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Transmittal Letter  

May 24, 2013 

 

To Mayor Patrick Ó. Murphy and Members of the Lowell City Council: 

 

In accordance with the requirements of the Massachusetts General Laws and the Charter of the City of 

Lowell, I herewith transmit the proposed Operating Budget for Fiscal Year 2014 which begins on July 1, 

2013. 

 

My last budget submission to the City Council in FY13 represented the realization of a new horizon as the 

administrationôs focus on finances began bearing fruit in our operations. The last several years have been 

incredibly challenging, as we have attempted to mitigate the effects of the Great Recession on our ability to 

offer essential services to residents while simultaneously keeping taxes affordable and maintaining integral 

investments in infrastructure. Amidst these seemingly overwhelming challenges, in FY13 we submitted a 

budget with the lowest proposed tax increase since 2001. 

 

I am pleased to report that the operating budget for fiscal year 2014 represents an unprecedented opportunity 

for the city to increase our investment in critical infrastructure needs, continue our focus on good financial 

policies, and expand several of our services to residents, all while continuing to hold taxes well below the 

maximum limits allowed under state law. We have achieved this seemingly impossible feat with sound 

financial policies, performance management, and the support of the City Council. However, now that we 

have righted the ship and are in a position to move the city forward into the future with a solid financial 

foundation, it is incumbent upon us that we stay the course and remain vigilant, so as to ensure that our 

growth is sustainable and our operations are both efficient and cost-effective.  

 

In order to better appreciate how the cityôs operating budget arrived at its current state, it is important to 

look at the cityôs financial position in its historical context. Less than a decade ago in 2007, our excess levy 

capacity had shrunk to $5.05 million, our free cash was in the negative, and our only available reserves were 

the Chapter 17 reserve account set up by the state in the 1990s. This was a formula for a weak long-term 

strategy, highly susceptible to minor shocks in the state or national economy. The structural deficit created 

by these conditions was a lingering issue throughout the course of the past five years. In March of 2006, 

financial analysts from Moodyôs had downgraded the city's bond rating, reacting to three years of drawing 

down reserves to balance the budget. Using stable finances as our core ethos, the initial years of my tenure 

in Lowell attempted to create a lean and flexible workforce that could operate effectively on a drastically 

reduced budget. Those years were rather difficult for everyone, but by 2010, we had been given a positive 

outlook from Moodyôs, our bond rating was improved to ñA1,ò and we were able to restore funding to the 

Cityôs stabilization fund. This year, our excess levy capacity is at $9.23 million and should be over $12 

million next year. These improvements signify a turning point in the ability to implement our long term 

strategy to restore services and infrastructure investments. Without a strong commitment to financial 

astuteness we would not be so well positioned to maximize our potential as a gateway city. 
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Strategic planning has played a central role in the budgeting process over the past several years, as is 

evidenced by the growth in the budget document itself. We no longer present a budget that simply lists line-

item costs and revenues, as was the practice in the past. We have transformed the budget to better inform 

both the Council and the public of our goals, as well as our efficiency in achieving those goals through the 

listing of performance indicators. In fact, our efforts in performance management have been recognized 

recently by the State and Lowell has solidified its place as a leader in the field. Through the implementation 

of the LowellStat program, we are able to make data-driven decisions and rely less on anecdotal evidence to 

improve operations. The data show that we have made noticeable improvements in many areas of municipal 

services, most notably in public safety and citizen engagement. This year, Lowellôs summer recreation 

program is due to expand to its largest size in nearly 15 years, offering myriad opportunities for the children 

of the city at no cost to the participants. The Development Services Division of DPD has made tremendous 

strides in improving the quality of our code enforcement and inspections, we have fewer fire station closings 

than in recent memory, and crime in the city has continued to decrease steadily. Since 2009, the total 

number of serious crimes committed within city limits dropped by 23.4%. Last year, the city was named the 

lead community in a $373,000 Community Innovation Challenge (CIC) grant from the State Executive 

Office of Administration and Finance to promulgate our best practices in performance management to 

smaller communities interested in implementing similar methods and Lowell will be playing a major role in 

the development of a state-wide set of performance measures.      

 

The secret to building upon our success is perseverance, which will be a theme of the administration moving 

forward. A very strong financial performance in 2012 allowed us to accelerate capital spending this year to 

over $4 million. This amount was put towards making much-needed improvements to schools and various 

municipal buildings replacing an ageing fleet in several of our divisions and. We expect to be able to 

increase our investment in infrastructure next year to upwards of $14 million, which will be put towards 

better roads, parks, and equipment. Our ability to plan for the long-term comes both from our insistence to 

not use one-time monies to fund operational costs and our focus on operational efficiency. This has also 

allowed us to focus more on customer service, improving the overall resident experience in the city, and 

truly making Lowell an alive, unique, and inspiring place. Developers who are looking to expand or locate a 

new business often look for the right combination of financial stability and overall livability in making their 

decisions. Lowell is well poised to attract new employers for this very reason and in the coming year there 

will be some exciting new announcements regarding the cityôs economic development.       

 

Still, there are and will continue to be challenges along the road ahead. This year the state legislature has 

increased our required spending on charter schools significantly, but has scheduled only a slight increase 

funding for public schools through Chapter 70 aid. It is vitally important for the state to fund the Charter 

School Reimbursement Account in order to protect regular public schools from financial harm due to the 

diversion of Chapter 70 aid to charter schools. Underfunding the reimbursement account reduces funding 

for  programs for  the  97%  of school children in  traditional schools.  Additionally, Unrestricted Local Aid,  
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which accounts for a large portion of the aid used to fund municipal services, is approximately $416 

million lower than it was in fiscal 2008 and reliance on the property tax to fund municipal budgets is at 

its highest point in 30 years. This trend is not sustainable in the long term and has forced municipalities 

to explore alternative service models, such as regionalization, as a collaborative way to continue to 

provide the services that residents expect. Thankfully, the Chapter 90 local road and bridge program has 

been increased, which will provide much needed assistance to our efforts to maintain our infrastructure. 

Conceivably the most daunting challenge for Lowell in the future, though, will be the cost of providing 

healthcare and other non-pension benefits for retirees, collectively known as OPEB. 

 

We have already begun to make progress towards addressing these challenges in this area by 

maintaining strong reserves and by migrating all of our active and retired employees into the stateôs 

Group Insurance Commission (GIC). In previous years, Lowell self-funded health care costs through a 

health insurance trust fund. Now, by moving away from a self-funded model for providing insurance to 

a premium-based model with the GIC, the city no longer needs to provide funding to the trust to cover 

employee claims. When the current balance of the trust fund runs-out over the course of the next year, 

the city administration intends to use its portion of the remaining funds towards our OPEB 

responsibility. There will undoubtedly be other challenges in the future, but overall, I am incredibly 

pleased to see the City in a position to invest in its needs and tackle the aforementioned challenges, 

which would not have been possible a decade ago. 

 

In closing, I want to sincerely thank the employees of the City for their continued efforts in delivering 

services to the citizens of Lowell to the best of their abilities. I also want to thank the department heads 

for their contributions in advancing the goals and objectives of the administration with limited resources. 

I want to recognize and thank the individuals who played the major role in developing this budget 

document, CFO Tom Moses, Chief Information Officer Mirán Fernandez, Data Analyst Conor Baldwin, 

and Executive Assistant Lynda Clark. I also wish to thank the City Council for their direction and 

support as we move the City of Lowell forward. Finally, I want to thank the citizens of the City of 

Lowell for the opportunity to serve as City Manager. 
 

Sincerely, 

 

 

 

 

 

 

Bernard F. Lynch 

City Manager 
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Financial Overview 

Financial Overview for the Fiscal Year 2014 Budget 
 

We opened the financial overview section of last yearôs budget by stating that Fiscal Year 2013 

was a transition year and it was, but in slightly different ways than we had anticipated.  Financially 

the City was buoyed by outstanding results in 2012 to be able to strategically take advantage of 

opportunities and to better weather difficult times.  Through a combination of payoffs from 

strategic investments and a mild winter, the General Fund finished 2012 with certified free cash of 

$6,411,250, the highest level in several years.  Enterprise fund balances were also very healthy.  

Early in 2013 the City Council voted to transfer 100% of the certified Free Cash into our 

Stabilization Fund.  Stabilization Fund Balances now stand at $9.9 million and our Chapter 70 

reserve remains at $4.2 million. 

 

Not only did we have outstanding results in Fiscal Year 2012, but we were able to fund the 2013 

budget without a property tax levy increase other than new growth.  This action increased our 

excess levy capacity from $6.4 million in 2012 to $9.2 million in 2013.  Only two communities in 

the Commonwealth had larger increases in excess levy capacity last year. 

 

These financial highlights were achieved, in part, because of an increase in local aid from the 

Commonwealth.  Lowellôs Chapter 70 school aid increased significantly, from $121.7 million in 

2012 to $126.5 million in 2013.  Unrestricted Aid increased by $1.5 million, and Lowellôs net 

other local aid increased by a modest $325,000.  We also benefitted from one of the warmest and 

least snowy winters in years.  This help was welcomed, since challenges remain at the federal 

level.  Grants and other federal payments decreased.  Furthermore, the specter of the ñfiscal cliffò 

and sequestration seemed to plague us throughout the year. 

 

Anticipating that the stateôs fiscal picture would continue to slowly improve and that local aid 

would not decline, we predicted that we would be able to balance the budget in 2014 with no tax 

increase.  This would have marked the second year in a row, a feat that is nearly unprecedented in 

Massachusetts, especially in a tough economy.  Only one sizeable community, Quincy, has 

voluntarily accomplished this since 2009, and they required a subsequent tax increase of more than 

$8 million.  Despite this revenue limitation, our goal was to settle collective bargaining agreements 

with all unions.  These agreements would include compensation increases offered in exchange for 

the concessions received from the unions over the past several years and for future concessions.  

We set the following timeline for budget completion. 

 

1. February 8, 2013 ï Distribute all departmental budget material 

2. February 11, 2013 ï March 8, 2013 Finance Department/Conor Baldwin work with 

departments to complete budgets 

3. March 22, 2013 ï Departmentôs complete budget submission (all information emailed to 

Linda Clark) 

4. March 25, 2013 ï April 19, 2013 ï Budget staff and/or City Manager may meet to discuss 

departmental budgets. 

5. April 22, 2013 ï May 17, 2013 ï Final budget preparation 

6. May 24, 2013 ï Budget introduction to City Council 
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Whether we achieve our financial goals in any budget year depends in a large part on Local Aid, 

since Local Aid comprises about 50% of our General Fund revenues.  Governor Patrick proposed a 

budget in January which seemed to render our goal of zero tax increase more difficult, but still 

possible.  He proposed a $5.6 million increase in Chapter 70 school aid and an $800,000 increase 

in Unrestricted Aid.  His proposal included a new category of unrestricted aid that would be 

distributed via a new formula, but also depended on modifications to the statewide tax structure.  A 

setback for Lowell in his budget was that charter schools were going to cost us $1.1 million more 

than in 2012.  Any budget that relies on new or changed tax structure carries political risk, and the 

Governorôs budget is no exception. 

 

In April, the House approved their version of the budget which stripped $1.4 million from the 

governorôs Chapter 70 program and $325,000 from our Unrestricted Aid allocation.  Most notably, 

the House budget further increased charter school costs by $1.7 million.  While the House budget 

removed about $3.5 million in Local Aid for Lowell, it did not rely on tax changes.  These changes 

would have made it impossible to balance the FY 2014 budget without a tax increase. 

 

Just prior to printing this budget, the Senate Ways and Means committee released their version of 

the 2014 budget.  This version restored about $500,000 of charter school funding, but cut about the 

same amount from Unrestricted Aid.  At this point, however, it appears that there will be a move 

by the Senate as a whole to restore that $500,000 reduction in Unrestricted Aid.  For the purposes 

of this presentation, we will rely on restoration.  This allows us to achieve our tax goal. 

 

Ultimately these issues will be resolved in conference committee.  It is important to note that, at 

this time, our budget for Local Aid is about $500,000 more than either the House or Senate 

versions of the budget.  If this money is not restored, a small tax increase is likely. 

 

General Fund Revenues 

 

There are three major categories of revenues in the General Fund, Local Aid, Property Taxes and 

Local Receipts.  Local Aid is the largest source of revenue for the General Fund.  It represents over 

half of General Fund Revenues.  Local Aid is further broken down into Chapter 70 Aid, which is 

direct aid to our local school system and General Aid, which is available for the rest of the budget.  

We further break Property Taxes into three components: prior year levy, levy increase and new 

growth.  New growth represents taxes on property that did not exist in the prior year, whether it is 

a new building or a portion of a building.  In addition to the three major categories of revenue, 

there are reimbursements from the Massachusetts School Building Authority (ñMSBAò) for school 

construction projects and reimbursements from other operating funds.  Below is a chart depicting 

the relative size of 2014 revenue categories. 
 

 



City of Lowell  FY2014 Proposed Budget 
 

Page 9 of 350 

 

 
 

Chapter 70 Aid is 42.7% of the budget, down from 42.8% in 2013.  General Aid increased from 

8.2% of the budget last year to 9.5%, but this is very misleading.  General Aid includes assistance 

to meet the cost of charter schools, and that portion of General Aid is up by $4.3 million over last 

year, but the cost of the charter school itself has increased by $6.6 million.  The net effect is a huge 

loss of budgetary capacity.  A chart showing the local share of the cost of charter schools in 

Lowell is shown below. 

 

 
 

MSBA reimbursements declined from 3.1% to 1.6% because debt incurred to finance construction 

projects 20 years ago is fully amortized and reimbursements for the portion of the debt service that 

the state supported also ended.  The debt that remains will also be fully amortized within a few 

years. 
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In order to better understand the impact of changes in Local Aid, it is important to view it in a 

longer-term context.  This understanding will also highlight the extraordinary divergence of 

Chapter 70 school aid and other local aid.  By combining Cherry Sheet assessments with gross aid, 

we get a more complete picture of how the state budget affects Lowell. 

 

The following chart enables the reader to drill down into the various funding sources, not only to 

show the multiple effects of changes to our own budget, but also to offer insights into the priorities 

of the Commonwealth in its own budgets.  In this chart we have isolated Chapter 70 aid from other 

categories of aid.  Furthermore, we have used net aid rather than gross receipts.  There are two 

components to Local Aid formulae.   Aid consists of payments to cities and towns as well as 

assessments to the municipalities that are deducted from these payments.  These deductions are for 

things such as Registry of Motor Vehicle costs, regional transit system assessments, and costs for 

tuition to other school systems through school choice or charter school programs.  The change in 

line color in the chart indicates the House proposed 2014 budget. 

 

 
 

The most noticeable change is the extraordinary increase in Chapter 70 aid since 1993.  It 

increased from $24 million to almost $130 million.  Education reform was enacted in 1993 to 

provide local school systems with adequate funding over time.  The legislation benefitted every 

community, but especially the less affluent, urban systems.  With this additional revenue came the 

obligation for cities and towns to also increase their own commitments.  Education reform 

established foundation budgets and minimum local contribution requirements, so that even though 

state resources for education increased, local taxpayers were also required to increase funding. 

 

Prior to education reform, General Aid was actually greater than Chapter 70 school aid.  In 1994, 

the first year that virtually all school aid was consolidated into the Chapter 70 program, net other 

aid to Lowell was $18 million.  We expect that figure to be $10.5 million in 2014.  Over time, the 

burden for providing local services has shifted even further away from the state and toward 

municipalities.  This has had a profound effect on communities such as Lowell where such a large 
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part of operations had traditionally been funded by Local Aid. We are slowly approaching the 

point where Lowell only receives net aid for local schools.   

 

At this time there are three competing Local Aid proposals.  This budget assumes that the Local 

Aid package ultimately adopted by the state will be more like the House and Senate proposals.  

Since the Governorôs proposal relies on new taxes and major shifts in tax policy, we believe that 

its passage is unlikely. 

 

Last yearôs budget assumed a very small tax increase outside of new growth.  Ultimately when we 

set the tax rate in the fall, we were able to use additional revenues to achieve a zero ñtax increase.ò  

The average residential tax bill increased slightly because of relative property value changes 

between the residential and commercial property classes, but the impact on the average home was 

only $37.  In fact, the Cityôs commitment to keeping residential property taxes down is strong.  

Since 2007 only 37 communitiesô average tax bills have risen less than Lowellôs.  Of these, 30 

have populations less than 20,000 and 23 are smaller than 5,000. 

 

What follows is a series of charts that show different aspects of our historical and recent property 

tax performance.  The first chart is one that has been included in past budgets, but bears updating.  

It compares the average residential tax bill in Lowell with that of the entire Commonwealth.  The 

lines continue to diverge, but at an even more rapid rate. 

 

 
 

The difference between Lowell and Massachusetts was $508 in 1992.  Lowell was 26.8% lower 

than the state average.  By 1996 the gap had narrowed to $385, 17.0% lower than the state average.  

In 2007 the gap had grown to $1,104 and the average bill in Lowell was 27.9% lower than the 
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stateôs average.  Last year the gap was $1,576, which represented a 32.5% discount from the state 

average. 

 

While the change in average tax bill is an important data point, it is also important to be able to see 

Lowellôs performance relative to other specific communities and to understand demographic 

relationships.  The next chart plots the 2007 ï 2013 tax change against 1999 Median Family 

Income.  This chart displays a distinct relationship between tax increases and wealth.  Wealthier 

communities clearly allow their tax bills to increase more than less affluent communities.  This 

chart also shows that, while Lowellôs income is on the low end of the spectrum, Lowellôs tax 

change during this period was as good, or better, than communities in a similar wealth range. 

 

 
 

The next chart explores the relationship between municipal population and tax changes over the 

same period.  Bigger communities usually provide more services, so one would assume that under 

times of fiscal stress such as during this period, there would have been more upward pressure on 

taxes in those communities.  The data does not bear that out.  In contrast, the data show that 

smaller communities respond by increasing taxes more than larger ones.  This chart also shows 

that Lowellôs tax burden remained quite constrained compared to peers.  The chart does not 

include Boston.  Bostonôs large population would have distorted the results view. 
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This extreme tax position is not sustainable.  We have considerable infrastructure needs as our 

capital plan indicates.  In order to maintain an adequate and competitive workforce, we must 

restore modest wage increases as we have done in the recent group of collective bargaining 

agreements presented to and approved by the City Council.  We cannot rely on Local Aid 

increases to fund these endeavors.  Nor can we count on large one-time expense reductions such as 

we had with health insurance in 2013 and will again have in 2014.  In the near term, this leaves 

only property taxes rising in a modest but steady pattern to fund our much needed initiatives. 

 

Both the total tax levy and new growth are just estimates at this point.  The City will, as always, 

set its tax rate in late autumn.  At that time the exact new growth figure will be known.  Before 

2013 new growth has generally exceeded estimates, however we fell short last year.  We reduced 

our new growth estimate from $1.75 million last year to $1.6 million this year, but even that may 

be aggressive.  New growth is difficult to estimate, and as evidenced from the chart below, we 

have yet to recover from the housing bubble that burst in 2008. 

 

 
 

Occasionally Lowell offers tax increment financing (ñTIFôsò) as a tool to promote economic 

development.  A TIF provides a temporary real estate tax exemption on newly created or improved 
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property.  The percentage of exempted value generally declines over the term of the TIF.  In 

exchange for this tax exemption, the business must guarantee the retention or creation of a certain 

number of jobs over the TIF term.  The TIF can also qualify an owner for valuable state income 

tax credits. 

 

These TIFs represent buildings that have already been constructed or improved.  As the tax 

exemptions reduce over time, the City benefits by having built-in increases in the tax levy.   

Assuming stable values and tax rates, taxes on the incremental portions on improved properties 

will i ncrease over time.  For example, assume that a new wing of a building has a value of $1 

million and that the current tax rate is $20 per thousand of value and the current exemption is 40%.  

If next year the exemption declines to 30% and the values and tax rates remain unchanged, the new 

taxes generated will be $2,000 ($1 million x $20/$1,000 x (40%-30%)). 

 

The total value of exempted taxes for our 11 TIFs, and the projection of new growth generated by 

their declining exemptions are presented in the following chart.  The chart assumes stable values 

and rates. 

 

 
 

We had mentioned average tax bills earlier and presented a chart showing the significant 

difference between Lowellôs average and that of the rest of the state.    Before we leave the 

discussion on taxes, a brief review of Proposition 2 ½ is in order. 

 

Proposition 2 ½ is the Massachusetts version of tax limiting legislation.  It has two important 

components.  The first is that no community should levy real and personal property taxes of more 

than 2.5% of total assessed valuation.  In other words, the combined tax rate may not exceed 
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$25/$1,000.  This upper limit is called the levy ceiling.  Very few, if any, Massachusetts 

municipalities are near this limit. 

 

The secondary limitation of Proposition 2 ½ is that the maximum tax levy, or levy limit, may only 

increase 2.5% per year.  If a community raises taxes less than allowed, the levy limit increases 

faster than the levy itself and creates ñexcess levy capacity.ò  A city that is below the levy limit 

may increase taxes by more than 2.5% per year only until they reach the levy limit.   Communities 

can tax above the levy limit, up to the levy ceiling, by voting to ñoverrideò the levy limit, or by 

voting to ñexcludeò some capital appropriations or debt issues from the levy limit calculations.  

These are referred to generally as overrides or exclusions, and the two are often confused with one 

another. 

 

With Proposition 2 ½ as a reference point, there are many other factors that can affect tax bills.  A 

community can adopt separate tax rates for residential property and for commercial, industrial and 

personal property (ñCIPò), within limits.  Lowell, as well as most of the larger cities in 

Massachusetts, does this.  Outside of tax rates, relative fluctuations in value affect each propertyôs 

tax bill.  Fluctuations may occur between classes of real estate such as residential and commercial.  

They may also occur within classes, such as between single family homes and condominiums.  

Variances may also occur when one neighborhoodôs values change at a different rate than 

anotherôs.  They may also occur at the individual property level.  For example, the market may 

favor smaller homes over larger ones, or brick may become in vogue and drive the values of brick 

homes higher than those with wood clapboards, vinyl siding or shingles.  Outbuildings can affect 

value as well.  If parking in a neighborhood becomes difficult, houses with garages can command 

a premium. 

 

For all these reasons, the tax bills from individual properties can vary from year to year, even 

though the tax levy may grow at a steady rate.  In fact, in 2011 when Lowellôs tax levy increased 

by 2.5% exclusive of new growth, 4,502 properties actually had lower tax bills than in 2010. 

 

The category of revenue with the most local control is Local Receipts.  Unlike Local Aid, its level 

is not decided by another political body.  Unlike taxes, it is not subject to an artificial cap.  It is 

controlled largely by the local governmentôs fee setting policies and by the local economy.  The 

largest components of Local Receipts are motor vehicle excise taxes, our local trash fee, and 

delinquent interest revenue. 

 

The 2014 budget assumes a 9.5% increase in Local Receipts over 2013.  For most subcategories 

there were only slight adjustments to last yearôs budget, mostly to reflect 2012 actual collections 

and the projections for 2013.  There were no large scale fee adjustments in FY 2013.  Most of the 

increase in Local Receipts over 2013 is due to a reimbursement of costs that we incurred during 

the storm ñNemoò in February.  The following chart show the historical budgeted and actual local 

receipts since 2007.  The final budgets figures are those taken from the final tax recapitulation.  

The light shaded bars indicate that the recap is not yet complete.   
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2007 and 2008 budgets were adjusted for Water Department receipts, which were then included in 

the General Fund.   

 

MSBA reimbursements are payments from the state for debt service that Lowell incurred as a 

result of issuing bonds for school construction projects.  The MSBA has since modified their 

assistance programs and now it reimburses cities and towns before they issue bonds.  Most of 

Lowellôs school construction occurred under the older program when we received 90% grants.  

The old reimbursement rate was dependent on the wealth of the community.  The MSBA 

reimbursement was historically closely tied to our debt service budget, but as the older school 

loans get paid off and the City issues new non-school construction bonds, the correlation will 

lessen.  Both the MSBA reimbursement and the underlying school related debt service are 

substantially lower in 2013, which reflects retiring debt. 

 

The next category of revenue is reimbursement from our enterprise funds.  The 2014 

reimbursement will be approximately $4.7 million.  The General Fund budgets for the full amount 

of health insurance, pensions and Medicare tax.  It is through this reimbursement that the 

enterprise funds pay their pro rata share of these costs.  In addition, the General Fund charges the 

enterprises for activities in which it engages on their behalf.  An example of this is bill collection.  

Without the General Fund, Parking, Water and Wastewater would have to purchase billing and 

collection software, staff these functions and pay postage for every bill mailed.  The funding for 

these services appear in various General Fund departmental budgets.  Other costs, such as legal 

representation and telephones are also recaptured though these charges. 
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General Fund Expenditures 

 

There are several ways to look at expenses, and each way has its own strengths and limitations.  It 

may at first seem most logical to look at them by department.  This would certainly tell the reader 

who is spending money, but it would not address overhead functions or functions that cross 

departmental divides.  Furthermore, departments change over time.  They may be restructured, 

merged or spun off.  This makes anything but static analysis difficult.  You can also look at 

expenses by pure function without regard to department.  While this can give the reader an 

excellent sense of how the City spends money, it doesnôt necessarily inform as to which 

department performs the functions.  What follows is a multifaceted analysis that will combine 

elements of both approaches. 

 

The chart below shows 2014 spending by department.  Departments increasing in percentage from 

2013 to 2014 are Schools (50.5% to 51.7%), Police (8.0% to 8.4%), Fire (5.7% to 5.8%), and other 

(2.5% to 2.6%).  Departments declining are Employee Benefits (15.8% to 15.3%), DPW/Parks 

(5.5% to 5.2%) and Debt Service (6.0% to 4.9%).  Other departments remained the same. 

 

 
 

The major departments: Schools, Police, Fire and DPW/Parks comprise 71.2% of all General Fund 

Spending.  Adding in the fixed costs of employee benefits and debt service, the total becomes 

91.4%, down from 91.5% last year.  It is from this chart that one of the challenges of cost control 

becomes clear.  We can attempt to reduce budgeted spending while preserving core education, 

public safety and public works functions, but in order to get meaningful savings, we cannot only 

focus on reductions in small overhead type departments.  Even though minor departments are not 

often considered part of the Cityôs core mission, without them the Cityôs entire administrative 

architecture would collapse.  These so-called minor departments issue and collect bills, are the 

conduit for constituent services, schedule and post meetings, take minutes, run the Cityôs web 

sites, enable Internet transactions and put nurses in our schools. 
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That said one cannot overestimate the impact of moving our health plans to the Group Insurance 

Commission (ñGICò).  Health care costs are one of the greatest pressure points on municipal 

budgets, and our move to the GIC has saved millions of dollars annually.  Prior to joining the GIC, 

the City self-funded health insurance costs.  The City, employees and retirees contributed to a trust 

fund which paid claims and other expenses.  The risk associated with this model was that without 

proper funding levels and reserves, the trust fund could become depleted.  This, in fact, was 

happening about seven years ago until we increased contribution rates to restore the fundôs 

balance.  One of the benefits of the move to the GIC is that this risk is transferred to the insurance 

carriers and GIC itself.  Our obligation becomes fixed at our premium expense. 

 

We do absorb a different kind of risk, however.  Since we are now billed monthly, we are at risk 

for having an adequate appropriation in the budget.  2013 was difficult to budget, since we did not 

know which plans employees and retirees would select, nor did we know who would opt in or out 

of coverage.  We approached 2013 with caution and budgeted conservatively.  Moving forward, 

we have much better data on our costs, but they still may fluctuate with staffing changes and open 

enrollment decisions.  The chart below shows our historical appropriations and actual expenditures 

(excluding school appropriations), including a forecast for 2013. 

 

 
 

This chart shows the enormous impact of moving to the GIC.  Appropriation decline from 2013 to 

2014 because the City will need to put less aside for our mitigation fund.  The mitigation fund is 

money that the City must set aside for potential increased out of pocket medical costs for 

employees and retirees.  This was a product of our negotiations with the Public Employee 

Committee.  We were required to establish this fund in July 1, 2013 with $2.4 million, and are 

required to replenish it with up to $750,000 on July 1, 2014 and up to $500,000 on July 1, 2015.  

On July 1, 2013 GIC premium rates will increase generally between 0% and 4%, depending on the 

plan.  This is a very modest increase, and may indicate that double-digit rate hikes are less likely in 

the future. 

 

Over the last few years we have built up the cash balance in the Health Claims Trust.  Throughout 

2013 there have been claims ñrun-outò expenses to the trust.  These are expenses from 2012 claims 

that were billed under the pre-GIC system, but are paid after the transition to the GIC.  It now 
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appears very likely that by June 30, 2013 we will have a remaining balance of at least $7 million in 

the trust.  75% of this balance belongs to the City and 25% belongs to employees and retirees, the 

same proportion that contributions were made.  The administration plans to use all or a portion of 

the Cityôs share to begin funding other post-employment benefits (ñOPEBsò).  This will reduce a 

large unfunded liability on the Cityôs balance sheet. 

 

Another area of cost containment over the past several years has been in energy management.  The 

next series of charts show our historical electrical, heating and street lighting expenses, both 

budgeted and actual.   

 

 
 

 
 

Our energy management initiative has been extremely successful.   We reduced our combined 

electricity and heating budgets by almost $1.7 million from 2009 to 2013, and are reducing them 

even further in 2014.  Over that same period, using projections for 2013, actual expenses have 

decreased by almost $2.2 million.  Total debt service on the program will be $1.36 million in 2014.  
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Results have exceeded our expectations.  While it is true that we have had two mild winters in a 

row, the trend in expenses is clearly evident.  We will likely save even more in 2014 when our net 

metering agreement with Soltas begins reducing energy bills.  Lowell contracted with Soltas to 

allow Soltasô solar facilities to sell energy back to the grid using our electricity bills as conduits.  

In other words, our electricity meters are ñnettedò with revenue from their energy production.  In 

exchange for this arrangement, Lowell is allowed to keep a portion of that revenue, which reduces 

our net bills. 

 

 
 

In 2010 we signed an agreement with National Grid to purchase our streetlights from them.  Once 

Lowell obtained ownership of the streetlights, we would qualify for a lower energy rate.  While it 

took some time to actually make the purchase, we are now experiencing almost $400,000 in 

energy savings per year, even after absorbing the maintenance costs on the streetlights.  The 2012 

actual expense was low because we received a retroactive bill credit from National Grid that year 

to compensate us for a delay in the transfer.  To finance this purchase we issued 5-year bonds.  Our 

budgeted debt service is $66,663 for streetlights in 2014 resulting in net taxpayer savings of 

$300,000 annually.  In addition, all debt service should be retired by September, 2017.  We are 

currently outfitting our streetlights with LED technology which will further reduce energy 

consumption. 

 

Another way to look at expenses is by function, as shown in the chart below. 
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Categories increasing from last year are Schools (50.5% to 51.7%), and Payroll (18.9% to 19.6%).  

Categories decreasing are Fixed Costs/Benefits (24.1% to 22.6%) and Trash Removal (2.2% to 

1.8%).  Unchanged are Departmental Expenses, Claims & Judgments, Street Lighting and Snow & 

Ice.  As was evident from the previous departmental expenditure chart, Lowell spends the majority 

of General Fund appropriations directly on schools.  There are other costs associated with the 

schools that are not represented by the Schoolôs portion of this chart.  Included in Fixed 

Costs/Benefits is money that the City side of the budget pays for health insurance for retired 

teachers, school administrators and non-instructional staff.  Part of the Trash Removal expense 

directly relates to school pickups.  DPW staff and contractors clear snow from school parking lots.  

School nurses are paid from the Health Department budget.  The DPW performs general 

maintenance on the schools, and the DPW budget pays for those labor and supplies.  These indirect 

school expenses count toward our net school spending requirement known locally as ñmaintenance 

of effort.ò 

 

Since education reform in 1993 through 2009, Lowell had struggled to meet its net school 

spending requirements.  From 2009 through 2011 Lowell met or exceeded its required level, 

despite the difficult economic environment during those years.  In 2012 we fell $68,399 short of 

our requirement.  We feel confident that additional appropriations to the school of $1 million in 

2013 and again in 2014 will restore compliance. 

 

The second largest category of expenses is Fixed Costs/Benefits, which includes health insurance, 

debt service and the cost of our retirement system.  Health insurance was discussed above.  The 

chart below displays the General Fund debt service profile for the period 2008 through 2014. 
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Debt service has declined dramatically since 2008.  Much of the reduction is related to the 

retirement of debt that was issued in the mid-1990ôs to finance school construction.  90% of that 

debt service was reimbursed by the MSBA.  Even though that debt service declined, it had 

relatively little effect on our overall finances, since MSBA Reimbursement revenue also declined 

proportionally.  More important is the decline of the blue portion of the bar, which represents the 

tax-supported portion of the debt.  That amount declined by about $1.7 million from 2008 to 2013.  

This helped Lowell sustain its operating budget during the recession without drawing down 

reserves or raising taxes above 2.5%. 

 

In 2014 there is a budgeted $1.4 million increase in the tax-supported portion of debt service.  This 

increase represents the priorities of the City in the past few years.  The last two capital plans 

highlighted the investment needed in the Cityôs infrastructure and equipment.  Lowell is better 

positioned now than it has been in a decade to make these investments.  Let us not forget that these 

strategic investments are generating savings in other areas of the budget.  An example of this is in 

the previous discussion of energy investments and savings. 

 

The remaining subcategory that continues to increase is pension expense.  The post-2008 bear 

markets affected pension fund performance but the City remains on track to eliminate its unfunded 

pension liability by 2032.  Significant improvement was made between January 1, 2010 and 

January 1, 2011 (dates of the two most recent actuarial reports), as the funded ratio increased from 

56.7% to 60.1% and the unfunded actuarial liability declined by more than $10 million to 

$179,210,021.  A new actuarial report is underway, and although recent new highs in stock market 

indexes will not be included since they occurred after January 1, 2013, this recent performance 

will also help reduce our liabilities, if this performance can be sustained. 

 

The last large category of spending is payroll.  The requested payroll budget is a $2.2 million or 

4.2% increase over last year.  This covers cost of living increases and step increases in collective 

bargaining agreements and the personnel ordinance, and absorbs a significant reduction in grant 

funding.  All of our labor contracts needed to be renegotiated for 2013.   The administration had 
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committed to reinstituting annual wage adjustments since during the last several years unions 

granted concessions, such as moving to the GIC, and deferred contractual wage increases.  In 

addition, the administration has been successful in reforming some compensation practices that 

will provide long-term benefits to the City, but may add some cost in the short-term.  An example 

of this is our elimination of sick leave buy back provisions.  The chart below highlights changes in 

budgeted payroll since 2009. 

 

 
 

We are recommending several position changes in the General Fund.  The City Managerôs 

Department has added one clerical staff position and had eliminated its budget for temporary staff.  

The MIS staff is proposing to add an Application Systems Specialist to handle the increasingly 

complex array of software that we utilize. 

 

There was a net loss of one position in the Planning and Development Department, but other 

changes.  The positions of Chief Design Planner and Urban Renewal Project Manager were added 

and the positions of Senior Project Manager and Senior Design Planner and one Building Inspector 

have been eliminated.  The Planning Secretary position becomes an Assistant Planner.  The title of 

the Housing Program Manager changed to Housing and Energy Program Manager to reflect 

additional duties.  In addition, hours have been added to all the health inspectors, which will add 

the equivalent of one more inspector position without the added overhead costs. 

 

There were also changes in the Police Department.  One Police Officer was added.  An Animal 

Compliance Officer who is funded by dog licenses was also added, as was a Victim Services 

Advocate.  A Principal Clerk position was eliminated. 

 

Many changes occurred in DPW.  A Head Clerk Position in the Administration and Finance 

Division is being replaced with a lower cost Principal Clerk position.  In Land and Buildings we 

are adding an HVAC Technician, a Painter/Glazier/Craftsman, and a Plumber/Irrigation specialist.  

In addition, we are replacing two Electrician Helpers positions with Grade B Electricians.  This 
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last move will leverage our resources since the Helpers cannot do electrical work by themselves, 

but the Electricians can.  The Streets Division is adding a Recycling Enforcement Coordinator. 

 

The Health Department is adding a School Nurse and a grant-funded Outreach Worker.  During 

2013 Veteransô added a Head Clerk.  As discussed at a recent City Council meeting, the Library 

eliminated a Library Aide position and replacing it with an IT Technician, which was in the 2013 

budget, and added a Coordinator of Community Planning. 

 

The other appropriated expenses are relatively minor, and cover everything from utility accounts to 

postage and envelopes. 

 

There is a significant reduction in the costs for trash removal.  Our current hauling contact expires 

on December 31, 2013 and we were able to negotiate a substantial reduction in cost and increase in 

service in the contract beginning January 1, 2014.  In addition, we were also able to include a 

reduction in disposal costs by modifying the current contract. 

 

There are a few categories of large unappropriated expenses.  This year the Commonwealth will 

offset our Local Aid by $18.5 million.  Deductions are for programs either run by the state or 

where the state acts as a pass-through to collect funding from cities and towns.  Those expenses are 

summarized below.  By far the largest item is the assessment for charter school tuition.  The 2014 

assessment is $16,653,156, a huge increase over last year, and clearly one of our most difficult 

budgetary challenges.  This assessment is partially offset by charter school tuition reimbursement 

from the state, but even accounting for this, Lowellôs net increase from last year is $2.8 million. 

 

 
 

Other unappropriated expenses are prior year deficits and the provision for abatement and 

exemptions.  We believe that we will be successful in eliminating our $1.2 million snow and ice 

removal deficit using 2013 appropriations.  This means that we will not have to carry the deficit 
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forward to be funded in 2014.  We have added about $300,000 to the provision for abatements and 

exemptions because this provision has not kept pace with the increase in the tax levy.  We have 

also created a new enterprise fund for the Lowell Memorial Auditorium, which will be discussed at 

the end of this financial overview. 

 

General Fund Reserves 

 

While balance sheets are not usually examined during budget discussions, it is important to briefly 

review the status of our reserves, especially because of the important role that they play in our 

strategic initiatives. 

 

We consider our reserve categories to be stabilization funds, free cash, our Chapter 17 special 

reserve and our excess levy capacity.  Bond rating agencies generally agree with this 

categorization, although they look critically at excess levy capacity and specifically look for a 

municipalityôs willingness to utilize it.  Our Chapter 17 special reserve is unique to Lowell.  It is a 

$4.2 million reserve established by the state during the 1990ôs.  Although we may utilize it, it must 

be replenished by the next fiscal year. 

 

Our current reserves stand at $23.8 million, or about 7.25% of last yearôs budget.  We have met the 

5% goal that we set in last yearôs budget document and are well on our way toward our longer-

term goal of 10%.  Beginning in 2011 we have been transferring most or all of our free cash into 

our stabilization funds once it is certified.  Free cash can be volatile and it is reset to zero on July 1 

of every year and remains unavailable until it is certified by the Department of Revenue later in the 

fiscal year.    By moving it into stabilization we preserve our access to it, since stabilization funds 

are not subject to the DOR certification process.  This practice changes the nature of the level of 

free cash to make it more of a measure of the prior yearôs financial results rather than an 

accumulation of prior yearsô reserves added to the results of the most recent year. 

 

Below is a chart of our reserve levels since 2001. 
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As mentioned, subsequent to July 1, 2012 all free cash was moved to our stabilization funds.  

Reserve levels peaked at $32 million in 2002 just as the state and the nation dipped into recession.  

From 2003 to 2006 reserves were drawn down to support the operating budget.  This condition is 

known as a structural deficit and unless addressed quickly, can be devastating.  By 2006 our 

reserves had declined to $7 million, and free cash stood at negative $2.2 million.  Since that time 

we have increased reserves steadily, despite an economy that had reached its nadir in 2009 and has 

not yet fully recovered.  Most importantly, we emerged from this period without drawing down 

reserves or creating a new structural deficit. 

 

General Fund Forecast 

 

The forecast for the General Fund continues to be driven by the recent overwhelming desire to 

limit property tax increases.  Tax growth was limited to 1.5% in 2012 and 0.0% in 2013.  If 

successful in setting out tax rate based on this budget, will be 0.0% in 2014.  This will be the last 

year that this revenue limitation will be possible.  Although a $4.5 million deficit in 2015 looks 

daunting, we expect to have a $12.2 million excess levy capacity in 2014.  Furthermore, the deficit 

is not structural, since it does not grow from 2016 ï 2018. 

 

Built into this forecast are several reasonable assumptions.  On the revenue side, excess levy 

capacity will remain stable.  Aside from addressing the 2015 deficit with recurring revenues, 

probably property taxes, we will operate as if we are at the Proposition 2 ½ limit, even though we 

are not.  Modest annual Local Aid increases of about 3% are assumed beginning in 2015.  Local 

Receipts declined slightly in 2015, which reflects the one-time nature of ñNemoò reimbursements 

in 2014.  Very small increases are forecast thereafter.  We are also treating the 2014 replenishing 

of the health insurance mitigation fund from Health Trust balances as a one-time occurrence in 

2014.  MSBA reimbursements will continue to fall as school construction debt matures. 

 

We expect to need additional sums in overlay as the levy grows.  State and County Charges 

(Cherry Sheet assessments) will continue to grow, particularly the charter school tuition 

assessment.  As we slowly increase our snow and ice removal budgets, the anticipated prior year 

deficits will continue to decline, although there could be considerable year-to-year variation 

depending on the weather. 

 

School budgets will continue to increase because of additional Chapter 70 funding.  We will roll 

the additional $1 million from local appropriations into the locally-funded base school budget in 

2015.  We will continue to increase the locally-funded portion of the budget to maintain the ratio 

between Chapter 70-funded and locally-funded appropriations. 

 

The salary and wage forecasts assume that the union contracts under negotiation now continue to 

settle with terms similar to the ones settled in 2013.  Future years assume terms similar to year-3 of 

recently-settled contracts. 

 

Health insurance forecasts are now based on the GIC model.  Premium growth is assumed to be 

5%, which is higher than the either of last two years of GIC premium increases.  The decrease in 

our obligation to replenish the health insurance mitigation fund is also included.  Medicare tax will 

continue to increase faster than wages in general as employees hired before mandatory Medicare 
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retire.  Pension assessments will steadily increase as we make progress eliminating our unfunded 

liability.  Unemployment costs reflect our higher 2013 obligations. 

 

Debt service continues to decline as older bonds are paid off.  A separate line shows the debt 

service on future appropriations in accordance with our capital plan.  As we actually borrow these 

funds, the debt service will be incorporated into the main debt service line.  The combination of 

the two debt service lines stays relatively stable throughout the forecast. 

 

Trash removal reflects the new contract described above, which still requires City Council 

approval.  We expect to be able to maintain utility costs at the current level through a combination 

of 1) long-term procurement contracts that we have in place, 2) energy efficiency projects that 

have been completed and 3) our 20-year net metering agreement. 

 

The Greater Lowell Technical High School forecast includes an inflation factor and the GLTHSôs 

forecast for capital assessments for their new construction project.  We continue to add to our 

snow and ice removal budget.    Legal claims should remain constant.  As indicated by Global, we 

forecast the gradual elimination of the Lowell Memorial Auditorium deficit.  General expenses 

include a modest inflation factor. 

 

Wastewater Enterprise Fund 

 

Wastewater revenues have leveled off in the past year.  While rate revenues have done well, we 

have had temporary reductions in hauled waste as a major customer interrupted processing.  

Hauled waste revenues have begun to recover, but it will take some time to return to 2011 levels.  

The department continues to build capacity to handle different types of hauled waste in order to 

diversify this revenue stream.  The commercial metering project that added local rate revenue 

during the last two years has matured and that revenue stream has stabilized.  Below is a chart of 

the enterpriseôs revenue makeup. 
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Rate revenue, town billing, and septage/hauled waste percentages declined from 2013 and the 

reliance on reserves has increased.  This indicates that there will be upward rate pressure in the 

future as reserves continue to be depleted. 

 

Debt service costs are increasing relative to all other categories, and this in turn is what is placing 

pressure on rates.  The payroll budget includes the potential an upgrade of the Office Manager 

position to Wastewater Administrative Manager. Wastewater also requested to eliminate three 

Mechanic II positions and replace them with two TV Inspectors and one Mechanic I.  The changes 

to the mechanic positions reflect the changing nature of the workload in the department.  Overall 

headcount does not change.  All changes must be negotiated with the respective unions.  Below is 

the 2014 expense by category chart. 

 

 
 

This year we are including charts that show a brief history of enterprise fund balances for each of 

the enterprise funds.  Enterprise fund balance is the equivalent of free cash in the general fund.  

Past forecasts in Wastewater have contemplated the drawdown of these reserves as we 

simultaneously increase rates. 
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Rate increases in the Wastewater forecast have increased slightly because of a recently leveling off 

of other revenue.  Although we expect to enter 2014 with a bigger fund balance than we 

anticipated last year, it will not last as long.  Most operating expenses have remained fairly level.  

Fire year forecasts for debt service have declined from last yearôs levels as we have permanently 

financed debt at favorable interest rates. 

 

We expect that there will continue to be requirements to invest large sums in the funds capital 

improvement plan and in the long term control plan.  These investments will be funded by new 

issues of debt that are not included in this forecast.  Those debt issues will require rate increase 

above and beyond what is contemplated here. 

 

Parking Enterprise Fund 

 

Parking revenues had an extraordinary year in 2013.  2014 should be the second year in a row that 

the enterprise does not rely on fund balance to finance operations.  We are also optimistic that over 

the long-term, expansion of the kiosk system will further increase revenues.  Below is a chart of 

the 2014 budgeted revenue. 
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Meter revenues are up slightly from last year on a percentage basis, displacing some garage and 

fine revenue due to the success of the kiosks.  This is not an indication of poor performance in 

other areas, but rather better performance for on-street operations.  While 2013 revenue is slightly 

behind 2012, and has been running so throughout most of the year, it is still strong, and the gap 

with 2012 closed considerably in April.  Below is a comparison of total revenue from year to year.  

2012ôs revenue was very strong in the spring, relative to other months.  It is yet possible that 

2013ôs revenue pattern will be similar. 
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In 2013 we selected a new operator for the garages and a new security firm through competitive 

bidding.  We have required modifications to accounting to make the entire process more 

transparent by allowing fewer ñpass-throughò expenses.  This means that many more invoices will 

be coded in the particular category of expense rather than as a payment to the operator.  This will 

give us more control over purchasing as well.  Through these changes, we are confident that we 

will be able to reduce expenses, but as this is the first year of these procedures, we remained 

conservative in our budgeting. 

 

Parking is also proposing to fund an additional meter enforcement position.  With the expansion of 

the meter/kiosk system covering more territory, we need this position to maintain enforcement 

coverage.  Revenue from additional controlled parking spaces will exceed the cost of this position, 

so the enterprise will benefit, but more importantly the project will add parking spaces to a critical 

growth area between downtown and the University of Massachusetts - Lowell campus. 

Below is a chart that shows expenditure categories in 2014. 

 

 
 

Expenses, debt service and payroll are down as a percentage of expenses from last yearôs proposed 

budget.  As said above, we are hopeful that expenses will be below that which is budgeted.  

Allocated costs and benefits are higher on a relative basis because of cost containment in other 

areas. 

 

As with Wastewater, we are also presenting a brief history of fund balance.  You will see from the 

chart below the strong 2012 results which added to reserves.  We expect additional reserves in 

2013, but the addition will be more in line with previous years. 
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The Parking Enterprise Fund forecast is slightly improved from last year.  Additional cash flow is 

generated from the expansion of the kiosk system.  Debt service on that loan order is reflected on a 

separate line and includes the very favorable bid results that we obtained.  Given the positive cash 

flow in the forecast we may elect to accelerate its amortization when we permanently bond this 

purchase in September. 

 

The reader will notice that the forecast for 2014 has a $137,000 surplus where the budget for 2014 

is exactly balanced.  If the expected revenues exceed the expected appropriations, we do not 

budget for the excess. Should this excess occur, it will be reflected in year-end result and become a 

component of the fund balance in future years. 

 

Water Enterprise Fund 

 

Virtually all Water Fund revenue still comes from billed usage.  Unlike in Wastewater, revenue 

generated from surrounding towns is not accounted for separately.  Miscellaneous revenue 

includes hookup fees, permit income and bulk water for pools.  Below is a pie chart of the fundôs 

2014 revenues. 
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The ratio of miscellaneous revenue to rate revenue has increased slightly over last year.  It is 

important to note that the Water Fund generates more rate revenue than it needs.  Because 

expenses are well below revenue forecasts, only a portion of the revenue is actually budgeted.  

Excess revenue will add to fund balance. 

 

Debt service, payroll and allocated costs take up a larger proportion of the 2014 budget than in 

2013.  Expenses are down and benefits remain unchanged.  Expenses do not increase because no 

carbon filters need to be replaced this year.  Even though the budget for electricity was not 

reduced, we expect there to be considerable savings in 2014 as the treatment plant solar project 

comes on line.  Debt service increased by about $200,000 from 2013 and will continue to increase 

as the projects financed by the most recent $10.45 million loan order continue to progress.  

 

There are two new positions requested in this budget, one Principal Clerk and One Chief 

Mechanic.  The clerk position is requested to offset the continuous increase in documentation 

required of our system.  The mechanic is needed as the equipment in the treatment plant becomes 

more complex.  Both positions can be funded using existing rate revenue. 
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The next chart shows the progress that the Water Fundôs fund balance has made.  The rate increase 

that became effective on January 1, 2011 has generated the excess revenue mentioned above and 

created a comfortable balance in this relatively new enterprise fund. 

 

 
 

As with the Parking forecast, the Water Enterprise Fund will have excess revenues in 2014.  These 

revenues will continue to build the fund balance.  

Water revenue will start to increase in 2015 when a residential metering program comes on line.  

Revenues will continue to increase from this through 2016.  Debt service from the most recent 

loan order will peak in 2016, but will be substantially complete even in 2015.  It is contemplated 

that during the next year the Water Department will request to continue their capital campaign 

with new funding.  A $20 million loan request is factored into this forecast.  By 2015 a substantial 
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fund balance will have accrued that can be drawn down over time and defer a rate increase for the 

foreseeable future. 

 

Lowell Memorial Auditorium Enterprise Fund 

 

Last year, the only reference to LMA operations in our budget was the $320,000 subsidy listed in 

the City Managerôs Department.  With a new operator, Global/Spectrum, selected for the facility, 

we are going to be able to get annual budgets and monthly operating statements.  This will enable 

us to create a more detailed enterprise fund which will make the financial details of the LMA more 

transparent.  Furthermore, Global indicated that they believe that they can reduce the deficit in 

operations from $320,000 in 2013 to $250,000 in 2014 and possibly even less.  Since Global has 

only just started, we have temporarily entered a summarized budget which is based on 2012 

revenues and expenditures.  We reduced administrative expenses to get to a $250,000, since this is 

where initial savings generated by sharing some staff with the Tsongas Center will occur.  Once 

Global has had the opportunity to submit a more detailed budget, we will expand and possibly 

amend the one presented in this document. 

 

Over the longer term, both the City Administration and Global believe that we can operate the 

LMA at break-even. 

 

We have included the first ever five-year forecast for the Lowell Memorial Auditorium.  This 

forecast was prepared without the benefit of the initial formal budget that will be supplied by 

Global/Spectrum, but it does reflect the expectation that they will be able to slowly reduce the 

existing deficit. 

 

 

 

 
 

 



City of Lowell  FY2014 Proposed Budget 
 

Page 36 of 350 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

[This page intentionally left blank.] 



City of Lowell  FY2014 Proposed Budget 
 

Page 37 of 350 

 Strategic Goals and Objectives 

FY14 STRATEGIC GOALS AND OBJECTIVES  
 

The primary motive behind any concerted effort by municipal administrators to implement a 

performance management strategy stems from a general consensus that modern governments must 

both improve their focus on producing results that benefit the public and also give the public 

confidence that government has produced those results. In order to achieve this end, public-sector 

management must become synonymous with performance management. It was with the 

overarching goal of becoming a result-oriented organization that the Lowell City Council and the 

City Administration embarked on the process of determining the cityôs goals and creating a 

framework for measuring and reporting progress on achieving those goals. 

 

In calendar year 2011, the City Council voted to endorse the Cityôs Strategic Goals & Objectives. 

There were eight broad goals which were enacted to serve as a guide for prioritizing resources and 

a foundation upon which an effective performance management strategy could be built. Using 

these goals as a guide, the administration presented a detailed list of sub-goals, 

performance/workload indicators, and efficiency measures which were included in the FY13 

budget document.  You will find department-specific goals and performance indicators in the 

departmental pages. Goals are listed as projects and have a completion date associated with them. 

Performance indicators have been broken into different types: workload, output, efficiency, and 

outcome measures. Also, each goal or performance measure is listed next to the specific goal of 

the Council with which it aligns. The eight goals, which will continue to provide overall leadership 

for the direction of the workforce this fiscal year, are listed below:  

 

Goal #1 ï The City of Lowell will operate as a best practice and customer-focused 

government, employing progressive policies and embracing new technologies whenever doing 

so will increase the efficacy and efficiency of public service delivery. 

 

Goal #2 ï The City will support sound and transparent fiscal policies that provide a 

maximum return on taxpayer investment while leveraging alternative forms of revenue 

whenever possible 

 

Goal #3 ï The City will provide services that proactively ensure the health, safety and 

welfare of those who live in, work in, and visit our city 

 

Goal #4 ï Collaborating with public and private organizations, the City will support and 

maintain thrivi ng neighborhoods consistent with the Cityôs comprehensive master plan 

 

Goal #5 ï The City will initiate and support economic development efforts that will create, 

attract, and retain jobs and ensure a diverse local economy 

 

Goal #6 - The City will provide high-quality education opportunities that support and 

enhance the well-being and success of our students and our community 

 

Goal #7 ï The City will embrace sustainable development practices and environmental 

sensitivity in our unique, urban setting 














































































































































































































































































































































































































































































































































































































