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Foreword

For at least 10 years the management of the Wellesley Department of Public Works,
with strong encouragement of its changing Board members, has attempted to
complete a benchmarking study that would compare our performance in the many
DPW service areas to those of comparable towns. These attempts have fallen short
because comparable data were difficult to capture and personnel in surrounding
towns were often too busy to focus on the required data collection process and the
efforts lost momentum.

In June 2016 Mike Pakstis and Dave Cohen, Director and Assistant Director of the
Wellesley DPW, invited their counterparts from Needham and Natick to a working
lunch in our conference room. | had the good fortune to attend and to encourage the
three towns to work together to develop a definitive benchmarking study not only to
learn and compare the performance metrics of each town but also to capture best
practices and find ways to collaborate on shared needs in the future. We all agreed
that those should be our objectives and that we needed to dedicate ourselves to
completing the study. It could easily become a model for other towns.

We all recognized that it would be an enormous task and, to get it off to a good
start, required the services of a few dedicated persons to develop the data collection
framework and begin collecting the data. To make early progress the three towns
agreed to retain the services of two recently retired Wellesley DPW managers, Judy
Curby and Gordon Martin, to begin work that summer. Thereafter the three town
DPW Directors and their staff worked many hours collecting and analyzing data and
then met monthly to review and analyze one major service area each month. The
meetings will not end with this report - they have agreed to continue meeting on a
periodic basis in the future.

| think that you will find the results to be illuminating and, in some areas, surprising.
The three towns are learning from each other, finding ways to collaborate, and will
continue to communicate on regular basis. It is an excellent and perhaps unique
example of town government entities coming together to enhance their performance
and share best practices.

David A T Donohue
Chair, Board of Public Works
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Apples to Apples - A Three Town Public Works Benchmarking Journey

Executive Summary

While the work of the study group is substantially complete, we are still receiving updates from
both Natick and Needham as they make their final reviews and edits to the many data points
collected for the study. We don’t expect any new information received to materially change the
results or conclusions but we will incorporate any new information received so that the study
data represents the best information possible. In the meantime, this report provides the details
and summaries of the comparisons that we have made so far and also includes a listing of
findings and recommendations for next steps and areas for further study.

The study group has continued to meet, most likely on a quarterly basis, and we expect to
continue to update this study with more current fiscal year information as it becomes available.

The information included in this report includes a Municipal Comparison Overview, a
Benchmarking Summary, and division specific benchmarking sheets showing the highlights of
inputs, outputs, and key statistics for each operation. The information contained on these
sheets represents hundreds of data points collected, reviewed, and analyzed to achieve the
most meaningful and closest ‘apples to apples’ comparison that the group could make. At the
end of the Executive Summary we have included a section to highlight our findings &
recommendations which highlights our key takeaways from the work done so far and lays out
a framework for future study.

Overall, we were pleased that the study group was eagerly engaged in the process, however,
realities of staffing limitations and other business cycle priorities such as budget presentations
and fiscal year end activities disrupted or delayed the project at times. For example, Natick’s
data analyst was not on staff when the project started and Needham’s chief administrative
analyst was serving double duty as their facilities maintenance manager during the study
period. Despite these speed-bumps, the group collectively found value in the study, was
committed to completing the work and has now proposed to continue collaborating beyond the
scope of the initial study.

The relationships created and strengthened during this study may prove to be the most lasting
benefit of the whole process. As an example and a direct result of this benchmarking study,
Needham developed a creative solution to offer vehicle preventative maintenance services to
address any backlog we may have while we work to fill long vacant mechanic positions.

The attached Benchmarking Scorecard, Table 1, shows 15 benchmarks that were identified for
each of 8 public works operational areas. These benchmarks provide a valuable, high level
comparison, and the study group found these benchmarks to really be the start of the
conversation rather than a conclusion.

Table 1provides an ‘at-a-glance’ overview of the results and shows the three-year average for
each benchmark. Also included is a symbol to show which town led, trailed, or was in the
middle of the benchmark group.



Highest benchmark performer v

Lowest benchmark performer X

Middle benchmark performer O

Division Benchmark Wellesley Natick Needham

Snow & Ice Cost per Mile ) 7183 O|S 6312 v | S 10,172 X
Trash & Recycling Total Cost Per Ton S 98 Vs 118 O | s 137 X
Trash & Recycling Net Cost Per Ton S 64 O|S 31 /S 114 X
Total Highway Maintenance |Total Cost Per Mile S 10,452 X | S 768 v |S 9,807 O
Highway Street Resurfacing - Cost Per Mile S 148,159 v | S 498643 X | S 222,562 O
Park & Tree Maintenance Total Cost Per Acre ) 7,118 V| S 10,666 O | S 14,509 X
Fleet Cost per Unit S 9,373 X|S 3,294 4 | S 5017 O
Engineering Cost per Capita S 29 X|S 14 v |S 25 O
Administration Cost per Capita S 23 X|s 7V |S 17 O
Administration Cost per DPW Employee S 5531 O|S 3092 v | S 5953 X
Water & Sewer Water - Cost Per Mile S 46,966 X | S 14,961 J | S 34,554 O
Water & Sewer Sewer - Cost Per Mile S 55887 O s 58546 v | S 60,518 X
Water & Sewer Water Rates - Residential Inside Only S 446 O| S 335 V| S 479 X
Water & Sewer Water Rates - Residential w/Outside S 972 X | S 875 v |§ 944 0O
Water & Sewer Sewer Rates - Average Residential S 1,012 O| S 1,009 v | S 1,058 X

Table 1: Three Towns Benchmark Scorecard

Of the 15 benchmarks, Wellesley was the leader for 4, in the middle of the pack for 5, and
trailed the group for 6. Natick lead the group in 11 benchmarks, was in the middle for 3, and
trailed for 1. Needham was not the leader in any benchmark, was in the middle for 7 and

trailed the group in 8.

Natick’s performance metrics seem to dominate the scoreboard. This occurs because

it has

the fewest resources available and, at the same time, has the largest Town (i.e., most road
miles, most water & sewer line miles, largest population). During our discussions, Natick team
members expressed their frustration that they simply don’t have enough resources to do much
of the work that they feel should be done. In fact, they are using their results of this study to
request additional staffing resources.

As the study group analyzed these results, it was obvious that these benchmarks should be
viewed as a jumping-off point for more in-depth discussion. The outcome of these discussion
were incorporated into the various benchmark sheets that are attached and summarized

below.




Municipal Statistics Comparison

Table 2 below shows demographic data for each town and serves as a helpful reference and
backdrop for the benchmark data that follows.

In general, this data show that Wellesley has fewer people, smaller land area, and fewer public
roads than our peer communities. Wellesley has a larger income per capita, property value
per capita and a larger average tax bill. Another interesting note is that Needham has a split
tax rate for commercial properties. Table 3 below shows the DPW staffing count by division
for the three towns. Note that Wellesley has the highest head count including four night
watchmen.

Wellesley Natick Needham
Population (2013) 29,090 35,214 29,736
Registered Voters (2012) 18,897 24,206 21,307
School Enrollment (2015) 5,098 5,546 5,443
County Norfolk Middlesex Norfolk
Square Miles 10.18 15.08 12.61
Public Road Miles 129.97 155.92 138.14
Income per Capita (2013) $154,864 $49,772 $93,395
EQV per Capita (2014) $351,082 $197,692 $278,902
Avg. Tax Bill (fiscal 2016) $13,326 $6,630 $9,240
Tax rate (fiscal 2016) $11.56 $13.82 $11.29
Commercial Tax Rate (fis 2016) None None $22.43
Operating Budget (fis 2016) $165,160,098 | $147,026,413 | $156,155,833

Table 2: Three Towns Demographic Data

Source: Massachusetts Municipal Directory 2016-2017

DPW FY16 Budgeted Staffing

Wellesley Natick Needham
Administration 9.0 4.0 8.0
Engineering 10.0 5.5 10.0
Highway 23.0 13.5 12.0
Night Watchmen 4.0 - -
Park & Tree 20.0 8.5 16.0
Fleet Maintenance 9.0 9.0 5.0
Solid Waste 14.0 13.5 10.0
Water & Sewer 29.0 29.1 26.0
Total 118.0 83.1 87.0

Table 3: Three Towns Budgeted Staffing



Division Benchmark Narrative

The narrative below identifies the division, the specific benchmark(s), and a brief discussion of
the result and findings.

Division: Snow & Ice
Benchmarks: Cost per Mile; Cost per Inch; Cost per Response

Wellesley’s three-year average cost per mile for snow and ice operations is $7,183 compared
with $6,312 for Natick and $10,172 for Needham. Equipment costs have been adjusted out of
the total cost because each town handles these charges differently. For reference purposes,
two additional benchmark ratios are shown: cost per inch of snow and cost per response.
Overall, Wellesley compares favorably with the group but keep in mind that equipment costs
are not included in the total.

One key driver for the ‘cost per mile’ is the miles of road that each town plows. Wellesley has
about 20% fewer road miles than Natick and about 5% fewer miles than Needham. The effect
of this is that Wellesley’s cost per mile ratio will be higher. When looking at cost per inch or
cost per response, Wellesley’s ratio is lower, primarily because we do most plowing with in-
house staff rather than contractors. On the flip side, our vehicle maintenance costs are higher
because we use many more pieces of Town-owned equipment during plow operations.

Another operational difference that was discovered is that Wellesley plows and treats
sidewalks in commercial districts while Natick and Needham do not provide this service.

Snow & Ice Cost per Road Mile
$15,000
$10,000 ———
$5,000 +——— e — —] I
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3 Year Average
Wellesley Natick Needham
Snow & Ice Cost per Inch Snow & Ice Cost per Response
$30,000 $60,000
$20,000 $40,000 +—————— A S
$10,000 +——— —_— — — $20,000 +—— —_— — ——
s " s
3 Year Average 3 Year Average
Wellesley = Natick ® Needham Wellesley 1 Natick ® Needham




Division: Solid Waste (Trash, Recycling, Earth Products)
Benchmarks: Total Cost per Ton, Net Cost per Ton

Wellesley’s three-year average cost per ton for solid waste operations is $98 compared with
$118 for Natick and $106 for Needham. When looking at net cost per ton, which includes
revenue from operations, Wellesley is at $64/ton compared to Natick at $31 and Needham at
$114. Natick’s net figure includes the revenue from the sale of ‘pay as you throw’ bags and
the group discussed whether or not it was appropriate to include this revenue in the calculation
since homeowners pay for the bags. In the end, we decided to include this revenue as a
helpful discussion item.

The major difference in operations is that Natick has a combined Highway & Sanitation
Division and provides ‘pay as you throw’ curbside pickup. Both Wellesley and Needham have
transfer stations and provide no residential pickup. Needham has a ‘pay as you throw’ system
as well but finds that it is difficult to enforce at their facility. Wellesley devotes more attention
to recycling operations and the sale and marketing of household recyclable materials while
Needham puts more focus on earth products and the marketing of compost.

Both Needham and Natick haul trash to nearby disposal sites while Wellesley’s tipping fee
reflects hauling by the vendor to an out-of-state facility [Note: starting in FY18, Wellesley
changed vendors and trash is now hauled by the vendor to a facility in Massachusetts].

Trash & Recycling Total Cost Per Ton
$200
$150 I
$100 —
$50 +—— — — -
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Trash & Recycling Net Cost Per Ton
$150
$100
S50
5
3 Year Average
Wellesley Natick ™ Needham




Division: Highway
Benchmarks: Roads — Cost per Mile; Street Resurfacing Cost per Mile

Wellesley’s three-year average cost per mile for all Highway operations is $10,452, compared
to $7,689 in Natick and $9,807 in Needham. The obvious drivers of this data are that
Wellesley’s Highway Division has more staff than both comparison communities and both
Natick and Needham have about 30 more miles of road which improves their cost per mile
ratio. As we explored staffing differences, we found that Wellesley has 4 Watchman staff to
provide after-hours and weekend phone coverage and security services. Also, both Wellesley
and Natick’s staffs include storm drain maintenance related functions while Needham provides
those services through its Sewer Division. The other major finding was revealed in the next
measure, Street Resurfacing Cost per Mile.

Wellesley’s three-year average Street Resurfacing cost per mile is $148,159 compared to
$498,643 for Natick and $222,562 for Needham [Note: Needham is still calculating their cost
information for FY14 and the three-year average may change]. The reason for the wide gap is
that Wellesley and Needham perform much of the preparation work, such as structure raising
and driveway apron clean up, with in-house staff while Natick contracts out their entire street
resurfacing program.

Road Maintenance - Cost Per Mile
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Division: Park & Tree
Benchmarks: Parks — Total Cost per Acre

Wellesley’s three-year average cost per acre is $7,118 compared to $10,666 for Natick and
$14,509 for Needham. Natick and Needham both contract out more park maintenance work
than Wellesley, while Wellesley performs some services that are not done in the other towns
such as pond weed harvesting. Natick does not provide any traffic island maintenance while
Needham performs this service for 19 islands and Wellesley has over 70.

The most significant driver of this benchmark is the number of acres maintained. Wellesley’s
maintained acres is much higher than the other two towns and has the effect of lowering the
cost per acre calculation. In general, Wellesley was found to have many more facilities and
areas and provides a higher level of service (frequency and scope) than both Needham and
Natick, especially related to passive recreation and conservation areas.

Park Maintenance - Cost Per Acre
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Division: Fleet Maintenance
Benchmarks: Cost per Unit

Wellesley’s cost per unit is $9,373 compared to Natick at $3,488 and Needham at $5,017.
Needham and Wellesley’s Fleet operations are more similar where both towns are responsible
for repairing mostly DPW Vehicles. Natick, on the other hand, has a consolidated Equipment
Maintenance Operation and is responsible for procuring and repairing vehicles for all town
departments. As a result, Natick’'s number of vehicles maintained is much higher and results
in a lower cost per vehicle calculation.

Natick and Needham do not currently have any type of reliable fleet maintenance data
collection system so we were not able to make any comparisons of vehicle down-time,
preventative maintenance compliance, or vehicle class analysis to better understand why our
costs were so much higher than our peers. One assumption is that our reliance on in-house
staff for snow plowing, rather than contractors, has a significant impact on the cost-per-unit
calculation since winter equipment tends to be more expensive to maintain and repair. Winter
Maintenance repairs are about one-third of the total repair costs.

The other part of the large discrepancy is that for the purposes of this calculation, we decided
to include only ‘powered and plated’ equipment for the count of vehicles. Wellesley has well
over 100 other distinct repair units, such as trailers, plow blades and sidewalk tractor
attachments, that impact our overall cost but are not included in our count of ‘vehicles’.

Although we do not currently have other views of this data for Natick and Needham, we have
run a variety of analyses using Wellesley’s information to help make more sense of this data.
We took a look at the subset group of powered & plated equipment and found that the total
cost per unit for just those items was about $6,700. And for reference, we also show the total
fleet maintenance cost divided by all 260 of our vehicles and supporting units. This is an area
that the group will need to study in more depth to arrive at a more meaningful benchmark
measure and to better understand why Wellesley’s costs are higher.

Total Cost for all ~

fleet maintenance
($1.2M) divided by

134 powered & $10,000 ~
plated vehicles
$5,000 +—
S_ 1
Year Average
Wellesley tick ® Needham

Fleet Maintenance - Cost Per Unit

Cost per unit for only
‘Powered & Plated’ equipment.
($900K divided by 134 Vehicles)

\

Cost per unit for all units.
(51.2M divided by 260 units)




Division: Engineering
Benchmarks: Cost per Capita

Wellesley’s three-year average engineering services cost per capita for Wellesley is $29
compared to $14 for Natick and $25 for Needham. While this benchmark does not tie to any
specific service or output, it gives a general sense of the value of the service compared with
population. The nature of the work for the 3 towns is similar, though Natick expressed that
they are frustrated that they are severely understaffed and are not able to meet all of their
obligations.

Some output indicators shown on the division sheets that follow give a sense of the workload
for each town. These statistics include street occupancy permits issued, utility markouts, and
other permit reviews. Needham’s Engineering Division does not provide utility markouts (they
are handled by the utilities) but both Needham and Natick also provide engineering review of
building permit applications. Further, Natick provides little construction oversight and instead
contracts out that work while Needham and Wellesley both provide extensive contract and
project management.

Engineering - Cost Per Capita
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Division: Administration
Benchmarks: Cost per Capita; Cost per DPW Employee

Wellesley’s three-year average DPW Administration cost per capita is $23, compared to Natick
at $14 and Needham at $17 and Wellesley’s three-year average cost per DPW employee is
$5,531 compared to Natick at $3,092 and Needham at $5,953. While many of the same
functions are performed in each of the towns, some interesting differences were noted.
Needham’s Administration handles their own Water & Sewer Billing (quarterly) while in
Wellesley that service is performed by the MLP. Wellesley and Natick handle their own
enterprise fund accounting while in Needham those functions are handled by finance.
Wellesley and Needham both have Assistant Directors while in Natick that role is filled by
another division superintendent. Wellesley has a dedicated Safety Coordinator while Natick
and Needham do not have a formal safety program. Wellesley also has a dedicated DPW
Applications & Database Manager and the other Towns rely on other staff to perform those
functions or they go without those types of services.

Administration - Cost Per Capita
$30
$20
$10
S' 1
3 Year Average
Wellesley Natick Needham
Administration - Cost Per Employee
$8,000
$6,000
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Wellesley Natick Needham
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Division: Water & Sewer
Benchmarks: Water Cost per Mile; Sewer Cost per Mile; Water Rates; Sewer Rates

Wellesley’s three-year average water rates for an average household user (120 ccf per year) is
$446 compared to $335 for Natick and $479 for Needham. The average sewer rates in
Wellesley is $972 compared to $875 in Natick and $944 in Needham. We see that Natick’s
water rates are noticeably lower than both Wellesley and Needham and this is primarily due to
Natick providing all of their own water as they are not an MWRA water community while both
Needham and Wellesley rely on MWRA to supplement their own sources.

Sewer rates are much closer and for each town is mostly a reflection of the MWRA sewer
charges paid by each community.

When looking at cost per mile for water infrastructure, we see that Wellesley’s three-year
average is $46,966 compared to Natick at $14,961 and Needham at $34,554. Natick’s lower
amount is again due to the ability to meet demands with local water in addition to a larger pipe
network.

Wellesley’s three-year average for sewer system cost per mile is $55,887 compared to
$58,546 for Natick and $60,518 for Needham. The primary driver for these figures is MWRA
sewer charges.

Water System - Cost Per Mile Sewer System - Cost Per Mile
$60,000
$60,000
$40,000 +— 540,000 | ] |
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Water & Sewer Rates - Combined
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$1,600

$1,400 +——— —

$1,200 1
3 Year Average

Wellesley Natick Needham

12



Benchmark Summary and Division Benchmark Sheets

13



X X X OOoOXoooXoX X oX

80T S ) 600T S a zror s [EIUSPISDY DFRIDAY - SIIRY JIOMIS  JIMIS 13 U1
vv6 S ) 58 S X 76 S SPISINO/M [BIIUSPISIY - SDEY JSIBM  JOMIS 78 JaIe/
61V S ) sg€ S O 9vy S AluQ pisu| [elRUSPISSY - SA1eY JAIBM  JOMIS 73 U31BM
8I509 S O 9v58S S ) 1885 S S|l 19d 350D - JOMBS  JIMIS 13 U3/
pSSvE S S T96PT S X 9969 S 3N J2d150D - Ja1eM  Jamas g il
£S6'S S S T60€ S O 1ess s 99Ao|dw3 Mdq 42d3s0)  uonessIUIWPY
/T S »r L S X €2 S ende) 4ad 150D uonessiulwpy
(¥4 S L vI S X 62 S ende) 4ad 150D Suueauiduy
LT0°S S S V6TE S X €86 S 1un Jad 150D 199|4
60SYT S g 99901 S S 8ITL S 940y Jad 350D |ejo 93.] @ led
z9s°zze S X EV9°86L S ) 6ST'8KL S 3|IINl 49d 350D - BudeINsSaY 19935 AemysiH
L086 S S, 6891 S X ZSy0T S 3|IIN Jad 350D AeMysiH [e10L Aemy3iH
vIT S ), IE S a +9 S Uojl 494 350D 1N BulpAday g yseu ]
LET S O 8IT s ) 86 S uo] 4ad3so) |eyol Sulphiay 1 ysed|
zLT0T S S, TIE9 S O €812 S 3|l 42d 150D 90| 13 mous
98eJany JedA € a8elany Jeap € agesany Jeap €
SIT'T  $|190°T $(866 S 8€0'T S| LE0'T $| 156 S 10T $|T10'T $|TI0T ¢ [eIUSPISRY S8RIBAY - S31RY JAMIS[  JaM3S 13 U1
756 s|se6e ¢ |adalL 868 S |8 S |vs8 § 086 $|086 $|S56 S| °pisinO/m|enuspisay - seiey Jlep | Jomas 13 uarem
wy slesy s|esy S e S |9ge $|9te S 9ty slovy s|ovy s | Auoapisuljenuspisay - seiey sa1epm|  Jamas 13 uarem
89885 S| EVET9S | EVE'TIS SvL’LS S | 887°9S5S | ¥09'T9S 08785 S| 168'7SS | 0ES'PSS 9|l 43d 350D - JOMBS|  JaMIS 13 Sl
9T6'SE S| 88Y'0ES | LSTLES €98PT S | ¥SS'9TS | LIV'ETS GET'0S § | TTS'svs | Tve'svs 3IN 49d 350D - 431\ |  JaMBIS 78 J1e M
0609 S| €L6'S $|96LS S ¥09'€ S| €€6C S| 8ELT S TTL's S| 16L°S $|080°S $ 9dAo|dw3 Mdq 4ad 3s0)|  uonessiuIWpPY
87T s|st S|zt S 8 S|L IE S €2 s|{ve s|tz ¢ eyde) Jad3so)(  uonessiuWpy
¥4 s |se S| st S Y1 S| vI slet S o€ s|ez st S eyde) 4ad 350D VINEETVEVE]
897's S| SeSv S |e6vT's €8v‘'e S| Gee'e $| €Lo0’e S Gze'e S| L0T°0TS [ 9898 ¢ HUN 43d 350D 199|4
LTT'ST S| T6LPT S | BO9'ET S 988°0T $ | 069°0TS | €2¥'OTS Tt S| ve1’L $[ 6889 S 910V 13d 150) |B10] - SHJed 9941 %3 Jed
707881 176°95C | a4l 80€'SES | T6E'TTY | TET'6VE TYETIT 0S6'S9T | 98T£9T 3|IIA 43d 350D - BudeyINSAY 19935 Aemy3iH
¥2Z2'0T  $|CS00TS | 9vT's S TL0'8 S| 6T8°L $|L9T°L S 675°0T S | 0GEOTS | LLYOTS 3|l J2d 350D - speoy AemysiH
98 s|set $|oet S [ s|te  s|Le S €9 s|6s s|1L S uoL J4ad 150D 12N [ BulpAday g yseuL
90T slost $|evT S €01 s|ver s|szt § 66 s|es s|sor § uo] J4ad 3s0) [eyoL | Sulphoay 1 ysed
¥0S'9 S| ¢6SYTS | 8Tv'6 S T0Ey $|808°L $|LT8'9 S 9Ty S| €€L'6 $|0SS'L S 3|IIN peoy J4ad 150D 9| 13 Mous
9TAd STA4 vTAd 9TAd STAd vTAd 9TAd STAd YTAd Ylewyduag weJ3o.d
weypasn YonueN As|sajam L102/L/6:30 sV

Atewwng Supjiewyouag




15

ovS‘sh8 S TIOL68T $ O0SEVCC'T S |ZvEC99 S 09V‘20C‘T S 9LETSO'T S |2ESVES S OSIL6I'T $ 919826 S |eo) paisnipy
(z98'st) S (1s992) ¢ (est'er)  |(€z6'ss) $ (9s0'z0T)  $ (S€9°GS) S |(v8T992) S (8T¥'vzy) S (0sTv6T) S ¥DIUBUSIUIBIA 3IYIA
80V‘T98 $ | €99'€76'T $ | 60S‘EVT'T $ |¥9Z‘OVL $ | 9TS'60E'T S | TTO'ZOT'T S |9TL06L S [ 86S‘TC9‘T $ | 9LLTeZ'T S |Sa4mipuadx3 32| pue mous |e3o]
805 ‘€ $ | 900°¢ s|649'8T  s|TETE  $|Se6ET S| vwsTe s| - S | 9z6C S | sty S pues
7S6°'S0F S | TES‘SSE S| 69€'S0€  $ | 0S0°C6T S | O¥88ST S| €T6'vLT s|10S‘e4T S |668°€6C S |0OCTTET S 1es
S/E0T  $ G9S9T  $ | €95°07 $|st06 s |ve'vt s |zzo'se S| 96€0T S saljddns Jay10
STL6 we'9e $|798’eE S |8ELTT S| IHT8C sl - s |vice S |86L°8S S| TE€99W S [an4
00v‘'9LT  $ |089'S6L S |€Tv'cor $|68T'c6 S| SSS'EsE $ | szs‘est S FALRS S |eev'os S| vv0°L9 S $1012e41U0)
798°ST $ | TS99 S |6ST'6T S| €C6ZL S| 9S0°L0T $ | s€9°ss $|v8T99¢ S |8z S |ocTv6C S x9OUBUDIUIBAl 3]DIY3A
- S | 29T s|owrzt S |09z S| veT't s |ooc S - S - S - S S|esin
- sl - $| - s| - $| - s| - $ | soz'y S | 09s‘e S | spe'e S Ag pueis
v79‘€9T S [ TEL'E8Y S| €0L'80€ S| SS9‘TTT S | 8¥TI‘69Y S | €6676€ $|89T'shT S [94299v S | Gev'e9e S dWIUAAQ
- S| - S| - S| - S| - S| - $|sewet S | esv's $ | svo'or S |leuoseas/sdwa |
L7€'98 S | ¥87'0TZ S | #£8'9ET S| ET6'E0T S | ¥¥O'LTT S | €0£°59 $ | sco'ost S| segove S| Cev'iEr S awl| Je|ngay
SLNdNI
ST € T €1 o€ T a 1€ LT sasuodsay Jo #
S/°S€E 60T L 1% 901 09 9€¢ 00T 9 saydu| ul ||e4 mous
S S S 147 147 147 [43 4 s PaMO|d % |eM3pIS JO SIIN
0€T o€t o€t ¥ST ¥ST ¥ST [345 443 €21 pamoj|d peoy Jo s3|IINl
AYOLN3ANI/SLNHLNO

ZTIOT S <<--DbAYID3A £ JIN/ISOD| ZTED S <<-- DAY 1034 € IJIN/1S0D| €8T/ S <<-- DAy IDIA € 3JIN/1S0D
0L£°95$ ¥61°T9S$ STOTSS 6v6°0SS$ 780°01$ LOB'EVS L9V'LE S| 6198 S | v6EVE S asuodsad Jad 3s0)
759°€TS LTS SYS9TS GST9TS YYETIS €TSLTS STV VT S| T6TT S |OoTsYT S Youi Jad 3s0)
059 T6SVT 811’6 T0EY 808°L L289 o'y S | €EL6 $ | 0SS°L S 3[IINI 43d 350D
9T0ZAd STOZAd ¥T0ZAd 9TAd STAd vTAd 9T0ZAd STOZAd vT0ZA4 SHUVINHONIE
weypasN yonenN LETEETTEIN 9J] pue mous




©
—

'S|e303 Ul papN|dUl 10U aJe Yd1ym sainyipuadxa |e3ided pue ainsop ||Ijpue| pa3iodal sey WeypasN

LOL'TVY'T $ _ 08v'021‘C $ _ €€8'908'T $

9159z $ _ma.qmm 3 _ S89'LEY $

026'0€2'T $ | LTL°06T'T $ | ¥SI'SIT'T $ |  saindpuadxy aiseMm pijos 1aN

ogt'eze  $|ovo‘zee $ | ees'ver $ |000'0v0‘T$ | 8E8‘0S0'TS | €£6'090'T$ [0STZTL S [ 698'6T9 S |S99'vss S | anuaAay A1SeM PI[OS [E10L
00018t $ €60‘T6T $ POS'TE S «lende)
TLO‘6E $ To'sy S 68Tvr $ xSaamyipuadx3 ||iypue]
£88'89L'T $ | OTT'eSy'z$ | 999Tve'e$ | 9TS'99e T $ | TT8'SOV'T$ | 859'86v'T$ | 0L0°EV6T $ [ 9850T8'T $ | 618'699°T ¢ |sainapuadxy sisem pijos paisnipy
S6C°T6 6/0°TVT 6T9LTT 765 VET 6EV'LYT 80Vt awdinb3 ssa
9y1'gC ¥18°0¢€ S09°€9 9/1'T0T 9L veT 970°9ST S3[}|1084 SS9
87€688'T €10'929‘C | 168‘Ceb‘c | 9TS'99€‘T | TI8‘SOP‘T | 859'86‘T | 8€8‘8LZ‘C TLLT8TT €52°050°C [erol
YeTL6TT 186°€96'T | S90‘T¢8‘T | 2ov'Ttv9 06569 0/6°€8L 990°68¢°'T 00SL6T°T TETULTT sasuadx]
02269 760799 GC8'T09 ¥50°seL 1TC0TL 839VTL 7L1'686 1/2'S86 W vL8 S9JIAJISS |eUOSIdd
o1 o1 (1] S'ET S'ET S€T vI vI Vi Jeis [erol
SLNdNI
GE8ST <<---3bpJ1aAD UDaA 324Y] | 60T <<--- 9bDIaAD UD3A 324y | SHS ST <<--- 9bDIaAD UDIA 334y |

6vL9T 00L‘ST 950°ST oce'st STETT 9vL‘TT 75961 STE‘0C £99°ST suo] [ej0)
L9T'E 981's L60°E 00Ty 90Ty 80Ty 9’6 w98 GEL'S 3u1pAoay jo suoj
000y 002y 000y 020°s 01T T4 856°T 6€8°C GLET s1Npo.d yued jo suoy
7856 r1E8 656°L 00T‘9 LOT'9 €TC'9 897°8 v€8L LSS‘L yseJ] josuol
S1NdLNO

98 $ | GET $ioer $|se $ 1€ $ i LE 3 K] S | 6 S|t S uoj 13d 150D 13N
90T S i9ST S i6hT s | ot S vzt S 87T s |66 S |68 S | LOT S uo] J3d 3s0J [e10]
9TO0ZAd STOZAd ¥10ZAd 9TOZAd STOZAd YIOZAd 9TOZA4 STOZAd vTOZAd SHYVINHON3IG

douddy |lenpy [enyy 153

weypaanN yonenN LETEETELY) 91Se/\ pljos




‘weypasN pue yiieN Yiim uosuedwod 49119q 104 AS|S3 |9 WO PaIdeIIGNS U dARY SDUBUDIUIBIA S3I1|10B4 pue ddueudlulely Juswdinbl ,
14 14 14 <<< UOISIAIQ 19M3S Ul MdJ) 191emuiolS weypaaN
6 6 6 (4" [4" (4" 6T 6T 6T }jels adueuadluielpl AeemysiH
Suipuad [|13S ¥ TA4 410} uO11RINAWOD WEBYPIDN,
960'96L _ €9L'0LL asalL 00S'6LY'E $ _ 009'8TZ'V $ _ 000'29€T $ | PCSVIT'T S _ 610°€T9 S _ Tv8'LLe Supepnsay 40 1s0) |ejo]
Supeyinsay 19a.nS
LEB'SEITS  |TvT'809°TS [T8E'€IV'TS |096°Cre'TS |LE9'SOT'TS (8TL'EOT'TS | 96€TTT'T €65°00Z'T $ | 68Z'STZ'T $ |Saunypuadx3 dueujuieln peoy |eoL
4

rS'9v8s ¥45'978S  VET'SSLS 0.L5'8€€S LEV'6VES ¥95C8¢S 796901 S| vT1'E6 $ | 099c0T S sasuadx3 paisnipy

0s 0s 0s 0s 0s 0s (vov'ezr) S |(s8L°Ter) S |(820v6) S "dX3 30UDUBIUIDIA SAIN[IID SSIT

0s 0s 0s 0s 0s 0s (9v2'sTE) S |(585°LTE) S |(€v'z6T) S [an4 2 1oy JuaWdinb3 ssaq
rs9r8s v/5978S | vET'SSLS 0/S'8€ES LEV'6VES 952828 zrr'ess S | v8v'ces S| 12resyr S «Sasuadx3
S67'68LS 899'T8L$  |L¥T'80LS 06£706S 007'958% ¥9T'178S YEVYIT'T  $ | 6LV'LOT'T S | 629°CTT'T § S3DIAJISS [BUOSIDd
S1NdNI

*1aMas Aq paulejulelp suiseg yaled WeypaaNy
*STTY *STTY *STTY 00T’y 00¢'v 00¢'v ¥99°€ 799 799 suiseg (21e) Jo JaquinN
SLT SLT SLT 8.1 8.1 8.1 1s¥ 1s¥ 1SV S1919\ Supjed Jo JaquinN
097 09T 09T 0€T 0€T 0€T 81T 81T 81T 3 |emaplis Jo sl
€Ty € S'S S9 69 6'€ 00t L€ €T padepinsay peoy Jo Sa|IN
09T 091 09T vST vST vST 911 91T 911 peoy jo sajIAl
AYOLN3ANI/SLNALNO
z79s°cze S <<--3bpIaNY 1034 d21Yl | E¥9°86L S <<-- abpiany upaj 32441 | 6ST'8YT <<-- 3bDIaNY ID3 331y [
207'88T | 1z6'9sz | aa1 gog'ses | tT6eT19 ¢ |rezeve §|TYETIT S| 0S6'S9T  $|98TU9T § padsepnsay 3| 412d 350D
£08°6 S <<-- 3bpIany 10d4 32141 | 6897/ S <<-- 2DDIaNY U034 32441 | ZSHOT <<-- 3BDIANY 103 334Y ]

vzzor ¢ [zso'0r § [ovt's $ |10 s|ezer  $|eore ¢ |ezson $|osgor  s|ievor  $ a|IIN 43d 150D
9TOCAd STOCAd PTOCAd 9TOCAd STOCAd PTOCAd 9TOCAd STOCAd PTOCAd NYVINHON3G
weypoonN JonenN >w_mw=w>> UOoISIAIQ >m>>_._m__._

17



18

14" 14" 14" 9 9 9 9T 91 9T 4jels dueualulelp jo JaquinN
T99‘T6E'TS | TL'09E‘TS | EV6'TST'TS | TE0'TILS | T8T'SVLS | ¥E9'6ZLS | 686°LTV'T S | TLB'TOV'T S | EVP'EVET $ | S24mMpuadx3 uoneasday anndy [elolL
TOSZ6T S | 96C°0ST S | €09'GTT S | ¥6T'SCTS | TLI'SCTS | 6€9'6CTS | 885V S | T¥89T S | 788€ S S9JIAJISS paldesIuUo)
L8T'ETT S | ¥6986T S | COT'SOT S | TSTEVTS | ¥E9'8TTS | T69EETS | 0TV TeT S | £82°0¢CT S | €9€V0T S sasuadx]
v/6'686 S | TLL'TTOTS | 8€C'TE6 S | S89'E6VS | SLYV6VS | €0€'99VS | C66°06C'T S | €VC'S9C'T S | 86T'SET'T S S92IAISS |euosad
SLNdNI
43 |26 [z6 0L o o S6T | s61 | s61 pauleIUIBI S3.0Y
SLNd1no

60SYT S <<--3bpianp ipah 3aiy| 99901 S <--abvianp ipahk 3aiyl| 8TTY S <<-- 3bDIaND 1DIA 3344 [
LTT'ST S [T6LPT S | 809‘€ET S |988°0T S : 069°0T S : €evor S | TLT'L S | ¥eT'L S | 6889 S 9.1y 19d 1s0) |ejol
9TOCAS STOCAA YTOCAd 9TO0CAd STOCAA YTOCAd 9TOCAd STOCAS YTOCAd MYVIANIHON3gG
weypsonN JIneN >0_m0=0\5 >.;mw.hon_ R )Jed




19

v v 14 8 8 8 L L L S13p|3/W\/SIIUBYIBA JO J3quinN
S S S 6 6 6 6 6 6 }JE1S dduUBUAUIEIA 1934 JO JBqUINN
9/5009 S | ¥669TS S | 8VE‘86S S | 69L°LL8S | STO'BE8S | ¢8V‘VLLS | S88'8SC'T S | LOSY9ET S | OT9‘¢LTT S sainyipuadx3 193|4 |e3oL
80069 S |8/TCL S |9S6WS S |96TOv S |689°Cy S | L64VE S | LSO6YC S | €TE6ET S | 69TT9T S S3JIAI3G pardesuo)
YI6'vZT S | S0S90T S | £ZSOTT S | 98V vTeS | 9S¢ VLTS | 989°0S¢S | SvL‘OLE S| €LE8F S| £L18°C8¢E S sued
v€9‘ee S |06LCt S |STTLOT S |TSLT S| SCS S| SI8Y S| €668 S | 8v€‘s0T S| 6.8 S sasuadxy
0208€€ S | T¢S'STE S | 059Gee S | 9€€TT1SS | S¥S0TSS | ¥8TV8YS | 060°LSS S | €LVTLS S | S68CvS S x%S9JIAIBS [euosiad
SLNdNI
ot ot 9t 99 G9 99 juawdinba Suipoddns Jayio
vTT vTT vTT s s s GET GET GeT (Pa1e|d '8 PRIaMOd) paulelulBAl SIDIYIA
sindlno

/10 S| <<--3bnianpipahk aaiyl| vez’s S <--abnianp pafk aaiyl| /86 S <<-- 3bDIaAD IDIA 334y |
6¢ 6¢ 6¢ 43 43 43 6T 61 S |6t 3jeis aieday 134 svun
89¢'S S | sesv S | 6ve’s S |esv'e S [see’e S |€L0'e S |ScES S | LOoT'OT S | 9898 S yun 4adiso)
9TOCAS STOCAd YTOCAd 9TOCAS STOCAA PTOCAd 9TOCAd STOZAS YTOCAS MNYVIANIHON3g
T._mr_—uwwz JoI1neN >0_mw__w§ °9JUBuU9dluielA] 1994




20

8 8 8 14 € € 6 6 6 $j€1S uonjesysiuiwpy jo JaquinN
708‘62S S | V696TS S 9€T'VOS S | VIT'662S €E9V‘EveS 88T'LTTS | TET'SL9 S LOE'E89 $ 98E66S S uonessiuiwpy |ejol
oatb‘ee S |eee'se § T6L'eE S | LE0'SS § veE‘OY S TLV'EE S |866'TC $ POO‘EE S 6¢6'st S sasuadx3j
987t'c $ €10C S ¥S8T S 8uIy10|D aA11D9104d
/98T S 8E®/T S €89°GT S salddng
€€9°CC $ /[TL'ST S 6IT8 S S92IAIDS |BUOISSDJ0.d 18 [edIUYID)
ovv‘TT S LZ80T S 9189 S S3DIAJIDS 4O aseydingd
9SE‘L6Y S | C9E‘V8Y § VW6'TLY S | LLO'VWTS 890°L6TS LIS'E6TS | PET'ES9 S €0E0S9 § LSK'ELS S SIDINIBS |BUOSIDd |[B10]
96550 § 8S9V6C S STL9CC S Hoddng pung asidiaiu3
ose/6y S | T9EV8Y S WWETLV S | LL0'VWTS 890°/6TS  LIB'E6TS | 8ESLVE S S¥9'GSE S TWLOVE S 198png Sunelado
S9IINIDS [eUOSIDd
(saani1puadx3 [en1dy) SLNANI
L8 L8 L8 €8 €8 €8 STT 81T 81T }jeisusuewltsd Mdd
9€L'6C 99€‘6C 9€L6C viz'se  09L'e€ vIT'se | 060°6C 8L‘8¢C 060°6¢ (A10123410 VININ) uolie|ndod
sLnd1no
€56 S| <<--3buianp ipak aaiyl| Z60°s S <--3bpIaAD IDIA 331y | TESS S <<-- 9DDI2AD DI 334Y |
0609 S | €L6°S S 96LS S|v09'e s €g6c § 8eLT S |TeL's S T6L'S S 080‘S S 99hojdw3z mdq 42d 350D
/T S| <<--3boianp ipak sa1yl| / S <--3bviann ipak 321y | £z S <<-- 3bDIaAD UDIA 324y |
8T s|st S I s$|8 S ¢ $ 9 S |€C $ e $ 1¢ S [eaide) 13 150D
9TOCAd STOCAd YTOCZAd 9TOCAd STOCAd YTOCZAd 9TOCAd STOZAA YTOCAS MYVINHON3g9
weypoaN JaneN >w_mw__w§ uoneJsiviupy




21

1T [40) 6 panssj sjiwiad youadl
LTS 8vS 989 €91 L0¢C T9¢ S8L S/9 S6L panss| s1wiad 3uluadQ 193415
SOILSILV1S 43H10
ot 0T ot 14 14 14 6 6 6 Jjeis Suoauidul jo Jaquiny
v26'6ELS BES'SVL S LL6'6CLS | v6E'B6Y S 8LTVOF $ LS9‘T9r S| 089‘TL8 $ 8S¢98 $ te8T6L S ETEETTENEFTTT]
wi‘8T $ S60°8E $ tT9vE S |veo's8 S ) SvE‘0S S R4 ‘e9 s | 966ty S Lib'89 S T1CTL9 ) sasuadx3
T8LTILS EVV'OTL $ €SE'S69S | OLE'ETY S €E6'€Ty $ PES'66E S |189'828 § TI8LLL $ €09%eL $ S3JINIBS |euosiad
SLNdNI
Vi4s 81S 996 €62 E133 €T SMalnay uonedlddy 1lwiad Sulp|ing
0 0 0 15¢ 16¢ z6¢ S60°C ¥15C €TT'e papino.d sinodieN Anjnn
LTS 875 G989 8¢ 60¢ €G6¢E 8L QL9 S6L panss| sliwiad Yaouall g 19341S
9€L'6C 99¢€‘6C 9€L'6C YTT'se 09L‘€€ vTT'sE 060°6¢ 8178 060°6¢ (A1o10241Q VININ) uone|ndod
sLNdLno

(4 S <<--3bnianp upah aaiyl| v S <<-- 3bpianp ipah 321yl | 62 S <<-- 3bpIanD 1D3A 334y |
14 S St S GC S|t S I S €I S | o€ S 6¢ S Lt S eyded sad 150
9TOCAd STOCAd PTOCAd 9TOCAd STOCAd PTOCAd 9TOCAd STOCAd PT0CAd NYVINHON3g
weypaaN )a1eN LETRETEN) Sunaaui8ul




22

}JB1S JS}BMWIOLS {7 SOPN|IU| JOMIS WBYpPISN

8¢

8¢

8¢

6C

6C

6C

8¢

8¢

8¢

3§81 19M3S 13 131e W

SLNdNI

LT2T (suojjen uol||IAl) padwnd |e10]|
LT€ 0 00€ VYMIA WOJ4 193BA JO SUO|[eD UOI||IIN
068 00ZT 008 S||9M WoJ4 131/ JO SuO|es Uol||IA
(438 (438 (438 0ST 0ST 0ST GET GET GET aul7 JaMas Jo Sa|IN
0€T 0€T 0€T L6T L6T 16T 0ST 0ST 0ST aul7 Ja1eM 4O SIIN
sLNdLnNO

89885 EVETY EVETY SvLLS 88795 #09°T9 087'8S S | 1S8%S S | 0€SVS S Ulej\ J9M3S 4O 3|IIA 4194 150D JaMaS
916'SE 8817'0€ LST'LE €98'%T ¥S59T L9V'ET SET0S S | TeS‘'sh S | Tve'sy S ulelA 1338\ 40 3|1 13d 350D 491/
98S‘T ST 180T 08E‘T €LET LLT'T LSY'T S | 8S‘T S | 8S¥T s | paulquo) jenuapisay ‘SAy Mmas 1 18
STT'T 190°T 866 8€0'T LE0'T 156 7107 S | 2107 S| 2I0T S [e13UBpISaY d3eISAY - SD1eY JOMSS
756 GE6 adl 868 (42} 758 086 S | 086 S | 656 S 9pISINO/M |BIJUBPISDY - SBIRY JDIBA
Uy €8y €8y we 9€e 9ze oty S | onp S | ovv S AjuQ apisu| [e1auapIsay - saley 31
9T0ZAd STOZAd ¥T0ZAd 9T0ZA4 STOZAd vTOZAd 9TOZA4 STOZA4 vTOTAd SYUVINHONIE
weypasN JoneN A3|sajlam J9MBaS 1 131e M\




Findings and Recommendations

Staffing

1.

Finding: Wellesley’s overall staffing is significantly higher than both Needham
and Natick despite having a smaller land area, smaller population, and fewer
miles of roads. The most obvious differences are within the Highway Division
and the fact that Wellesley has four permanent staff serve as night and
weekend watchpersons. Highway’s staffing level is also higher due to wider
scope of services provided in-house such as raising structures during street
resurfacing and other capital maintenance. Wellesley’s benchmarks for these
items are favorable and appear to provide balance to the staffing levels.
Wellesley’s Highway Division also handles storm water maintenance issues
and this function is provided in Needham by a four-person crew in its Sewer
Division.

Finding: As an outcome of our monthly meetings, Natick DPW has identified a
severe staffing shortage and is making a pitch for ten additional positions
across the department to fill voids in services that they simply cannot complete
with existing staff.

Recommendation: Conduct further study specific to the Highway operation in
terms of level of service provided, operating procedures, and employee
productivity to determine if further efficiencies and best practices can be
identified. Specific operations to review include Street Sweeping, Catch Basin
Cleaning, and Pot Hole Patching.

Snow & Ice

4.

Finding: Wellesley’s use of primarily in-house staff leads to a favorable cost per
mile, lower cost per response, and lower cost per inch than our peer
communities. This is primarily due to our use of in-house staff from other
divisions rather than the much more expensive contractors. The one obvious
trade-off is that our equipment roster level is higher and that also comes with a
higher level of equipment maintenance spending.

Finding: Sidewalk plowing is a particularly expensive operation because of the
equipment used. Wellesley and Needham have comparable sidewalk plowing
miles though Wellesley plows sidewalks in commercial areas while Needham
does not. Natick has significantly fewer sidewalk miles overall to plow.

Recommendation: Evaluate the equipment fleet for dedicated winter vehicles

and determine if any can be replaced with multi-purpose, year-round
equipment.
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Highway

7.

Finding: Wellesley’s Highway Division operating total cost per mile is the
highest of the three towns while our cost per mile for resurfacing is the lowest.
The lower cost is due to our use of in-house staff for structure raising rather
than contracting out this service. Natick contracts out the entire resurfacing
operation and their per-mile cost is dramatically higher. Needham performs
most of the same work as Wellesley but contracts out their structure raising.
The result is that their cost is about 50% higher than Wellesley.

Recommendation: Work with peer towns to further develop Highway
maintenance asset inventories and work outputs to provide a more detailed
comparison. Miles of road is a good starting point for the discussion but it does
not capture the full scope of services provided such as drainage, sign
maintenance, guardrail, curbing, pavement marking, snow plow damage repair,
and materials management. We have heard anecdotally that Wellesley
provides a broader and higher level of service but we need more data to test
this assumption.

Recommendation: Obtain pavement condition ratings and other asset inventory
condition ratings from each town to include on benchmark sheets. These
‘quality’ ratings will help provide some context to the benchmarks.

Park & Forestry

10.

11.

Finding: Wellesley has higher staffing levels and higher service level
requirements. Overall cost per acre is favorable due to significantly greater
areas to maintain in Wellesley. Some examples of services provided in
Wellesley that are not performed or not performed to the same level in
Needham and Natick are pond weed harvesting, traffic island maintenance,
and parking lot maintenance.

Recommendation: Investigate use of remote controlled irrigation systems to
better monitor and control field watering.

Solid Waste

12.

13.

14.

Finding: Wellesley’s Total Cost Per Ton is most favorable among the three
towns while Natick’s Net Cost Per Ton is leading benchmark. This is because
Natick’s revenue includes the sale of ‘pay as you throw’ bags.

Finding: Natick provides curbside pickup, while Needham and Wellesley only
provide drop off for trash and recycling.

Finding: Needham focuses on their processing of earth products such as
leaves and grass, while Wellesley puts more attention to the collection and
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15.

processing of residential recycling which leads to higher levels of revenue to
the town.

Finding: Needham and Natick both have ‘pay as you throw’ models, though
Needham has difficulty enforcing their program.

Fleet Maintenance

16.

17.

18.

19.

20.

21.

22.

23.

24.

Finding: The selected benchmark of cost per unit is imperfect and of limited
utility since not all equipment is included in the divisor.

Finding: Wellesley’s budgeted staffing level is higher, but because of significant
turnover and the difficulty in hiring qualified mechanics, Wellesley’s Fleet
Maintenance currently has five vacant positions and has been outsourcing
most repairs and maintenance over the past year. We sense that these
conditions are beginning to change.

Finding: Needham and Natick had no readily available repair history
information so more detailed comparisons could not be made. Both
communities are working on new systems to better capture fleet maintenance
repair work.

Finding: As a result of this benchmarking study, Needham offered to provide
repair services to Wellesley to help address staff shortages. Pilot test was
conducted in August paving the way for future resource sharing.

Finding: Natick has developed an Equipment Procurement revolving fund to
offset vehicle replacement capital costs. Funds are received from the
proceeds from the sale of surplus equipment. Wellesley’s Finance Director has
indicated support for such a fund.

Recommendation: To help create a better benchmark, we should refine the list
of vehicles to include more units. Consider using Vehicle Equivalent method
versus including only ‘Powered & Plated’ so that benchmark will be more
meaningful.

Recommendation: Update and perform annually a fleet utilization review to
identify low use vehicles, identify functions that could be combined into a
multipurpose vehicle, and potential vehicles to be phased out of the fleet.

Recommendation: Complete further study on fleet operations to identify levels
of service, cost drivers, vehicle downtime, and vehicle replacement policies.

Recommendation: Create a surplus equipment revolving fund to maximize the
benefit from the sale of surplus equipment and offset the recurring capital cost
of equipment replacement.
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Water & Sewer

25. Finding: Average residential water & sewer rates are comparable among the
three towns.

Other

26. Finding: One key finding from the study was that meeting on a regular basis,
with a defined scope was a very helpful to each community. Partners were
thoroughly engaged in the process and found benefit in continued meetings
and operations review.

27. Recommendation: Continue benchmarking study, update with FY17
information, and look for additional communities to join in.

28. Finding: Quality of Service is difficult to measure and very few measure exist
that can be used to compare each town. The group discussed this topic and
decided to leave the discussion of ‘quality’ for future review

29. Recommendation: Develop quality measures or reasonable proxies such as a
pavement condition index or other condition assessments and add them to the

appropriate benchmarking sheets.
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