as
the town looks for ways to maximize the benefits of growth to current and future resi-
dents and businesses.
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STRATEGIES, GOALS, PRIORITIES, & TIMELINES.

Issue Dimensions.

Departmental strategies, goals, priorities, and timelines are identified in this section of the
planning document by the organization-wide strategic issue or issues they are affected by or
address. This is intended to highlight the various dimensions of each issue and strategy as they
are considered in the planning and budgeting process:

e G-—Growth

e A-—Aging

e D - Diversity

e T-—Technology

e F—Funding Sources (Revenue)
e E—Economy

e R -Regulation {(Mandates)

e N-—Energy

Administrative Services.

e Community Engagement
e Customer Service & Support Staffing
e Aging Workforce

Public Works.

e Infrastructure Maintenance
e Solid Waste Management
e Storm Water Compliance

e Engineering Review, etc.

Police.

e Time-Consuming Calls

e Records
Fire-Rescue.

e Staffing & Response Capacity
e Non-Emergency Emergency Calls

G,A,D,T,F
GTFR

G,T,F,R
G,F,R
G,FR
G,F

G,T,F,R
G,T,FR

G,F
G,AF
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e Aging Housing & Building Stock
Parks & Recreation.

e Facilities Needs
e Facilities Maintenance
e Community Programming

Library.

e Hours & Staffing

e Programming
Code Enforcement.

e Staffing to Volume
e Code Changes
e Aging Housing & Building Stock

Planning.

s Balancing Planning & Plan Review
e Engineering Review, etc.

Assessing.

e Maintaining Equitable Values
Town Clerk.

e Shared Staffing, etc.
Social Services.

e Maximizing Community Resources
Capital,

e Needs vs. Capacity
Other.

e Compliance & Reporting

G,D,F

G,A,D,F
G,F
G,A,D,F

G,D,F
G,A,D,F

G,FE
R,F
G,D,F

G,F.E
G,F

G,ER

G,F.E

G,D,F,E

G,F,E,N

G,F.R
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8/21/2015 2:26 PM



Town of Windham, Maine
Strategic Plan — Interim Planning Document for October 1, 2015 through June 30, 2018

Page 16 of 23

e Transit & Transportation G,A,D,F,E,N
e New Infrastructure G,T,F,E,N
Strategies.

Strategies are listed below by the department/area and issue. The same numbers are used for

reference on the attached Table of Issues, Strategies, Goals, Priorities, & Timelines. The strate-

gies are described in more detail than the table and, where they were included in the discussion

of mission and “mission gaps” in the fiscal 2016 budget narrative, are summaries of those nar-

ratives.

1. Administrative Services.

1.1. Community Engagement.

1:1:1.

Add/restore communications coordinator’s position to provide coordi-
nation and oversight to community television back-up staffing and pro-
gramming, media relations, and managing the town’s online presence
(web, email, social media, etc.). The coordinator would relieve some of
the communications burden on and act as a resource for other staff in
distributing information to the public, routing inquiries coming in
through electronic media and follow up responses, and provide a more
consistent voice for official communications. The estimated annual
compensation (salary/wages and benefits) cost is $48,415.

1.2. Customer Service & Support Staffing.

1.2.1.

1.2.2.

1.2.3.

Restore administrative assistant positions (2) to full-time (40 hours)
from 32 hours in the town manager’s office. Staggered or reduced
schedules result in office coverage gaps, especially during absences due
to sick or vacation time, and other employees having to fill in, taking
time away from other tasks or leaving no one to greet people coming
into the office. Add sixteen (16) additional hours of administrative assis-
tant office coverage per week at an estimated annual compensation
cost of $17,114.

Restore three administrative assistant’s positions to 40 hours from 32
or 35 hours in the tax collection office at an estimated compensation
cost of $10,227. Funding for this increase in hours was included in the
approved budget for fiscal 2016.

Add a part-time (0.6 FTE, 24 hours per week) administrative assistant in
the tax collection office to support both the tax collection and town
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clerk’s offices (see also 10.1.1) at an estimated annual compensation
cost of $24,236.
1.3. Aging Workforce.
1.3.1. Provide training throughout the organization to build leadership capaci-

ty to help manage transitions as the town experiences turnover in su-
pervisors and managers due to retirement or other reasons. Maintain a
long-term commitment to developing a strong management team and
identifying and cultivating capacity in other employees, making use of
those abilities in work groups or teams, as appropriate, where no formal
leadership position may exist. Annual costs will vary but have been es-
timated at $12,000.
2. Public Works.
2.1. Infrastructure Maintenance.

2.1.1. Add two (2) full-time truck driver positions to increase production ca-
pacity and winter maintenance response, eliminating the need to have
a mechanic on an assigned plow route, at an estimated annual compen-
sation cost of $86,189.

2.1.2. Add one (1) full-time building maintenance worker to improve routine
maintenance and project capacity at an estimated annual compensation
cost of $42,639.

2.1.3. Add seasonal grounds part-time hours (approximately 925 hours per
season) to improve mowing and other maintenance at an estimated an-
nual compensation cost of $13,153.

2.1.4. Restore one (1) full-time mechanic’s position to help keep up with
emergency repairs during the winter months, allow for a more compre-
hensive preventive maintenance program, time to prepare equipment
as seasons change, allow cruiser set-up, and keep up with the demands
of a growing fleet, at an estimated annual compensation cost of
$49,022.

B Solid Waste Management.
2.2.1. Add outside catch basin grit disposal in lieu of beneficial reuse at an es-
‘ timated annual cost of $10,000.
2.2.2. Share a catch basin cleaning truck with Gorham to increase flexibility,

improve storm water compliance (see 2.3, below}), and help maintain or
reduce overall cost. Costs, cost savings, and other offsets to be deter-
mined.
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2.3. Storm Water Compliance.

231,

Add staff hours (0.25 FTE) for storm water permit compliance, catch ba-
sin cleaning inspections, dry weather outfall inspections, stenciling and
location painting of basins during the summer at an estimated annual
compensation cost of $10,774. This strategy could be combined with
2.1.1 and 2.2.2, adding one year-round full-time position, possibly offset
by cost reductions and sharing with the Town of Gorham.

2.4, Engineering Review, Project Management, and Implementation.

2.4.1.

3. Police.

Add a full-time staff engineer’s position (see also 8.2.1) at an estimated
annual compensation cost of $72,200. Part of this cost would be offset
by inspection fees on development and some reductions in the need for
consulting services.

3.1. Time-Consuming Calls.

3.1.1.

Add a 27" full-time sworn officer to maintain patrol staffing levels while
allowing for more specialized, targeted work to deal with time-
consuming calls and services at an estimated annual compensation cost
of $60,282, with $30,141 for the initial year to allow time to complete
the selection process.

3.2, Records.

3.2.1.

4, Fire-Rescue.

Restore one (1) full-time administrative assistant’s position in records at
an estimated annual compensation cost of $56,943.

4.1. Staffing and Response Capacity.

4.1.1.

4.1.2.

Add four (4) full-time paramedic-firefighter positions to provide para-
medic level staffing more consistently. Adding four positions fills one
shift on a round-the-clock basis at an estimated annual compensation
cost of $211,515. Additional revenue for calls that are currently being
handled by out of town rescue units would offset a portion of this cost.
Add a full-time EMS supervisory position, not only responding to fire
and emergency medical calls, but coordinating the EMS function, focus-
ing on patient care quality, provider training, supply management,
community outreach, and being the department’s representative in dis-
cussions of community paramedicine (see 4.2.1) and other non-
emergency services at an estimated annual compensation cost of
$80,245.
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4.2.

4.3.

5.1.

5.2.

5.3.

6. Library.
6.1.

6.2.

4.1.3. Add a third rescue unit (ambulance). Estimated five-year annual lease-
purchase payments are $40,425.

Non-Emergency Emergency Calls.

4.2.1. Study/explore other means of maintaining emergency medical response

in the community as an alternative to sending personnel and resources
on non-emergency medical calls. Costs have not been determined.

Aging Housing and Building Stock.
4.3.1. Establish a coordinated inspection program with code enforcement (see

also 7.3.1) at an estimated annual compensation cost of $62,840.

Parks & Recreation.

Facilities Needs.
5.1.1. Continue development of Lippman Park. $50,000 in recreation impact

fees was included in the approved budget for fiscal 2016.

5.1.2. Identify and develop other sites as playing fields, parks, and playground
per the approved recreation facilities capital investment plan. Funding
amounts vary by year.

Facilities Maintenance.

5.2.1. Increase park maintenance staffing. Added $7,464 for additional part-
time and seasonal hours in the approved budget for fiscal 2016.

Community Programming.
5.3.1. Establish “Winterfest” as a counterpart to “Summerfest.” Costs/funding
sources to be determined.

5.3.2. Establish a summer family cultural series. Costs/funding sources to be
determined.

Hours and Staffing.

6.1.1. Restore the circulation supervisor’s position at an estimated annual
compensation cost of $46,394.

6.1.2. Add part-time hours to restore Saturday hours at an estimated annual
compensation cost of $19,092 as included in the approved budget for
fiscal 2016.

Programming.

6.2.1. Add a part-time (25 hours per week) teen services assistant to interact

with teen/tween age group, assist with collection development, plan

9/21/2015 2:26 PM
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and provide programs, as well as provide building coverage at an esti-
mated annual compensation cost of $25,246.
7. Code Enforcement.
7.1. Staffing to Volume.

7.1.1. Restore the third full-time code enforcement officer’s position to meet
demands of permit applications and inspections, and to increase capaci-
ty to respond to complaints and provide office coverage. Included at an
estimated annual compensation cost of $68,409 in the approved budget
for fiscal 2016.

7.1.2. Restore the second full-time administrative assistant’s position to pro-
vide office support to meet the increased demand for permit applica-
tions and inspection appointments and increase shared office coverage
capacity with planning and assessing at an estimated annual compensa-
tion cost of $46,394.

7.2. Code Changes.

7.2.1. Increase capacity to respond to code changes requiring more plan re-

view and inspections. Addressed in 7.1.
7.3. Aging Housing and Building Stock.

7.3.1. Establish a coordinated inspection program with the fire-rescue de-
partment (see also 4.3.1) at an estimated annual compensation cost of
$62,840.

8. Planning.
8.1. Balancing Planning and Plan Review Capacity.

8.1.1. Add planning resources to meet the need for more plan work, more or-
dinance development, and to assist with plan implementation and pro-
ject management utilizing one or more of added in-house staff, shared
staff with other departments/communities, or outsourced to agencies
such as GPCOG or other consultants. Costs have not been determined.

8.2. Engineering Review, Project Management, and Implementation.

8.2.1. Add a full-time staff engineer’s position (see also 2.4.1) at an estimated
annual compensation cost of $§72,200. Part of this cost would be offset
by inspection fees on development and some reductions in the need for
consulting services.

9. Assessing.
9.1. Maintaining Equitable Values.

9/21/2015 2:26 PM
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9.1.1. Maintain continuous review of values to keep up with shifts among dif-
ferent classes of properties, and preserve equity in assessment as
demonstrated by assessment ratios and quality ratings. Costs have not
been determined but are expected to remain within the current budget.

9.1.2. Create and fund a reserve account for value updates/revaluation. Costs
have not been determined.

9/21/2015 2:26 PM
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10.

11.

12.

13.

Town Clerk.

10.1.

Shared Staffing to Meet Demand.
10.1.1. Add a part-time (0.6 FTE, 24 hours per week) administrative assistant in
the tax collection office to support both the tax collection and town

clerk’s offices (see also 1.2.3) at an estimated annual compensation cost
of $24,236.

Social Services.

11:1:

Capital.

12.1.

Other.
197

13:2.

13.3.

Maximizing Community Resources.

11.1.1. Develop and maintain resource partnerships with community organiza-
tions and other agencies to provide for client needs while minimizing
budgetary funding requirements and maintaining compliance with state
general assistance rules. No additional costs are anticipated.

Mission-Based Needs vs. Financial Capacity.

12.1.1. Develop and maintain capital plans for all classes of capital improve-
ments; equipment, roads and other infrastructure, buildings and im-
provements, and land and improvements (including parks, playing
fields, playgrounds, and preserves). Funding needs vary.

Compliance and Reporting.

13.1.1. Add a compliance/safety officer to coordinate workplace safety, regula-
tory compliance, record-keeping and tracking, loss control and risk
management to help reduce costs associated with workplace safety and
health at an estimated annual compensation cost of $48,415.

Transit and Transportation.

13.2.1. Provide support for the establishment and maintenance of regular re-
gional bus service. $9,656 was included in the approved budget for fis-
cal 2016 in support of RTP’s Lakes Region bus service.

New Infrastructure.

13.3.1. Participate in Municipal Broadband Initiative to bring gigabit Internet
speeds to Windham and the Lakes Region as an enabling technology.
WEDC included $10,000 in its annual budget for 2016 to fund an initial
scoping study.

13.3.2. Apply complete streets model to local, shared state and local, state, and

private developments, as appropriate, to contribute to the develop-
ment of transportation infrastructure and other amenities for all users.

9/21/2015 2:26 PM
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No specific costs have been identified but will vary depending on the
features included in projects as they are planned and built.

13.3.3. Continue wastewater management planning efforts to address ground
water quality concerns and 21%' Century Downtown development goals
in North Windham. Costs have not been determined, but the
Wastewater Management Planning Advisory Committee is working to
identify alternatives for local regulation of disposal systems as well as
smaller-scale wastewater collection and treatment systems throughout
the planning area.

Budget Integration.

Any plan is only as good as its implementation. Since a budget is “a plan for what we intend to
do expressed in terms of dollars and cents,” it makes sense to reflect the implementation of the
strategic plan in the town’s budget — its operating budget, capital, debt, and other non-
operating expenses. Though its time horizon exceeds that of this plan, a copy of the budget pro-
jection prepared for the Council’s finance committee, along with its proposed policy on strate-
gic planning and budgeting is attached as part of this strategic planning document.

The budget projection itself is based on a series of assumptions. For specific accounts in the
budget projection spreadsheet these assumptions are listed in the columns labeled “projection
factor.” These are dollar amounts, or percentages, a comment, or may refer to another ac-
count. For example, for revenue account R0416, “Recreation Fees,” this is an offset of expenses
in appropriation account 5111.

The operating budget for 2015-2016, current capital plans, and any items identified in this stra-
tegic plan that were included in the approved 2016 budget are already reflected in the budget
projection and accompanying graphs. Once the Council prioritizes the strategies outlined in this
plan and places them on the timeline for implementation, the budget model and graphs will
need to be updated. The adoption of this strategic plan, including the budget projection, and
the policy on strategic planning and budgeting, will form the basis for the manager’s proposed
budget — except as noted in the policy, allowing for flexibility and changing circumstances — and
the Council’s deliberations. This will align the town’s budgeting process with its strategic plan,
and place each year’s budget in context, showing how it will accomplish what it intends to do.

9/21/2015 2:26 PM
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Town of Windham, Maine
Strategic Planning & Budgeting Policy

Introduction:

The town is required to adopt a budget annually for current and capital expenses (Charter, Article V.) A
budget is a plan for what the town intends to do for any given fiscal year expressed in terms of dollars
and cents. In order to:

e ensure a degree of consistency and predictability in the budget from year to year,

e identify issues and set goals responsive to the needs of the community,

e maintain focus on those goals and measuring progress toward their achievement, often
extending beyond any one fiscal year, and

e provide guidance to the town manager in preparing the annual budget,

the Council has adopted this policy on strategic planning and budgeting.

Purpose:

The purpose of this policy is to establish a process for periodic strategic planning for the town,
incorporating community input, elements of various other plans adopted by the town, and Council-
identified goals, and incorporating those into the town’s budget process, providing a multi-year plan for
both operating and capital expenses.

Policy:

1. Itis the policy of the Town of Windham to conduct strategic planning efforts and to adopt strategic
plans covering periods of not less than three (3) nor more than five (5) fiscal years, except for the
plan adopted along with this policy. As a guide, though the actual steps and sequencing may vary
from cycle to cycle, the strategic planning effort should include or address the following:

a. Define/agree on the process and timeline.
i. Identify stakeholders and their respective roles.
ii. Incorporation of other adopted ar otherwise relevant plans.
iii. Community engagement process.
b. Conduct an environmental scan/SWOT analysis.
i. Consider forces and trends outside the organization — economic, social,
demographic, technological, public policy, etc.
ii. Consider current organizational performance, resources, processes, and outcomes.
iii. Identify critical success factors necessary to the future and continued success of the
organization.
iv. Review/formalize organizational principles to guide decision making.
c. ldentify strategic issues, i.e. key issues, questions, and choices to be addressed.
i. Evaluate issues, reasons to address them and consequences of not addressing them.
ii. Prioritize issues in terms of importance, timing, and feasibility.

-234-



d. Review/define mission, vision, and values for the organization.
i. Incorporate the community’s vision from the comprehensive master plan.
ii. Develop the organization’s vision to reflect the shorter time horizon of the strategic
plan (three to five years versus ten years).
e. Develop goals to be achieved within the time horizon of the strategic plan, which may be
shorter-term milestones toward achieving longer-term goals.
f.  Identify strategies for reaching goals and addressing issues identified in the environmental

scan.

The actual process, steps, and timeline for each strategic planning cycle should be the product of
discussion by the town manager, staff, and Council, and approved by the Council for inclusion as
part of its goals in the last year of any given plan cycle. For example, if a strategic plan is to cover the
fiscal year beginning July 1, 2018, it should be adopted by the Council by October 1, 2017, and the
plan development process designed accordingly.

The strategic plan in place for any given fiscal year will form the basis of the town manager’s
proposed municipal budget, prepared and submitted for the Town Council’s consideration under
Article V of the Charter. Goals and objectives included in the plan for any given fiscal year should be
included in the manager’s budget submittal.

The manager’s budget submittal should incorporate previously adopted capital plans including, but
not limited to, the capital equipment replacement plan, capital buildings and facilities improvements

plan, and capital land and facilities improvements plan.

Variations from the strategic plan or approved capital plans should be highlighted and discussed in
the manager’s budget submittal.

To aid in longer-term operating and capital budget planning the Council’s finance committee, along

with the town manager and staff, will develop and maintain a multi-year budget model projecting
operating expenses and approval capital expenditures for a period of not less than five (5) years.
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