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BFAC recommends the following be initiated immediately
1. The Select Board should, by March 1, evaluate and recommend approval of BFAC’s resource
recommendations with Town and School Administration – the more integrated the financial
resources the better.
2. The Select Board, School Committee, and Advisory Committee should, by May 1, publicly validate
the timing of BFAC Implementation Plan items for which they are Ultimately Responsible.
3. The Select Board, School Committee, and Advisory Committee should, by March 1, initiate planning
of first Brookline “Quarterly Financial Summit” as the venue for Town‐School Financial Forecast
Integration. BFAC notes the approaching March 2 “Joint Meeting of Boards & Planning Dept. Staff
Overseeing Development in Brookline” as promising evidence of more coordinated planning.
4. The Town Administrator and Audit Committee should, by April 1, send an RFP for the Town’s Audit
and include internal audit and compliance monitoring in the Statement of Work.
5. Some former BFAC members and other interested residents will conduct, over the next 60 days, a
financial literacy campaign to educate and reach out to Select Board, School Committee, Advisory
Committee, and Town Meeting – and candidates for these bodies – and residents.
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BFAC recommends the following resources be included in the FY 2021 budget
Because the Town Administrator indicated that current resources are insufficient to implement BFAC’s
recommendations, BFAC recommends that the Select Board quickly identify the required resources, especially:
a. Add management/budget analyst capacity to perform long‐term operating and capital budget planning, to conduct
performance measurement and program evaluation, and develop and implement Financial Improvement Plans. These
resources might be new hires, existing resources shared within and between the Town and the Schools, reassigned existing
employees, and/or redeployed resources to prioritize BFAC recommendations over their current tasks. FY2021 Fin Plan: $0
b. Hire consulting expertise as required to produce more detailed evaluation of the Town’s capital assets (e.g., buildings,
parks, roads) in order to enable more informed and objective decisions to replace, maintain, and expand such assets.
FY2021 Fin Plan: $30,000
c. Deploy more robust and modern technology solutions to produce coordinated and effective financial data and reports
that help inform decision making and public engagement. BFAC acknowledges that the Town recently began to use new
budgeting software as part of its current efforts to develop the FY 2021 budget. FY2021 Fin Plan: $0
d. Hire outside independent expertise to (1) assist, as needed, in the evaluation and refinement of Financial Improvement
Plans, and (2) provide independent monitoring of the Town’s and School’s compliance with Financial Improvement Plans
and the BFAC Implementation Plan (per Recommendation 11). FY2021 Fin Plan: $0
e. Assign three individual Select Board members to have primary responsibility for the Town’s (1) financial affairs, (2) capital
investment plans and activities, and (3) economic development activities inclusive of long‐range planning and zoning
reform, in each case monitoring, evaluating, and supervising the work of relevant staff (per Recommendation 7). Status?
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BFAC Implementation Plan (1 of 4): Appendix K
Red circles designate BFAC’s proposed priorities for recommendations for AC involvement
Orange boxes designate additional recommendations AC might wish to focus on

Develop annual financial improvement plans
Monitor the Financial Improvement Plan Achievement
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BFAC Implementation Plan (2 of 4): Appendix K

(continued)

Replenish and maintain the stabilization fund at 50% of the new Unassigned
13.3
Fund Balance target
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BFAC Implementation Plan (3 of 4): Appendix K
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BFAC Implementation Plan (4 of 4): Appendix K
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BFAC recommendation 4 & the Advisory Committee
BFAC Recommendation 4. Change the structure, composition, and scope of
the Town’s Advisory Committee so it has the required skills and time to focus
its attention on financial monitoring, analysis, and policy evaluation of both
existing policies and proposed warrant articles.
How should AC help implement this recommendation?
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BFAC recommendation 11 & the Advisory Committee
BFAC Recommendation 11. Annually assess and publicly report the extent to
which any projected cost reductions or revenue increases in the Financial
Improvement Plans actually materialize and why any shortfalls arise.
Seek outside independent expertise to a) assist, as needed, in the evaluation and
refinement of Financial Improvement Plans, and b) to provide independent monitoring of
the Town’s and School’s compliance with Financial Improvement Plans and the BFAC
Implementation Plan. The Urban Institute and the Bloomberg Harvard City Leadership
Initiative are two widely respected organizations that may provide such services for modest
(or no) cost.

How should AC help implement this recommendation?

Feb 24, 2020 Presentation of BFAC Final Report to the Advisory Committee

9

BFAC recommendation 15 & the Advisory Committee
BFAC Recommendation 15. Develop a strategy to plan for periodic operating
overrides to supplement the resources provided by [Financial Improvement
Plans’ revenue enhancements and cost savings, new economic development,
and enhanced PILOTS] in order to meet the community’s expectations of
more and better services from the Town and Schools while addressing
concerns that would accompany growing the tax base exclusively via
accelerated economic development.
How should AC help implement this recommendation?
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The Advisory Committee and other BFAC recommendations

We encourage Advisory Committee to discuss how it should help implement
the other BFAC recommendations, perhaps starting with the orange boxed
ones.

The AC Long‐Term Planning & Policies Subcommittee is discussing BFAC
recommendations on Wednesday, Feb. 26, 2020.
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Supporting materials from the BFAC Report
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Why commit to maintaining the AAA and improving financial decision making?
1. A growing budget gap: Brookline’s forecasted expenses
increasingly exceed its forecasted revenues

2. Rating concerns: Brookline’s AAA Moody’s rating is
under pressure as most of its elements are rated Aa or A
ECONOMY/TAX BASE (30%)

FINANCES (30%)

DEBT/PENSIONS (20%)

MANAGEMENT (20%)

3. More debt burden: Debt service is a growing proportion
of Brookline’s budget

4. Declining reserves: Brookline has been drawing down
its rainy day reserves below its 10% policy minimum

13

Moody’s Scorecard for Brookline (FY 2019): Table 1
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Replenishing and Right Sizing our “Rainy Day” Reserves
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Financial Improvement Plans

Financial Improvement Plans are highly targeted planning
efforts to pursue high‐impact opportunities to increase
revenues and better manage costs.
Opportunities should be quantified before discussing
whether they should be pursued.
• BFAC needed to embrace this as it conducted its work.

Feb 24, 2020 Presentation of BFAC Final Report to the Advisory Committee

16

Financial Improvement Plan Template: Appendix J
<< Title of enhancement here >>
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(Actual FY 21 budget reflects the value of a parking rate increase = $750,000)
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Financial Improvement Plan – PILOT Policy Example: Appendix J

Town Administrator
Chief Assessor,
Finance Director/Treasurer and Collector

Feb 24, 2020 Presentation of BFAC Final Report to the Advisory Committee

18

Financial Improvement Plan ‐ PILOT Policy Example: Appendix J
The City of Boston reports PILOT details annually
(partial list)

(partial list)
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An Overview of Brookline’s Debt Capacity
Chart 4: Debt and Debt Service Values

Note: Numbers through FY19 are based on audited financials.
Numbers for FY20 and beyond are based on the FY 2021–FY2025
Long Range Financial Plan (draft). Debt service increases as
authorized but unissued debt gets issued. Debt service will be lower
than projected if the Town finances on terms similar to those
obtained in recent years. Excludes amounts for Pierce and, if
constructed, a ninth school, debt required to renovate or expand
the Baker School, the possible purchase of Newbury College parcels
(and construction there if not for a 9th school) or additional
borrowings under the CIP.
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Chart 6: Debt/Revenue and Rating Thresholds
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Framing Our Choices: New Economic Development = New School: Appendix G
Approximately
465,000 square feet of
new real estate
development would
generate sufficient
new tax revenues to
pay the debt service of
a $100 million school
construction project
funded by a 25‐year
bond at a 3.8%
interest rate.
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Pension & OPEB Strategy ‐ Brookline vs Other Massachusetts AAA Towns/Cities: Table 3

Brookline vs. Twelve Peer Communities
Selected Moody’s Key Metrics of Financial Health

These numbers are rankings. The lower the number,
the higher a community’s ranking.

Source: Hilltop Securities
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (1 of 7)
Maintain our AAA Bond Rating (1 of 3)
Recommendation 6. Evaluate key programs and services on a periodic basis to assess their effectiveness and completion of
objectives and to identify potential cost savings and opportunities for the redeployment of resources.
Recommendation 6.1. Require an investment analysis for new initiatives as well as lookback assessments.
Recommendation 6.2. Create rubrics and metrics for establishing spending and investment priorities, including the identification
of funding sources.
Recommendation 6.3. Pilot test zero‐based budgeting (ZBB) and outcome‐based budgeting (OBB) as alternatives to the current
incremental annual budget process.
Recommendation 10. Develop annual Financial Improvement Plans (FIPs) to pursue high impact opportunities to increase revenues
(e.g., PILOT program, AirBnB fees, building utilization) and better manage costs (e.g., special education medical expenses, building
maintenance, new school construction standards, playgrounds and fields).
Recommendation 11. Annually assess and publicly report the extent to which any projected cost reductions or revenue increases in
the Financial Improvement Plans actually materialize and why any shortfalls arise. Seek outside independent expertise to a) assist, as
needed, in the evaluation and refinement of Financial Improvement Plans, and b) to provide independent monitoring of the Town’s
and Schools’ compliance with Financial Improvement Plans and the BFAC Implementation Plan. The Urban Institute and the
Bloomberg Harvard City Leadership Initiative are two widely respected organizations that may provide such services for modest (or
no) cost. It is not required that a single entity provide both services described above.
Note: These recommendations are described and explained in more detail in the BFAC Final Report
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (2 of 7)
Maintain our AAA Bond Rating (2 of 3)
Recommendation 17. Annually compare the Town’s financial position to the Moody’s Scorecard criteria in order to assess and address
any vulnerabilities to preserving Brookline’s AAA credit rating.
Recommendation 13. Recommit to maintaining or exceeding, except for periods of extraordinary circumstances, minimum reserve levels
established in the 2011 Fiscal Policy Review Committee Final Report; to restore funding as soon as possible to meet those thresholds; to
add to present Stabilization Fund policies a minimum requirement; and to implement a new policy to increase overall fund balances to a
target of 15 percent of Revenues within four years. (AA: 30% ≥ n > 15%)
Recommendation 13.1. Restore Brookline’s unassigned funds to conform with longstanding Town Fiscal Policy of 10 percent of
Revenues, with a target goal of 12.5 percent of Revenues.
Recommendation 13.2. Establish a Stabilization Fund Policy of minimum annual funding equal to 0.67 percent of Revenue, which at
current levels will be approximately $2 million annually.
Recommendation 13.3. Replenish and maintain the stabilization fund at 50% of the new Unassigned Fund Balance target.
Recommendation 13.4. Establish a policy for Total Fund Balance (total reserves) since this is a primary component of Moody’s credit
rating. The floor should be the present level of 12.3 percent of Revenues, with a goal of 15 percent to be reached over the next five to
six years.

Note: These recommendations are described and explained in more detail in the BFAC Final Report
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (3 of 7)
Maintain our AAA Bond Rating (3 of 3)
Recommendation 14. Establish a maximum debt policy based on the ratio of Direct Debt to Operating Revenue to not exceed the
requirement for the A level credit rating and a formal goal of achieving a Net Direct Debt to Revenue ratio at the AA level credit rating. In
addition, commit to full disclosure of existing, proposed, and planned borrowings when asking voters to approve new debt exclusions.
Finally, commit to the continual evaluation of alternative debt structures so as to balance cost, fairness, and the maximization of
borrowing flexibility.
Recommendation 14.1: Maintain Net Direct Debt (total debt level) divided by Revenue to at least the A level (0.67x<n<3x). This
recognizes the fact that the Town is already at the A level and establishes a policy to not fall below that level.
Recommendation 14.2: Set a goal to achieve Net Direct Debt divided by Revenue to at least the AA level (0.33x<n<0.67x) by [FY36].
The goal will help ensure the health of the Town’s balance sheet. BFAC recognizes the reality that additional school projects could
result in debt continuing to grow at rates far beyond revenue growth. A shorter time frame is preferred if it can be reasonably
attained.
Recommendation 14.3: Commit to full disclosure and transparency of existing, proposed and planned borrowings when asking
taxpayers to approve new debt exclusions.
Recommendation 12. Aggressively pursue new economic development to increase the vibrancy of the town’s economy, generate new
property tax revenues, minimize the burden on residential taxpayers, and expand payment in lieu of taxes (PILOT) revenues. To this end,
enact zoning changes to incentivize new development and encourage increased density in designated areas. A significant commitment to
strategic planning and public education will be necessary to achieve this goal.
Note: These recommendations are described and explained in more detail in the BFAC Final Report
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (4 of 7)
Improve our Financial Decision Making (1 of 2)
Recommendation 18. Amend Section 2.1.14 of the Town By‐Laws to include the requirement that all Town Meeting Members attend at
least one informational/training meeting that covers the Town budgeting process and financial matters every three years.
Recommendation 16. Consolidate Town and School financial planning into a single integrated financial model that reflects fully
allocated costs between the Town and PSB for use in all Town and School budgeting, investment, and forecasting decisions.
Recommendation 9. Create an enhanced capital planning process covering the Town and Schools, including regular periodic evaluation
of town‐owned assets.
Recommendation 8. Revisit the structure, including the revenue allocation formula, of the Town‐School Partnership to ensure that it is
better understood and that it best meets the needs of the Town and Schools in a dynamic manner.
Recommendation 2. The Select Board, School Committee, and Advisory Committee should adopt a financial review and budget process
requiring periodic summits among the Select Board, the School Committee, and the Advisory Committee.
Recommendation 1. The Select Board and School Committee should have their administrations adopt common financial policies, to the
extent possible, and create and institute performance management metrics to allow for better evaluation of budgetary decisions and
lessen the influence of anecdotal statements and special interests in financial decisions.

Note: These recommendations are described and explained in more detail in the BFAC Final Report
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (5 of 7)
Improve our Financial Decision Making (2 of 2)
Recommendation 7. Establish the practice of designating three individual Select Board members as having primary responsibility for a) financial
affairs of the Town, b) capital investment plans and activities, and c) economic development activities inclusive of long range planning and zoning
reform, with each Select Board member to monitor, evaluate, and supervise the work of staff with regard to the relevant affairs of the Town. In
addition, establish policies and review responsibilities and authorities to have Select Board members lead by example in the area of financial
discipline and to clarify and consider strengthening the role of the Town Administrator. Finally, implement a staff‐based financial and capital
management structure mirroring the Town’s organization with appropriate oversight assigned to School Committee members and
subcommittees.
Recommendation 7.1. Encourage Select Board Members to lead by example in establishing improved financial decision making, SB members
should not sponsor Warrant Articles that have a financial or operational impact without fully complying with financial management best
practices. Those SB members who sponsor articles as individuals should recuse themselves from the SB vote on those articles.
Recommendation 7.2. Clarify positions of financial responsibility and authority. Clarify and strengthen the lines of financial authority.
Consider strengthening the role of the Town Administrator and the Select Board’s leadership on financial matters. Individual Select Board
members should be designated with ultimate responsibility for (1) the financial operations of the Town, (2) for the Town’s Capital Investment
plans and activities, and (3) the Town’s Economic Development Activity inclusive of long‐range planning and zoning reform.
Recommendation 7.3. Increase transparency and comprehension through the professional revision of 1) the documentation for budget
policies and procedures; and 2) the format and content of financial reports.
Recommendation 5. Change the Town’s independent audit and accounting firm at least every ten years. Rotate the lead partner assigned to the
Town every five years. The next audit firm Brookline appoints should complete the annual audit of the fiscal year‐end financial statements and
conduct a sufficiently inquisitive review of the Town and School’s internal controls.
Note: These recommendations are described and explained in more detail in the BFAC Final Report
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (6 of 7)
Recognize We are Pushing the Capabilities of the Town’s Current Governance Model (1 of 2)
Recommendation 3. To the extent permissible, reform the warrant article development, review, and implementation process to enable
consistent, transparent, robust analysis and reporting of each article’s short‐term and long‐term costs and benefits; to discourage financial
appropriations made outside the annual budget cycle; and to take into consideration the limitations of staff time and volunteer resources.
Recommendation 4. Change the structure, composition, and scope of the Town’s Advisory Committee so it has the required skills and time to
focus its attention on financial monitoring, analysis, and policy evaluation of both existing policies and proposed warrant articles.
Recommendation 15. Develop a strategy to plan for periodic operating overrides to supplement the resources provided by Recommendations
11 through 13 in order to meet the community’s expectations of more and better services from the Town and Schools while addressing
concerns that would accompany growing the tax base exclusively via accelerated economic development. To mitigate the dilutive impact of
operating overrides’ impact on reserve ratios, require operating override requests to be “grossed up” to provide sufficient additional funds to
maintain reserves at targeted ratios and to recognize the additional financial risk associated with the newly approved greater financial
obligations. Override resource allocations should be regularly evaluated for effectiveness in keeping with Recommendation 6 above.

Note: These recommendations are described and explained in more detail in the BFAC Final Report
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BFAC recommendation summaries, categorized per the BFAC Implementation Plan (7 of 7)
Recognize We are Pushing the Capabilities of the Town’s Current Governance Model (2 of 2)
Recommendation 15.1. Any tax should be designed to allow for the broadest range of uses possible. The Town should avoid taxes that are
designed as single‐purpose levies.
Recommendation 15.2. Voters must be provided more information when presented with future override and debt exclusion ballot
questions, including how the ballot question would affect their individual tax bills and the Town’s finances bearing in mind all authorized
borrowings.
Recommendation 15.3. As the Town develops plans, it must provide its taxpayers with the information that allows them to evaluate those
plans and their costs on a basis entirely different from the piecemeal approach that is the current norm. Discussion of costs, benefits, trade‐
offs, and alternatives is a necessary component that should be provided to taxpayers when asking them to make decisions.
Recommendation 15.4. Because operating overrides are dilutive to reserve ratios without additional funding, enact a policy to include in
operating override requests the additional amounts necessary to maintain reserves at targeted ratios (the “gross‐up”). In addition, until such
time as Reserve Fund balances conform with policy guidelines, consideration should be given to including a “reserve restoration”
contribution to proposed operating overrides.

Note: These recommendations are described and explained in more detail in the BFAC Final Report
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