
How	to	Make	Sharing	and	
Regionalizing	Services	Work	for	You	

	
	
	

Associa'on	of	Town	Finance	Commi1ees	Annual	Mee'ng	
 



Outline	

! 	Technical	Assistance	Bureau	

!  Community	Compact	Cabinet	(CCC)	

!  How	the	CCC	can	facilitate	shared	services?	
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What	is	the	Technical	Assistance	Bureau?	

Advises	ci>es	and	towns	on	opportuni>es	to	improve	their	
financial	management	opera>ons:	
	
! 	Our	project	management	team	brings	real-world	experience	and	
prac>cal	advice	to	every	engagement.	

! We	collaborate	with	our	colleagues	in	DLS,	state	agencies,	regional	
planning	agencies,	and	others.	

	

3	



TAB’s	mission	

To	provide	communi>es	with	guidance	and	resources	they	
need	to	strengthen	core	competencies	and	operate	more	
efficiently	and	effec>vely.	
	
! 	Develop	and	circulate	best	prac>ce	guidance	and	tools	

! 	Promote	strategic,	long-term	thinking	and	emerging	innova>ons	

! 	Encourage	performance,	accountability,	and	internal	control	
standards	

! 	Connect	community	leaders,	managers,	and	administrators	
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What	is	the	Community	Compact	Cabinet?	 5	

Best Practices 
– Year 3 

Open to C/T that (1) haven’t 
applied yet or (2)  that 

applied in FY16 

Administered in the same 
manner as FY16 + FY17, 

except a maximum of 2 best 
practices 

Year-round program 

Efficiency & 
Regionalization 
Grant – Year 2 
Open to C/T, RSDs, RPAs and 
COG’s.  Also open to school 

districts exploring 
regionalization / shared 

services 

Bonus points for CCC 
communities 

Oct 16 open / Nov 16 close 

IT Grant –  
Year 3 

Open to C/T that (1) are 
Compact Communities by 
1/1/18 and (2) were not 

awarded an IT grant in FY17 

Jan 15 open / Feb 15 close 



CCC	Best	PracKce	Grant	 6	

! 	Over	90	best	prac>ces	across	11	areas,	including	educa>on,	financial	
management,	housing	and	economic	development,	public	safety,	and	
technology.	

! 	Today,	317	municipali>es	have	applied	for	735	total	best	prac>ces.	
	

	

Chosen	Best	PracKces	 Project	Status	



CCC	IT	Grant	 7	

! 	Compe>>ve	grant	program	focused	on	driving	innova>on	and	
transforma>on	at	the	local	level	via	investments	in	technology.	

	
! 	Provides	up	to	$200,000	to	support	implementa>on	of	innova>ve	IT	
projects	by	funding	related	one->me	capital	needs,	such	as	technology	
infrastructure,	upgrades	and/or	purchases	of	equipment	or	so\ware.	

! 	In	two	years,	99	grants	covering	134	municipali>es	were	awarded,	
totaling	$4M.	

"  FY16	=	52	grants	covering	60	municipali>es	were	awarded,	totaling	$2M	($16.6M	in	
total	requests)	

"  In	FY17	=	47	grants	covering	74	municipali>es	were	awarded,	totaling	$2M	($7.8M	
in	total	requests)	

	

	



CCC	Efficiency	&	RegionalizaKon	Grant	 8	

! 	Purpose	is	to	provide	financial	support	for	government	en>>es	
interested	in	implemen>ng	shared	services	and	other	efficiency	
ini>a>ves	that	allow	for	long-term	sustainability.	

! 	Provide	funds	for	one->me	or	transi>on	costs	for	municipali>es,	school	
districts,	regional	planning	agencies,	and	councils	of	governments.	

! 	Bonus	points	awarded	for	Compact	Communi>es.	

! 	In	FY17,	75	applica>ons	represen>ng	more	than	240	municipali>es	and	
school	districts	requested	a	total	of	$7.8M.	

! 	Awards	totaling	$2M	covering	more	than	120	municipali>es	and	school	
districts.	

	



CCC	communiKes	 9	



How	can	CCC	facilitate	shared	services?	 10	

! 	Cover	the	where,	what,	why,	and	how	of	two	shared	services	
projects	my	team	was	involved	with	through	the	Community	
Compact	ini>a>ve.	

! 	Quick	Disclaimer:	This	is	what	we	recommended,	not	necessarily	
what	was	implemented	locally….but	I’ll	get	into	that.	



Shared	Chief	AdministraKve	Officer	(CAO)	 11	

! 	Where?	Lee,	Lenox,	and	Stockbridge	

! 	What?	Shared	Chief	Administra>ve	Officer		

! 	Why?	Declining	&	Aging	Popula>ons,	
Increasing	Costs,	Turnover	

! 	How?	Intermunicipal	Agreement	



Where?	 12	

Lee Lenox Stockbridge 
Population 5,921 4,983 1,963 

Total Budget $24,214,225 $27,687,687 $11,637,764 

DOR Income Per Capita $26,385 $42,790 $33,630 

Avg. Single-Family Home Value $252,492 $385,957 $504,095 

Town Charter Yes Yes No 

Select Board 3 Members 5 Members 3 Members 

Town Meeting Representative Open Open 

Strong CAO Yes Yes No 



What?	 13	

Implement	a	shared	Chief	AdministraKve	Officer	
	
! 	General	Municipal	Opera>ons	

! 	Budget	and	Capital	Planning	

! 	Policy	Analysis	and	Guidance	

! 	Procurement	

! 	Human	Resources	

	

Lee Lenox Stockbridge 



Why?	 14	

Unsustainable	Trends:	demographics,	financial,	and	turnover	
	



How?	 15	



How?	Cont.…	 16	

! 	Two-stage	approach	to	implementa>on	plan:	

"  Stage	One	–	Intermunicipal	Agreement	
•  File	legisla>on	resolving	conflict	of	interest	
•  Sign	intermunicipal	agreement	

" Stage	Two	–	Special	Act	
•  Appoint	shared	CAO	study	commilee	(dra\	special	act)	
•  Hold	special	town	mee>ng	to	authorize	shared	CAO	legisla>on	
•  File	pe>>on	to	form	shared	CAO	
•  Ra>fy	shared	CAO	special	act	
•  Appoint	shared	CAO	search	commilee	
•  Launch	shared	CAO	structure	

	



Shared	Finance	OperaKon	 17	

! 	Where?	Blandford,	Chester,	Hun>ngton,	
Middlefield,	Montgomery,	and	Russell	

! 	What?	Shared	Finance	Opera>on	

! 	Why?	Declining	&	Aging	Popula>ons,	
Increasing	Costs,	Turnover	

! 	How?	Special	Legisla>on	



Where?	 18	

*Excludes	Boards	of	Assessors	

Blandford Chester Huntington Middlefield Montgomery Russell 

Population 1,246 1,360 2,168 528 862 1,789 

Total Budget $4,735,888 $3,282,814 $4,815,836 $1,476,010 $2,052,817 $4,819,485 

DOR Income Per Capita $28,307 $21,642 $28,742 $17,181 40,771 24,110 

Avg. Single-Family Home Value $211,641 $158,523 $192,259 $192,278 $257,988 $183,911 

Town Charter No No No No No No 

Select Board 3 Members 3 Members 3 Members 3 Members 3 Members 3 Members 

Town Meeting Open Open Open Open Open Open 

Town Administrator Yes Yes Yes Yes No No 

Elected Finance Positions* No Yes No No Yes No 



What?	 19	

Implement	a	shared	Finance	OperaKons	
	

! 	Finance	Director	–	Advises	boards	&	commilees	on	financial	malers,	advises	on	
budget	&	capital	planning,	conducts	policy	analysis,	oversees	annual	repor>ng,	
other	special	projects	

! 	Accountant	–	Maintains	general	ledger,	prepares	monthly	revenue	&	expenditure	
reports,	conducts	internal	audits,	prepares	annual	repor>ng,	oversees	payroll	&	
accounts	payable	warrants,	manages	procurement	

! 	Treasurer/Collector	–	Custody	of	funds,	oversees	investments,	monitors	cash	flow,	
receives	departmental	turnovers,	supervises	payroll,	administers	benefits,	issues	
tax	bills,	processes	collec>ons,	deposits	funds,	manages	receivables	

	
! 	Assessor	–	Determines	real	&	personal	property	valua>ons,	conducts	property	
inspec>ons,	sets	annual	overlay	&	determines	surplus,	prepares	valua>on	&	
commitment	lists,	administers	excise,	processes,	abatements	&	exemp>on	
applica>ons,	upholds	assessment	administra>on	standards	

	



Why?	 20	

Unsustainable	Trends:	
	
! 	Demographic	

! 	Financial	

! 	Management	

! 	Turnover	
	



Why?	Cont’d…	 21	



How?	 22	



How?	Cont’d…	 23	



How?	Cont’d…	 24	

! 	Two-stage	approach	to	implementa>on	plan:	

"  Stage	A	–	Restructuring	Opera>ons	
•  Appoint	shared	study	commilee	
•  Authorize	special	legisla>on	
•  File	pe>>on	to	form	shared	service	
•  Ra>fy	shared	service	

" Stage	B	–	Sourcing	Services	and	Conversion	
•  Appoint	strategic	sourcing	team	
•  Dra\	and	issue	request	for	quotes	
•  Review	and	evaluate	proposals	
•  Nego>ate	and	sign	contract	
•  Convert	to	new	structure	

	



Lessons	Learned	 25	

! 	Strong	Partnership	–	Form	a	collabora>on	among	like-minded	communi>es	to	facilitate	
discussions	around	shared	services.	

		
! 	Preserve	Individual	IdenKfy	–	Ease	fears	that	shared	services	are	a	threat	to	town	iden>fy	
or	will	somehow	snowball	to	dissolu>on.	

! 	Timing	is	Everything	–	An>cipate	opportuni>es	around	re>rements	or	other	personnel	
changes.	

		
! 	Increase	EffecKveness,	Not	Necessarily	Save	Money	–	Be	mo>vated	to	increase	the	overall	
efficiency	and	effec>veness	of	opera>ons	and	not	by	cost	savings,	which	may	or	may	not	
materialize.	

! Explore	Something	New	–	Be	thoughpul,	but	fearless.	Seek	opportuni>es	to	reshape	how	
municipal	services	are	delivered	more	efficiently	and	effec>vely.	



QuesKons?	

	
	

Zack	Blake,	DLS	Technical	Assistance	Bureau	Chief	
	

P:	617.626.2358	
E:	blakez@dor.state.ma.us	
W:	www.mass.gov/dls	
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