CITY OF NEwW BEDFORD
JONATHAN F. MITCHELL, MAYOR

February 6. 2020

Ciy Council President Joseph P. Lopes. and
Huonorable Members of the Criy Council

133 William Sureet

New Bedford. MA 02740
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Dear Council President Lopes and Honorable Members of the City Covacil

[am submitting for your consideration the attached bond allocation tothing $3.478.000. w hich
constitute~ this year’s round of projects Tor the FY 2020-2024 Capital Iimprovement Prozram (C1P). Much hike
presious capitul funding rounds, these projects are intended to continue ossential renos ation and repatr eftores
while ahvo designating local tunding to supplement state aid for much-needed road and sidew alk FepaLirs.

The capital program was inttated i FY 2014 as a roadmap For the City s long-runze capitad needs, and
the Cits Council his approved rounds of projects included in the plan on an annual basis. The CIP has guided
the City in financing much-necded renovations 1o the Cis '~ schools, hibraries. pubhic safety facihtics, senior
centers. Ciy Hall, the Hillman Street compiey. Butionw ood Park Zoo. the Zenterion Theatre and the Art
Museum In additien, the CIP was instrumental in prioritizing limited resources to make the new Tavlor and
Jacabs schools developmem ol the South Public Safety Center. and long-needed repairs at ~everal of the City '

elementary ~chools. possible,

Our utilization of a five-year CIP has abvo been a key component in our elforts w demonstrate
responsible fscal management o rating agencies and investors. and wits eited as a factor in our achiey g a AA-

bond rating 10 2014 as well as the recent rating from Standard & Poor's. which affinmed the City '~ AA- tatus.
The CFO update~ the CIP annually in Light of funding opportunities and input from other department heads

The CIP totals S104.9 nulhon from FY 2020 through 2023, OF this wmount. $19 5 million would be
allocated tor capital wsset presersation projects for public safets . road repatrs, public use buildings and other
government Facilities, and approsamately S10.3 million would be allocated fo ongoing replacement of capital
vehicles and general fleet replenishment. $24.9 million would be allocated tor major renoy ations and/or
replacements at general government fucilities. while $30.2 million would be allocaied tor school projecis.

The CIP will be funded by a combinaion of general obligation debt. cash tunding. and lease purchases

tor capital vehieles. The program 1s designed to work within the City s exsting debt profile as much as possible,
thereby mintmizing the impact on ongoing debt <ervice requirements.

you for your consideration of this proposal, and { fook forward to the discussion ahead

IN CITY COUNCIL, February 13, 2020
Referred to the Committee on Finance.

Dennis W. Farias, City Clerk
a true copy attest;
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City Clerk



FY 2020-2024 Capital Improvement Program
City of New Bedford, Massachusetts

Background

The City of New Bedford develops a five-year capital improvement program (CIPj to address its
capital needs in light of its forecasted financial cupacity. The practice of prioritizing the Cityv's
capital projects through a multi-year period establishes a roadmap for facilicy improvement and
vehicle replacement. tends to enhance the City's status with rating agencies. and facilitates the
City"s ability to incorporate capital spending into its fiscal planning. The initial version of the CIP
covered the five years from FY 2014 through FY 2018. und the plan has been updated annually as
projects huve been further refined and updated.

Projects are first identified through the biennial Capital Needs Assessmrent t(CN AL based on the
input of operating departments regarding service needs. physical condition and UsaZe raguiremient
that shoutd be considered for funding consideration in the CIP. Potential projects are evaluated in
relation o cach ather to ensure that the highest priority projects receive public funding. The CIP
15 funded annually through a capital improvement bond authorized by the Ciy Council. and
through project-specttic authorizations. grants and lease agreements.

Five-Year Capital Improvement Plan Summary

The Capitat Improvement Progrant cos ors Geaeral Fund-supported projects trem FY 2020 through
2024, and total> S104.9 million. OFthis amount. $19.5 million would be altocated tfor capital asse
preservation projects for public salety, rowd repairs. public use buildings and other sovernmen:
facilities. and approximately $10.3 million would be allocated for ongoing replacement of capital
ventctes wind general tleet replenishment. $24.9 mitlion would be allocated for major renovaiions
and/or replacements at general government factlities. while S30.2 miltion woubd be allocated for
school projects.

What tollows is o summary of the projects proposed to be funded in this vear's capital
improvement hoad and i summary of the projects that would be addressed in the CIPS Luter vears.,

FY 2020 Capital Improvement Bond
The FY 2020 bond. which totuals S3478.000. consists of the tolloswing seven projecis in tie CIP.

+ Hillman Complex Continuation ($300.000): This project continues renos aiions (o the
Hiltman Complex to complete refurbishments to Building 9. including electrical, plumbing
and HVAC renovations as well a~ interior fit-out. Upon completion. the facility will house
the Council on Aging und elements of the Department of Community Services.

* Police Headquarters Renovations ($1.300,000):  This project consists of HVAC
improvements. building envelope repairs. door replacements. and interior renovations at
the Police Department headquaiters. Climate conirol is currently provided by o legacy
HVAC vy stem which lacks functioning air distribution controls. The rooftop air handlers
are at the end of their useful lives. und the facility is in need of upgrades 10 interior spuces
as welb as aspeets of the building envelope and several areas of roof repairs.
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* Fire Headguarters Interior ($665,000): This project would continue work at Fire Station
#2. which also houses the headquarters of the Fire Department. This facility in recent years
has undergone extensive renovations to its apparatus bay. Improvements would include
renovations to the restrooms. sleeping quarters and clean room. as well as resurfacing the
station’s parking lot.

» Lawier Library ($363.000): This project would address public safety issues at the Lawler
Library. Project activities would include replucement of interior looring. exterior doors
and swrfuces. pavement and emergency lighting. as well as the replacement of HVAC
controis. which were installed more than two decades ago and are technically obsolete.

* Park Improvements ($400,000): This project would complete public satety upgrades and
other repairs at the wonis courts and skate parks located at Brooklawn. Buttonwood. and
Huzelwood parks in order to adiress deteriorating conditions and ensure u safe and secure
experience for the facilities” users.

¢ High School Renovations ($250.000): This preject continues repairs at New Bedrord
Hizh School to provide For improvements o the campus grounds. Project activities would
mctude replacement of signage and landscuping, and improyements to the main entrance.
These renovadions are ineligthle tor reimbursement by the Mussachusetts School Building
Authortis but would be supplemented by Schoo! Department funds.

*  Roads & Infrastructure 152.000.0000: The Capitad Improvement Program includes an
ongoing infristructure program intended o augment Stwe-funded and wility -related
improvements 0 roads and sidewalks. Work is ussigned based on conditions as wssessed
through the City '~ pavement management prograni. This program was initiated in FY 2017
and i~ proposed 1o continue throughout the five-vear plunning period. The proposed
funding level represents a 237¢ increase o0 the annual allocation in compuarison with the

last severul vears.

Due to their grant-reimbursement structure. the annual capital bond does not include authorization
tor MSBA or other state-funded capital projects. The CIP includes placeholders in FY' 2021 tor
repairs to the Campbell School and o fewsibiliny study for o replacement for the Congdon and
Desvaltes schoals. These projects are included in antivipation of the MSBA approving Statement
of Interast applications tor FY 2021,

Other F'Y 2020 Capital Projects

In addition to prajects proposed for the capital bond. the Cupital Tmproyvement Program includes
several projects that will be funded through an appropriation of the premium proceeds collected
on interim debt for earlier projects. Use of these funds is limited under State Jaw to capital projects.
For FY' 2020 and 2021. it is anticipated that u combination of premiums and Free Cash will be
utilized to support equipment needs for the City's [T network. The CIP also assumies that an
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appropriation for the Central Garage renovation project will be submitted for City Council
consideration during FY 2020,

Project Descriptions for the Five-Year CIP

The foregoing projects are proposed to be funded in the first vear of the Cupital [mprovement
Program. The projects in the entire five-veur planning period are summurized in the following
pages. The complete CIP may be found at the end of this discussion,

General Government Renovations & Replacements

Hillman Street Complex Renovations (FY 2020, 2022 & 2023, $2.000.000): This project
CORRINASS r€iovations Gogun it FY 2014 e ihe Hillowo Stecr Coinples. Activilies would
include renovation of Building 9. which serves as annex oltice space. repointing of the
exterior walls, and replacement of deterioraied brichw ork.

Police Headquarters Renovations (FY 2020, $1.300.000): This project tmplements
HVAC improvements. buitding envelope repairs. door replacements. and  interior
renovations at the Police Depuartment headquarters. Climate control is currently praovided
by it lezacy syxtem which lucks proper air volume controls. und the tacility is in need of

upgrades o nterior spuces as well as ispects of the building envelope,

Zeiterion Theatre Repairs (FY 2024, $376.000): This project serves as o placeholder tor
the replacement of doors und HVAC contral units at the Zewerion Theutre.

Agnes Braz Accessibility ITmiprovements (FY 2021, $3530.000); Thi~ project would
iplement accessibifity improvements. incleding installaton of wheclchair aceess FHTPS.
atthe Agnes Braz building located on Cozeeshal! Sireet.

Zoo Renovations (FY 2021-2024. $3.302.0001: Thi~ project would continue renos ations
ai the Buttonwood Park Zoo. with o focus on renovations (o axisting exhibits and

Fleet Maintenance Improvements (FY 2020 & 2023, $3.394.000): This project would
provide for construction of an integrated fleet management solution for City vehicles.
Initial funding in FY 2019 consisted of « Free Cuash aliocation 1o provide for design of
renovations und expansion Lo the existing fucihty at City Yard. Funding anticipated for FY
2023 would execute repairs 1o the Fire Garage and the Truck Shed.

Sassaquin Pond Remediation (FY 2021, $1.430.000): Thi~ Project serves i~ o
placcholder tor improvements 1o water gualins in Sassaquin Pond. The Cits will be
developing & Work Plan for implementing capital improsements, preventive operations
and maintenunce activities. and programimatic improvements {2.9.. public outreach and
ordinance tpdates) which will prioritize the most pressing and cost-effective water quality
improvements project in the Sassuquin Pond watershed. The goal of the work plan will be
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to identify “low hanging fruit” activities that can be implemented in the near term.  In
addztion. the work plan will provide the needed information for the City to apply for grant
funding for implementing tuture projects. This work will be completed in coordination
with the Sassaquin Pond Association through u series of reviews and public meetings.

* Buttonwood Pond and Dam Restoration (FY 2020-2021. $6.800,000): This project
would restore the pond at Buttonwood Park. The pond is created by a dam. originally
constructed in 1902, whose repeated failures result in periodic flocding downstream in the
park. The state’s Oftice of Dum Safety has desiznated this dam as a significant hazard and
fas wiged the City o muke structural repairs. The project scope wouid inciude
reconstivctton of the dam, dredging of the poad. aid cleanup of the arca resulting in
enhunced recreational use. permit compliance. and public safety.

¢ Public Safety Communications System (FY' 2020-2022. $6.000.000): This project
continues activities begun in FY 2019 1o replace the City '~ public safety communications
system. which s utifized by the three public safety agencics {Police. Fire and EMS) 10
dispaich and manage emergeney respanse. The current system. which dates to the mid-
1990~ 1~ absolete and in need of replucement. The project also addresses regulator
changes which are requiring public <afets agencies nutionwide to migrate to 1 new set of

frequencies.

School Renovations & Replacements

Projects i this category represent muajor capitad improvement needs tor the School
Department. The Cliy makes vse of consirtetion grants from the Massachusetts School Building
Auvthoriny (MSBAL when available. The costs retlected in the CIP represent the amounts (o he
iocally finunced.

*  Schools Deferred Maintenance (1Y 2020-2022, $1.015.0001: This project would provide
for renovations to School  Department facilities that would not be celigible for
retmbursemer: from the State. Funding v the FY 2020 casital bond will be utilized o
continue renovations at New Bedtowd High School.

*  MSBA Accelerated Repair Projects (FY 2021 & 2023, $3.709.000): This project
provides the tocal share for renovations o the Cumphell school in FY 2021, and tor the
Brooks und Hathaway schools in FY 2023,

*  MSBA Core Projects (FY 2021-2024, $45,500.000): This project would provide the local
share for planning studies and construction of replacements tor the Congdon und Devaltes
elementary schools, as well s a future replacement project in FY 2023-2024,



FY 2020-2024 Capital Improvement Program
Page 5

Capital Vehicle Replacements

The CIP includes several projects intended to address ongoing replacement needs for the Citn's
vehicle fleet. Projects included during this period were limited to those that could be financed
through a lease purchase arrangement.

¢ EMS Vehicles (FY 2021-2024. $1,835.000): Thix project provides for the acquisition and
outlitting of six replacement ambulances and five command vehicles for Emergency
Medical Services over the course of the planning pertod. The City instituted a polics
beginning in 2013 of acquiring replacement vehicles through o series of capital leases.
which in turn provides sufficient fexibility 1o finunce ongoing replacements.

* Fire Apparatus (FY 2021-2024, $3.153.000): This project provides for the ongoing
replacement of fire apparatus over the course of the plunaing pericd. The Fire Department
curreniy operates ten front-line apparatus, which averuge about nine vears in service.
Acquisition of the replacement vehicles will involve a series of copital leases. providing
safficient flexibility w finance ongoing replacements, The City hus purchased five
replacement pumpers and ope aerind ladder since FY 20130 The project anticipates the
acquisiion of a badder truck in FY 2021 1o replace Ladder 4. Decisions regarding the
specitic apparatus 0 be replaced in futire vears will be determined based on operationa!

needs.

¢ Mobile Command Center (FY 2022, $750.000): This project would replace the Police
Department’s mobtle command center. The existing vehicle. which was initially purchased
in 2003, 1> outdated and containg obsoleie aspects in terms of design and technology tha
have been repeatedly identified in post-incident reviews. Acquisition of the replacement
vehicle would be tinanced by o capital tease.

¢ Public Infrastructure Vehicles (FY 2021 $800.000): This project would replace a
sacuum CVactorp vehicle. equipped with jetting capabilitie~. that has reached the end of
its usetul ite. wad would add 4 vacuum-type street sweeper o allow DPI to expand strect
sweeping activities and ensure compliance with Federal reqmrements. The cost tor both
vehicles would be financed by a capital lease whose payments would be shured equally
between the General and Wastowater Enterprise tunds,

* Fleet Replenishment (FY' 20202024, $3.000.0000: This project addresses deficiencies
identified in the condition of the City™s general use flect. which averages ahout F vears
old and reguires significant investmeni of INainleninee resources 1o maintain operahility,
The City Council approved un initial purchase in FY 2016, principally to address
replicement and improvement needs for snow removal fallowed by subsequent
appropriations in FY 2017 through 2020. Future allocations will provide tor the continued
replacement of 8-12 vehicles per vear. 1o ensure that the general tleets are kept in a state of
good repatr. Financing will be wccomplished through a sertes of capital leases. FY 2020
cludes funding to repluce a wtility vehicle assigned 1o the Fire Depuartment.
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Capital Asset Preservation

The Capital Improvement Program includes engoing funding to address deferred maintenance
issues throughout the City s physical plant. The Cupttal Needs Assessment process identified $28 |
million in deferred maintenance. intrasiructure and facitity needs for General Fund ngencies.
largely resulting from a historic insufficiency of resources allocated for that purpose. As uresult
the City s physical ussets have continued to depreciate. and the capital requirements needed 1o
bring fucilities to proper working order huve grown,

The Capital Asset Preservation portion of the CIP is intended 1o provide resources needed 10 ensure
the continuation of basic operability for the Cinv's fucilitics. Funding estimates are based on the
Asset Depreciation Method. which uses nuionaily promulzaced stundords as vuidetines jor the
muaimtenance of aging facilities.  For example. the Asociation of Higher Education Facilities
Otticers and the International Facility Management Aswsociation recommiend unnual capital asset
prasersation funding ranges that wre eguivalent to 1.3%-3.07 of the replacement value for an
entity "~ physical pluni. Simitarly. the Federal Internal Revenue Service and the Mussachiselis
Department of Revenue has established depreciaiion stundards of 2,34 per sear on fixed assets.
As o FY 2008 the Ciiv's outside auditor estimaced the City s physical inveniory at S264.2 million.

The CIP includes $19.5 million over the five-veur pranning period Tor capital asset replucement
projects, and an additionad S10.0 millian for more extensise renovations. In addition. the CIP
tcludes S47 rillion w fund the local share of renovaiion projects tor Ciry schools. Combined.,
these wllocations would wverage upprosimaely .67 annuatly over the course of the five-vear
planning period. assuming that the City reccives repuir granis from the MSBA on o consisteni
basis. Funding is assigned according 1o four tunction.! Projoct Ciie e ories:

* Public Safety - Fucilities operated by the Police. Fire & ENMS deparuments.
*  Public Facilities - Facilities destgned principatiy ror public useiparks. community
centers, Free Library, Buttonw ood Park Zoo).

e Government Facilities — Fucilities desivned to house veneral  government
vperations (Ciy Hall, Gty Yord, and other shared use-tvpe tucilities)
* Roads & Infrastructure — The FY 2020-2024 CIP includes wn onzoing

ifrastructure program  intended 0 augment Stae-funded and utibioy -related
tprovements o roads und sidewalhs. Work would be assigned based on
conditions as ussessed throtigh the Ciy ' pivement management program.

*  Renovation projects for Ciny sehools are included in the Schools Deferred
Maintenance and the NMSBA Accelerated Repair Projects caiegories.

Projects qualifying for capital asset preservation funding wre limited to existing facilities in need
of capital-elizible renovution and/or repair. Exampies of such projects might include interior
and/or exterior renovations. roof replacements, HVAC repairs und measures required to maintain
compiiance  with regulatory and/or licensing requirements. and artificial plaving  field
replacements. The capital usset presernation component constituies a minima! baseline of fundinyg
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over the course of the CIP planning period. and specific allocations ure determined as part of the
annual CIP appropriation.

Project Financing

The CIP will be funded by u combinution of general obligution deblt for facilities projects. lease
purchasing tor capital vehicle purchases, and grant funding. The CIP i~ designed to work within
the Ciy"s existing debt protile to the greatest extent possible. although the impact of debt issuance
for new facilities such as the South Public Sufety Center. the Public Safety Communications
System. the Buttonwood Pond Rexteration project and school renovation projects will contribute
W a projected increase in net outstanding debi from S80.8 million in FY 2020 10 SH13.9 million by
FY 2024, However. ongoiing retirements would lingdi the increuse in annual net debt service
payments through the end of the five-teur planning pertod. while capital lease pay ments would
erease o suppori the sequisition of tire apparatus and other public <afaty vehicles identitied in
the progrum.

Projected Operating Costs

The Capital Improvement Program consists of 4 series of projects intended to rehabilitate and
replace existing buildings. While the debt made necessury o fund these projects will vesult in
increwsed finuncing costs. there are no wlditionul sLating or eperating requirements anticipated o
wresulic I addition. engoing savings wre projected W result front the consolidation of to fire
stations and a palice station into the South End Public Sufens Cenier, the introduction of energy -
saving modernization aciivities at ~severa! schools. and from the implementation of the Ciny '~
CNCTEy NMNUZCMEnD Progri.

Affordability Indicators

The Ciy Council adopted an organizeiion-wide debt management policy in November 2014 2.
Included in the policy are a sertes of indicators intended o determine the appropriateness of
dssuming additional tx-supporied general oblization debt:

¢ Outstanding debt as a percentage of per capita income — The policy tarzet is 67 or less
Fhe projected ratio would increase from 3.3% in FY 2020 w0 487 n FY 2024,

¢ Outstanding debt as a percentage of assessed valuation - The policy target is 37 or
less. The projecied rutio would increase from 1.2 i FY 202010 1.4 in FY 2024,

o Annual debt service as a percentage of the General Fund operating budget — The
policy target is 10% ar less. The projected ratio would decrease from at 3.3% in FY 2020
W 24% i FY 2024
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City of New Bedford, Massachusetts

Deseription

General Gov, Renovations & Repacemenis
Hillown St Comples Renovations

Police Headguariers Renovations

Zetterion Theatre Repairs

Agnes Braz Aceessibility Improvemenis
Zuowy Renovations

Fleet Maintenanee Improvenents
Sussaguin Pond Remediation
Buttonwood Pond Restoration

Public Satety Comnwunications Sysiel
Subtotal:

School Renovations & Replacements
Schools Deterred Alintenange
NMSBA Accelened Repain Projecis!
MSBA Core Projects!
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Cupital Velaele Replacements
EMS Velieles
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SCBA Heyuipment

Maobile Command Center
Public Inlastructure Veheles
Fleet Replenishiment
Subtotal:

Claprtal Asset Preservation
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T . . i Y 2020-2024
Funding Sources Iy 2020 Iy 202 Yy 2022 Y 2023 'Y 2024 Total
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